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ABSTRACT

MANUFACTURING PLANTS' USE OF COLLEGE-BASED TRAINING

FOR FIRST-LINE SUPERVISORS:

A HISTORICAL CASE STUDY USING SURVEY METHODS

BY

Frederick Oster, III

Training in industrial companies accounts for about 20% of

all adult learners in the United States. College-based train—

ing for industry's managers has been proposed by some adult

educators and higher education administrators as one means of

developing an adult clientele to compensate for a dwindling

pool of potential traditional—age enrollees forecast for the

1980's. The purpose of this study is to examine the viability

of college—based training programs and to determine the organ—

izational conditions necessary for program success if such

programs are viable.

The researchinethod used is a case study of a college—based

program and the 250 manufacturing plants who use the program

during 1978—79. The study uses program analysis techniques to

frame the research questions.

Data was gathered from several sources using a variety of

research methods: (1) interviews of the university's admin-

istrators, (2) mailed survey questionnaires to managers in the

plants and past participant supervisors, and (3) document

research.

 



  

The study's findings suggest college—based training is a

viable adult education program, although college administra—

tors may look to it for financial, rather than enrollment,

benefits. The study's findings also suggest the university

sponsors the program primarily for the financial contribution

it makes despite the clear conflict seen between the program's

objectives and the school's liberal arts mission. The admin—

istrative autonomy given the program seems to have contributed

to its ability to survive.

The plants used the program as one component of the overall

training supervisors received. There was virtually no match

between plant respondents' perceptions of objectives and pro—

gram outcomes, but still they gave the program a high com-

parative rating and indicated their intention to use it in the

future. This apparent contradiction may be explained by

several factors: (1) users thought the program accomplished

some objectives well, even if not their preferred objectives;

(2) users allowed themselves none of the other alternatives for

improving supervisory performance suggested in the literature;

and (3) supervisors learned their jobs primarily through

informal means achieving an adequate level of performance.

Specialization in staffing the training function resulted in

more selective use of the program and more formal program

evaluation.
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CHAPTER I

DEFINITION OF THE PROBLEM

Non-degree training and education of business firms'

employees has become a significant proportion of all adult

learning activity in the United States. Additionally, for

reasons which are not thoroughly documented, these firms con—

tract with outside Sources for much of the employees' training

(Lusterman, 1977).

At the same time, institutions of higher education,

especially smaller colleges and universities, are looking for

ways to attract adult learners in order to compensate for their

dwindling pool of traditional-age students. Unless they find

new fields of legitimate revenue—producing activity, hundreds

of colleges and universities are expected to close in the 1980's

(Scully, 1980).

During the 1970's many colleges and universities ventured

for the first time into adult programming. A large portion of

these established programs of business managers training

(Glenny, 1976) . Yet, to date, there are virtually no research

studies designed to determine how business firms integrate

college-based training programs with the other internal and

external training they use. In fact, there are few studies

which describe the structures and objectives of business firms'

training function. There are only a few research studies which

examine the structure, process, and program content of col-

lege-based management training (Powell, 1962; Andrews, 1966;

l
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Pearse, 1974). Consequently there is little research data upon

which to base decisions about the use of such pmograms by

college and universities and by industrial plants.

Purpose and Approach of the Research

The purpose of this research is to address the questions

of whether there is a basis for college-based training for

business managers in private college and universities. Its

secondary purpose is to describe the conditions under which

such programs are viable. Viability, in this case, is opera—

tionally defined as program survival and continued use by the

consumers, the business firms who sponsor training partici-

pants.

The research approach used is to identify'a.college-based

management program which is successful according to this cri-

terion, the "Worthingham Management DevelOpment Program

(WMDP)," and then to examine variables which may account for,

or partially determine, this success. ‘Variables pertaining to

(l) the manufacturing plants who send and pay the fees for

participant-supervisors, (2) to the participants, themselves,

and (3) to the university which provides the program are

examined. ZBased on the result of this research, statements are

made about the conditions which influence such programs' via-

bility and thereby form the basis for such programs.

Using a program evaluation framework drawn from public

jpolicy analysis literature, the study begins byidescribing the

logically most direct determinants of success, direct and

intended program outcomes. It also describes indirect or
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unintend program outcomes, such as the changes which have

resulted in the organizations involved in the program and

effects of program participation on participants' other learn—

ing; IFinally, the study describes the procedural, structural,

and situational variables which may account for direct or

indirect outcomes and, therefore, must be replicated in some

*way in order to establish the basis for similar programs'

successes in other settings.

The study describes the structures, procedures, and

rationales by which over one thousand American business firms

have used this program over the last twenty-eight years. It

describes the university's reasons for establishing the pro—

gram, the program's historical development, its policies

regarding the program, and its administrators' perceptions of

the program's outcomes.

The study focuses on variables which influence program

results for (l) a small mid—western, independent liberal arts

university and its management training program for first-line

supervisors, (2) 250 manufacturing plants which have used the

program, and (3) a sample of first—line supervisors who have

participated in the management training program. The uni-

versity is called "Worthingham University" (a pseudonym) or

"the: university," and the program is referred to as the

"WOrthingham Management Development Program" or "WMDP." The

manufacturing plants are consistently referred to as "plants,"



and the supervisors who have been students in the program are

called "participant-supervisors."



CHAPTER I I

THE REVIEW OF THE LITERATURE

The review of the literature examines literature from five

areas: (a) training in industry, (b) the supervisor's posi—

tion, (c) higher adult education as a solution to current

problems in higher education, (d) policy issues in adult

education, and (e) human capital investment.

The literature review will provide a fuller description of

the nature of the factors involved in determining the viability

of college—based management training programs. And, in addi-

tion to more fully developing this policy question, it will

provide the basis for the specific questions to be posed in

collecting data for this study.

Training in Industry

Reasons Industry Supports Training
 

Business managers and executives have a fundamental,

non-philanthropic interest.in their employees' learning. iEdu—

cation and training in industry is not a new phenomenon.

Branscomb and Gilmore (1975) note, for example, that as early

as 1913, a group of large corporations formed the National

Association of Corporation Schools (NACS). 'This organiza—

tion's early members--AT&T, Burroughs Adding Machine, Cadillac

Motor Car, Carnegie Steel, Commonwealth Edison, and American

Locomotive--established their schools primarily to provide
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immigrant workers with basic education (p. 222). Corporate

educational activities have increased and diversified since

then, but the general purpose of industrial education and

training is to help firms adapt their human resources in

reSponse to changes in the demands made on their organizations

(French, 1978, p. 349; Branscomb and Gilmore, 1975).

Demands take several specific forms. .Advances in science

and technology change jobs' content, increase the level of

knowledge required to perform given jobs, and lead to con-

tinually greater specialization and fragmentation of jobs.

Being a generalist is harder, and changing jobs more often

requires retraining. As technical tasks become more spe—

cialized and fragmented, the need for managers who can inte-

grate the parts become greater. Labor organization, a second

factor, often precludes replacement as a means to meet new skill

needs because union members demand greater job security; this

creates a need for retraining, rather than replacing workers,

which is reinforced by the fact that greater media visibility

makes it locally less tenable to lay off workers. Greater

educational attainment and shifting social attitudes among

workers combine to make old autocratic management styles inef-

fective, or even dangerous. And, finally, government initia—

tives to increase employment Opportunity to previously

excluded minorities and women, introduce still more expecta—

tions managers have not encountered before (Branscomb and

Gilmore, 1975, p. 222; French, 1978, pp. 342-344, 352).
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Training and education may also be a means to stabilize a

firms' work forces. The provision of educational opportunities

makes a firm more attractive to ambitious, upward mobile

adults, and raises the morale of most workers. Employees chosen

for development programs may feel they have been given a vote

of confidence or that the company cares about them (French,

1978, p. 352; Lusterman, 1977, p. 6).

Volume of Industry-Supported Training
 

It is not surprising, then, that business firms do a.Large

volume of education and training and that a significant portion

is aimed at management and supervisory personnel. Employees

engaged in business— and industry-sponsored education, alone,

account for ten percent of all adult learners in the United

States. .And, this figure does not include adult employees who

use firms' tuition reimbursement to enroll in educational

institutions, nor those enrolled in learning sponsored by

unions and professional associations. Together these two

groups constitute another 10.4 percent of adult learners.

These three areas account for more than one-fifth, or over

twelve million adult learners (Arbolino, 1978).

Surveys of training in industry consistently indicate

several organizational characteristics are related to the

quantity of training companies provide. The most obvious

relationship is that larger companies tend to be more active

'than smaller companies.in.providing training for their employ—

eees. Lusterman (1977) found that the proportion of companies
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reporting training programs of all types increased with the

increase of company size. For example, among companies in the

largest size category (10,000 or more employees), 87% reported

they provided in-house technical training, and 91% reported

in-house management and supervisory training; In the category

of smallest companies (500 to 999 employees), 42% reported

in—house technical training and 47% reported providing

in-house management and supervisory training (p. 49). These

findings are consistent with Serbein (1961) and the Carnegie

Commission on Higher Education (1973) , earlier surveys of

industrial training and education activity.

Lusterman also found that training was more prevalent in

certain types of industry than others. Financial organi-

zations, utilities, as well as transportation and communica-

tions firms were more active in training than the more tradi-

tional manufacturing industries.

Lusterman's study also distinguiShes between managerial

and supervisory training on the one hand, and technical train-

ing on the other. Although he found that more total people

;participated.in technical and functional skills training (spe-

cific job knowledge and skills), a slightly higher portion of

companies (60%) had management training programs than those who

had programs in technical and functional skills (54%) . Within

management training, he does not distinguish the relative

proportions of training for middle management and first-level

supervisors.
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Structure of Management for the Training Function

Industry's reSponse to‘workforce and technological change

is indicated not only by volume of training activity, but also

by the ways in which they have structured the management of the

training function. Among the companies responding to

Lusterman's survey, most (60%) still delegate the management of

training to people who have other primary duties in the company.

only larger companies have full-time training professionals.

These people tend to work out of a central location and service

outlying plants, and they, themselves, tend to design and run

only programs which meet interdepartmental, more universal

needs. Previous studies have found a similar pattern of

training management organization (Serbein, 1961; Shetty,

1971) . Given that few companies have full-time training

managers, it is not surprising that Lusterman found most

companies conduct training programs in conjunction with con-

sultants and contractors from outside the firm.

An interesting relationship emerges among company size,

specialization.of the training function's staffing, and use of

outside resources for training managers and supervisors. Since

specialization increases as company size increases, one might

expect larger companies to do more of their own training and use

outside sources less. Conversely, one might well expect

smaller companies, who cannot afford to launch sophisticated

in-house training, to avail themselves of outside sources. In

practice, larger companies send a larger proportion of their
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employees to outside programs than the smallest companies. The

availability of funds to pay for the outside training and the

availability of staff person hours needed to locate and arrange

for outside training are additional factors which may explain

the apparent inconsistencies (Lusterman, 1977, pp. 20—23).

Management Development Training for Executives and Middle
 

Manager S

This study focuses specifically on college and university

sponsored, management development training for first-line

supervisors. Of the scarce existing .literature cu:

college—based and/or sponsored training, the more pertinent to

this area deals with training for middle managers and execu-

tives. Reviewing it will provide a sense of the general

structure and content such efforts share with supervisory

management development training programs and the issues rele-

vant to both.

College and university sponsored management development

programs tend, like most adult education programs, to be

structurally separated from their schools' programs for stu-

dents pursuing bachelor and graduate degrees. Branscomb and

Gilmore (1975) explain one reason for this common character—

istic» Corporations, needing a significant number of managers

who can address new organizational challenges with a knowledge

of principles and "universals" which have value in a wide range

of circumstances, have asked institutions of higher education

to provide appropriate instruction. But, since the regular



11

channels of curriculum approval move too slowly to provide

business withwwhat.they consider to be a timely response, many

academic institutions have established, with the cooperation

of business leaders, management development programs, which

are separate from their regular college curricula (PP.

227-228).

In the 1978 edition of his digest, Bricker identifies

seventy "executive development" programs, an increase of six

over the previous year. Most are university-sponsored, deal

with problems of industry'and management, and require at least

two weeks of in-residence attendance. Pearse (1974) reported

that of the 2,000 companies he surveyed, 39% regularly sent

managers to college or university executive or management

courses, slightly more than half the number of companies who

sent managers to professional management training organiza-

tions (66%) and about the same number as conducted well-de—

fined, in-house programs (43%) (p. 18). These programs then are

an integral part of many companies' overall management devel—

opment programs. They are, however, used primarily for middle

managers; almost three times the proportion of companies sent

middle managers (26%) as that which sent first—level super-

visors (9%) (Miner, 1977, p. 13).

In 1962, Powell studied resident and part-time programs.

He inquired about many aspects of the program such as the

participants' and their companies' profiles; their expecta-

tions of the program; their evaluations of the programs'
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methods and outcomes; and participants' progress after com-

pletion of their programs.

Participants named several outcomes as especially valu-

able:

. Reassurance that other managers had similar problems

. Development of self-confidence

. Development of a broader perspective

. Increase in objectivity in decision-making

. Acquisition of a management perspective (for those

moving into management from non—management positions)

. Increased understanding of one's relationship to sub-

ordinates

. Realization of past personal achievements

. Provision of an environment conducive to reflective

thinking (pp. 74-75)

Powell's study stands out as the only one which deals with

participant's perception of important outcomes.

His study addressed programs designed for middle managers.

But, Powell expressed concern that, even though the development

of good managerial skill was a gradual process, there was at

that time "an almost complete lack of university-sponsored

management development programs for lower level supervisors,

and only a few courses of study aimed at the middle level of

administration" (pp. 67-68).

He also discussed several complications for the university,

including a call to accept the responsibility to provide
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continuing educational opportunities beyond work toward under-

graduate and graduate degrees, as a legitimate mission of the

university in a rapidly changing field. Business, in its turn,

he suggested, should appraise its management development pol-

icies with reference to questions such as (1) how university

programs relate to company objectives and to in-company train—

ing, (2) who should have responsibility for the development.of

supervisors, (3) how participants in management development

programs should be selected, and (4) how the company could

provide "an environment conducive to the utilization of the

program's benefits..." (pp. 71-73).

Program Content
 

With reference to the curricula.of management development

programs, Powell's findings are consistent with the findings of

other studies. Miner's (1977) survey revealed that employee

relations, leadership skills, EEO (Affirmative Action), and

wage and salary administration, were topics included in more

than 75 percent of the in—house programs in the companies

surveyed. Topics such as interviewing techniques, employee

benefit programs, communication techniques, safety and deci-

sion-making techniques were reported by more than 50 percent of

companies surveyed.

Outside programs tend to include the more generic of these

topics, that is, the topics dealing with conditions and tech-

niques universally encountered or used in virtually all com-

panies regardless of size or product. For example, in Powell's



14

(1962) survey, 'human relations' ranked as of second greatest

interest in the UCLA program and tied for first among his

nationwide sample (pp. 30-31) . Lusterman found that 60% of the

companies surveyed provided in-house courses such as 'Princi-

ples of Management, Sensitivity Training, Management by Objec—

tives, Decision—Making, Interpersonal Relations Skills, EEO,

and Training of Trainers.‘

Finally, in Wikstrom's (1973) study of supervisory training

(to be discussed further below), subjects such as 'human

relations,‘ '1eadership,‘ 'working with people,’ and similar

titles, when lumped together, were mentioned more than twice as

often as the second most mentioned subjects, 'management theory

and concepts.‘ The subject areas ranked in the next three spots

were more company-specific subjects (p. 11).

In summary, the literature supports a few generalizations

about subject matter or content of management development

programs. First, some form of human relations is included most

often. Second, in-house programs tend to include explanations

of policies and procedural aspects of management positions,

subjects which tend to be unique to individual plants or

companies.

Needs Assessment and Evaluation

The consideration of subject matter and content lead into

two of the basic problems in the training and development

process: (1) needs determination and (2) evaluation of out-

comes. These functions especially reflect the current system
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oriented approach advocated in several leading texts on effec-

tive management of the training process (Patten, 1971; French,

1978, Chapters 15-18; Otto and Glaser, 1970; Tracey, 1974;

Warren, 1969; Taylor and Lippitt, 1975; Watson, 1979).

Kirkpatrick (1978) identifies a wide rangerof means the train-

ing managers should consider for determining training needs:

. analyzing the job

. analyzing 'problems' in the plant

. asking supervisors

0 asking their supervisors

. asking their subordinates

. testing for knowledge or skill

. observing their on—job behavior

. analyzing performance appraisals

. exit interviews

. using advisory committees

. study what other organizations have come up with

. identify universal training needs (pp. 10—14)

Each has its merits, and each its disadvantages.

The literature reflects the diversity of conclusions about

needs reached with these different methods. While one writer

asserts training in listening skills is the‘only content.which

will produce quantifiable results (Iberman, 1975) , others

conclude that situations differ so greatly among plants and

among supervisors that programs must be individualized to be

effective (Jerdee and Calhoon, 1977). Iberman focused on
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production problems and production statistics, while Jerdee

and Calhoon based their conclusions on a survey of supervisors'

opinions. And, using a different set of terms for potential

topics, Adams and Giles (1980) found a slightly different

ranking.

Evaluation is a closely related problem, with as much

variance in informed opinion. Distinguishing the influence of

training from that of several other factors is difficult at

best, especially when the production outcomes are only par-

tially the result of any one position's occupant's behavior.

Needs determination and evaluations are difficult to accur—

ately perform, but the attempt to gain greater skills in these

areas accounts for one of the major changes in the training and

development function's staffing. Within the last twenty years,

firms have moved from minimal or no training staff structure to

the current trend toward full-time directors with their own

staffs and responsibility for training within a company or a

plant (Lusterman, 1977, p. 13). Like other aspects of the

training function, full-time training staff seems to be more

likely the larger the company (Lusterman, pp. 23-31). As the

training function becomes more specialized, needs determina-

tion and evaluation tend to be more sophisticated.

The Supervisor's Position: Problems, Training, and Other

Solutions

The position of supervisor has been a topic of intensive

study off and on since the second World War. Among all that has
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been published, two comprehensive studies, one by an American

and the other a joint research effort between English and

Swedish sociologists, are especially noteworthy and most often

cited in the literature. Thomas Patten's 1968 book, The

Foreman,-Forgotten Man of Management, integrated the American
 

literature up»to that point and focused the issue of potential

solutions to the problem of ineffective first—line supervisory

performance. Four years later, Thurley and Wirdenius (1972)

published the results of an exhaustive ten-year research effort

which used anthropological and sociological techniques to:more

closely define the 'problem' of the supervisory role and more

critically assess the solutions often proposed in the litera-

ture. They concentrated on the supervisory role as it exists

in Europe, distinguishing it in some important respects from

the American model.

Patten describes the chain of events which has changed the

supervisory position as it currently exists. In the first two

decades of this century, foremen, or first-level supervisors

(the terms are used interchangeably in this paper), wielded

much power. They were responsible not only for scheduling and

organizing work in the production process, but also for hiring,

paying, and disciplining workers. In these functions, they

were accountable to no one. In fact, plant managers often

depended on their foremen for advice for control of their

workforce. From the time of Frederick Taylor's innovations,

which subdivided tasks and delegated them for efficiency, the
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power of the foreman's role has diminished. Duties related to

hiring, discipline, job assignment, quality control, work

design and organization, and work standards, now belong to

specialized staff experts or are specifically circumscribed

within the terms of collective bargaining agreements.

The supervisor serves primarily as a coordinator and

problem solver, with primarily production pressures. Her or

his job has much external performance pressure but provides

little authority to demand performance of supervisees.

According to Patten and others, the first—level supervisor is

frequently bypassed in communications between upper management

and union leaders about matters which directly affect his

responsibilities. Often, too, the foreman is the victim of

contradictory demands from more than one boss, and his or her

authority and responsibility are vaguely defined, if at all.

Therefore, first-level supervisors are described as "men [and

women] in the middle." With advances in technology, the

foreman's position in many plants is to step in when machine

functions break down, or when human elements make mistakes

which obstruct machines' most efficient use. Patten's (1968)

most succinct statement of the problem of the supervisor is that

he or she has the responsibility for outcomes without the

authority and resources to control those outcomes (p. 58).

Supervisors have been forced to employ persuasion or, at worst,

manipulation with "human relations techniques" to motivate

workers to put out the expected quantity and quality of the

product.
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Often the first—level supervisor is a person who has risen

from the ranks of hourly workers. Management often selects

foremen based on their abilities as hourly workers rather than

for characteristics and abilities which relate more directly to

the demands of supervisor's jobs. Unfortunately, middle man—

agers often establish company or plant policies without knowl—

edge of the supervisors' job demands from management or hourly

workers. This, indeed, is the condition which gave rise to

Patten's subtitle, Forgotten Man of Management. Since many 

have recently come from the ranks of the hourly workers, new

first-level supervisors often suffer from role or reference

group conflicts (Rosen, 1970).

There is a copious literature about the supervisor's role

in the management business literature, without major con-

sensus. Many articles chronicle the progress of the problem

(Bernthal, 1958; Strauss, 1957; Quale, 1976; Driscoll et al.,

1978), stating above all that supervision continues to be a

problem in the sense that upper management does not feel

supervisors' units are efficiently managed. Another type of

article aims to define or redefine the problem (Tavernier,

1976), often redirecting attention to sources other than the

supervisors (DeLong, 1977; Smiley and Westbrook, 1975), or in

some cases, questioning whether there is a serious problem at

all (Kay, 1963).
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Managers see training as the primary, if not the only,

solution to "inadequate" supervisiona ‘Yet, there is agreement

that supervisors' skills, knowledge, and attitudes are only

part of the problem, and thus that supervisory training is only

one of the solutions. Patten (1968) argued that the position

should be elevated, assuring foremen the status to deal with

staff departments and the authority to influence the decisions

which determine production output and its quality. Other

observers have proposed this type of solution as well (Muendel,

1970; Smiley and Westbrook, 1975; Rosen, 1970) . If the organi-

zational problems built into the supervisor's role ‘were

addressed using this approach, then the goals of supervisory

training would be more realistically limited to those of other

management development problems. Training, these authors

imply, can appropriately resolve only those problems which

result from the man or woman's lack of skills, knowledge, or

objective attitudes. Training, in this view, cannot solve the

problems of the position itself.

Thurley and Wirdenius' book, Supervision: A Reappraisal
 

(1972), supports these suggestions with careful research and

analysis. They offer three distinctions which clarify much of

the debate about problems and solutions. First, they note that

this problem is differently defined from the perspective of the

business executive, the supervisor, and the research scholar.

Second, they carefully provide a systems analysis of factors

which shape the effectiveness of the supervisory role. That is
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to say, they identify variables which determine the possi—

bilities of the role's influence and describe the relations

among them. Third, they specify six separate sources of

supervisory role ineffectiveness and the six corresponding

"routes to change."

Three of these focus on changing the job: (1) changing the

role structure (organizational change), (2) changing personal

demands made on supervisors (interpersonal climate change),

and (3) changing technical demands (technical environment

change). The others are designed to change the person. (4)

Changing supervisors' personal capacities (selection and pro-

motion policy change), (5) changing supervisors' job behavior

(change through training), and (6) changing supervisors' 'men-

tal set' toward their jobs (attitudinal change through educa—

tion) (Thurley and Wirdenius, 1972, pp. 18—19). Each route is

predicated on a¢iecision usually made by upper level executives

in an organization about the root cause of supervisory inef-

fectiveness. It is not surprising, then, that training is a

popularly chosen route for improving supervisory effective—

ness. Supervisory training, whether for behavioral or atti—

tudinal change, displaces the burden of change away from

executives and middle managers. The remaining four routes to

change require executives and middle managers, either to make

personal changes to improve the interpersonal climate, or to

initiate and push for organizational changes whicfllwill involve

a large number of people, and almost surely create conflict and



22

resistance. This situational context generates the decision to

train supervisors, and channels the outcomes of that training

once supervisors return to their place in the organization.

To say that supervisors' training is not the only appropri—

ate approach to improving supervisory performance is not to say

that such training always is inappropriate. In those situa-

tions where it is appropriate, there are additional concerns,

which are discussed in the literature dealing specifically with

supervisory training. 'The first of these is accurately deter—

mining supervisors' training needs, and determining if those

needs have been met by a given training program. Iberman (1975)

asserts that there is only one type of need which training

programs can meet and document quantitatively: the need to

improve listening skills. At one level, Iberman sets himself

in conflict with other researchers who come to different con—

clusions about training needs (e.g., Jerdee and Calhoon, 1977;

Adams and Giles, 1980; Prien, 1963). More broadly, it illus—

trates the complexity of the supervisor's position in all its

settings and the fact that different observers call the same

behaviors by different names.

The literature also contains evidence about which training

sources business firms consider most appropriate for training

their first-line supervisors. Wikstrom (1973, pp. 9, 17) finds

that supervisory training, like other training, is most fre—

quently sponsored by larger firms than by smaller companies.

But, he makes only vague references to the proportion of
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supervisory training done by outside sources. Miner (1977),

however, indicates that supervisors receive far less training

from outside sources than middle managers and executives (p.

13). This may reflect executives' attitudes about who

”deserves" or "will use" outside training. It more likely

reflects the perceptions of outside trainers, particularly

colleges and universities, of what is the appropriate minimum

status and previous educational attainment of their adult

clients (Powell, 1962; David, 1979).

Higher Education: Problems and Some PrOposed Solutions

The most pressing problem of American colleges and

universities is economic survival. The chief cause is a

combination of declining enrollments from its traditional

recruitment pool of eighteen to twenty-two year old students in

the face of rising operating costs. According to one key

observer (Kerr, 1979) , one's judgement as to the precise nature

of the problem depends upon the percent of enrollment decline

one predicts. Optimistic observers, assuming that declining

participation rates over the last decade have been an abbera-

tion, predict a return to old participation rates and the

addition of new client groups for a net increase in enrollments

of twenty-five percent. At the pessimistic end of the con-

tinuum, there are those who predict a decline in enrollments of

140% by 1992. Kerr and Carnegie Council on Policy Studies in

Higher Education (CCPSHE) take a middle position in their final
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report, 3,000 Futures (1980), predicting a decline of between

5 and 15 percent between late 1970's and 1992 enrollment

figures. If the optimists are right, all institutions should

survive. If the pessimists are correct, every college and

university will be threatened. But, iftflmeCarnegie Council is

correct, then the judgment will be made on an individual

school-by—school basis, and thus there will be three thousand

individually determined futures.

In this study, I assume this third position. Under these

conditions, some colleges and universities, especially the

small liberal arts colleges, face a future which depends upon

basic policy decisions they must make now. These institutions

are dependent upon tuition revenue for operating expenses. If

they suffer the maximum enrollment declines, they will not

survive (Carnegie Council on Policy Studies in Higher Educa—

ltion, 1980). They have several alternative strategies they may

employ to avoid enrollment declines. The first is to attempt

to compete successfully for the traditional populations from

which they have always recruited. A second is to retrench and

concentrate on a sub—pool of their traditional recruitment

sources. And, a third, much—heralded approach is to seek new

clientele, particularly adults.

The View that adult students should be heavily recruited

as the clientele of the 1980's has been gaining proponents for

a decade. The initial argument was that adults needed the

opportunity of access to continuing and recurrent education in
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order to adjust to a rapidly changing society and world of work.

Moses (1971) gave*wide coverage to the concept of the "learning

force," those adults involved in the learning programs of the

educational "periphery." 'The "periphery" was his term for the

programs of training and education not included in the sequen-

tial progression ladder of educational progression ranging

from kindergarten through graduate and professional school.

The latter he called the "core." His argument was that

educational policy should be made within this more "compre-

hensive framework" in order to serve the needs of the society

best.

This basic idea received the endorsement of the Carnegie

Commission on.Higher Education in its 1973 publication, Toward

a Learning Society. The authors identified recommendations
 

from seven previous Commission studies which proposed that

higher education in various ways extend the opportunity of

higher education to the new clientele of adults. Its broader

recommendation was that adults in this country should have

access to a variety of channels through which to develop

primarily their vocational potential. .And, they asserted that

since only 27.5% of the country's adult population had com—

pleted as much as one year of college, there was a great

potential demand for higher education among American adults (p.

52).

This sort of optimism was echoed by several observers. Long

(1974) cited three pressures for the acceptance of lifelong
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learning: (1) the 'naturalistic' human need to adjust to change

so as to self actualize, (2) dramatic social and technologic

development, and (3) institutionalized pressures for the sur-

vival of the educational establishment in higher education

which had burgeoned in the boom years of the 1960's (p. 4).

Joining the same theme, the American Association for Higher

Education published in the same year Lifelong Learners—~A New
 

Clientele for Higher Education (Vermilye, 1975), in which one
 

contributing author suggested that the new clientele might

"provide new life for faculty and institutions" (Bess, 1975).

Ricklefs (1975), in.a survey of adult and continuing education

success among colleges and universities in the New York City

area, cited one college that achieved a return of 1.8 million

dollars on gross fees of 6.0 million dollars, a 30% return.

By 1976 there was definite evidence that college and

university presidents had translated this Optimistic outlook

into policy and program, or soon planned to do so. In the report

of the results of a national survey of college and university

presidents (Glenny g _a_l_. , 1976) , the Carnegie Council on

Policy Studies in Higher Education provided evidence that the

most pervasive new strategy in student recruitment was directed

at the adult market (Pp. 44-45). This recruitment effort was

strongest in the public institutions, still 55% of private

universities and comprehensive colleges reported extensive

increases in the recruitment of adults over the age of 22. This

more than doubled the proportion who had reported extensive
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efforts to recruit adults in the previous four year period. The

authors indicate indirect evidence that these efforts were

successful insofar as the institutions reporting extensive

recruitment did not show major declines in the overall enroll-

ments (pp. 185—187).

By 1976, however, there were voices of caution and

criticism. Glenny gt El. (1976) cited several difficulties

reported by the responding presidents: (1) few anticipated

much expansion in staff assigned to adult programs, (2) the

untapped pool of adult students may not be large enough to meet

everyone's needs as schools get deeper into enrollment

declines, (3) if required to be self-supporting, many adult

programs will not be able to survive, (4) the right people in

many cases will not be available to teach the new programs at

new times and places, and (5) oversupplies of trained people

will result in many areas and soon the new markets will dry up.

Indeed, Blaug and Mace (1977) charge that such details have

not been thought out, and the promise of adult education for

institutional survival has been grossly oversold. They suggest

that adults have indicated no overwhelming appetite for tradi—

tional credit courses and that colleges and universities have

demonstrated little appetite or capacity for adjusting to meet

adults' perceived needs (p. 298).

Stoel (1980) likewise cautions that the experience of the

past several decades in adult higher education reveals five key

issues for adult program success: (1) integration with the
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colleges' d2 £3259 missions, (2) careful planning for the

transition to adult programs, (3) establishment of programs

based on what is known about adults' learning need, (4) the

emergence of strong leadership)and faculty redirection, and (5)

fair pricing of programs (pp. 4—6). Unless these prerequisites

are met, she warns that new programs for adults will not succeed

for long.

Patton's (1975) research demonstrates also that sufficient

faculty incentiveSInust be built into adult extension programs.

He found that academic units tended to be motivated as units by

the prospect of securing new faculty positions, and that this

was an incentive only for those departments threatened with the

loss of some positions (pp. 433-435). The disincentives for

academic units were fears about the compromise of standards and

an unwillingness to make life-style and teaching—style changes

required by adult programs (pp. 435—437).

While Patton discounts the threat of faculty resistance

(finding faculty apathy a more serious obstacle) other authors

describe rather detailed reasons why college faculties are

ill—equipped to adjust to the prospect of establishing adult

programs as a means to counter—balance the decline in tradi—

tional enrollments. Tonn (1978) and Tucker (1973) describes

typical communication patterns which serve to stifle decisive

action and dilute final solutions, and Mandelbaum (1979) argues

that the nature of faculty lifestyles militates against intra—

campus communication which in turn reduces colleges' ability to
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learn from their policy actions. Ahlgren and Boyer (1981)

describe the confusion over the definition of "liberal educa—

tion" (which often becomes the point of conflict when new, more

vocationally oriented adult programs are introduced) as an

additional reason faculty resistance isrxfl:overcome. Finally,

Ladd (1972) and Thompson (1972) identify the consensual deci-

sion-making style characterizing college and university gov-

erning bodies as another reason higher education will have

trouble enacting new programs in response to enrollment

declines.

In summary, it can be said that recruiting adults to new

programs has proven successful for some institutions, and that

these successes have likely come after several types of obsta—

cles and have either been overcome or avoided. Glenny's

presidential survey results also suggest that programs which

have succeeded to this point may not continue to prosper if the

competition for adults stiffen in response to continued

declines in the traditional population. This study and Stoel's

(1980) article suggest further that the key to lasting success

is making the structural, attitudinal, and financial linkages

between traditional program supports and adult program sup-

ports.

Attitudinal linkages refer chieflytx>obtaining faculty and

administrative understanding of the nature of adult educa—

tional programs as well as their requirements for support. As

some of the immediately foregoing discussion indicates, host
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institutions face common difficulties in accepting adult edu—

cation programs, particularly on four—year college and uni-

versity campuses. David (1979) explains some faculty resist—

ance as an effort to avoid making very basic changes in their

orientation toward students. There is also discomfort with

symbolic aspects of adult programs which to many faculty mean

low or second class status in the academic community. In a

recent issue of the New Directions for Higher Education series,
 

two authors (Votruba, 1981b, pp. 13-28, and Miller, 1981, pp.

29-36) suggest that adult educators who wish to succeed when the

college campus is the host institution need to pursue long—term

strategies for planned organizational change. This includes

addressing faculty members' symbolic and security concerns.

Structural relationships within the host institution have

long been a concern to adult educators. For Clark (1968), the

typically peripheral adult education.within host institutions

explained adult programs' dependence on the host institution

for all aspects of their program, including faculty. Apart from

being peripheral, other issues of program structure remain.

Gordon (1980) discusses the issue of centralization versus

decentralization of adult learning programs structure within

the host institution. Proponents of decentralization reason

that units of the college or university (when that is the type

of host institution) develOp a greater commitment to the adult

program and produce more creative contributions. Proponents of

a more centralized structure hold that decentralization relin-

quish the ability to share resources, and thereby maintain some
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programs through their down cycles by shifting surpluses from

other programs. Representatives from external organization—

al—users of college adult education services such as the

program under study here, comment that decentralized responsi—

bility for adult education makes it moreldifficult for them to

locate appr0priate programs and negotiate programs to meet

their specific training needs (Gordon, 1980, p. 189).

Policy Issues in Adult Education

Earlier, at.the end of the previous section, I referred to

linkages. Much of the post 1976 literature cited in that

section referred to the fact that the realization of the

"learning society” in this country'is hampered by the fact that

important linkages, necessary steps between where we are now

and where we would like to be have not been given careful

consideration. National policy toward lifelong learning is a

prime example of this failure according to some adult edu-

cators.

The literature concerning national policy toward lifelong

learning contains important questions which this study

addresses. Since passage of the Mondale Act‘of 1976, national

policy initiatives regard training for employees, including

programs like the WMDP, is seen as part of an adult education

system for the United States. It is not clear, however, where

training for supervisors and foremen fits within the overall

educational system. Lusterman and others raise questions such

as these: Does the firm for which a person works determine the
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quality and type of educational opportunities he or she will

have? IN: the educational programs developed separately in

business and higher education benefit from each other's unique

experiences and histories? For example, are business-run

training programs broadened, and do colleges' course instruc-

tors learn to specify methods and results over shorter learning

times as a result of the interaction with the business firms'

training staffs?

Questions about the interrelations of education and

training in business and in higher education bring the dis-

cussion within the context of current policy debates concerning

the system of adult learning opportunities in the United

States. The passage of the Lifelong Learning Act of 1976 (Part

B of the amended Title I of the Higher Education Act of 1965)

encouraged several extensive studies and reports, variously

sponsored and financed. The purpose of these studies and

reports was to determine to what extent the intent of the act,

the realization of a "learning society," already exists in this

country. Conclusions are implied by the thrust of the indi-

vidual recommendations.

First, there is no conceptual criticism of the existing

programs. Instead, all accept the basic concept that adult

education is an activity which prOperly takes place through

organizations and programs (Rockhill, 1979) . The primary level

of analysis is the organization and the social group. In the

ETS study, Lifelong Learning in America (Peterson 23': _a_l_, 1979) ,
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the term “lifelong learning" is identified as "a conceptual

framework for conceiving, planning, implementing, and coor-

dinating activities designed to facilitate learning by all

Americans throughout their lifetimes" (Peterson, p. 5). Given

this shared assumption, all the studies recommend steps tc>make

the current organizations and programs doing adult education

work together to facilitate access to the opportunities con—

tained within such organizations and programs.

The investigators who address the politics of gaining

government resources for changes indicate that federal legis—

lators and executives do not see a "problem" beyond coor—

dination and more efficiency. Given their View that voters want

Washington to reduce its spending and involvement, they will

not initiate nor support any proposals for bold new initia—

tives. Therefore, recommendations speak to: (1) matching

learners to resources, (2) coordination.of existing resources,

(3) limited finance, and (4) increased private sector activity

(Peterson £3 21, 1979).

Critics such as Cross (1979) argue that there are large and

important gaps i11 the current loose institutional system

through which adults gain formal learning opportunities.

First, the free marketplace model that emerges tends to present

opportunities designed primarily for adults who are ready to

build on a basically sound education, thus widening the learn—

ing gap between the advantaged and the disadvantaged. But,

apart from this criticism, she feels the problem with the
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matching model lies in the weakness found among most agencies

which now do, and presumably would then, help adults match their

learning needstx>opportunities. These agencies are likely (l)

to lack adequate information in a usable form, (2) to fail to

reach all adults with the information, or (3) to have staffs

which are not skilled enough in counseling to determine needs

and communicate information effectively.

In accepting this model, albeit with cautions about its

flaws, the apparent majority of adult education policy influ—

entials ignore a basic access question. They assume that men

and women standing outside the organizations in which educa-

tional opportunities are housed can gain access if provided

with information about where opportunities described in

Lusterman's report are available only to members of, that is

employees of, business and industrial organizations. The

opportunities are attached to the jobs, not to the people

themselves.

The inadequacy of a second apparent assumption is the

impetus for this research study. The assumption is that policy

makers can plan and design systems for the future based on

static descriptions of the programs that make up the current

opportunities structured. In fact, they must also know the

dynamic qualities of the current system--the trends and the

basis upon which existing organizations do now, and might in the

future, interact to create new opportunities or bridge aware—

ness and access gaps between existing opportunities.
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Clearly, higher education and private business programs in

adult education are considered prime elements in the future

lifelong learning system. And, programs in which these two

types of institutions have consciously tried to work together

can provide data for evaluating proposed models.

Two recently published collections of articles deal with

additional linkage issues related to competition among adult

education suppliers, intra—institutional support for adult

education programs, and the financing of adult learning pro—

grams. The first entitled, Power and Conflict in Continuing 

Education (Alford, 1980), is in book form and organized in a

format in which each topical article is followed by a panel

discussion. The second collection is contained in a special

issue of entitled, "Financing Continuing Education."

Kost, in his chapter of the former work (Alford, 1980, pp.

38-60), notes that corporations which once approached higher

education as a potential source of training for their managers,

are now producing educational programs and marketing them in

competition with colleges and universities. For a field which

has often struggled to attract students, such aggressive mar-

keting poses a difficult adjustment problem. Kost strongly

urges cooperative efforts between colleges and companies.

Kost later points to a related linkage concern which bears

upon colleges' ability to compete successfully with other

organizations for adult students, the organization of the adult

and continuing education programs within colleges and uni—

versities. Gordon (1980, pp. 170—187) addresses this issue
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directly and advocates greater centralization of continuing

education as a means of enabling the adult education admin-

istrator to coordinate revenues and services among several

units of administrative continuing education in a given school.

In contrast, Loring (pp. 192-193) argues that decentralization

of continuing education programs encourages an entrepreneural

approach to programming and that this is more productive of new

ideas. As the spokesman for industry, Kost indicates he prefers

centralized organization because it is easier for companies

seeking education or training sources to contact a single

office rather than search among several departments.

Gordon's concern to have control over revenues for adult

education is directly addressed by Loring (pp. 132-156). She

asserts that programs follow dollars; that the "sources of

money for continuing education describe, define, and delimit

all the processes, the programs, and the operating philosophy

of continuing education" (p. 132). She recognizes that con—

tinuing education programs are subjected to more restrictive

budgeting demands than the "regular programs," but, she boldly

states that, while continuing educators charge that such poli—

cies are unfair, they are often not equipped to state authori—

tatively whether their programs produce a net gain or loss for

their institutions. Continuing education administrators must

be able to answer these questions before colleges and uni-

versities will be willing to shift budgetary dependency from

more secure traditional students to the more volatile adult

market (p. 135).
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These are hard realities with which to confront many adult

educators, but their ability to cope with the economics and

finance of continuing education will determine, as Windham gt

a1. (1978) assert, what opportunities will be available to whom

in the "learning society."

Human Capital Investment

The last section of the literature review addresses the

economic concept of human capital as a means to delineate some

of the implications of the interplay between economics and

adult learning opportunities in college-based supervisory

training programs.

Human capital is the aggregate of skills, degrees,

education, and experience individuals acquire. As Theodore

Schultz more generally expressed it, in his initial essay

(1961), human capital is "useful skills and knowledge" (p. l).

Schultz and other writers refer to "investment in human cap-

ital," implying that the people anticipate a return for the

acquisition of human capital. This section of the literature

review briefly explores the concept of human capital and its

subsidiary concepts as a framework within which to understand

decisions about supervisory management development training,

especially the economic aspects of those decisions. This is

largely a theoretical rather than empirical discussion, whose

purpose is to clarify questions concerning the dynamics of

college-based supervisory training. The following is a state—

ment of the essential concepts drawn from two basic essays by

chief human capital theorists, Becker (1971) and Mincer (1971) .
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Individuals and organizations make investment decisions

based on the consideration of the several characteristics of

human capital. The first is the cost of the investment. Early

in an individual's life, this is a relatively simple com-

putation; it is simply the dollar cost of the training or

education and the costs, if any, of obtaining the money (e.g.,

interest on a loan) to pay for training. However, as one

continues to invest and accumulate human capital, he or she

encounters additional costs at the next investment decision.

Acquired skills, education, and experience can be sold, i.e.,

the person can take a job, and begin receiving a return on

previous investments. Thus, the costs of further investments

will include foregone wages.

Time becomes a cost factor as well. First, a worker will

consider the amount of time available in his or her work life

during which to collect on additional investments. Therefore,

a second time factor, the period required to gain the next

significant increment in human capital, must be considered. As

an investment, an additional four year degree may be too costly

in lost collecting time, but a three week evening certificate

course in a specific skill may be an effective investment.

A final consideration is the relationship of previous

training and education to contemplated investments in edu—

cation and training. Adults can more quickly and effectively

achieve a high level of performance in a new skill or knowledge

area if the training necessary builds on previously acquired
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skills or knowledge, than if the training involves totally new

learning. Thus, the more human capital a man or woman acquires

in a given field, the more costly it becomes to shift to totally

different fields. This cost is compounded when one considers

that beyond a certain age, he will be competing for job

positions with younger workers who can offer an employer a

longer period of return on his investment in them.

These considerations have several important implications

for adult training programs. A broad implication explains why

adults tend to prefer short-term, focused education and train-

ing over longer degree programs. The former are less costly in

money and time, and can be targeted to build on previous skills

and address specific ones.

Human capital theory's most important implication for

training like that offered through the WMDP has to do with the

availability of the funding to support it. Funding sources are

tightly segmented; they are, in other words, available only to

certain individuals. Most supervisors could not afford the

cost of fees and lodging (up to $750.00), travel, and lost

salary. But, even if they could, it would not be available to

them. ‘Worthingham University contracts directly with employ—

ers for participants.

These circumstances change the nature of human capital

investment decisions. The individual does not consider an

investment in training; he pursues a job position which carries

with it the opportunity for company-paid training. And, if he
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is s0phisticated and has access.totthe information, he tries to

secure a job which is located in a company which rewards

learning*with.promotions, or which provides training in skills

which can be used in other companies.

The employer under these circumstances tries to recruit

employees who can be trained most readily. It is presumed the

employer can determine trainability. In practice, employers

tend to regard educational attainment as the indicator of

trainability, whether he has proof of the relationship between

educational attainment and trainability or not.

Because recruitment and training take place in the

circumstances described, some economists (e.g., Thurow, 1975;

1980) question human capital theory's characterization of the

hiring transaction. In human capital theory's conceptual

scheme, successful job applicants rent their acquired human

capital to employers. Thurow argues this is not the case. In

his view, employers allocate training slots. And, potential

applicants attempt to gain the level of educational attainment

required for desirable training slots, regardless of the edu-

cation's relationship with their ability to perform the job's

responsibilities. The result, when employers use educational

attainment to reduce the pool of applicants they must consider,

is a tendency for wasteful investment in education and train-

ing-~wasteful for the individual as well as for society.

Human capital theory has important implications for access

to learning opportunities, also. If Thurow is correct, the



41

increasingly higher levels of educational attainment required

for most jobs with promotion potential life these training

slots out of the reach of many men and women who have the ability

to perform well as supervisors and benefit from training, but

who, because the lack of family support or the existence of

discrimination, cannot afford to forego the earnings lost while

investing in higher levels of education.

Human capital theory has one final implication relating to

non-training variables in employee performance. Presumably,

employers would seek to create the circumstances in which

trainees would be<encouraged and supported in the use of newly

learned management skills. Doing so*wou1d maximize the return

on their investment“ 'This study attempts to determine whether

this and the other implications of human capital theory are

realized among the plants studied.



 

CHAPTER III

METHODOLOGY

This research is a case study (Sellitz, Jahoda, Deutsch,

and Cook, 1967, pp. 59—60) of the Worthinghanl Management

Development Program (WMDP) at Worthingham University and of the

plants which have used the WMDP as part of their training for

first-line supervisors. As such, it is an analysis of the

training system for first-line supervisors formed by the coop—

eration of Worthingham University and the manufacturing plant

users. It will describe not only the activity directly related

to the university's and the plants' involvements in the WMDP,

but also the relationship of WMDP activities and structures to

the overall activities and structures of the university and the

participating manufacturing plants.

The study is descriptive and in many respects exploratory

(Sellitz, £3 31., 1967, pp. 50—78). It is descriptive in the

sense that it is concerned with describing the characteristics

of how a particular type of training is used and with estimating

the proportion of organizations which use training in certain

ways, within given structures, and for certain reasons

(Sellitz, £3 21., 1967, p. 65). The study is exploratory

because it has the purposes "of formulating a problem for more

precise investigation...of developing hypotheses...of clari—

fying concepts...and of establishing priorities for further

research (Sellitz, et al., 1967, p. 51).

42
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The study's fundamental premise is that by studying

carefully the factors which might have determined the WMDP's

success, i.e., the basis for its success, one can come to

tentative conclusions about the factors which are likely to

determine success or failure for college—based management

training programs which attempt to attract and serve partici—

pants sponsored by business and industrial organizations.

Stated in more detail, the basic argument upon which the

study is based is as follows. Its first premise is that the WMDP

is successful in that it has survived for thirty years and

continues to attract users. This success may be attributable

to several factors. These factors may include the direct and

intended program outcomes, indirect and unintended program

outcomes, processes according to which the WMDP is administered

and used, the organizational structures established by the

university for administering and by the plants for using the

program, and the historical situations in which the program was

established and those in which it is currently conducted.

These factors are in several instances the product of

policy decisions made by business managers and university

administrators. Managers and administrators involved in any

college-based management training program will have to address

these factors as they establish and run a college-based manage-

ment training program. By examining factors influencing the

decisions made in establishing the WMDP and maintaining it

successfully during its thirty years, as well as the given
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circumstances which may influence program success or failure,

but which are not the result of policy decisions, one can learn

something about what factors have accounted for the WMDP's

success. Therefore, to the extent that the WMDP's situation is

similar to other college-based management training programs,

the findings and conclusions of this research may be applied in

policy decisions about whether to establish or to continue

sponsorship or use of college—based management training.

As the study explores the several factors which may have

contributed to the‘WMDP's success, it will examine the factors

commonly considered in program analyses, i.e., direct program

outcomes compared with intended program objectives, and the

internal program processes. But, it will also take into account

other factors which are sometimes de facto program evaluation

criteria. The primary research methodology, then, is program

analysis supplemented to gather data on variables in addition

to those which are examined in the program analysis method.

Poister neatly defines and explains the purpose of program

analysis.

"The term policy [or program] analysis refers to the

analysis of the determinants, characteristics, and

implications of public policies and programs, particu-

larly of the relationship between the content of pol-

icies and programs and the substantive'consequences and

outcomes they produce (Poister, 1978, p. 4).

Its primary and most legitimate purpose is to provide

information on an objective basis for improved deci-

sions regarding the original design, implementation,

continuation, or modification of a program (Poister,

1978, p. 5)."
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Some of the concerns Of policy decisions, which such an

analysis informs, are:

1) Whether to continue a program or not

2) What its Optimum structure would be

3) How procedures and practices might be improved

4) Whether to add or delete specific program strat-

egies or procedures

5) Whether to establish similar programs elsewhere

6) How best to allocate resources

7) Whether to accept or reject a program approach or

theory (Poister, 1978, p. 8).

These are precisely the decisions being made, and to be made in

the future by business executives, higher education admin-

istrators, and public Officials about college—based training

for business firms' supervisors and other management employ-

ees.

Subjects

The subjects whose action and Opinions are investigated in

this study are (1) Worthingham University and the Worthingham

Management Development Program (WMDP), (2) the manufacturing

or processing plants which use the WMDP, and (3) the first-line

supervisors from those locations who have participated in the

WMDP, the participant-supervisors.

Worthingham University is a four year liberal arts
 

university. It is located in a small central Ohio city.

Worthingham derives identity from, and is most concerned about,
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its undergraduate program, but it also Offers masters degree

programs in music and education. The full—time undergraduate

population numbers approximately 2,200. The university's

current president assumed the position in 1977.

The Worthingham Management Development Program (WMDP) is
 

a one-week, intensive training program, designed to improve the

management competence of its participants, first-line super—

visors employed in manufacturing plants. During each one—week

session, most participant-supervisors, except for a few who

live within daily driving distance Of Worthingham University,

stay in a local motel and attend classes on the campus daily

between the hours Of 8:00 a.m. and 5:30 p.m., Monday through

Thursday, and between 8:00 a.m. and 12:30 p.m. on Friday. ‘The

program is structured as four courses: (1) Principles Of

Economics for Business, (2) Communication Skills, (3) Princi-

ples Of Business Management, and (4) Organizational Behavior

and Motivation. Generally, each course meets once each day.

Participants' plants sponsor them and pay their expenses.

There are currently three one—week units Of the program,

Management Development I, II, and III, with succeeding units

designed to build on and reinforce skills and information

presented in the preceding unit. Program administrators rec-

ommend supervisors enroll for succeeding units at one year

intervals.

The WMDP is one Of three programs Of Worthingham Uni-

versity's School of Community Education. The other two are (1)
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the Evening College, credit programs for adults working toward

bachelors degrees, and (2) Non—Credit Programs, short-term

informal learning programs on selected topics which included

interesting presentations from liberal arts disciplines as

well as skills training applicable to participants' work set—

tings.

The term 'plant' in this study denotes a manufacturing or

production unit of a business firm whose purpose is to produce

the goods or services which are the firm's product. lkiservice

industries, such as insurance, the 'plant' will, in fact, be an

administrative Office. The 'plant,‘ then, is the facility, and

the distinct organizational administrative unit, in which the

product is made or the service performed.

The study will focus on 'first-line supervisors.‘ While
 

the WMDP accepts some participants who hold more advanced

positions, the subjects who completed questionnaires are men

and women who were supervising primarily hourly workers

(Patten, 1968, p. 16; Thurley and Wirdenius, 1972, p. 18) . This

distinguishes them from general supervisors and other middle

managers who supervise supervisors, managers, or other sal-

aried personnel with management responsibilities. This dis-

tinction is made among participating supervisory personnel

because (1) these are the principle clientele at whom the WMDP

is aimed, and (2) the nature Of the problems and job activities

are distinct and extensively treated in the literature of

organizational behavior, business journals, and industrial

sociology as distinct.
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There are two additional terms requiring definition, BEBE

managers and training directors. TO gather information about

the plants, questionnaires were mailed to plant managers and

training directors at each of the 250 plants selected for the

study. A plant manager is the man or woman with overall

management responsibility for a manufacturing plant. The

training director is the manager in the plant with responsi-

bility for the training of plant employees. Frequently the

person with that responsibility does not have the title of

training director. Managers with the title of "director of

personnel" or "manager of industrial relations" is the person

assigned training responsibility.

Data and Information Collection
 

Three methods are used to gather the data and information

needed to answer the research questions: (1) mailed question—

naires, (2) personal interviews, and (3) research in program

files and other public information sources.

Mailed questionnaires designed to gather data and infor-

mation about plants and supervisors, then, constitute the first

method. There are three questionnaires in this category: (1)

the plant directors' questionnaire (PMQ), (2) time training

directors' questionnaire (TDQ), and (3) the supervisors' ques—

tionnaire (SQ). The first two elicit data primarily about the

plants, their training policies, and their experience with the

WMDP. The supervisors' questionnaire was designed to generate
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However, the plant managers' questionnaire contains questions

about supervisors, and the supervisors' questionnaire includes

questions about their plant's training programs.

The second data collecting method is personal interviews

with administrators from Worthingham University, the School Of

Community Education, and the Management Development Program,

as well as the WMDP faculty. Based on a general questionnaire,

these interviews are intended to gain information about (1) the

historical circumstances Of the program's beginning, (2) the

program's goals and the means chosen to realize those goals, (3)

the .financial, administrative, and political relationship

between the WMDP and the university as a whole, (4) the dynamics

and process Of the WMDP's relationship with the client plants

and companies, (5) the effects of these relationships on the

university and the program, and (6) the ways in which the

special needs of adult learners are perceived and addressed by

the program and the university.

The people interviewed were: (1) the current and past deans

of the School Of Community Education, (2) the director and

assistant director of the current WMDP, (3) members Of the WMDP

faculty, (4) the provost of Worthingham University, and (5) the

president Of Worthingham University.

A sixth source Of information, originally considered, but

later eliminated from the group Of Worthingham interviewees, is

faculty members from the regular undergraduate faculty. Two

factors account for this decision. First, it was determined
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early in the researcher's informal conversations that faculty

members had had no involvement in the initial establishment of

the program, nor had they been involved subsequently. The

second reason for eliminating them had to do with current

circumstances in the university and the concerns of the WMDP

director and WMDP faculty members. The director expressed

concern that the researcher would be asking questions of the

undergraduate faculty about the program. He felt that asking

undergraduate faculty members about.the‘WMDP, about.which they

know little, would evoke artificial concern, and an attempt to

raise questions about the propriety of such a program at a

liberal arts university. The director ultimately revealed that

his misgivings were based on a fear that information about the

program could be misinterpreted by people who were not pre-

disposed tO understand or support the WMDP. He felt that the

program was at this time vulnerable to attempts tO attack it.

Given his attitude and the importance Of his support, it was

decided that the information gained from faculty who had only

Observed the WMDP from a distance was not worth the risk of

alienating the director and the WMDP faculty from whom essen-

tial information and endorsement was needed.

Finally, from the files Of the WMDP, available data

describing the program itself was gathered, as well as data

describing major characteristics Of the plants and the par—

ticipant-supervisors. Also, from Standard and Poor 's Register
 

of Corporations descriptive data about the companies which
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operate the plants studied was gathered. Listed below are

background data:

Plants Data
 

1. Size of company (# of employees): Standard and Poor's

Register of Corporations

 

 

2. Size of plant (# of employees): Plant Managers' Ques—

tionnaire (PMQ)

3. Company "Standard Industrial Classification" (SIC)1

4. Geographic location of plant: WMDP files

5. Specialization Of training function (i.e., extent to

which plant has managers with at least half-time

responsibility for training, per se): Training Direc-

tors' Questionnaire (TDQ)

6. Hourly worker organization (union(s)/no union) in

plant: PMQ

 

'Supervisors'

1. Age: WMDP files (cf. supervisors' questionnaire - SQ)

2. Sex: WMDP files (cf. SQ)

3. Year (5) in which subject participated in the WMDP: WMDP

files

4. Company who sponsored supervisor: WMDP files

5. Educational attainment at time Of first WMDP partici-

pation: WMDP files

6. Educational attainment, current: SQ

 

The Standard Industrial Classification (SIC) Code is a four

digit numbering system which the U.S. Department Of Commerce

developed tO categorize goods and services produced by business

and industrial organizations. The first two digits denote

broad categories such as "transportation equipment" (37) ,

"primary metals industries" (33), or "paper and allied prod—

ucts" (26). The third and fourth digits are used tO Specify

progressively narrower product subgroupings.
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7. Tenure as first—level supervisor: SQ

8. Job mobility (upward mobile/not upward mobile): SQ

Worthingham University
 

Management Development Program

1. Year established: WMDP files

2. Directors: WMDP files

3. Faculty: WMDP files

4. Pattern of participation by total volume per year: WMDP

files

5. Total enrollment (undergraduate, regular; under—

graduate, adult programs): university records

6. Program description: WMDP files and literature

The remainder of the data to be gathered is described in

the discussion of the questionnaires.

In preparation for the study, the researcher was guided by

his own experience in program administration and a statement by

Poister (1978) in his discussion Of a frequent policy research-

ers' mistake.

"...carrying out program analyses that are strong in

terms Of both research and policy validity also requires

a close familiarity with the operation and general

context Of the program under review as well as an

understanding Of the substantive issues of concern to

decision makers (p. 27)."

In order to become more familiar with the program's context, the

researcher spent three weeks attending the sessions Of the

program's three units as they were Offered. During that time,

he talked informally with the faculty and staff, but most

importantly with the participating supervisors. He talked with
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supervisors about their jobs and the problems they encountered,

and about their reactions tO the Management Development Program

and its relationship to their problems and the demands Of their

jobs. Finally, living in the community where the university and

the WMDP are located, he had the Opportunity to talk with

members Of the faculty and administration about the WMDP and the

School Of Community Education even before he had considered the

program as the focus Of this study. These contacts have

contributed much tO an understanding Of the program and the

obstacles faced by the program's administrators and the fac—

ulty. In several instances, they have suggested items for the

questionnaires which might otherwise have been overlooked.

 

Researchguestions and Questionnaire Development

'This study is designed tO answer several research ques—

tions. And, the research questions are, in turn, the basis for

drafting the questionnaires used in the study's surveys and

individual interviews. Both the research questions, and some

Specific questions in questionnaires are derived from two

sources: (1) the literature reviewed, and (2)tflmarequirements

of program analysis.

The literature provided the background for the research

questions and questionnaire items in several ways. First, the

literature suggests several generalizations about training

generally, and college-based training specifically. For exam-

ple, Lusterman (1977) and others suggest that larger companies

and also companies in certain industries are more likely to have
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their own training programs. Thus, in order to determine where

the WMDP fits in the larger system of training in industry, the

questionnaire is designed to Obtain data needed to make the

comparison.

Second, the areas Of literature reviewed suggest, or

Specifically discuss, several major policy issues. In some

cases, the issues suggested are untested assumptions. For

example, the literature on training in industry suggests that

the existence of full-time training managers is evidence of

progress in needs assessment and evaluation (Lusterman, 1977) .

Researchers have found that, like volume of training activity,

the existence Of full-time training managers is more likely to

be found in larger companies, and is more prevalent in some

industries than others (Lusterman, 1977). But, none Of the

studies on training in industry addresses the question Of what

difference staffing a full-time training management position

makes in the practice Of the training function. Therefore, this

study is designed to determine what difference the existence Of

full-time training managers seems to make among the plants

studied in their general conduct Of the training function and

in their use Of the WMDP.

A second issue suggested in the breach is whether companies

whO>do training understand why they are doing it and what they

are getting in return for their expenditures for training. The

training literature contains articles which describe a ratio—

nal model for training program design and evaluation (e.g.,
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Kirkpatrick, 1978; Otto and‘Glaser, 1970; Patten, 1971; Prien,

1963; Taylor and Lippitt, 1975; Tracey, 1974) . According to the

model, one determines needs Specifically, defines objectives

specifically, evaluates training by comparing outcomes to

Objectives, and continues with only that training which meets

the established Objectives. The variety Of conclusions reached

in the literature about supervisors' actual training needs and

about the outcomes Of training suggest that training is not

always based on precisely defined needs and that outcomes are

not always clear. Whether the use of the WMDP is based on

plants' specific evaluation of needs and a match between

outcomes and Objectives is a central question in this study.

The questionnaire is designed tO determine what managers

Objectives are and what they and the supervisors think the

outcomes are. It is also designed to determine which techniques

are used to determine training needs and actual training

outcomes.

Apart frcmlthe indirectly suggested issues, the literature

presents several issues directly. The central issue concerning

supervisory training is whether training is the appropriate

method to improve supervisors' performance. The literature

states it is only one method, that training alone is not

sufficient, and.that.in.some cases it is inappropriate because

the organizational situation in which supervisors are placed is

the essential problem (Patten, 1968; Thurley and Wirdenius,

1972). The questionnaire gathers data on the range of ways
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plants are currently attempting tO improve supervisory per-

formance.

The literature in higher education and adult education

raises several issues about the relationship of adult education

programs to colleges and universities. These include policy

questions of whether adult education programs Should be per—

ipherally or centrally located in the college or university's

structure (Gordon, 1980; Clark, 1968), whether they should be

required tO be financially self-supporting (Loring, 1980,

Windham, ESE-v 1978; Windham, 1978; Clark, 1968) , and whether

adult programs are consistent.with the mission Of liberal arts

institutions (Stoel, 1980; Votruba, 1981b; Patton, 1975; Long,

1974; Knox, 1981; Ahlgren and Boyer, 1981). This study is

designed to gather information about the impact these issues

have had on the WMDP in its relationship with Worthingham

University.

A broader issue raised in the literature on adult education

policy is whether the existing conglomeration Of adult educa-

tion programs is adequate to adult learning needs (Cross, 1980;

Rockhill, 1979) . The study, therefore, is designed to describe

access criteria and participation patterns which result from

the circumstances of the d_e E5359 selection process in order to

determine whether the WMDP is likely to meet the training needs

of all eligible supervisors.

The principles Of program analysis in the field Of policy

research serve as the second guide in the formation Of the

research questions. The WMDP is evaluated according to the
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criteria and process described by Poister (1978). He describes

three potential focuses of program analysis: (1) needs or

demands for the program, (2) the program's Operations and

processes, and (3) the program's impact. Needs and demands

studies attempt to identify the problem to which a program is

or might be an effective solution. They also attempt to

describe the dynamics among variables from which researchers

infer causes andmderive possible solutions. In this study, two

components address needs and demands: questionnaires and the

review Of the literature on supervisors' jobs.

Operations and process studies are concerned with such

questions as the Optimum structure of a program, the per-

formance of its personnel, and the criteria used to make program

decisions. All three are addressed through the survey ques-

tionnaires.

Finally, impact studies are designed tO determine the

outcomes, both direct and indirect, of a program. Outcome

measures may include supervisors' behavior change or changes in

organizations' structures and policies as a result Of the

program (Poister, 1978, pp. 6-8). Information from question-

naires and interviews provide a basis for these determinations.

Poister also discusses the criteria according to which

programs may be evaluated. Appropriateness Of the program is
 

considered first, asking the value question: Is the program

responsive to those in need Of its outcomes? Considered next

is whether the program is effective-~does it accomplish its
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intended Objectives? Third, is the program economically effi-
 

cient--does it accomplish its Objectives with the least neces—

sary expenditure Of resources? Fourth, is it technically
 

efficient—-are internal resources organized SO as to gain
 

maximum output? Finally, is the program adequate-~does it make

enough difference in the conditions addressed to be termed a

solution. Some of these criteria imply the question Of whether

the program is the best approach among the available alterna-

tives.

This study will focus.on the‘WMDP's operations and process

and on its impact. The primary criteria used to evaluate the

WMDP and its general approach tO improving supervisor per—

formance will be: (1) appropriateness in terms of whose needs

are met and which determinants of supervisory performance are

addressed, (2) effectiveness in terms Of whether outcomes are

consistent with Objectives, and the degree to‘which.objectives

are clearly stated, and (3) adequacy in terms of whether it

impacts on the performance Of the participants.

The research questions thus derived from the review of the

literature and the principles Of policy analysis are as fol-

lows:

1. What are the chief variables which influence or deter-

mine involvement of the manufacturing plants and the

university under study?

0 What were the original program Objectives for

each?

. What are the plants' and the university's current

Objectives?
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. What are the outcomes Of the program as perceived

by participants and by the administrators of both

organizations? 1k) ‘what is program success or

failure attributed?

. What variables, not related tO program outcomes,

affect the organizations' participation?

. HOW’ are longoing decisions about training and

development made in each plant?

Who makes them?

What criteria are used?

How are the criteria defined; what measure-

ment techniques are used?

. How are ongoing decisions about continued Spons-

orship Of the program made at the university?

Who makes them?

What criteria are used?

How are the criteria defined?

How do business firms and the university structure and

finance their involvement in campus—based training for

supervisory personnel?

. What units make the decisions about organizational

involvement?

. How do these units relate to the rest Of the

organization, i.e., to whom are they accountable

and are there any restrictions on their authority

in this area?

. How does the program relate to other training or

education programs, and to organizational change

strategies in which the organization is involved?

Apart from training outcomes, how has participation in

the program affected the supervisors, the individual

participants in the program?

Have changes occurred in the two types Of‘organizations

as a result Of their involvement in the program?

Iknv has the structure Of learning opportunities for

adults changed as a result Of the development Of this,

and Similar programs?
1
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Background and development Of questionnaires

The same two sources which informed the framing Of the

research questions contributed to the design Of the study's

questionnaires. They were (1) the demands of program analysis,

and (2) the literature bearing on the topics of this study.

Poister (1978) describes three focuses Of program analysis.

They are (1) the need or demand for the program, (2) the

internal Operation Of the program, and (3) the impact of the

program on its environment. All three are incorporated into

this study. They Shaped the research questions, which in turn,

were the basic reference for the initial drafts Of the three

mailed questionnaires and the interview schedule. The first

focus, need or demand, is, in effect, a concern about the

problems which gave rise to the program, which then is trans—

lated into program goals and Objectives. The needs and demands

which shape a program are not only those in the environment to

which the program addresses itself directly. The needs of the

institution Offering the program may also be a basic motivator

to initiate a new program. Questions in the PMQ, the TDQ, and

the Worthingham basic interview schedule (which is referred tO

hereafter as the WUQ) asked about program Objectives from the

respondents' perspectives, and about the conditions which

moved each organization to consider such a program initially.

The opening questions in the SQ were intended to elicit from

supervisors a description Of the job conditions which are

problematic to them and an identification Of the types of major
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changes which have made the supervisor's position more demand—

ing.

Concerns about the program's internal Operation.were cast

more broadly tolgain.descriptions of the internal processes by

which plants' managers integrate their overall training pro—

grams with the WMDP. Plant managers, training directors, and

supervisors were asked what other training they do, and how it

is mixed with the WMDP administratively, methodologically, and

proportionally. Descriptions Of the internal structure and

operation Of the WMDP, also, were sought in the interviews with

the program staff and faculty.

The impact of the program on its environment encompasses

not only the direct outcomes for participating supervisors, but

also secondary gains for supervisors, and changes in the

organizations involved. Therefore, while supervisors, train—

ing directors, and plant managers were asked to give their

judgments about.the‘outcomes for supervisors, managers, train—

ing directors, and respondents at several levels in

Worthingham's organizational structure also were asked to

describe how involvement in the program has changed their

organization's policies, structure and staffing.

In addition to the principles of program analysis, the

reviewed literature, contributed directly 11) the design of

questiOnnaire items. The written questionnaires required

respondents tO choose among limited alternatives in most ques—

‘tions. The alternatives they were given to choose among were
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chosen based on the results Of previous studies. For example,

when asking respondents to identify what they considered to be

the WMDP's outcomes, the alternatives from which they chose

included all outcomes respondents to previous studies had

mentioned (Walker, gt gl., 1956; Andrews, 1966; Powell, 1962;

Pearse, 1974; Wikstrom, 1973) and those which have been named

as important training needs by others (DeLong, 1977; Jerdee and

Calhoon, 1977; Prien, 1963; Thurley and Wirdenius, 1972). The

literature was in similar ways the basis for choosing limited

choice alternative responses with regard to questions about

selection criteria for supervisors and training participants

(Walker, gt gl., 1956; Patten, 1968; Thurley and Wirdenius,

1972; Wikstrom, 1973), methods for improving supervisors'

performance (Thurley and Wirdenius, 1972; Muendel, 1970;

Patten, 1968; Wikstrom, 1973), methods Of determining training

needs (Kirkpatrick, 1978; Prien, 1963), methods of evaluating

training outcomes (Kirkpatrick, 1978), and satisfying and

dissatisfying aspects of the first-line supervisor's position

(Patten, 1968; Thurley and Wirdenius, 1972; Rosen, 1970;

Tavernier, 1976; Walker, e_t a_l., 1956; Driscoll, e_ta_1. , 1978) .

Testing and revision of questionnaires 

The questionnaires thus developed were revised and improved

in a process involving critiques by professionals and trial

administrations Of the instruments. A panel Of three profes—

sionals trained in and actively involved in research reviewed

the first draft of each Of the questionnaires. After receiving
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their written criticisms, the researcher talked with each to

gain a fuller understanding of their Objections and their

suggestions for improving the questionnaires.

After this initial round of revision, the questionnaires

were administered to small numbers Of respondents similar to

those who would eventually be asked to complete them. Fifteen

supervisors' questionnaires were given to supervisors attend—

ing the Management Development Program during late June and the

month Of July. After they had completed their responses, five

of the fifteen supervisor-participants discussed the ques—

tionnaire with the researcher. The chief concerns at that point

were that the questionnaire not be too long, that the questions

were clearly stated, and that the line of inquiry was consistent

with participant-supervisors' experience in the WMDP. These

discussions yielded several important suggestions about how

best to frame the questions and what terms to use in order not

to Offend respondents and to avoid vagueness.

In addition to the supervisors who returned the ques-

tionnaires to the researcher personally, twenty additional

participant—supervisors were asked tO take the questionnaire,

answer it when they returned home, and mail it to the researcher

in the self-addressed envelope provided them. The response

rate from these participant-supervisors was fifty percent. It

was clear that even though reSpondentS were asked only tO check

Off answers from among listed alternatives, the original SQ was

entirely too long. The final version is Slightly under three
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full pages, more than a seventy—five percent reduction from the

original.

In the trial of the plant managers' questionnaire and the

training directors' questionnaire, questionnaires were mailed

to nine people holding those positions among the plants which

had participated in the WMDP. The respondents were asked to

complete the questionnaire and.then were phoned to schedule an

appointment with each to discuss the questionnaire in more

detail. These trial reSpondentS' plants were distributed among

the Springfield, Dayton, and Columbus, Ohio areas. Each Of the

nine managers asked tO respond and meet with the researcher was

willing to do SO. During the interviews with the respondents,

in which the intent for each of the questions was explained in

more detail, these men and women had several suggestions to make

about (1) additional questions to ask, (2) how tO introduce the

study in a cover letter, and (3) items that could have well been

eliminated. Following these interviews, at least one question

asking about the plant managers' and training directors' phil—

osophy regarding training and education was deleted, Since it

elicited an undifferentiated response which led to no:signifi—

cant conclusion.

The final products Of this process are a PMQ and a TDQ of

four pages each, and a SQ Of three pages. Each requires

respondents to answer limited alternative questions. The

professional "judges" asked to review the questionnaires in the

first step Of the revision process expressed concern about the
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method chosen to have people respond to several Of the ques—

tions. Their suggestions differed, and the researcher was left

with the choice on the items in question between asking respon—

dents tO (1) check all the alternatives that applied, (2) check

their one to three most desired alternatives, (3) rank all the

alternatives, or (4) rate the alternatives according to a

three-or-four-point scale, or (5) some combination of (l) , (3) ,

and (4) . The values in conflict were the clarity Of the

question, the ease with which the data produced could be

analyzed, and the consistency between how respondents were

asked to think about the question and how they probably thought

about the content Of the question as it occurred in their lives.

After a discussion with a nationally known and experienced

survey researcher, the researcher chose to take his advice and

maximize consistency with the respondents' reality. He sug-

gested different ways in which data SO produced could be

displayed and analyzed.

Copies of the final questionnaires are included in Appendix

A.

Selection of Plants and Supervisors Surveyed

During its operation since 1951, the Management Develop—

ment Program has attracted the participation of over 20,000

supervisors from more than 2,000 plant or office Sites. It

would be tOO costly in time and money to survey all the

participants. Also, those supervisors, plant managers, and

training directors who participated in the program a number Of
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years ago would likely be unreacheable or would be unlikely to

have accurate recall Of the details Of activity from SO long

ago.

This latter problem is compounded by a turnover from

year-to-year among plants who participate. According to pro-

gram file evidence and current WMDP administrators' descrip—

tions, each year, twenty or more plants from the previous year's

participants do not send supervisors. And, each year, a like

number Of plants who‘were inactive the year before send super—

visors. Many Of these plants who drop in and out are long-term

clients and can be counted on to remain active. Others drop out

and never send another person. Plant managers and training

directors Of the former group Of plants are more likely to be

familiar with the program and willing to respond than those from

the latter group who last participated several years ago.

A second factor, turnover among plant managers and training

directors, exacerbates this problem. Current WMDP admin-

istrators who have dealt with plants for the past ten years

estimate training directors change about every three years, and

plant managers every five. Thus, with each year that passes

Since the last participation, the probability increases that

potential respondents will not have had experience with the

program.

These conditions suggested a smaller, more recent sample.

The choice of how to pick the sample was dictated, also, by a

decision about the population tO which the study intends to
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generalize. There are trade—Offs among the alternative samp—

ling strategies. The further back one goes in years, the more

one increases his ability to generalize to the entire pop—

ulation of all participants during the entire history of the

program. However, tO do this, one must either increase the

sample Size, or lose confidence in the representativeness Of

the sample.

The decision was made to survey git the plants which

participated. during the previous two jyears (1978-79 and

1979-80) . From among all the supervisors whom these plants have

sent to the WMDP over the last ten years - the sample of

participant-supervisors as selected. There were several rea-

sons, in addition tO those already mentioned, for this choice.

First, this population totaled approximately 250 plant Sites,

the maximum time and finances allowed. If the same number of

plants had been selected from a ten—year retrospective popula-

tion, it would introduce reduced confidence in estimates Of the

distribution Of the variables in the total population. Also,

it is the researcher's judgment that, given the turnover

factors previously discussed, the response rate would increas-

ingly diminish as the sample included more subjects whose last

WMDP experience was distant in time, or second hand from their

predecessor. This would only aggravate the problem Of gen—

eralizability.

A second reason supporting this decision is that ques-

tionnaire responses from the managers and training directors of



68

plants who participated ten years ago and before are of ques—

tionable comparative value to those of more recent partici—

pants. This study is a policy analysis which is designed to

make statements about the current and near-term feasibility of

this type of program for business firms and for colleges and

universities. To the extent that previous groups of partici—

pating plants have characteristics different from the group Of

plants involved during the last tWijears, they compromise the

validity Of statements about the current Situation.

The sample of supervisors mailed questionnaires numbered

273. This was a systematic sample (Sellitz gt gt, p. 523;

Babbie, 1973, pp. 92-93) from among the participants sent by the

250 plants in the plant population. From a starting point

randomly selected, every seventh participant—supervisor '5 card

was selected as a questionnaire recipient.

As the questionnaires were returned, data for each subject

were entered in a coding table for entry into the computer

memory. For the plant managers' and training directors'

questionnaires, the data for each Of the 250 subjects included:

. Size of company

. Number Of first-level supervisors in the plant

. Number Of plant employees

. Company SIC (first two digits)

. Geographic location (state)

. Distance from WMDP site

. Specialization Of training function

. Presence of labor union
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Each supervisor's questionnaire card carried the follow—

ing identifying data:

. Plant sponsor

. Supervisor's age at time of first WMDP attendance

. Supervisor's sex

. Supervisor's educational attainment at time of attend—

ance

0 Years as first—level supervisor

The program's representativeness can be compared with other

management training programs with reference to its content,

clientele, location, and time format. The content Of the WMDP

curriculum is similar to most management training courses.

Curricular similarities include a reliance on the literatures

of business management, human resource management, and organi-

zational behavior. Instructors in the three WMDP courses which

discuss management techniques and approaches all suggest that

supervisors Operate with McGregor's "Theory Y" assumptions,

i.e., that workers want to participate, and are capable Of

participating in management decisions. Three of the courses

Offered.-u- interpersonal communications Skills, management

principles, and organizational behavior -- have been commonly

found in surveys Of management training program content

(Lusterman, 1977; Miner, 1977; Powell, 1962; Wikstrom, 1973).

The WMDP's course "economic principles" is uncommon, but it is

not unique among management training courses.
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The clientele of the WMDP is unique. Nowhere was the

researcher able to find mention Of college—based, away from the

plant, residential management training for first—line super-

visors. Management training programs for first—line super—

visors tend to be Offered by local community colleges or by

external consultants at conference facilities away from the

plants. These programs are either shorter in duration - e.g.,

one to three day workshops — or consist of locally based courses

sponsored by educational institutions in which classes meet

once a week over several weeks.

Distribution Of Mailed Questionnaires 

Questionnaires were sent in three separate mailings-—the

initial mailing and two follow—up mailings. The first mailing

was posted during the last week Of September, 1980. The second

TDQ and PMQ mailings were posted November 11, 1980, while the

second SQ mailing went out December 2, 1980. The third mailing

for all three questionnaires was posted January 10, 1981. The

first two mailings included a cover letter signed by the

director Of the WMDP endorsing the survey.

Questionnaire Return 

The highest rate of return was received on the Training

Directors Questionnaire. TDQ's were returned at a rate Of 56.4%

(141), PMQ'S at a rate of 50.4% (126), and SQ'S at a rate of

45.1% (123). At least one reply (either the TDQ or the PMQ) was

received from 61.6% (154) Of the plants, and 45.6% (114) plants

returned both the PMQ and the TDQ.
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Comparisons of respondents with total pOpulationS or

samples will be discussed in Appendix B.

Procedures for Data Analysis

The data analysis is Simple and direct. The first way in

which data are analyzed is grouping. In most cases, variables

are described into mutually exclusive or discrete categories.

That is to say, with the exception Of some demographic variables

- such as age (interval data), educational attainment, and the

number of WMDP units attended (ordinal data) - most Of the data

are nominal, or categorical, scale data, and consequently are

subject only to grouping, and no other manipulations (Hays,

1973, pp. 82—86). For nominal data, one cannot compute sta-

tistics such as the mean or median. One can only describe the

distribution of the population.

This greatly limits the statements one can make about the

relationships between variables. Only the Chi square test Of

covariance is potentially appropriate for describing covar—

iance between variables, either one Of which is expressed in

nominal scale data. The appropriate use of the Chi square test

is further restricted. When the distributions Of two nominal

scale variables are displayed in a matrix, every cell in the

matrix must predict at least five members. Few of the rela—

tionships among relevant variables in this study met this

criterion. Therefore, beyond the purely descriptive displays

of the distribution of data across a variable's categories,

there is little that one can say that is more than suggestive

about the relationships among variables.
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The distribution of data for every variable was Obtained.

And, in cases in which the relationship between variables may

have contributed tO answering a research question or helped

explain the distribution Of a given variable, the distribution

of the two data were displayed in a matrix and a Chi square was

computed. As the researcher analyzed the data, he checked to

determine whether the Chi square was appropriate to each.case.

Limitations of the Study
 

The conclusions and implications of this study are intended

to be generalizable to (1) manufacturing plants, (2) first-line

supervisors and adult supervisory personnel, and (3) colleges

and universities. The way study samples and populations have

been selected, the methods Of data collection and analysis, and

the patterntof questionnaire response place limitations on the

generalizations which can.be made and the populations tO‘WhiCh

they can be legitimately applied.

Sample and Population Selection:
 

The methods of selecting each Of the three subjects - the

university and the WMDP, the plants, and the participant-su-

pervisors - introduce separate limitations. Worthingham Uni-

versity and its WMDP constitute a population Of one. Thus,

generalizability is limited first by this singularity. NO

matter how the characteristics Of the university and the

program match others with whom they might be compared, it is

statistically inappropriate to generalize the study's find-

ings, conclusions, and implications to all other private uni-

versities and all other management training programs at such
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universities. 'Therefore, this study‘s generalizations are

only suggestive.

Still, the more the subjects Of a study resemble large

groups Of their counterparts in the general population, the

more incentive there is for scholars to pursue suggested

questions or hypotheses, and for decision makers to employ

suggested policy applications. 11:is,therefore, important to

describe the extent tO which Worthingham and the WMDP resemble

other universities and other management training programs,

respectively.

Worthingham University may, for the purposes Of this study,

be compared to the general population of colleges and uni-

versities with reference tO variables which predict its vul-

nerability to undergraduate enrollment declines. Classified

by the Carnegie Classification system among the "comprehensive

colleges and universities," a group representing 7.7% of all

colleges and universities, Worthingham is thereby grouped with

schools which demonstrate "average to above average vulner-

ability" to enrollment declines (Carnegie Council on Policy

Studies in Higher Education, 1980). A factor contributing to

its vulnerability is its lower level Of selectivity. With

average freshman SAT scores Of about 450 on both the verbal and

math sections of the test, the university does not have flexi-

bility which highly selective schools have to lower admissions

requirements and dip deeper into the dwindling pOOl of poten—

tial recruits.
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Other factors bolster Worthingham's ability to survive.

First, it generally recruits freshmen from families in which

the parents attended college, and this type of high school

senior is;predicted.tOube less likely to surrender his college

plans or choose less expensive state institutions in the face

of economic pressures. And, second, Worthingham is strong in

the academic and professional curricula which matches well with

the trend among college students to choose more directly

career-related courses Of study.

In summary, while the university is not totally insulated

from the negative effects Of a shrinking recruitment pool, they

are in a competitive position. Generalizations, therefore, are

appropriate to the private institutions in relatively secure,

but not invulnerable, positions.

While Worthingham University's and.the WMDP's places with

reference to private universities and management training

programs can be defined, the lack of general data about manu—

facturing plants and about first-line supervisors pgt s_e_ makes

it difficult to state how the plants and supervisors surveyed

in this study compare to other plants and supervisors. NO data

separately categorized for first-line supervisors exists.

Thus, the participant—supervisors can only be compared in terms

Of the plants in which they worked.

Only two categories Of data used for categorizing plants

in this study is available for manufacturing plants in general:

geographic location and type of industry by SIC code number.
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Eighty percent Of the plants surveyed in this study are located

in nine contiguous north central states—-Ohio, Pennsylvania,

Indiana, Illinois, West Virginia, Michigan, New York,

Tennessee, and Kentucky--Obviously'over—representing this area

when compared to all plants in this country. And, with

reference to the type of industry, certain large categories of

industries are over—represented when compared to the distri-

bution of types of industry in these states. The proportion of

"continuous process" industries (e.g., chemical manufacturing,

plastics manufacturing, and petroleum refining) in this study

is 2.5 times as great as the overall distribution in these

states; this study's proportion Of "high technology" industry

(e.g., electronics device manufacturers) is 1.5 times the

overall figure; and the distribution of "heavy industry" (e.g.,

primary metals, and auto manufacturers) in this study's plants

is weighted by 1.3 compared to all plants in the nine primary

states covered by the study (U.S. Department of Commerce,

1981).

Thus, the application of the results Of this study is

appropriately limited to a group of colleges and universities

comprising one thirteenth of all colleges and universities in

the United States, to management training programs for lower

level managers, and to manufacturing plants in the north

central United States, especially those in (in: continuous

process, high technology, and heavy industrial sectors Of this

region's manufacturing plants.
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Methods Of Collecting-Data:

The choice of data collection methods were made to Optimize

the quantity and quality of data. The circumstances Of the

study dictated certain compromises. In order to gain the

maximum rate of questionnaire return, the questionnaires were

made as brief as possible and were designed to minimize the time

and deliberation demanded Of respondents. This accounts for

choosing the limited alternative form of question rather than

Open—ended essay—type questions. A major advantage of this

type of question is that it elicits survey data which can be

easily compared from one respondent to another. But, it places

a limitation on the study insofar as Significant alternative

answers which respondents might Offer in answer to open ended

questions will be lost if they are not among the available

alternatives. The researcher must rely on previous studies,

logic, prior conceptualization Of the behavior under study, and

undocumented insights and intuitions as the basis for the

alternative answers Offered tO potential respondents. It is

possible, therefore, that respondents may have answered ques-

tions differently if they had been given no alternatives from

which to choose.

This is perhaps most costly when respondents were asked to

identify their Objectives for training and the outcomes of

training. First, respondents are virtually forced to name some

objectives and outcomes when in fact they may have sponsored

participants or become participants with no Objectives in mind.
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When given alternatives, respondents are also more likely to

introduce inaccuracy into their response by answering the way

they think they should rather than the way they actually think

or feel about the question. Providing answers from which

respondents choose also assumes that respondents interpret the

provided alternatives as they were intended.

Apart from the biases potentially introduced by format,

there are the limitations of survey methods, especially those

asking about past events. Inaccuracies may be introduced as a

result of respondents' inability to remember the events or the

tendency of some to adjust their perceptions in retrospect to

yield a more favorable or currently more popular account of what

actually happened. Certain types of biases are revealed in

selected questions. For example, when all groups (training

directors, plant managers, and participant-supervisors) were

asked if training results were supported once trainees returned

to their plants, there were noticeable differences in each

group's answers. In the survey method of research, there is no

means to determine what the actual behavior is. One can only

report respondents' perceptions or Opinions.

The fact that surveys elicit only pggt hgg descriptions

based on recall limits the researcher in determining causal

relationships between variables. In this study, partici-

pant—supervisors were asked if learning activities in which

they participated after attending the WMDP were as a result Of

their participation in the program. Respondents totfluaTDQ and
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the PMQ were asked to identify changes in their plants as a

result of their involvementin the WMDP. The answers to such

questions can only be suggestive. The researcher cannot

eliminate the possibility that affirmative answers to this type

Of question are biased by the desire to please the researcher

or administrators Of the WMDP. Also, the answers of many

respondents, even those who are evaluating their own behavior,

may be speculation, out of the realm Of certain knowledge.

Finally, using the survey method limits the researcher's

ability to make definitive conclusions because it does not

allow, especially in this case, the Opportunity to compare

outcomes for participant—supervisors and participating plants,

with a control group of very similar counterparts who did not

receive the treatment Of the WMDP.

AS a result of the limitations of this study's methodology,

its value is limited. Rather than providing conclusive answers

to questions about relationships among variables, and in some

cases about the descriptions of how training is used or con—

ducted, the study suggests questions and hypotheses which may

be studied further. In this sense it is exploratory.

The survey method is also vulnerable tO non—responses on

important questions from respondents. In this study non—re-

sponses and partial responses resulted in a lack of reliable

data about how, and at what level plants financed training.

Over 90% of the respondents did not answer the questions asking

for specific data on budgeting and expenditures for training.
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And, among those who answered the questions, answers were

incomplete or incorrectly reported.



CHAPTER IV

PRESENTATION OF FINDINGS 

The presentation of findings for this study is divided into

two sections. The first discusses the unit of analysis Of the

study: the plants, the supervisor—participants sample, and the

WMDP. In this section, the units of analysis under study and

the variables on which the respondents to the questionnaire

differ from the total groups to whom questionnaires were sent

are described. The second section presents data from the

questionnaires and interviews applied to the research ques—

tions.

Description of Subjects 

The subjects Of this study are: (l) Worthingham University

and the WorthinghaHIManagement Development Program (WMDP), (2)

the manufacturing or processing plants which use the WMDP, the

"plants," and (3) the first—level supervisors from those plants

who have participated in the WMDP, the participant-super—

visors. The descriptions Of the plants and the partici—

pant-supervisors in this section are summaries Of the data

collected from questionnaire responses and from program file

information. A more detailed description.of the plants and the

participant-supervisors is contained in Appendix B.

Worthingham University and the WMDP

The first unit analyzed in this study is Worthingham

University and the Worthingham Management Development Program

80
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(WMDP) itself. Its description is primarily an historical

narrative which will help the reader develop a context for

better understanding later descriptions Of its relationship to

the university, the plants whose supervisors it trains, and the

supervisors themselves.

The WMDP is one of three component programs in the

university's School Of Community Education, but the other two,

Non-Credit Programs and Evening College, a credit toward degree

program, have always been regarded as second—order priorities.

The WMDP's long—standing autonomy and its preeminent role in

the School of Community Education can be attributed to the

circumstances in which it was founded and to the initiative of

its first director.

At the beginning, three people together designed and

implemented the program. The man who was to become the first

dean of the School Of Community Education, the university's

president, and a local industrial executive. The executive and

president worked together Often on matters of mutual interest

to the city and the university. In 1950, each faced a difficult

institutional problenu The university's enrollments were down

after the influx Of GI Bill adult students began to wane.

Faculty layoffs were an eminent consequence.

In industry, labor unions had come into their own. Often,

first—line supervisors managed workers whose wages exceeded

theirs. For many, this made the pressures between meeting

Inanagements' production expectations and workers demands unac—

ceptable. There was much talk about forming supervisor's
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unions to deal with these conditions. Whether the local

executive thought Of the WMDP as a means Of thwarting this

incipient involvementtw strengthening supervisors' commitment

to the "management team" is alnatter Of disagreement among those

whose recollections are the bases for this section. But, the

first director and the current director agree that he did at

least recognize that supervisors' roles were becoming more

difficult and that they needed added resources to perform at the

desired level.

The concept, then, arose informally as the two men

discussed their institutional concerns. They enlisted the help

of other businessmen and the chairman of the economics depart—

ment, who later became the first director, to form an advisory

committee to draw up the initial proposal which was prepared in

the spring of 1951. The directorship fell to the economics

chairman, according to his account and that of Worthingham's

current president, because he was active and well known in the

business community and thoroughly familiar with the program's

intent. Those interviewed for this study agree that, at the

outset, most Of those involved, inside and outside the uni—

versity, saw it as a temporary project to meet a local need. The

first director still notes that, during the program's first two

years, the school's faculty predicted the WMDP's early demise.

While this attitude won the program no supporters among the

faculty, it did cool potential Opposition as it made it appear

as though active Opposition was not necessary. As a net result,
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the program became the director's individual entrepreneurial

endeavor.

The content Of the program has always reflected the

behavioral sciences' usual management education-—organization

behavior, principles of management, and communications. Its

course in economic principles is unusual for so Short a program,

and it has been a distinguishing feature Of the WMDP from its

start. The first director recalls that the local executive

strongly supported or insisted on its inclusion.

The WMDP is presented in week long units. In each week long

unit, participant-supervisors attend sessions of each of the

four courses each day. The WMDP Offers plants three units Of

the basic WMDP course — Unit I, Unit II, and Unit III. Each is

designed to build on and advance beyond the content covered in

the previous unit. It is recommended that participant—super-

visors progressing tO Units II and III wait one year before

enrolling in the next.

Program funding arrangements are an important part Of the

WMDP's history. With initial "start up" financial support from

firms belonging to the local Chamber Of Commerce, the program

was soon established within a budgetary process unlike any

other in the university. During all but the last two of his

entire 25 years with WMDP, the first—director states that he

reported directly to the president his budget projections for

coming years and his accounting for completed years, despite

the absence of an external audit. Soon it was accepted that the
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WMDP was a net fiscal gain to the university, contributing a

substantial amount to the general fund annually.

The director of the WMDP became, within a few years, the

dean Of the School of Community Education (SCE), as he took

responsibility for the Evening College and Non—Credit Pro-

grams. Until his retirement, he remained, as‘well, the director

of the WMDP.

The current staffing pattern is only four years Old and

provides for the dean of the School Of Community Education to

whom the WMDP director and the director of the Evening College

report. The dean handles Non—Credit Programs.

Within the WMDP, the assistant director, whose job is to

recruit plants to send supervisor participants, reports to the

director. The four faculty members — one each for communica—

tions, organizational behavior, management principles, and

economics — also report to the director. All are currently

tenured. The current director states that decision—making is

essentially collegial among the director and the faculty under

the new regime.

In 1978-79 (the last year of the former dean's tenure) and

1979—80, reports begantx>be channeled through the university's

provost — not directly to the president. Budget autonomy was

eliminated and the budgeting formula revised when the first

dean's successor assumed his position. The new budgeting

formula reversed the long—held position.

The program will be described in further detail in the

context of the research questions.
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The Plants
 

Several generalizations can be made about the population

of plants surveyed and the population they are drawn from. 'The

profile data summarized in this section is described in greater

detail in Appendix B. The companies they represent are more

likely to be either very small or very large firms. The plants

are heavily concentrated in this country's traditional indus—

tries representing heavy manufacturing, chemical processing,

and petroleum refining. While the WMDP draws participants from

plants located as far away as the west coast, the preponderance

Of involved plants' sites are within an area between 100 tO 500

miles from the program site.

The two plant questionnaires were most Often answered by

managers of some aspect Of the personnel function. In fact,

slightly over half Of the PMQ'S were completed by this group Of

managers rather than line managers with responsibilities more

directly related to production.

Participation rates among plants is uneven. By far the

greatest number Of plants sent a small number Of participants

over the last decade and participated during only tWOIOr three

years. A small group Of large firms provide a disproportionate

share of the total participants and participate consistently

year after year. About one-fifth Of the participants over the

previous ten years have been supervisors returning for Units II

or III after completing Unit I.
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The size of plants using the WMDP is distributed in a

pattern approximating a normal distribution with a moderate

Skew toward the larger plants. Participating plants tend to

have between 21 and 30 supervisors, although there is a wide

range. And, in about thirty percent of the plants using the

program, the hourly workers are organized.

The Participant—Supervisors
 

Several generalizations apply tO the participant-super—

visors surveyed. By far the largest proportion Of participants

are sponsored by the largest companies. The sample is so

heavily weighted in two SIC categories, heavy industry and

continuous process industries, that it can be said to represent

only these categories on questions where type of industry is a

determining variable. On this variable, then, the participant

sample is more concentrated than the plant population from

which it is drawn.

With reference to volume Of participation per plant, the

supervisor sample is skewed like the plant sample toward the end

Of the scale representing plants who sent only a few partici-

pants during the last two years, but it is less skewed than the

plant population. These are the only variables on which the

plant population and participants sample can be compared.

Most participants among all 273 surveyed first.attended the

WMDP when they were between 25 and 29, but those who returned

the respondents questionnaires are somewhat over—representa—

tive Of those forty'years or Older. Not surprisingly, a greater

proportion of the participant sample worked in plants with
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larger numbers of first—line supervisors. The sample and

responses distributions are heavily concentrated among those

who first participated recently, especially the last tWC)years.

And, most supervisors in the sample have attended only Unit I,

although among respondents, a Slightly greater proportion have

gone beyond the first unit.

The total group surveyed and the respondent group are

similarly distributed with regard to educational attainment

based on the data given at their initial contact with the WMDP.

Responses to the SQ indicate over 90% have at least a high

school diploma. Respondents' median tenure as first-line

supervisors is about six years. Only about thirty-five percent

have moved to a higher management level since the program.

The respondents appear to be a cross section of the

composite profile given in the literature about the super—

visor's position. Above all, they are goal—oriented and seem

to be motivated by the pressure Of meeting high production goals

in the face of technical and personnel problems. At the same

time, they express a frustration or, at least strong dis—

satisfaction, with the constraints and Obstacles Of government

regulations, labor grievances, and the ambiguous status Of

lowest level manager.

They find themselves in a position which has changed and

become more demanding primarily as a result Of new worker

attitudes toward authority and work, on the one side, and

expectations for new'management approaches, on the other. They

are, by their own description, men and women in the middle.
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Analysis of Subjects' Responses

The previous section Of this chapter described the subjects

of the study. This section's purpose is to present subjects'

questionnaire and interview responses as they relate to the

research questions stated in Chapter III.

Original Objectives for Worthingham University

Information about the original Objectives for the uni—

versity's establishment of the WMDP are constructed primarily

from secondhand accounts since the programs' initial director

is the only participant still available for interviewing.

Accounts given in campus interviews and Business Week's (1951)

feature story about the WMDP describe the establishment of the

program as the solution to a pressing problem.

The university was faced with a financial crisis resulting

fronldeclining enrollments. Worthingham.had benefited from the

influx of GI Bill enrollers, but this source began to run out

by the early 1950's. According to the current university

provost, the school's youth—age recruitment pool was, at that

time, concentrated within a fifty mile radius Of the campus.

The original and current directors state that the WMDP was a

Ineans for the university to generate much needed income, create

work for otherwise redundant faculty members, and at the same

time provide training for which local manufacturing executives

expressed a need .
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Current Objectives for Worthingham University
 

The study sought information on two types of current

Objectives: WMDP programmatic Objectives and Worthingham

University institutional Objectives. To assess current pro-

grammatic Objectives, the present faculty, the Director and

Assistant Director, and the past and present deans, rated the

same set Of Objectives rated by plant reSpondents. Four

Objectives mentioned by more than fifty percent.of respondents

to the PMQ'S and TDQ'S gained consensus as "very important"

among this group: (1) "build a managerial style better suited

to today's worker;" (2) "improve leadership skills;" (3)

"increase problem solving ability;" and (4) "gain management

perspective." In this there is agreement between WMDP admin-

istrators and the managers who send participants. But, two

Objectives which administrators thought "very important,"

plant respondents regarded as "of very little importance:" (1)

"reward or vote Of confidence," and (2) "an Opportunity to think

about job away from the plant."

The university's president and provost were interviewed tO

Obtain their view Of WMDP program Objectives from an insti—

tutional perspective. They describe the WMDP's role as only an

indirect contributor to the essential liberal arts mission of

the school. Specifically, they cite the revenue the WMDP

generates for the general fund, and contacts it affords with

potential supporters, as Specific ways the WMDP contributes to

the university's fulfilling its mission.
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Both men expressed the desire that the WMDP reflect more

liberal arts influence in its program content and teaching

approach, tO bring it into closer harmony with the school's

mission. But, they also acknowledge that the WMDP's surplus

funds generated for the rest of the university in its good

fiscal years guarantee iteaplaceim1Worthingham's plans for the

foreseeable future.

The Decision Making Processes 

The nature of the decision making process by which

decisions about whether to continue to Sponsor the WMDP, and

about how the program will be run, may be a major determinant

Of the WMDP's success to date. Thus, in addressing the question

Of whether there is a basis for college—based management

training——that is, whether the success Of the WMDP is repli-

cable——it is essential that one describes how important policy

decisions are made. The researcher wants to know who makes

which decisions; what are the criteria they use; and what are

the results Of different approaches to the decision making

process. Answering these questions about the WMDP provides a

basis for suggesting which types Of decision—making processes

might produce success with college-based management training

programs on other campuses.

The reason that the nature of the decision making process

is considered especially important to determining the success

of the WMDP and other adult education programs set in the

college or university has to do with the fact that adult

education programs are usually fundamentally different from
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the~ other educational programs the institution Sponsors.

Therefore, administrators Of the adult education program, as

well as the administrators of the college or university, use the

process established to cope with organizational conflicts

which result from these differences. in) help explain the

Significance Of the decision making process for the WMDP in

Worthingham University, these basic program differences and

their consequences are discussed next.

The WMDP differs from WOrthingham University in five

characteristics which can produce intra-organizational con—

flict: (1) student characteristics, (2) faculty character—

istics, (3) program content, (4) program finance, and (5)

program goals and mission.

Student Characteristics
 

Few WMDP students, especially the Older students, would

meet the university's admissions requirements. In the first

two’decades Of the program, first-line supervisors were almost

exclusively recruited from the ranks Of hourly workers (Patten,

1968). Since first—line supervisors tended to be Older then

than now, it is more likely that many had not completed their

high school diploma requirements and many whOthad did not meet

the course distribution and grade average requirements for

admissions. This is verified from the WMDP's student partici-

pant-supervisor profile records discussed in Appendix B.

Aside from concerns about admissions requirements, the

program's instructors who have also taught traditional 18-22
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year Old undergraduates verify that adult students are dif-

ferent from these younger students in other ways. On the one

hand, participating supervisors who are often not conditioned

to the "student role" may be more easily intimidated by tests

than younger students and more easily intimidated by the

college setting. WMDP instructors interviewed reported that

some express their discomfort by becoming passive, while others

become combative and test the instructor's knowledge of man-

agement conditions in the "real world. " On the other hand, even

those participants who are not anxious about the Situation are

likely to challenge general statements which do not square with

their experience as supervisors. 1\ significant portion Of

every class, WMDP faculty report, takes a "Show me" attitude

toward the instructor.

Each faculty person also stated that participants require

a Significant amount Of variety and activity during each day.

On the job, they are habitually assertive and decisive. Job

conditions also yield relatively short attention spans and a

desire to reach definite conclusions quickly. These tendencies

are at Odds with patient scholarly deliberations, extended

arguments, and contingency—laden conclusions characteristic Of

academic coursework. The WMDP instructor must temper super-

visors' impatience and encourage an atmosphere Of Open—minded

inquiry without frustrating their natural inclinations to

assert themselves.
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Another contrast between WMDP and traditional college

students is the diversity Of learning ability levels found in

each class. In one room, there is frequently a range in

participants' educational attainment from less tfluni a high

school diploma to a bachelor's degree in engineering. Inter-

viewees stated participants with less education prefer very

detailed explanation by specific example, while those with

college degrees are far more comfortable with abstract reason-

ing.

Faculty Characteristics
 

These several student characteristics result in a demand

for‘certain faculty characteristics which liberal arts faculty

often have not developed. According to the WMDP's current and

past directors, some period Of direct experience as a manager

in business has proven in practice to be an almost necessary

condition to establishing credibility with program partici—

pants. Attempts during the WMDP's first three years to use

regular full-time academic faculty to teach in the WMDP on a

part-time basis proved to be a "disaster" according to the

current WMDP director. Since then, WMDP faculty have been

recruited independently.

Consequently, the WMDP faculty differ in several ways from

the "regular" undergraduate faculty. They are not oriented

toward research and publication. Their level Of academic

attainment does not include graduate degrees as consistently as

among the regular faculty. More importantly, their positions
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require different activities. Beyond classroom teaching, they

are encouraged to visit participating plants. They do not serve

on faculty committees nor engage in university governance and

policy making, and they do not tend to interact with members of

the undergraduate faculty.

Program Content
 

In a third area, program content, the WMDP distinguishes

itself from regular academic programs. While the content for

the four WMDP courses, like the content Of many undergraduate

courses, is drawn from the research and literature in the fields

of economics, interpersonal communications, human relations

and organizational behavior, and business management, the WMDP

curriculum differs in many important respects.

The relatively brief duration of the program results in a

different treatment Of the subject.matter. Instructors do not

describe the development Of different theoretical perspectives

and generally do not fit concepts within the contexts Of broad

theory or comprehensive models. Generally, they take the

findings and interpretations of research and apply them to the

types of situations first-line supervisors face. They aim

criticismlofnconcepts and models at the practical level rather

than discussing methodology and the logic Of the conceptual

relationships.

The WMDP courses differ also with reference tO students'

work requirements and the evaluation of their learning.

Instructors recommend readings and reference sources, but they



95

do not require participants to purchase texts, nor do they

assign readings. Instructors administer nO formal tests to be

individually evaluated. At the conclusion Of WMDP Unit II,

participants answer a forty question quiz, which they keep in

hand. The entire group together discusses the correct answers,

and only each individual knows his own score.

The final difference between the WMDP curriculum and the

university's regular curriculum is that all work is done in

groups. There are no individual assignments. Course effec-

tiveness depends upon whether supervisors actually change

their job behavior when they return to their plants, not on

whether they can demonstrate retention Of facts and ideas.

Program Finance
 

WMDP program finance and Worthingham University's under—

graduate program finance differ chiefly in terms Of the rela-

tionship with the client from whom revenues are drawn and the

cash flow cycle Of revenues. The relationship the WMDP has with

its clients is relatively simple and, most importantly, totally

separate from the rest Of the university community. The WMDP

contracts with the participant-supervisor's employer for a few

well-defined services over a short period. The university in

its dealings with its undergraduate students contracts with the

student and his or her family for many quite diverse, and

initially unspecified, services involving many staff people

over as many as four or five years. The WMDP client interacts
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with none Of the same people the undergraduate client deals

with.

The WMDP's weekly cash flow cycle contrasts Sharply with

the semester by semester cycle for the undergraduate academic

programs. Therefore, the WMDP's bookkeeping and money handling

routine and timetable is thoroughly different from the admin-

istration Of the undergraduate academic programs. None Of the

WMDP services are paid for with third party financial aid or

through any type Of installment plans.

Given these differences in contractual relationships and

cash flow cycles, the WMDP administers its own billing and

collections. Its financial management procedures join the

university's when it deposits it revenues after its contract

with its clients has been completed.

The Relationship Between the WMDP's Goals and the Uni-
 

versity's Goals and Mission
 

The president and the provost were both asked where the WMDP

fits into the mission and goals Of the university. The provost

acknowledged that the university depends on the income gen-

erated by the Management Development Program, and the president

described an ongoing public relations role among potential

contributors in large corporations. Still, these twO men

talked about the WMDP's role within the university primarily in

terms (ME (1) its fit with the liberal arts mission Of the

school, and (2) its potential function in avoiding faculty

layoffs.
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Both expressed a strong commitment to the university's role

as an undergraduate liberal arts institution. They acknowl—

edged the possibility of some declinexinwundergraduate enroll—

ments within the next three to five years, but do not treat it

as a foregone conclusion, and do not look to adult students as

a feasible solution to the problem Of enrollment declines in

traditional students, Should they occur. The president and the

provost, when they talked about "adult students," referred

Specifically to degree-seeking adults, not first—line super-

visors. Moreover, the provost expressed the view that any

adults seeking a bachelor's degree see it as a means to

vocational ends, apparently in contrast to traditional age,

liberal arts students. And, he asserted, it is the university's

mission to provide a non—vocationally oriented liberal arts

education. The president stated that the administrators Of

other liberal arts colleges in the state have expressed the view

that Worthingham has "dirtied its linen" by sponsoring the

WMDP.

In their separate interviews, both he and the president

talked about the WMDP's need to reflect more Of a liberal arts

orientation. More attention to the theory behind new manage-

ment styles and increased attention to value and life style

questions beyond the workplace are examples they gave of how

this orientation could be achieved. The president, however,

expressed the perception that the current client plants would

prefer that the program stay as is.
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The current dean of the School Of Community Education, the

current WMDP director, and their predecessor were also ques-

tioned about how the WMDP's goals fit with Worthingham Uni—

versity's goal and mission. The initial director of the WMDP

dealt with the question straightforwardly. "The WMDP doesn't

fit.with the liberal arts mission of the university, and there

is no reason it should," was his reply.

The current director and dean also recognize the rela—

tionship with the university as defined by the president and the

provost. They were asked Specifically tO indicate the benefits

the WMDP presents tO the university and to indicate the problems

it causes. Both checked three benefits: "community public

image," "relationships with the university's supporters or

potential benefactors," and "revenue." These were also the

benefits named by the president and provost. As difficulties,

they both named "inconsistency with the university's mission

and goals." The dean and director do not contest the issue in

the sense that they accept the position that the WMDP is not a

liberal arts program.

Design of Decision-Making Process to Cope With These
 

Problems

Two types of decision—making processes can be established

tO»cOpe with the differences described. The founders of adult

education programs can try to work within established channels

and seek to improve the awareness and change the values parties

to that process use. Or founders can set up separate structures

to handle the Special demands Of adult education programs. The
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founders of the WMDP set up separate and largely autonomous

structures. Recently some changes have been made to bring the

WMDP into the regular administrative decision-making process.

The campus interviews provided information describing the

initial process and the changes recently made.

The descriptions Of the first twenty-eight years of the

WMDP's Operation confirm that its chief administrator Operated

the program with a great degree of autonomy. On the organi-

zational chart, he was responsible directly to the university's

president. The university's other units—~academic depart-

ments, student services, buildings and grounds, etc.--were

responsible to the president only through another administra—

tor, the provost. In the case Of all other instructional

programs, the provost was, and is, the intermediate admin—

istrator. In the case of all other instructional programs, the

provost was, and is, the intermediate administrator, and he is

assisted by other Offices such as the comptroller's, and by

faculty committees.in making decisions about budget.and course

content questions, respectively. The Worthingham Management

Development Program and the School Of Community Education were

outside this structure for the WMDP's first twenty-eight years.

The first dean, in his interview, stated that his oppor—

tunity to run the program outside the regular structures was

more than a convenience. He stated that it enabled the WMDP

to be established and to develop a record of programmatic and

fiscal success without having totengage in policy debates over
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course content, faculty qualifications, or the consistency of

between WMDP goals and the overall goals and mission of the

university.

Campus interviewees mentioned three factors by which they

explain how the WMDP's early autonomy was achieved. The

original dean credits faculty scepticism about the program's

potential as one important factor. He states there was some

faculty Opposition to Offering such a program, but he says there

was never a concerted organized Opposition because those who

voiced Opposition predicted the program would last no more than

a year or two anyway.

The provost attributes the ability Of the WMDP to Operate

with autonomy, and.without Opposition, to the fact that in the

early 1950's, for most of the university's faculty and admin—

istration, the university's mission was not yet clear. He

states that during that period, Worthingham sponsored several

programs in which adult students enrolled at Worthingham under

the G.I. Bill. In addition, the university had at this time

recently acquired two proprietary SOhOOlS~-in music and busi-

ness—~which were to become the basis for some of the uni-

versity's current professional programs. Involvement with

these "practical" programs mitigated Worthingham's claim to a

pure liberal arts identity.

Finally, the president, as well as the provost, and the

current director noted in their interviews that in the 1950's,

the university had a more keenly felt Obligation to serve the
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local community. They attribute this attitude largely to the

fact that a much greater proportion Of the students Of that era

were local residents. The WMDP provided an Opportunity for such

service.

Having established this autonomy, the initial director

exercised it in dealing with decisions about faculty, program

content, and the budgetary process. Initially, the faculty

were joint appointments tO business or economics and the WMDP.

But, according tO the current director, who‘was involved as an

instructor in the WMDP's early years, these instructors were

ineffective because they failed tO relate tO the pmactical

experience Of the participant-supervisors. From then on, prior

working experience in business management became a selection

prerequisite for prospective WMDP faculty.

Curriculum has been set within the WMDP with no outside

influence from the university's curriculum committees. Cur-

riculum changes have been made indirectly. Existing faculty

absorbed, or new faculty brought with them, new content and

approaches from management and applied behavioral Science as

the prevailing schools Of thought in each discipline shifted.

The WMDP budgetary process, until recent policy changes

were made, has stood in great contrast with the way budget

management has been handled in the rest of the university.

Interviews with the initial program director, the university's

president, and the provost elicited a consistent description Of

the long-standing WMDP budgetary process as it was originally
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arranged. The original director determined his budget and

submitted it tO the president directly. According to his own

report, he decided upon the formula for determining how much Of

his revenues would be given to the general fund, a policy

question not Open to any consideration by any other unit. All

other units that generate their own revenues, contribute them

to the general fund from which they are allocated an annual

budget amount defined by line item. (Academic departments do

not generate revenues for their courses alone. flkfiijrnlis not

earmarked by department, but is a general fee.)

According to his formula, the original dean relates he

contributed revenues to the general fund according to a formula

yielding a product equal to the same fraction Of total full-time

equivalent students. He states that the WMDP thereby made a

large net contribution tO the university each year.

Recent Changgs in the Decision Making Process
 

The near total autonomy enjoyed by the WMDP under its

original director has been reduced in recent years. After their

predecessors had allowed the WMDP twenty-eight years Of near

total autonomy, the school's current administration took the

occasion of the initial director's retirement in the summer of

1979 to effect basic changes in the program's relationship with

the university. The original director stated that two years

earlier, the new president directed the WMDP director to submit

his budget to the provost, as all other university admin-—

istrative units did. Further changes in the budgetary process

were not made until after the director's retirement in 1979.
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The new dean of the School of Community Education assumed

his position in July of 1979. As he began to prepare his first

budget, the new dean, as he relates the events, was informed by

the provost that the formula by which the community education

budget (including the WMDP budget) related to the university's

general budget had been changed. It is the new dean's under-

standing that this decision was made by the president, the

controller, and the provost. This resulted in a reinter-

pretation Of the relationships' fiscal balance. The former

dean figured his contribution to overhead using a formula in

which he calculated his FTE, computed the percentage Of total

FTE it represented (15%) and assessed his budget 15% Of total

tuition. The new budget formula charged the Community Edu-

cation budget 67% Of its total salaries as overhead. A

1978-1979 surplus Of about $100,000 was recomputed to be a

deficit Of $40,000, and a projected deficit of over $100,000 for

the 1979-1980 fiscal year was announced tO the new dean.

Yet, apart from these internal reorganizations, little

about the WMDP as presented to plants and supervisors has

changed. Seven constant policy decision areas concerning the

program are:

0 Industrial areas and firms to be recruited

. Criteria for staff recruitment and staff development

. Structure Of WMDP staff with relation to the two other

Community Education program areas -- Non-Credit and

Evening College

. Relationships with client firms
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. Locations where the program is Offered

. Budget structure

. Authority structure, chain Of command

Only the last two have been changed, without effecting program

content to date. Where formerly the Dean Of the COmmunity

Education's programs reported directly to the president, he now

reports to the provost. The provost approves only the total

budget; he does not have line by line authority. Within the

WMDP, the director has virtual autonomy with reference to

program goals and objectives, courses Offered, course content

(for which he gives faculty much freedom), teaching methods,

and administrative rules and procedures including fees'charged

to participants. The new budget formula, however, is likely to

force changes because the program. no longer can afford

year-to-year enrollment fluctuations keyed to economic con-

ditions in traditional industries.

The contrast between the WMDP's goals and the university's

liberal arts mission has not been addressed in any specific

decisions.

Indirect Outcomes Influencing University Adult Programming
 

Indirect outcomes resulting from the university's involve-

ment in the WMDP have had little impact on Worthingham Uni—

versity's educational policies and practices beyond the bound-

aries Of the WMDP. Several questions posed during interviews

with WMDP administrators and the university president and

provost provide information about the WMDP's impact on the

campus as a whole.
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The university's president and provost, as well as the past

and present deans Of the School Of Community Education, and the

present WMDP director all responded to the questions about the

benefits the program had afforded the university and the

difficulties it has caused. There was absolute agreement about

the benefits. Respondents named three. By far, the most

important according to all four Of those interviewed, was the

revenue the WMDP generates. Regardless Of the budget formula

applied to the program, all agree that the university relies on

the WMDP income. The construction Of a Lifelong Learning Center

on campus is a closely related benefit cited by everyone. The

Center is related also to the second benefit mentioned by the

administrators interviewed, the creation and maintenance Of

favorable relationships with executives in business and indus—

try. The president, who focusses a large portion Of his time

on generating resources for the university, states that when he

visits the presidents and board chairmen of corporations around

the country, he frequently finds the WMDP is their most direct

link with the university. In this sense, the WMDP serves a

purpose Similar to that which successful athletic teams serve

for many colleges and universities: it provides ready and

positive recognition among potential supporters Of their pro-

grams.

The third benefit cited in the campus interviews is the

WMDP's function, chiefly in past years, as providing a place to
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accomodate surplus faculty during times Of reduced enroll-

ments. This was one Of the initial reasons for establishing the

program in 1951.

The fourth and final benefit cited is the Management

Development Program's role as the financial vehicle on which

the School Of Community Education's other two programs, the

Evening College and Non—Credit Programs, have ridden for many

years. Neither Of these programs have been self-sustaining,

and have generally Operated at a financial loss. But, their

continuation has not been questioned seriously because their

role was small and the revenues from the WMDP more than

compensated for the deficits they created.

While the WMDP has provided these benefits to the uni-

versity, it has also presented some difficulties, especially in

the minds of the president and the provost. Their chief concern

is the apparent conflict between the liberal arts mission of the

university and the pragmatic, job-oriented nature of the WMDP.

The president remarks that his colleagues from other colleges

question the existence Of such a non-academic program on his

campus. And, the provost remarked that he does not see how one

can "get from the university's goals and mission statement to

the WMDP."

The former dean, the present dean, and the present director

agree that the chief difficulty the program presents to the

university is its inconsistency with the overall mission of the

university. The former dean, however, takes the position that,
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while there is a definite inconsistency, there is no need to

resolve it. Interestingly, with the exception Of the presi—

dent's Specific reference tO colleagial criticism, none of the

campus interviewees explained why this inconsistency was a

conflict in any more than an abstract sense. The very tangible

problem of faculty resistance which arises on some campuses

supporting adult programs is not a problem at the university.

Some faculty members raise the question about mission, but they

also understand the program to be a "money-maker" and accept it

on those terms. In addition, several prominent faculty are

active in the School of Community Education's non-credit pro-

grams, and insofar as the WMDP helps underwrite these efforts,

which are not otherwise self-supporting, these faculty regard

the program aS necessary.

The university interviewees also responded to direct

questions about the impact the WMDP has had on aspects of the

university's policies and practices. There seem to be none Of

great significance. TO be sure, for years the selection

criteria for WMDP faculty have been different from those of the

academic faculty, but these differences have remained isolated

to this program. Other program differences, such as the

long—standing budgeting independence, have now been altered

and brought under the control Of the administrative center

where other university decisions are focused. Nor has the

presence of adult students on campus for three decades led to

different admissions criteria or an increase in the adult



108

population. The non-credit programs remain primarily as means

for adults Of moderate to higher incomes to participate in

informal, liberal arts based courses.

Plants Original Objectives for Using the WMDP
 

To determine whether there is a basis for establishing

college-based management development programs, this study also

looked at the way manufacturing plants have used the'WMDP, the

results managers and supervisors in those plants perceive, and

the units in the management structure of these plants. Assuming

that the WMDP is a successful college-based management training

program, the researcher in this section is trying to generate

information which identifies what factors from the users, or

consumers, perspective account for this success. 'The findings

presented are drawn from responses to the three mailed ques—

tionnaires: the; Plant; Managers Questionnaire (PMQ), the

Training Directors Questionnaire (TDQ), and the Supervisors

Questionnaire (SQ).

If one assumes decisions about plants using the WMDP are

made according to a rational model, the most Obvious factors to

examine to explain program success are the program Objectives

and the intended outcomes the program produces. In this case,

there are two types of Objectives. There are those which

motivated the establishment Ofthe program, and there are the

ongoing objectives which are not related to the historical

events in which the WMDP was initiated.



109

The original plants involved were all located in the city

where Worthingham's campus is located. The idea for the WMDP

began with only one man, a local manufacturilng executive. Ike

and Worthington's president were personal friends, and they

worked together on local civic projects.

The manufacturer's stated purpose for supporting the first

program was to assist the college financially while getting

some training in return (Business Week, 1951) . But, the current
 

WMDP director, who was then an instructor in the program,

suggests the Objectives for the training were very likely

two-fold. The post-war years saw the coming to age Of American

labor unions. After the wartime period of restraint unions,

sought to make compensatory advances in wages and work rules.

Thus, the first-line supervisors' jobs, always difficult,

became more SO. But, added to the increased demand on their

managerial and labor relations skills was a perceived wage

inequity. Hourly workers' bargaining agreement had produced

Situations in which supervisees were earning more than super-

visors. The result was a movement to develop supervisors'

unions (Patten, 1968). The current director suggests that the

manufacturer who worked with Worthington's president saw the

WMDP, at least in part, as a means Of strengthening his

first-line supervisors' identification with management,

thereby counteracting the possibility that they might form a

supervisors' union in his company. For the first manufac-

turers, then, the Objectives may be said tO include (1) pro-

viding the university some financial assistance» (2) providing
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their first-line supervisors some necessary training, and (3)

encouraging in those supervisors a greater identification with

their companies' management.

Over the course of three decades, the university's need for

special help subsided.and the impetus of the supervisory union

movement died. Accordingly, managers from plants who sent

participants during the two years studied indicated they first

participated to meet their training needs, not to assist the

university or because they were persuaded by university per—

sonnel. TO a multiple alternative question on the PMQ, three

Of five respondents indicated they decided on the WMDP because

it "Simply met our needs better than other [programs]." The

"campus location" was the next most Often checked reSponse

(33%). The answers "as a means of helping the university" and

at "the persuasion of university representatives," were men-

tioned by less than ten percent Of the respondents. Those

answering were free to check as many of the responses as

applied.

In the TDQ, the reasons for contracting with outside

sources generally was explored. Among the alternative

responses given tO choose from, respondents most Often-named

Size as an important reason (46%) or Of some influence (20%).

In the cross-tabulations, this was found to have been related

to whether the plant had a training manager. Those who did not

were more inclined to seek outside training resources regard—

less Of Size. The other Often named reason for using outside
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resources was to supplement in-house programs. Thirty-six

percent said it was an "important reason" and another thir-

ty—five percent said it was "some influence."

In summary, managers in the recently participating plants

said they seek outside sources when their resources have been

fully extended. They say they use the WMDP because it best

meets their needs.

Current Objectives: Plants
 

In addition to plants' reasons for deciding to use the WMDP,

the specific objectives managers intended to accomplish with

their first-line supervisors through the WMDP were investi—

gated in this study. Re5pondents to both the PMQ and the TDQ

were asked to rate fifteen possible objectives as "very impor—

tant," "moderately important," "not very important," or "not at

all important."

In the analysis of the responses, different types of

respondents were distinguished in order to control for bias

related to the respondents' positions. The researcher's con-

cern was that line managers reSponding to the TDQ (and personnel

function managers responding to the PMQ) would either answer

from their own perspective (thus compromising the value of

separate questionnaires on identical opinion-seeking ques—

tions) or attempt, with no guaranteed accuracy, to imitate the

responses they thought a manager in the opposite functional

area would give. To the extent there are distinct "line

manager" and "personnel function manager" perspectives on
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training objectives, either of these response approaches*would

distort the data. Therefore, responses made by "line managers"

and by "personnel function managers" on both questionnaires

were distinguished as indicated in Table 1.

As Table 1 indicates, the two types of managers essentially

agreed. ‘Three objectives were named by more than half of both

groups: (1) "to improve leadership skills," (2) "to build a

managerial style better suited to today's worker," and (3) "to

increase ability for problem solving and sound decisions."

Line managers also named a fourth item on a majority of their

questionnaires: "to encourage more of a management perspec-

tive." The four lowest ranked objectives for both types of

managers are clearly not highly valued compared to the‘others.

Program Outcomes
 

Program and policy evaluation is, preferably, based on

outcomes, the results. In ideal circumstances, program success

and an organization's continuation of its support for a program

will be judgments based on the planned, specific, behavioral,

and direct results, but this is not always possible. This

section will discuss the following perspectives for assessing

program outcomes: (1) specific outcomes expressed in the same

terms as program objectives discussed earlier, (2) the degree

of match between program objectives and program outcomes (among

subject groups as well as across groups), (3) ratings of program

strengths and weaknesses, (4) comparative ratings of the WMDP

with reference to other training programs used by plants, (5)
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ratings of program components, (6) the influence of program

involvement on the policy and structure of training among

plants, (7) the influence of involvement on the university's

policy and administrative structure for adult learning pro—

grams, (8) the influence of supervisors' attendance on their

occupational opportunities, and (9) its influence on super-

visors' future learning.

Direct, intended outcomes
 

The discussion begins by describing the direct outcomes the

program is designed to achieve. Table 2 is a comprehensive

summary of responses among the plants surveyed to questions

about outcomes of the WMDP. Line managers and personnel

managers were asked to rate the program's actual outcomes with

reference to how effectively the WMDP has accomplished them.

The outcome alternatives correspond directly to the objec-

tives. Table 2 summarizes the number of times different types

of managers rated each outcome "1," that is "accomplished very

effectively." There are two categories of managers: line

managers and personnel functions managers. The former consists

of managers with responsibility for functions directly related

to production. The latter category is made up of those managers

reSponsibleefor personnel functions and includes those respon—

sible for training. This second group of managers will be

referred to collectively as "personnel managers."

The analysis of outcomes focuses on the responses of line

managers who returned the PMQ and personnel managers who
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returned the TDQ. There are clear differences in response

distributions according to the two managerial categories.

Within the line managers and personnel managers groups,

there are distinctly different reSponse distributions between

the two questionnaires. One can attribute this situation to at

least two different circumstances. Either managers worked in

plants where line managers and personnel managers have an

unusual affinity for and knowledge of each other's function, or

more likely, when answering the questionnaire intended for

managers in the opposite category, the respondents tried to

answer it as they think the other would answer it rather than

how they would answer it. Assuming the more likely explanation,

the study uses only line managers' responses to the PMQ and only

personnel managers responses to the TDQ in order to produce the

truest statement.of the line managers' and personnel managers'

perspectives.

Having divided the respondents accordingly, first, general

statements which can be made about the two groups' responses

were sought. Regarding outcome, no single outcome among the

fifteen alternatives attracted a great proportion of highest

ratings. No alternative gained a "accomplished very effec—

tively" ratings from as many as half of the respondents in

either group. Thus, there is greater agreement about which

training objectives are important than there is about which

objectives are accomplished "very effectively."
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The two manager groups did agree, however, about outcomes'

rankings. Both line managers and personnel managers agreed

about the order of ranking for the top three outcomes. "General

benefit," "Opportunity to learn from other supervisors," and

"chance to think through their jobs away from the plant" were

rated one, two, three by both groups.

The nature of the highly ranked outcomes is as significant

as their more Specific content. Managers ranked the more

generally stated outcomes highest. But, when rating objec-

tives, managers had given the more specifically stated objec—

tives a higher ranking than those of a more general nature. In

other words, managers surveyed were more precise about what

they wanted than they could be about outcomes actually pro-

duced.

Supervisors also rated program outcomes in terms of how

effectively they thought each was accomplished. (Like the line

and personnel manager respondents, the supervisors did not give

any single outcome a large prOportion of "very effective"

ratings. Table 3 lists the supervisors outcomes rankings, and

compares supervisor rankingS‘with line and personnel rankings.

Like the managers, supervisors tended to rank more general or

more indirect outcomes, rather than specific job content

related outcomes, in the top positions. Four out of the five

highest ranked outcomes are personal developmental outcomes in

contrast to other alternatives such as " improve problem solving

skills" and "improve labor relations skills" which are more

directly applicable to job situations.
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But, as Table 3 illustrates, supervisors' rankings of

specific outcomes were quite different than the managers'

rankings. For example, not one supervisor gave the outcome

"general benefit" a rating of "very effective." Three out—

comes--"increasing communication skills," "provided.0pportun-

ity to reflect on my career," and "learned how the U.S. economy

affects the supervisor's job"-—were ranked much higher by

supervisors than by managers. On the other hand, "gained more

of a management perspective" was ranked much lower by super—

visors than by managers.

In order to gain more insight into respondents' ratings of

program outcomes, rating distributions for each outcome were

cross tabulated with general demographic and participation

variables. Among line managers and personnel managers, no

demographic variables showed a significant relationship.

Demographic variables for supervisors, however, were appar-

ently related to the frequency of high ratings for some out—

comes“ 'Younger supervisors, those less than thirty-five years

old, are much more likely to have given higher ratings to

outcomes which indicatera‘willingness to learn and openness to

change. Supervisors in the younger group>were twice as likely

to say the WMDP was very effective in helping them to become

"more aware of their strengths and weaknesses," in«giving them

an "opportunity to reflect on their career," in helping them

"learn from other supervisors," and in giving them "a chance to

think through their jobs away from the plant."
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Table 3: Comparison of Supervisors' Ratings of Outcomes as

"Accomplished Very Effectively" with Those of Line

Managers and Personnel Managers

Line Personnel

Supervisors Managers Managers

Rank Outcomes), # %_ Rank Rank % Rank %

Opportunity to think 44 35.8 ( l) 3 31.1 3.5 30.4

through job away from

plant

Increased awareness of 42 34.2 (2.5) 4 27.9 12 21.6

strengths and weaknesses

Increased communication 42 34.2 (2.5) 13 14.6 8 23.5

skills

Increased self confi- 40 32.6 (4.5) 5.5 25.0 5 29.4

dence

Learned from other 40 32.6 (4.5) 2 32.0 2 35.3

supervisors

Developed managerial 37 30.1 ( 6) 5.5 25.0 6.5 27.5

style more appropriate

to today's worker

Opportunity to reflect 34 27.6 ( 7) 14 11.5 14 12.7

on career

Increased labor rela— 32 26.0 ( 8) 9 21.3 13 15.7

tions skills

Learned how U.S. econ- 31 25.2 (9.5) 15 4.9 15 7.8

omy works and affects

my job

Increased my leadership 31 25.2 (9.5) 9 21.3 6.5 27.5

skills

Developed more of a 30 24.4 (11) 7 23.0 3.5 30.4

management perspective

Was a reward or vote 29 23.6 (12) 11 18.0 10 22.5

of confidence

Helped me see my job 28 22.8 (13) 9 21.3 10 22.5

in the total company

picture
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Table 3 (Cont'd.)

Line Personnel

Supervisors Managers Managers

Rank Outcomes # _ %, Rank Rank % Rank %

Increase my problem 25 20.3 (14) 12 16.4 10 22.5

solving ability

Was of general benefit 0 0.0 (15) 1 36.1 1 44.1
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Ratings also related to the number of years respondents had

been first—line supervisors. Those who had been supervisors

only two years or less were more likely to see participation in

the WMDP as a "reward or a vote of confidence," and to say that

the program helped "build their self confidence," and help them

"see their jobs in the total company perspective."

The program outcomes, then, are a matter of disagreement

among the three groups. There is substantial agreement about

the ranking of outcomes with reference to how effectively they

were achieved, in that managers and WMDP administrators all

selected the same outcomes as the three most effectively

accomplished. IBut, the supervisors rank program results.quite

differently in terms of the degree to which each objective is

accomplished effectivelyu This may indicate that.managers and

program administrators share more attitudes, perceptions, and

values than supervisors share with either. The different

Opinions about outcomes illustrates the policy'dilemma program

administrators face.

Several specific questions are part of this quandary. Who

must be impressed for the program to succeed? How specifically

must their opinion be described? How, and to what degree, do

outcomes actually determine program success? Is it necessary

for outcomes to match objectives?

The foregoing discussion makes it clear that line managers,

personnel managers, and supervisors do not agree.
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Match between objectives and outcomes

The statement of the programs results, ratings of how

effectively they were accomplished, and the ranking of those

results according to their ratings constitutes the most direct

or first level description of program outcomes. A second level

of outcome is now discussed. This is the degree to which

outcomes match the originally stated objectives for which

plants became involved in the WMDP. For the purposes of policy

analysis and program.evaluation, this level logically has:more

weight than the mere listing of outcomes.

The match is evaluated in terms of the degree to which

rankings of program objectives' importance coincide with rank-

ings of how effectively theWWMDP accomplished each correSpond-

ing outcome. Secondarily, the magnitude of highest ratings

each outcome receives compared to the magnitude of highest

ratings its corresponding objective received is examined.

There is a very small degree of match, either between

objectives and outcomes among line managers and personnel

managers as separate groups, or across groups. Table 4 sum—

marizes the match between objectives and outcomes for line

managers and personnel managers separately. Among line man—

agers, only two alternatives place in the top half of the

rankings of both objectives and outcomes. "More appropriate

managerial style" is ranked third as an objective and fifth as

an outcome, and "gain a management perspective" is ranked

fourth as an objective and seventh as an outcome. However, even

though the rankings are similar, the percentage of respondents
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giving t0p ratings to the alternatives as outcomes is smaller

by far than those who rated their importance highest as objec-

tives. Among personnel managers, "a more appropriate

managerial style" and "gain more of a management perspective"

also place in the top half as both objectives and outcomes, and

are joined by the alternative, "improve leadership skills."

But, the gap in rank is wide still, and the proportion of

respondents giving highest ratings to outcomes is substan-

tially smaller than for objectives. Clearly managers expecta—

tions were not met as measured in this way.

Another approach to measuring whether managers' objectives

were met is to compare their rankings of objectives with

supervisors' ranking of outcomes. Table 4 summarizes this

comparison. Only three outcomes rank in the t0p seven for both

line managers' objectives and supervisors' outcomes. The same

is true in the comparison of personnel managers' objectives

with supervisors' outcomes. In fact, the coincidental three

items are the same in both cases: "appropriate managerial

style," "increase communication skills," and "learn from other

supervisors." Once again, the reader will notice that a smaller

percentage of respondents give each item a top rating as an

outcome than give it a highest rating as an objective.

Obviously there is very little match between the importance

of desired outcomes, or objectives, and the degree to which

objectives were accomplished, or outcomes. In this sense,

then, one can say that the WMDP was not successful. Yet to judge

success by this criterion, one must first assume that policy
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decision makers judge the level of success by the prOportion of

match between objectives and outcomes. It may be that managers

and supervisors as well could regard the WMDP successful as long

as any objective is "accomplished very effectively."

If commitment to ongoing participation depended upon the

WMDP's accomplishing managers' most important objectives, then

in this case, one could expect little support for the program

among managers.

The PMQ supplies data with which to test this expectation.

Respondents were asked to indicate whether they planned to send

participants regularly for the foreseeable future. In

response, 53.2% said they planned to send participants, 9.5%

said they did not, and 37.3% were not sure. To try to determine

the extent to which satisfaction of objectives determines

ongoing participation, the proportion of objectives rated a "1"

which had then been rated with a "l" as outcomes was recorded.

There was no relationship between the proportion of very

important objectives met very effectively and whether the

respondent answered to a later question that his or her plant

planned to send participants for the foreseeable future.

There was, however , an apparent relationship between having

cut back in response to economic slowdown and future conunitment

to sending participants. Table 5 summarizes this relationship.

Those companies who said they have cut back training

because of economic conditions were much less likely to say they

planned to send participants regularly in the foreseeable
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Table 5: Relationship Between Plan to Send Participants

Regularly in the Future and Participation

Cutbacks Made in Response to Economic Slowdown

 

Have Made Cutbacks Due to Economic Conditions

Will Send Par-
 

ticipants for

 

 

Foreseeable Don't Row

Future Yes No Know Totals

% "# ‘ ‘%- # % # % #

Yes 43.2% (19) 60.3% (47) 25.0% ( 1) 53.2% (67)

No 13.6% ( 6) 7.7% ( 6) 0.0% ( 0) 9.5% (12)

Not sure 43.2% (19) 32.1% (25) 75.0% ( 3) 37.3% (47)

 

Totals 34.9% (44) 61.9% (78) 3.2% ( 4) 100.0%(126)
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future. Those who have cutback also proportionately out-

numbered those*who have not, among those who are not sure about

future plans. This exploratory study indicates that economic

circumstances are better predictors of participation than the

proportion of important objectives or expectations met.

Supervisors expressed an even stronger approval than

managers of the WMDP when asked, whether they would attend again

or recommend that their fellow supervisors attend. Table 6

summarizes supervisors' responses to the question of whether

they would attend another WMDP if given the opportunity.

Table 6: Distribution of Supervisor Responses to the

Question, "Would You Attend Another Session

of the WMDP, if Given the Opportunity?"

 

 

 

Responses Number Percent

No 7 5.7

Yes 100 81.3

Don't know 9 7.3

No answer 7 5.7

Totals 123 100.0

 

Supervisors were satisfied enough to voice a better than four

out of five intention to return if given the opportunity. When

supervisors were asked whether they would recommend the WMDP to
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other supervisors, the program garnered a higher approval

percentage. Table 7 summarizes the answers to this question.

Table 7: Distribution of Responses to the Question, "Would

You Recommend the WMDP to Other Supervisors?"

 

 

 

Responses Number Percent

Yes 120 97.6

No 0 0.0

Don't know 3 2.4

Totals 123 100.0

 

Former participants regard the program as valuable for them and

other supervisors.

A majority of the respondents to the PMQ, then, indicate

they plan to send participants for the foreseeable future. Less

than ten percent said they would not, and both the negative

response and the not sure response were related to economic

conditions. By a far greater margin, supervisors said they

would attend again, and by a greater margin still, said they

would recommend that other supervisors go. Clearly the WMDP has

a substantial approval rating among both the managers who send

participants and the participants themselves. This suggests

that ongoing support depends on factors other than the match

between objectives and outcomes.
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Ratings of program strengths and-areas which need

improvement
 

To get a more complete accounting of managers and super—

visors' evaluation of the WMDP, a discussion follows concerning

responses to other questions in which members of respondent

groups were asked to evaluate the WMDP in other ways. In the

first of these questions, respondents were asked to indicate

which program characteristics they regarded as strengths and to

rate the importance of each. An examination of Table 8 provides

the reader with some alternative explanations of why a program

for which the match between objectives and outcomes was so low

attracts ongoing participation. For example, nearly sixty

percent of the respondents to the PMQ regard the fact that the

program is designed to offer a concentration of coursework,

rather than distributing class periods over a longer time span,

and the fact that the program is located away from the plant as

very important strengths.

A cross-tabulation of the responses to this question with

participation volume per plant over the last ten years revealed

that a higher volume of participation was positively related to

three program strengths: "the positive and supportive attitude

of the staff," "the use of professional university instruc-

tors," and "the follow-up of Units II and III." In other words,

plants with a higher volume of participation over the last

decade were more likely than those with lower volumes of

participation to regard these three characteristics as "very

important."
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Table 8: WMDP Strengths Regarded as "Very Important" to the

Company by Each Respondent to PMQ

 

 

Number Percent

1. Intensive format: 74 58.7

Classes in one week

2. That program takes FLS's 73 58.0

away from workplace

3. Positive and supportive 57 45.3

attitude of staff

4. Use of professional 49 38.9

instructors from higher

education

5. University campus location 41 32.6

6. Follow-up of Units II and 41 32.6

III

7. Unique program content 26 20.7

8. Ability of faculty to 26 20.7

meet adults' special

learning needs

9. WMDP staff's contact with 20 16.0

plant

10. Provides an opportunity 11 8.7

to support higher education
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Adult education programs also gather participants and

support by offering credit for completion. Therefore, respon-

dents to the PMQIand the Supervisors' Questionnaire were given

questions about the value of credit such as Continuing Educa—

tion Units (CEU's) to the respondents. The response distri-

butions summarized in'Tabler9 suggest that offering credit was

important to about two out of five of the supervisors, and about

half the respondents to the PMQ.

A cross-tabulation of this variable among PMQ respondents

with participation volume over the last decade indicates that

those plants who regard it as important were more likely to have

sent sixteen or more respondents over the past ten years.

Looking to see if other approaches to policy decision

making were significant factors in plants' participation deci-

sions, the TDQ asked respondents to indicate first whether they

had determined a cost/benefit ratio, and then, for those who

had, whether the WMDP was cost beneficial. Of the one hundred

forty-one respondents, only five percent (7) indicated they

have determined a cost/benefit ratio. But, of the seven who

have, the results were unanimous that the program is cost

beneficial.

Comparative ratings of WMDP with other training programs
 

The discussion of outcomes has, to this point, dealt with

all the indirect ways of evaluating the program and with factors

which may also explain plants' participation in the WMDP

despite the lack of match between stated objectives and out—

comes. The questionnaires also asked respondents more directly
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Table 9: Distribution of Responses Among Supervisors to

the Question, "Would the WMDP be more valuable if

Credit or CEU's were offered?" and Among PMQ

Respondents to the Question, "Should CEU's or

Other Credit be Offered for Completion of the

 

 

WMPD?"

Responses Number Percent

1. Yes (SQ) 47 38.2

Yes, strongly (PMQ) 26 20.6*

Yes, would be an

improvement (PMQ) 37 29‘4*

2. Don't care (SQ) 22 17.9

No strong feeling
(PMQ) 41 32.5

3. No (SQ) 47 38.2

No (PMQ) 16 12.7

4. No answer (SQ) 7 5.7

No answer (PMQ) 6 4.8

 

*Total of asterisked items equivalent to 50.0%.
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to give their ratings of the WMDP. In each case, they rated the

WMDP in comparison with other programs of training or different

means of learning. Respondents to the TDQ rated on a three

point scale six types of training which business firms some—

times use. An examination of Table 10 reveals that the WMDP is

the most highly rated type of training overall. Almost half of

the respondents rated the program "very beneficial." Plant

designed programs attracted the second highest percentage of

top ratings.

When the proportion of top ratings is figured on a base of

only those plants actually using that type of training, then

"plant designed" is most highly rated. It is surprising to note

that the type of training named third most often as very

beneficial is tuition reimbursement, a very nonspecific edu-

cational policy of which supervisors may take advantage. It is

the second most frequently used type of training for first—line

supervisors among this study's sample. The fact that such a

general program is so widely used and so highly regarded

suggests that firms have not identified their training goals

very specifically. Still, when the reSponses to this question

are cross—tabulated.with the degree of specialization in staf-

fing the training function, it is the most specialized plants

which rate tuition reimbursement most often as "very bene-

ficial." In fact, as shown in Table 11, among plants with

full-time training managers, tuition reimbursement and plant

designed training rank in a tie for the most often given the

highest rating, and the WMDP is ranked third behind them.
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"Very Beneficial"

 

 

Total # of % of Users

Plants Rating

Using This "Very Bene—

# % Type ficial"

l. WMDP 69 48.9 128 53.9

2. Plant designed 58 41.1 104 55.8

3. Tuition reim— 56 39.7 119 47.1

bursement

4. Central office 36 25.5 88 40.9

5. Professional 17 12.1 96 17.7

association

6. Independent 16 11.3 73 21.9
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Table 11: Percent "Very Beneficial" Ratings of Training

Sources with Reference to the Number of Train-

ing Managers in the Plants

 

No Only Full-Time

Training Part-Time Training

Source Managers Training Managers Total

Managers
 

% # Rank % # Rank % # Rank % # Rank

   

WMDP 45 22 (1) 49 32 (l) 54 14 (3) 49 69

Plant

designed 37 18 (2) 40 26 (2) 58 15 (1.5) 41 58

Tuition 35 17 (3) 31 20 (3) 58 15 (1.5) 38 53

reimbursement

Central

office 22 11 (4) 25 16 (4) 35 9 (4) 26 36

Professional

associa- 8 4 (5) 14 9 (6) 12 3 (5) 12 16

tion

Independent

consultant 8 4 (6) 15 10 (5) 3 2 (6) ll 16   

(1)

(2)

(3)

(4)

(5)

(6)

 

*Sum of column totals actually totals only 140 because there

was one "No Answer."
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Supervisors provided the other direct program ratings in

this study. 'They first rated different ways of learning their

job. The alternatives which they rated included both formal and

informal means of learning their jobs. Table 12 displays the

distribution of responses to this question. The top three

ranked ways of learning their jobs as first-line supervisors,

when overall ratings are considered, are informal. The type of

training category into*which.the WMDP falls, "classroom train-

ing during plant hours, away from plant," ranked fourth overall

and third based on the prOportion of respondents rating alter-

natives "very beneficial." Furthermore, classroom training,

away from the plant, during work hours was the only formal type

of training ranked in the top six.

Table 13 shows that supervisors gave the WMDP the highest

rating among other formal types of training for their jobs.

Unfortunately, the questionnaire did not include tuition reim-

bursement among the alternative programs supervisors were

asked to rate.

The responses to these questions indicate that the‘WMDP is

highly regarded by both managers and supervisors. It is not

possible to eliminate the possibility that respondents rated

the WMDP highest because the questionnaire was mailed with a

letter clearly stating that the study was done with the approval

and cooperation.of the program itself. But, the fact that the

category which supervisors ranked highest among the formal and

specific types of learning was the category in which the WMDP
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Helpfulness of Types of Training in Learning

Supervisor's Job (Ratings of "Very Helpful" and

"Moderately Helpful")

 

 

  

 

 

 

Respondents Respondents

Rating Rating

"Very "Moderately

Types of Training 'Helpful" Helpful" Totals

% # % # % #

1. Discussing job with 31.4 (39) 37.4 (46) 69.1 (85)

other supervisors

2. Reading on my own 23.6 (29) 41.5 (51) 65.1 (80)

3. On job coaching from 30.9 (38) 26.0 (32) 56.9 (70)

immediate supervisor

after starting as

supervisor

4. Classroom training 28.5 (35) 22.0 (27) 50.5 (62)

during hours, away

from plant

5. No training, learned 28.5 (35) 22.0 (27) 50.5 (62)

on my own by trial

and error

6. On—job—coaching from 26.0 (32) 18.7 (23) 45.7 (55)

my immediate super-

visor before starting

as supervisor

7. Programmed instruction 8.1 (10) 30.9 (38) 39.0 (48)

8. Classroom training, 9.8 (12) 25.2 (31) 35.0 (43)

during hours, at

plant

9. Classroom training, 4.1 ( 5) 14.6 (18)) 19.7 (23)

after hours, at plant
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of Learning Programs in Learning Your Job as

Supervisors' Evaluation of Helpfulness of Types

First-Line Supervisor (Ratings of "Very Helpful"

and "Moderately Helpful")

 

 

 
  

Respondents ReSpondents

Rating Rating

Very Moderately

Type of Program Helpful 'Helpful Totals

% # % # % #

WMDP 52.8 (65) 35.0 (43) 87.8 (108)

In plant programs pro— 29.3 (36) 35.8 (44) 65.1 ( 80)

duced by plant personnel

Plant programs by outside 21.1 (26) 29.3 (36) 50.4 ( 62)

consultants

Other college based pro- 15.4 (19) 18.7 (23) 34.1 ( 42)

grams

Professional association 12.2 (15) 14.7 (18) 16.9 ( 33)

programs
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belongs lends some weight to the conclusion that at least in

terms of rankings, the reSponses are true.

The program outcomes described to this point are those

considered when doing a program analysis. They include the

intended outcomes—-program objectives--and the ratings of pro-

grams, which constitute the program's attidinal outcomes. But,

this study, is concerned also in the indirect, unintentional,

and usually unarticulated outcomes which influence the com—

mitment organizations are willing to make over the long term,

and which shape learning opportunities for adults. This type

of outcome is grouped under the following four headings: (l)

influence on the policy and structure of training among plants,

(2) influence on supervisors' occupational opportunities, and

(3) influence on supervisor's future learning.

Influence on plants' training policy and training
 

programs' structure
 

A total of three questions on the plants' questionnaires

addressed the question of how plants' participation in the WMDP

influenced training policy and structure within the plants

themselves. In the first of these questions, respondents to the

PMQ indicated which of four possible education and training

policy changes they had adopted in their plants within the past

ten years, when those changes were made, and whether their

participation in the WMDP had influenced them to make the

change. Table 14 summarizes the responses. The most often

mentioned change is an increase in training activityu Perhaps
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Table 14: Education and Training Policy Changes Made Within

the Past Ten Years

 

% Who % Who

Made Attributed

 

# of Change in Change to

Plants Last 3 WMDP Par—

Type of Change % of Making Years ticipation

Made Respondents Change (#) (#)

Increased training 55.5 (70) 55.7 (39) 24.3 (17)

activity

Base training on 34.1 (43) 72.1 (31) 25.6 (11)

more specifically

defined needs

Hired training 19.8 (25) 64.0 (16) 16.0 ( 4)

director

Evaluate training 15.9 (20) 80.0 (16) 30.0 ( 6)

more specifically
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the most important finding from this question is the fact that

changes in training policy are a recent phenomenon. Of all the

changes reported, sixty percent have taken place within the

last three years.

The PMQ also asked respondents to indicate which changes

from a list provided had taken place as a result of their use

of the WMDP for training. They were not limited to any time

period. Table 15 reports the distribution of responses to this

question. Obviously the most frequently made change is an

increase in training activity; But, it is important also that

their involvement with the WMDP has resulted in some more

specific policy changes which have altered the structure of

training opportunities not only for supervisors, but also in a

few cases for middle managers as well.

Finally, respondents to the TDQ were asked a similar

question: "What changes have been made in your plant as a

result of your participation in the WMDP?" As shown in Table

16, plants have begun to entertain new sources of training from

outside and have incorporated some of the methods used in the

WMDP (and likely those from other outside training sources)

into their in—house training.

Outcomes for supervisors' occupational advancement
 

and future learning
 

The partnership between the university and the firms using

the WMDP over almost three decades has changed adult learning

opportunities within the firms but has had little or no lasting
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Table 15: Changes Which Have Taken Place in Plants As A

Result of Their Participation in the WMDP

 

 

Percent of Plants Number of Plants

Type of Change Making the Change Making the Change

Increased training 36.5% 46

Do more off-site 18.3% 23

training

Revised supervisor 16.7% 21

training policy

Change content of 16.7% 23

in-house programs

Use other college and 11.9% 15

university programs

Have revised the super- 7.9% 11

visor's position

Have revised training 3.2% 4

policy for middle

managers

Have decreased train- 3.2% 4

ing

Do less off-site 0.8% 1

training
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Table 16: Changes Made in Plant as a Result of Participation

 

 

in WMDP

Percent of Number of

Respondents Respondents

Type of Change ‘Making Change Making Change

More willing to use college 34.0 48

based training

Shifted emphasis of super- 19.1 27

visory training to broaden it

Do more off-site training 17.7 25

Have eliminated some of our 7.8 11

own training courses now

covered by WMDP

Have adopted some of the 7.1 10

teaching methods used in WMDP
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effect upon those opportunities available through the uni—

versity beyond those which the program, itself, affords.

A third area in which the WMDP can potentially change adult

learning opportunities is among the participants themselves.

Within or among organizations, the program can change policies,

resources, and practices so as to make it more likely that

adults can learn in or through the resources of the organi—

zation. For the participants, the relevant impact is of a

different nature. Participation in the‘WMDP has the potential

for changing supervisors' attitudes about learning and about

themselves as learners. And, it can also change their ability

to learn and their capacity to entertain and accept new ideas

and new ways of doing their jobs. Finally, these results and

the informal "credentialing" or recognizing of skills by an

outside concern can increase the supervisors' career advance—

ment opportunities.

Two items on the Supervisors' Questionnaire provided

information about the degree to which their participation in

the WMDP had these outcomes. The first gathered information

about the positions respondents had held since they partici-

pated in the WMDP and the positions which they held before their

participation. Based on this, it was determined whether the

participants had been upward mobile since their participation

in the program. Thirty-five percent had been appointed to a

higher position in management since their participation. Among

the cross—tabulations run with the variable upward mobility,
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only the number of WMDP units attended was related. As Table

17 indicates, those who had attended more than just Unit I were

more likely to have been upward mobile. However, attending Unit

III after Unit II did not seem to contribute to upward mobility.

It is not possible, based on the data available, to say whether

selection for participation in Units II or III is predicated on

prior selection for a higher position, or whether participation

in more than Unit I gives the supervisor an advantage over those

who have less training. Ultimately, upward mobility is a

descriptive variable rather than one we can confidently relate

to supervisors' participation in the WMDP.

In addition to career mobility, respondents also provided

information on their educational mobility; They also provided

their evaluation as to‘whether their participation‘was related

to their further educational attainment or learning activity

following their participation in the WMDP. An examination of

Columns B-E in Table 18 gives a profile of the relationship of

the WMDP experience to later learning for participants. Col—

umns B and C indicate the number and percentage (in parentheses)

of respondents who have been active in various types of learn-

ing. Column D gives the number of supervisors who engaged in

that activity only after the WMDP experience and also attrib—

uted the post program learning in that category to their

participation. Column E supplies the same data for those who

were involved in each learning activity both before and after

the program.
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Table 17: Cross-tabulation of Upward Mobility by Number of

Units Attended

 

 

 

 

Units I, II, III

Upward I, II &

Mobility I I & II III Totals

Yes 19 15 8 42

23.8 62.5 53.3 35.3

No 61 9 7 77

76.2 37.5 46.7 63.9

Totals 80 24 15 119*

67.2 20.2 12.6 100.0

 

*Four respondents did not answer this question.
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Table 18: Educational Attainment as It Relates in Time

Sequence to Participation in the WMDP (N = 117)

 

Col. A Col. B Col. C Col. D Col. E

Before

and Attribute Attribute

Before After After After to to WMDP,

 

 

WMDP (WMDP WMDP ‘ WMDP Both

N = 117 N = 123 N = 123

# 7% # .% #y % # % # %

 

10.

Some high 11 9.4 0 0.0 0 0.0 0 0.0 0 0.0

school or

elementary

school

High school 50 42.7 2 1.6 2 100.0 0 0.0 0 0.0

diploma or

GED

Some two 25 21.4 2 1.6 4 3.3 2 100.0 4 100.0

year college

Two year col- 5 4.3 2 1.6 - - 2 100.0 - -

lege degree

Some four- 14 12.0 1 0.8 1 100.0 1 100.0 1 100.0

year college

Four-year 12 10.3 3 2.4 - — 1 33.3 - -

college degree

Public 17 13.8 2 1.6 4 3.3 2 100.0 3 75.0

school non-

credit adult

education

College non- 6 4.9 2 1.6 6 4.9 1 50.0 4 66.7

credit adult

education

Reading on 17 13.8 23 18.7 41 33.3 14 60.9 27 65.9

one's own

Non—credit 3 2.4 5 4.1 7 5.7 5 100.0 5 71.4

adult educa—

tion, non-

educational

institution     
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Table 18 (Cont'd.)

 

Col. A Col. B Col. C Col. D Col. E

Before

and Attribute Attribute

Before After After After to to WMDP,

 

 

WMDP WMDP , WMDP WMDP Both

N = 117 N = 123 N = 123

# % # % # % # % # %

ll. Skill train— 26 21.1 6 4.9 8 6.5 3 50.0 5 62.5

ing, not for

job

12. Company 11 8.9 6 4.9 4 3.3 4 66.7 4 100.0

tuition reim—

bursement     
54 (NA) 75 (NA) 37(68.5) 53(70.7)
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While the absolute numbers are small, the percentages of

supervisors who participated in each learning activity and

attributed their post program participation to the program

experience is a significant finding. The questionnaire did not

go on to ask respondents to explain how the program experience

had contributed to later learning. There are a number of

possibilities. Participation may have sparked an interest in

the literature of management, communication, organizational

behavior, or economics which they had not realized before. This

would most likely be reflected in the data concerning "reading

on your own." It is also possible that success they experienced

in the WMDP with coming to a better understanding of their jobs

or themselves as supervisors convinced them that they still had

the capacity to learn and grow. Often adults assume that all

learning naturally ends once they have completed required

schooling. A similar possible consequence to program attend-

ance is that supervisors who previously had felt uncomfortable

with the idea of being an older student on a college campus may

have overcome their misgivings after spending a comfortable

week in classrooms on the university campus.

In order to control in some limited sense for the

possibility that this relationship between later learning and

WMDP participation was an artifact of some other mutually

related variable, the variable "reading on your own" was

cross—tabulated with other variables such as prior educational

attainment and age. There was no relationship with age. And,
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though the numbers were too small to be statistically signifi-

cant, the only education category in which reading on their own

was mentioned more frequently than the average was for those who

had less than a high school degree. Almost two and a half times

the proportion of respondents with less than a high school

education reported they did reading on their own after their

participation in the WMDP than the average of all reSpondents.

Plants' Decision—Making Process Concerning Ongoing Use

The outcomes of a program and the objectives for engaging

in that program do not always explain an organization's com-

mitment to that program. Understanding the dynamics which

determine the volume and quality (e.g., the type of supervisors

plants send to the WMDP) of plants' participation in the WMDP

may require that the researcher have information about the

process used to make decisions about program use. In this

section, the plant's decision making process concerning the

WMDP will be discussed.

In the plants two types of decisions about the WMDP are

made: (1) those which determine whether the plant continues

using the program, and (2) those which determine who will be

selected to participate, should the plant continue to be

involved?"Who makes the various decisions, the criteria used,

and the techniques employed for gathering information used for

decision-making are the important variables.
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Needs analysis
 

Ideally, any training done in an organization is based on

the outcomes of a needs analysis. Thus, the person who

determines needs is an important influencer of training policy

decisions. The results of this survey, detailed in Table 19,

demonstrate that the line manager's position was named more

frequently (68.5%) than any other as the final determiner of

plant training needs. "Personnel departments" were designated

less than half as often (32.3%), and the "training director"

less than a fourth as often (15%). The fact that only 20% of

those plants responding to the plant managers' questionnaire

had a full-time training manager on their staffs accounts in

part for the small percentage of plants in which training

directors make the final determination of needs. Yet, of the

twenty-two plants who have a manager with full-time training

responsibility, that manager makes the final determination of

the training needs of supervisors in only twelve (54.5%) as

shown in Table 20. Needs determination, for whatever reason,

is usually'a.line:manager's function among the plants surveyed.

Deciding to begin, continue, or discontinue training
 

After training needs are identified, someone decides who

will do the training. lFor the purposes of this study, the next

step in the decision process is whether to use outside programs,

or continue their use into the next budget year.

Location of Training Decisions. A first decision is where
 

the decision will be made. In multi—plant firms, the central
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"Who Makes

Final Determination of Training Needs in Your

 

 

Plant?" (N = 126)

Position # %

Line managers 87 68.5

Personnel department 41 32.3

Training director 19 15.0

Central office 16 12.6

President 5 3.9

Other 7 5.5

 



Table 20: Distribution of Answers to the Question, "Who

Determines Training Needs?" by Number of Training

Managers

 

 

No Full Time One or More Full-Time Totals

= 90) = 22) (N = 113)

Line Managers 63 14 77

% 69.2 63.6 68.1

Personnel

Department 31 8 39

% 34.1 36.4 34.5

Training

Director 7 12 19

% 7.7 54.5 16.8

Central Office 11 3 l4

% 12.1 13.6 12.4

President 5 0 5

% 5.5 0.0 4.4

Totals 91* 22* 113*

% 80.5 19.5 100.0

 

*More than one position mentioned for many plants.
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office may determine how training for supervisors will be done.

But, this is not the case for the group of plants in this study;

90% of the local plants have either total or shared control in

this decision about the training of local employees. Only 10%

of the plants responding to the question said local training was

decided by their central office» Sixty-three percent reported

these decisions were under local control exclusively, and

twenty percent reported a policy of joint control, in which the

"central office requires or encourages some kinds of training

and then leaves us the responsibility for putting on programs

to meet additional needs." Thus it would seem that for programs

like the‘WMDP, successfully getting return requests for train-

ing services depends upon the relationship with individual

plants' managers rather than relationships with corporate

offices. In the group of plants surveyed, when the central

office requires or encourages the use of programs, the programs

they support are in-house programs which they have produced or

purchased. They do not require plants to use designated outside

sources of training. (This is consistent with the responses to

the earlier question about plants' motivation for initially

using the WMDP. There too only about 10% of the respondents

indicated they first used the WMDP because of encouragement

from the company's central office.)

Local Managers Responsible for Training Decisions. The

next concern about the decision process is who in the local

plants most influences decisions to begin, continue, or dis—

continue the use of outside training programs? The pattern is
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Table 21: Person(s) Who Make the Decision to Begin, Continue,

or Discontinue Use of Outside Training Sources

 

 

Position % #

Plant manager 69.8 88

Personnel manager 47.6 60

Central office 19.0 24

Training director 16.7 21

Production manager 15.9 20

Finance manager 1.6 2

 

*Some respondents checked more than one answer.
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similar to the pattern of influence of training needs deter—

mination shown in Table 20. The distribution of responses is

given in Table 21 below. (Respondents were asked to check more

than one alternative when more than one managerial position had

such authority.) Again line managers (the plant manager and

production manager here) are far more frequently mentioned than

managers of human resource functions (i.e., personal manager

and training director). The figures suggest that plant man-

agers often share decisions about contracting for outside

training. Line managers retain a central role in training

decisions in most plants.

This fact is reflected also in the WMDP client recruitment

strategies. The program's policy is to go first to the plant's

chief executive, usually the plant manager. This person may

delegate the administrative decisions to a manager in the

personnel or training departments. However, because of the

structure of policy decision making and the importance of upper

level support for training, the WMDP staff initiates contact

through line managers and tries to maintain contact with them

in succeeding years.

Budgeting Decisions. Budgetary decisions about costs for
 

supervisors training reflect the same structurerwith reference

to local control and the influence of line and staff. Almost

eighty-five percent of the survey respondents reported that

training costs are allocated from their local budgets.

Slightly over fifteen percent.of the plants responding receive
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training funds from their company's central office either

through reimbursement or budget allocation. And, at least

one-third of the locally funded programs charge employees'

training directly to his or her department, giving middle level

line managers direct influence on the training for their

subordinates.

Selection of Participants. This study is concerned with
 

the structure of adult learning opportunities, i.e., what

opportunities are available, how one gains access to them, and,

as a result, who obtains them. To answer this question, one

must know not only how participants are selected for the WMDP,

but also how men and women are initially selected as super-

visors. Therefore, respondents to the plant managers' ques—

tionnaire (PMQ) were asked what criteria are used to select

supervisors, and whether there are evident trends in the

selection criteria. The distribution of responses shown in

Table 22 are as interesting for the infrequently mentioned

criteria as those more commonly cited.

About half (49.2%) of the respondents (and 62% of those who

were familiar with previous criteria) said these criteria

represented a change over the last decade in their firms. 'The

sixty respondents who specified the nature of the change, as

shown in Table 23, mentioned items which reflect developments

in personnel practice and characteristics of the labor force

generally. Their comments indicate that firms are becoming

more demanding and specific in selecting new supervisors. They
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Table 22: Distribution of Selection Criteria Used in Plants

Surveyed (N = 126)

 

 

Number Percent

Criterion Mentioning Mentioning

Demonstrated leadership ability 116 92.1

Cooperative attitude 90 74.4

Ability in human relations 83 65.9

Superior's recommendation 81 64.3

Work record as hourly worker 70 55.5

Technical skill 47 37.3

Demonstrated courage 26 20.6

Union experience 11 8.7

Fellow workers' recommendations 10 7.9

Personality test 9 7.1

Selection test 9 7.1
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Table 23: Changes in Selection Criteria for First Line Super-

visors During Last Ten Years, In Order of Frequency

With Which They Are Mentioned (N = 60)

 

 

Number Percent

Type of Change Mentioning Mentioning

More concern about human relations 13 21.7

skills than technical skills

More careful and demanding selec— 12 20.0

tion process

Greater educational attainment 12 20.0

More outside recruits 8 13.3

Less concern with hourly worker 8 13.3

competence and seniority

People with promotion potential 2 13.3

Miscellaneous 3 5.0
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are seeking candidates with more human relations skills and

more education. The nature of some comments intimate that

managers feel greater education increases the probability a

candidate will have more effective human relations skills.

ReSpondents frequently stated that they are now less concerned

with "technical competence as an hourly worker," and "senior-

ity." There is more supervisor recruiting from outside the

department or even the firm. This may be an independent policy

or a necessity given the new recruitment criteria cited.

These changes in the selection criteria, not surprisingly,

parallel some of the changes in first—line supervisor char-

acteristics during the last ten years. In Table 24, the change

mentioned most frequently (by 50% of the respondents) was

greater educational attainment, with thirty percent specif—

ically citing an increased placement of college graduates in

supervisory positions. The second most often mentioned change

(36%) was a trend toward younger supervisors. This was followed

in order by increases in the selection of outside candidates

(25%), minorities (21%), and women (21%).

These changes in the selection criteria, not surprisingly,

parallel some of the changes in first-line supervisor char—

acteristics during the last ten years. In Table 24, the change

mentioned most frequently (by 50% of the reSpondents) was

greater educational attainment, with thirty percent specif—

ically citing an increased placement of college graduates in

supervisory positions. The second most often mentioned change
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Table 24: Changes in Supervisors Over Last Ten Years (N =

126)

 

 

Number Percent

Type of Change Mentioning Mentioning

More educational attainment 63 50.0

Younger 45 35.7

More college graduates 38 30.2

More hired from outside 31 24.6

More minorities 27 21.4

More women 26 20.6

More handicapped 3 2.4
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(36%) was a trend toward younger supervisors. This was followed

in order by increases in the selection of outside candidates

(25%), minorities (21%), and women (21%).

These, then, are the characteristics which are becoming

increasingly more common among first-line supervisors. They

are people who come from outside the ranks of hourly workers,

have attained more schooling, are women or minorities, and have

more effective human relations skills and less outstanding

technical skills. To the degree that applicants have these

characteristics, they are more likely to be hired than they were

ten.years ago. jLikewise, outstanding technical competence and

greater seniority are less valuable than a decade ago. Since

one must become a first—line supervisor to be eligible for the

WMDP, factors that increase or decrease the probability of

being chosen to be a supervisor, thereby, increase or decrease,

respectively, the chances of receiving training in the WMDP.

Selection for WMDP. How, then, are supervisors selected
 

for the WMDP training? The first consideration is again

identifying the person or persons who make this selection.

Respondents to the TDQ were asked to rate positions or groups

who had possible influence on participant selection. Table 25

demonstrates that as with other aspects of training policy, the

plant manager was designated as most influential by 58.9% of

respondents. About half as often (29.8%) , the immediate

superiors were rated more influential in choosing trainees.

Personnel managers were rated first only 18.7% of the time.
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Table 25: Most Influential Person or Group in the Selec—

tion of Participants for WMDP by Plant Size

Chief S i z e o f P l a n t b y N u m b e r

Influence f E m p l o y e e s

in

Partici- 100- 250- 500- No

pant 1-24 25-99 249 499 999 21,000 Info. Total

Selection

Plant 4 ll 21 16 8 9 14 83

manager % 80.0 61.1 87.5 64.0 40.0 50.0 45.2 58.9**

Immediate 0 4 5 5 12 3 13 42

super- % 0.0 22.2 20.8 20.0 60.0 16.7 41.9 29.8

visor

Personnel 0 4 4 5 4 6 26

manager % 0.0 16.7 16.7 16.0 25.0 22.2 19.4 18.4

Training 0 l l 1 2 4 l 10

manager % 0.0 5.6 4.2 4.0 10.0 22.2 3.2 7.1

Advisory 1 0 O 1 1 0 0 3

commit- % 20.0 0.0 0.0 4.0 5.0 0.0 0.0 2.1*

tee

Total 5 18 24 25 20 18 31 141

*Some respondents rated more than one alternative "most

influential."

**Percentages are column percentages.
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Training managers and advisory committees were seldom men—

tioned.

Table 25 also shows how the selection of "most influential"

relates to plant size. Plant managers were the most frequently

mentioned as most influential among all but one category of

plant size, but they were most influential in smaller plants.

Participant Selection Criteria. One of the two most
 

important criterion, shown in Table 26, is being a new super—

visor. Many plants use the WMDP as part of the early training

for first-line supervisors. Equally important is supervisors'

promotion potential. It was rated most influential by 51.8% of

the respondents, while being a new supervisor was mentioned by

53.9%. The majority of those who select participants are

sending new supervisors who have potential for moving into

middle management positions. About three-fourths of the

reSpondents rate these two criteria as either "very influ—

ential" or "moderately influential."

Other factors were rated very influential for smaller

groups of respondents. About a fourth of the respondents

answered that every supervisor in their plants was sent event—

uallyu Slightly over one in ten listed "learning ability" and

"reward for good performance" as very influential criteria.

The latter response is interesting insofar as the top two

administrators of the WMDP regard reward for good performance

as one of the top rated objectives for sending supervisors to

the WMDP. This disparity indicates either WMDP's mistaken
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Table 26: Criteria for Selecting Participants for the WMDP

Rank by Number of Respondents Who Rated Them "Very

Influential" (N = 141)

 

 

Number of Percent of

Criteria Respondents Respondents

New supervisors 76 53.9

Promotion potential 73 51.8

Every supervisor eventually 37 26.2

Objective evaluation 25 17.7

Reward for good performance 16 11.3

Learning ability 15 10.6

Part of unit planned for change 14 9.9

Seniority 8 5.7

Voluntary 7 5.0

Scores on test 4 2.8

Other 5 3.5
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assumption or a motivation plant management is not willing to

admit.

Some factors very infrequently mentioned are significant

also. Seniority, a criterion of declining importance in

selecting candidates for first line supervisors' positions,

was also of little importance in choosing WMDP participants.

And, learning ability, usually an important factor in picking

candidates for learning programs, was mentioned by only eleven

percent of the respondents. This fact works to produce for WMDP

instructors and program designers a group of students with very

uneven ability levels.

Method of Program Evaluation. The final consideration
 

which determines how ongoing decisions about the program are

made is the method of evaluation. Once a firm begins using the

WMDP for supervisory training, rational policy making practice

suggests they develop a method of feedback to determine the

benefit gained from the training. Therefore, respondents to

the TDQ were asked to rate methods of evaluating the results of

supervisors' participation in terms of how important each

method was to their plants' evaluation processes. The results

are presented in Table 27.

Less formal methods are used most often, and most often

rated as very important. To answer the question of whether the

more formal evaluation methods are more often used in plants

with full-time managers for the training function are absent,

the cross-tabulation of the "number of training managers" by
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the several methods was run. Then the methods were ranked

according to the frequency of "very important" ratings by

plants with full—time training managers and by plants with no

training managers.or only part-time managers. The results are

presented in Table 28.

The method used most in plants with a full-time manager,

"participants written evaluations," is the one least used in

plants with no full—time people. In both categories of plants,

the evaluation.of the participants' immediate superior was the

method ranked second in "very important" ratings. It may be

that in plants with full-time training managers, the immediate

superior submits a written evaluation, and in those without

full-time, his evaluation is informal; the questionnaire item

did not distinguish. In either group participants' immediate

superior is an important evaluator.

Summary. In summary, several characteristics of plants'

decision—making on training policy stand out. With regard to

who makes the relevant decisions, at all points -:needs deter—

mination, supervisor selection, and WMDP participant selection

- the line managers are more influential than personnel and

training managers. 'This is true no matter which questionnaire

the questions were drawn from, and is more significant still

considering that more personnel managers by far answered the

PMQ than line managers answered the TDQ.

The second general statement supported by the survey

results is that selection criteria and selection procedures for

 



173

Table 28: "Very Important" Rating Frequencies in Plants With

Full—Time Training Managers and in Those Without

Full-Time Training Managers (N = 141)

 

 

Frequency Percent Rank

Methods FT Non-FT FT Non-FT FT Non-FT

Participants' written 14 21 54 18 l 6

evaluations

Evaluation of supervisors' 13 46 50 40 2 2

immediate superiors

Informal talks with par— 11 37 42 32 3 3

ticipants

Informal observations 10 51 38 51 4 1

Line managers' opinions 9 34 35 30 5 4

Evaluation of turnover, 4 24 15 20 6 5

waste rates, absenteeism,

etc.

Participant's word of mouth 3 23 12 20 7 5

comments, "grapevine"

 

Note: Respondents were allowed to rate as many as appropriate

"very important."
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supervisors and for participants in the WMDP are different than

they were ten years ago. As a result, supervisors and program

participants are more likely to be younger, have completed more

schooling, have less seniority, and be women or minorities.

Finally, responses to the surveys suggest that the

influence of full-time training staff is limited to narrowly

defined activities very directly related to training programs.

Full—time training managers appear to make a difference in

methods of evaluating training program participation, but

their influence on selecting training program participants or

determining training needs is less than proportional to their

numbers.

Relationship-of WMDP to Training and Other Functions in Plants
 

Surveyed

In addition to the decision making process, another

variable which effects the viability of college-based manage-

ment training programs is the way plants fit the WMDP into their

overall training program and the priority of training among

plants' other functions such as production, sales, and market—

ing. The concern is with placement in reference to the

organizations' non—training processes and objectives, other

methods for meeting the same or similar organizational needs,

the sequence of training for supervisors, other training

sources, time and the developmental stages of the training

function in the organization.
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Relationship to plants' non-training functions

What priority do the two different types.of organizations

place on training? The questionnaires asked respondents how

the use of the WMDP is funded and the level of support afforded

to training's goals and outcomes. De facto funding policy with

reference to profits gives evidence of how the training func-

tion relates to production and profits. As shown in the last

column of Table 29, among the respondents to the PMQ, just under

half (48.4%) stated they based their participation on current

needs. But, 42.9% of the respondents said they based partici-

pation on whether they were experiencing healthy profits. They

were also asked whether they had "cut back on training because

of the current recession" (1980) . Only about thirty-five

percent said they had cut back, while sixty-two percent said

they had not. It is hard to make a precise comparison of the

two answers, because the second question assumes the recession

had reduced their profits. For some companies, this is not the

case. Still, over two-fifths of the plants report they are

prepared to cut back on training when profits decline. More

than a third of those who have sent participants in the last two

years have reduced their participaticun. An examination of the

number of participants per year from 1951-52 through 1979-80

illustrates a clear decline in participation.over the last two

years, after two years of recovery in 1975—76 and 1976-77.

However, the dr0p in the last two years is not as sharp as the

drop during the most recent previous recession, 1973—74 and
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Table 29: Cross Tabulation of Basis for Training Decisions

with Reference to Profitability by Number of Local

Full—Time or Part-Time Training Managers

L o c a l T r a i n i n g M a n a g e r 5

Basis of At Least 1 Only No Managers

Training Full-Time Part-Time Responsible

Decisions Manager Manager for Training Totals

Col. % No. Col. % No. Col. % No. Col. % No.

Current 61.9 13 44.8 26 42.4 14 47.3 53

needs

Current 33.3 7 44.8 26 45.5 15 42.9 48

profits

Use slow 0.0 0 5.2 3 3.0 l 3.6 4

period for

training

Other 4.8 1 5.2 3 9.1 3 6.3 7

Totals 100.0 21 100.0 58 100.0 33 100.1 112*

*A total of 14 responses missing due to some reSpondents not

answering one or both questions.
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1974-75. The 1977—1980 economic downturn was as severe as that

in 1973-75, but managers may now, like the society as a whole,

be reacting less strongly on the assumption they cannot.merely

"wait it out." They may also have accumulated a backlog of

necessary supervisory training needs which must be met. Yet,

for a very significant portion of the WMDP's potential clients,

poor economic times consciously result in reductions in par-

ticipation. This is especially significant for the WMDP

because its clientele continues to come in greatest proportions

from the type of industries which are most vulnerable to

recessions, the manufacturing, especially the lower technology

manufacturing sector, rather than the services and high tech—

nology sectors.

Other factors help explain why some companies relate

participation levels to profitability. Clearly, the presence

of full-time training managers is positively related tommaking

training pmogram participation decisions based on "current

needs," as Table 29 illustrates. In the total group of

respondents, forty-seven percent (47%) of respondents based

participation decisions on current needs. But, among those

plants which have at least one full-time training manager,

sixty-two percent (62%) base these decisions on current train—

ing needs. (kflqrthirty—three percent.in this group base their

decisions on profitability, compared with forty—three percent

among all respondents.
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The answers to»questions about the effect of profitability

and current needs on participation decisions were cross-tab—

ulated with information about.what positions in the plant have

authority over initiating, continuing, orcdiscontinuing train—

ing. As shown in Table 30, plants in which training directors

were named have a disproportionately high number who base these

decisions on current needs, and a relatively small fraction who

base these decisions on profitability. Those plants in whom the

production manager is named as one of the positions having

authority over training decisions also showed a: relatively

large number basing their decision on current needs and a

relatively small number basing their decision on profitabil—

ity. Plants naming plant managers, personnel managers, and the

central office among those having training decision authority

responded according to:overall proportions about the influence

of current needs and profitability.

Finally, a factor expected to have influence on whether

plants base training decisions on profitability does not prove

to do so in this sample. One could reason that larger companies

might be more prone to base their decisions on current needs,

arguing that they tend to be more sophisticated about training

generally. This is, however, not the case.

Relationship to other methods used to improve supervisory
 

performance
 

Because training is only one policy approach to improving

supervisors' performance, the study inquired where training
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such as the‘WMDP fit in relation to other approaches“ lRespon-

dents to the PMQ were asked to rate methods for improving super-

visors' performance which they use in their plants. They rated

only those which were used in their plants. Six distinctly

different approaches were presented:

(1) Job restructuring.

(2) Training middle managers (supervisors' superiors) to

different expectations of, and approaches to, working

with supervisors.

(3) Introduce new technology.

(4) Revise selection criteria.

(5) Supervisory training, for attitude change or for beha-

vior change.

(6) Make more counseling available to supervisors who are

having a difficult time with their jobs.

Approaches 1, 2, and 3 emphasize the role of the supervisors'

environment as the cause of less than optimal performance.

Approaches 4, 5, and 6 identify the supervisor as the locus of

performance problems. The major works in the literature on

first line supervisors all conclude that the supervisors'

environment must be taken into consideration in decisions about

how to improve their performance (e.g., Patten, 1968 and

Thurley and Wirdenius, 1972).

The ratings for the several methods differ according to the

way inmwhich they are evaluated, ‘When methods are ranked only

in terms of the portion of respondents rating them "very

effective," the top ranked method is to revise the selection

criteria, as shown in Table 31. However, when methods are
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Table 31: Ranking of Approaches Plants Use to Improve Super—

visors' Performance by Percent of "Very Effective"

Ratings and by Mean Rating Score

 

% Respondents

 

Rating "Very Mean

Method Effective" Rank Score Rank

Selection criteria 47.6% 1 2.02 3

Training for attitude 42.1% 2 1.83 1

Training for behavior 37.3% 3 1.95 2

Provide counseling for 31.7% 4 2.24 4

superv1sors

Introduce new technology 25.4% 5 2.54 6

Train middle managers 20.6% 6 2.56 7

Restructuring supervisor 19.8% 7 2.413 5

position
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ranked according to their mean rating, a measure which also

takes into account the number of plants which use the method and

the overall distribution of ratings, the rankings change.

Regrouping the data by company size and degree of spe-

cialization in the training function reveals some further

insights about how the different groups go about improving

supervisors' performance. Smaller companies, specifically

those who have less than 1,000 employees, ranked restructuring

highest among the given methods, whereas larger companies

ranked this method lowest based on overall rating score.

Company size made no consistent difference with reference to

the other six methods in overall ratings. This may be attrib—

uted to the fact that it is easier to rearrange smaller numbers

of people, and therefore it can be done more effectively in

smaller companies than in larger ones.

One would expect plants with full-time training managers

to approach the improvement of first line supervisors' per—

formance differently than plants which have only part-time or

no managers with responsibility for training. It is the plants

with full-time training managers who rank revising selection

criteria higher. In fact, they rank it first. And, they rank

restructuring supervisors' positions last in contrast to the

other two groups which rank this method fifth. Perhaps training

managers feel strongly that they should recruit personnel who

are best equipped to benefit from training. And, perhaps they

feel that the restructuring alternative is a method which is
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outside their area of expertise. Whatever the reason, it is

interesting that plants which in terms of their staffing

patterns may be regarded as most sophisticated, reject most

strongly the method alternative which many academic observers

rate as most essential to improving supervisors' performance.

Sequence in which training programs are used
 

The sequence in which their training is arranged is a third

issue in first line supervisors' training policy. The most

basic question is whether they are trained before taking the

position or afterwards. Until very recently, the most common

practice was to provide no training. Supervisors learned their

jobs by trial and error. To obtain data relevant to this

question, respondents to the TDQ were asked to indicate their

approach to using the WMDP. Their responses are summarized in

Table 32.

Table 32: WMDP's Uses in Plants' Overall Training Strategy

for First Line Supervisors

 

 

# of Plants % of Respondents

In addition to our own 89 63.1%

training

Refresher training 74 52.5%

For all newly appointed 73 51.8%

supervisors

All supervisors attend 30 21.3%

To improve poorly perform- 27 19.1%

ing supervisors
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Clearly over three—fifths of the plants responding do»not rely

on the WMDP as their sole source of training. However, more

than half of the responding plants use it as at least a portion

of the initial training sequence for all newly appointed

supervisors.

Company size has little predictive power as to how plants

use the WMDP. The only clear pattern produced in a cross-tab—

ulation with company size is that companies with less than 5,000

employees are far more likely to use the program as a regular

component of training for newly appointed first-line super-

visors. This is consistent with the idea that they are too

small to launch a training program of this type in-house.

The degree of specialization of personnel staff for

training appeared to be a determinant of whether plants use the

WMDP for certain purposes. Plants who have no managers with

responsibility for training use the WMDP only as a supplement

to their own training. Plants with at least one full-time

training manager were the only group to mention using the WMDP

for the narrowly targeted purpose of improving the performance

of poorly performing first level supervisors. They also tended

not to mention the WMDP's being used in addition to their own

training. The data from this cross-tabulation suggest that the

WMDP tends to have a more specifically defined and more central

role in those plants which have full-time training managers.

Plants with only part-time managers in training followed the

sample—wide pattern in their use of the WMDP.
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Supervisors were asked a more general question about the

sequence of training in their plants. They were asked to

indicate when their training for the first—line supervisor

position occurred with reference to when they started as

first-line supervisors-~before, after, both, or neither until

they attended the WMDP. The responses are displayed in Table

33.

Table 33: When Supervisors' Training for First-Line Super-

visor's Position Occurred (N = 123)

 

 

When Training Occurred Number Percentage

Before and after becoming a 55 44.7%

supervisor

Before appointment to 10 8.1%

supervisor

After appointment to super— 36 29.3%

visor

Never received training before 22 17.9%

the WMDP

 

It is interesting to note that while 52.8% of the respondents

received some training for their job before they assumed the

position, 47.2 percent received no training before they took

the position of first-line supervisor. For 17.9 percent of the

respondents, the WMDP was their first training.

Cross-tabulations with other variables yield results only

in the relationship between timing of a supervisor's first



186

training and the number of years he or she had been a super-

visor. Respondents who had been supervisors for six years or

longer were twice as likely to have had training only after they

had assumed the position. This supports the notion that within

recent years, there has been a trend to provide more training

for first-line supervisors, and provide it sooner.

Relationship of WMDP-to other sources
 

The source of training is a fourth dimension of plants'

supervisor training approach within which the WMDP is to be

evaluated. Respondents to the TDQ were asked to indicate first,

whether they used other outside training sources and then to

rate the various sources of training they use. Supervisors were

also asked to rate different types of training they receive for

their jobs.

Substantial proportions of the responding plants use other

outside sources. Almost three-fourths of the respondents

(73.8%) use other outside sources, and over two—fifths (41.8%)

use other college programs. These questions do not, however,

specify that the other sources are for supervisory training.

Plants who have nowmanagers assigned responsibility for train—

ing were only three-fifths as likely to use other college

programs. This is consistent with findings concerning other

aspects of training which indicate that the presence of train-

ing managers increases the volume and diversity of training

activity in the plants studied.
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Respondents to the TDQ‘were also asked to rate the sources

which they use for supervisors' training in order to find out

which sources they regard as most beneficial. Their responses

are summarized in Table 34 in terms of both the average rating

score and the number of respondents who gave each source the top

rating of "very beneficial."

 

 

Table 34: Ratings of Sources of Training (N = 141)

Mean % "Very

Mean Score Beneficial" LM* PM*

Source Score Rank Ratings Rank Mean Mean

Rating Rating

WMDP 1.69 1 51.1% 1 1.62 1.78

Tuition reim- 1.86 2 41.4% 3 2.28 1.89

bursement

Plant design 1.90 3 46.8% 2 2.49 1.95

Central office 2.43 4 31.6% 4 2.92 2.42

Professional 2.65 5 14.0% 6 2.69 2.66

association

Independent 3.17 6 14.5% 5 3.18 3.05

consultant

 

*LM — Line Managers; PM — Personnel Managers

Personnel function managers generally gave training

sources of any kind better ratings than line managers, with the
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one exception of the WMDP, which they gave a slightly lower

rating than line managers.

Responses were also compared with reference to the degree

of staff specialization of the training function in the plants,

and are shown in Table 35. Plants with part—time training

managers gave a greater percentage of "very beneficial" ratings

to every source of training except tuition reimbursement. Both

gave the highest percentage of top ratings to the WMDP. In

plants with full-time training managers, however, a higher

portion of the respondents gave highest ratings to every source

except outside consultants, to which they gave a lower number

of top ratings than plants with no training managers. And,

although they gave the WMDP the higher percentage of top scores

than plants with no or only part-time training managers, they

ranked it behind both plant designed programs and tuition

reimbursement. The interpretation is that their evaluation

reflects their perspective. That is, they would be expected to

rate programs they designed highly, and they would be expected

to be skeptical of training people coming from the outside into

their sphere of responsibility.

Finally, the general ratings and the more specific

regroupings of the responses support the hypothesis that bus-

iness firms are more positively inclined toward other formal

organizations which have a purpose other than simply training.

This is based solely on the observation that independent

consultants and professional organizations were clearly the

lowest rated training sources.
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Table 35: "Very Beneficial" Ratings of Training Sources

with Reference to the Number of Training

Managers in the Plants (N = 141)

 

 

No Only Full-Time

Training Part—Time Training

Source Managers Training Managers Total

‘Managers

(% # Rank) (% # Rank) (% # Rank) (% # Rank)

WMDP 44.9% 22 1 49.2% 32 1 53.8% 14 3.0 48.9% 69 1

Plant 36.7% 18 2 40.0% 26 2 57.7% 15 1.5 41.1% 58 2

designed

Tuition 34.7% 17 3 30.8% 20 3 57.7% 15 1.5 37.6% 53 3

reimbursement

Central 22.4% 11 4 24.6% 16 4 34.6% 9 4.0 25.5% 36 4

office

Professional 8.2% 4 5 13.8% 9 6 11.5%

association

Independent 8.2% 4 6 15.4% 10 5 7.7%

consultant   
3 5.0 12.0% 16 5

2 6.0 11.3% 16 6 
 

Totals (49) (65) (26)

*Sum of column totals actually totals only

was one "No Answer."

(141)*

140 because there
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Of course, there is the distinct possibility that the

WMDP's high rating may be attributed to the fact that the study

focused on the program and was endorsed in some respect by the

program. But, it is not possible to verify that such a bias did

or did not exist.

The supervisors were also questioned about the different

sources of training in two separate questions. First, they were

asked to rate the helpfulness of‘various typesiof‘training they

experienced in learning the job of first—line supervisor. In

this question, their choices included various kinds of informal

learning including discussions with other supervisors,

on-the-job coaching, and reading on their own. Table 36

summarizes the reSponses to the first question.

Respondents appear to learn their jobs primarily through

informal, non-programmatic learning. The two top ranked

choices in terms of percentage of "very helpful" ratings are

informal learning experiences, and five of the top six ranked

choices are informal learning. Among the more formal classroom

forms of training, supervisors responding clearly prefer

training which takes place away from the plant.

The ratings of the different types of training were not

apparently influenced among the respondents by any of the

variables such as level of educational attainment, industrial

group, or age.

The second question for supervisors about different sources

of training is similar in its alternatives to the question
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Table 36: Helpfulness of Types of Training in Learning Super—

visor's Job (Ratings of "Very Helpful and "Moder-

ately Helpful" (N = 123)

 

Respondents Respondents

Rating Rating

"Very "Moderately

Types of Training Helpful" Helpful" Totals

 

% # % # % #

 
  

Discussing job with other 31.7% (39) 37.4% (46) 69.1% (85)

supervisors

Reading on my own 23.6% (29) 41.5% (51) 65.1% (80)

On job coaching from 30.9% (38) 26.0% (32) 56.9% (70)

immediate supervisor after

starting as supervisor

Classroom training during 29.3% (36) 26.0% (32) 55.3% (68)

hours, away from plant

No training, learned on 28.5% (35) 22.0% (27) 50.5% (62)

my own by trial and error

On-job—coaching from my 26.0% (32) 18.7% (23) 45.7% (55)

immediate supervisor before

starting as supervisor

Programmed instruction 8.1% (10) 30.9% (38) 39.0% (48)

Classroom training, after 21.1% (26) 15.4% (19) 36.5% (45)

hours, at plant

Classroom training, during 9.8% (12) 25.2% (31) 35.0% (43)

hours, at plant

Classroom training, after 4.1% ( 5) 14.6% (18) 19.7% (23)

hours, at plant
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answered by the respondents to the TDQ. Supervisors gave

similar ratings to common choices; they overwhelmingly rated

the WMDP as the most helpful. They rated the WMDP "very

beneficial" in helping them learn their jobs more often than

other formal training programs by an overwhelming margin. Over

fifty percent rated the program "very helpful," and almost

ninety percent related the WMDP at least moderately helpful.

The second most often named program was in-plant programs.

Among the alternatives they shared in common with respondents

to the TDQ, the supervisors named the same two programs in the

top two ranks, but in.lower ranked programs, they‘choseioutside

consultants' programs over those sponsored by pmofessional

associations, while managers had them in the reverse order.

Table 37 illustrates these findings.

The level of educational attainment showed little influence

on supervisors choices among different programs. The average

ratings and the percentage of "very helpful" ratings increased

as the number of WMDP units increased.

In summary, the data concerning sources of training support

three general statements. Both managers and supervisors rate

the WMDP higher than all other training program sources, with

one exception. Plants in which there are full—time training

managers named in-house programs and tuition reimbursement

more often than the WMDP by a narrow margin as a "very bene—

ficial" program. Second, supervisors when given the oppor-

tunity to rate informal learning together with formal training
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Table 37: Supervisors' Evaluation of Helpfulness of Types of

Learning Programs in Learning Your Job as First—

Line Supervisor (Ratings of "Very Helpful" and

"Moderately Helpful") (N 123)

 

Respondents Respondents

 

 

Rating Rating

Very Moderately

Type of Program Helpful Helpful Totals

% # % # % #

WMDP 52.8% (65) 35.0% (43) 87.8% (108)

In plant programs produced 29.3% (36) 35.8% (44) 65.1% ( 80)

by plant personnel

Plant programs by outside 21.1% (26) 29.3% (36) 50.4% ( 62)

consultants

Other college based pro- 15.4% (19) 18.7% (23) 34.1% ( 42)

grams

Professional association 12.2% (15) 14.7% (18) 16.9% ( 33)

programs
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programs, said they learned their jobs primarily through

informal learning. Third, at this point, almost three quarters

of the responding plants use more than one outside source of

training.

Organizational support for training outcomes
 

The last dimension describing the place of the training

function generally, and the WMDP specifically, within the

plants surveyed is organizational support. There is a con-

sensus in the literature on training, and the personnel func—

tion in general, that general and widespread organizational

support, especially from top line management is a necessary

condition for success, especially in the long term. Thus, the

survey asked all three groups of respondents whether the

changes the WMDP has succeeded in making in supervisors'

performance are supported when they return from Worthingham to

their plants' sites. The data from the three questionnaires is

summarized in Table 38 below.

As one might expect, the managers posit more support than

supervisors experience from their perspective. 'The proportion

of supervisors giving an unqualified "Yes" is about ten percent

less than the respondents to either the PMQ or the TDQ. When

qualified affirmative responses are combined with clear

"Yes's," the gap is narrowed. But, the prOportion of super—

visors denying support in their plants (14.6%) is more than nine

times the proportion of PMQ (1.6%) respondents and almost seven

times that of TDQ (2.1%) respondents.
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Table 38: Support for Objectives Accomplished According to

Respondents to PMQ, TDQ, and SQ

Answer PMQ TDQ SQ

% # % # % #

Yes 40.5% ( 51) 41.8% ( 59) 31.7% ( 39)

To some extent 40.5% ( 51) 36.9% ( 52) 45.5% ( 56)

No 1.6% ( 2) 2.1% ( 9) 14.6% ( 18)

Don't know 8.7% ( 11) 6.4% ( 9) 1.6% ( 2)

No answer 8.7% ( 11) 12.8% ( 18) 6.5% ( 8)

Totals 100.0% (126) 100.0% (141) 100.0% (123)

 

 

 



CHAPTER V

CONCLUSIONS, IMPLICATIONS, AND RECOMMENDATIONS

Overview

This chapter has two purposes. The first is to discuss

whether the findings of this study provide evidence suggesting

that college—based management training for user clientele of

manufacturing plants is a viable adult education program.

Viability depends upon factors internal to the program, the

WMDP, and its Sponsoring institution, Worthingham University,

as well as factors internal to the users, the manufacturing

plants and their first-line supervisors.

The discussion, therefore, begins with the conclusions of

the program analysis of the WMDP. This discussion will suggest

to what extent the WMDP's success may be explained by program

performance related to the objectives of its users. In addition

to the program itself, this discussion draws special attention

to structural aspects of the WMDP's operation in the university

and in the plants. These aspects are (l) the university

providing the WMDP virtual autonomous and separate status

within its organizational structure, and (2) the plant's deci-

sion as to hiring full—time training specialists. The question

is what difference these structural provisions have made in the

WMDP's operation and its outcomes.

196
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The chapter's second purpose is to discuss the findings'

implications for (1) related policy issues raised in the

literature and (2) further research into questions about

industrial college-based management development training for

supervisors. The issues addressed relate primarily to how the

results of the above-mentioned policies, and similar policies

regarding other programs, may affect adult learning oppor—

tunities generally.

Evaluation of the WMDP
 

The University's Policy to Sponsor the WMDP
 

An examination of this policy at Worthingham University

reveals the WMDP has experienced many of the difficulties

typically described in the literature about adult education

programs in higher education. Three objectives are cited for

the WMDP within the university: (1) to provide revenue for

Worthingham's general fund, thus helping it avoid fiscal defi—

cits, (2) to provide an alternative assignment for under-uti—

lized faculty, and (3) to generate general support among the

university's contributors. An objective mentioned in the

literature, offsetting declining undergraduate enrollments, is

not an objective for the WMDP at.Worthingham, but enrollments

have not.yet dipped there, and the university's administration

chooses not to see this as a major problem for the future.

Within the framework of program analysis followed in this

study, the discussion bears on the effectiveness, adequacy, and

appropriateness of the program.

I)
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Effectiveness and Adequacy
 

The effectiveness and adequacy of this policy in realiz-

ing the first objective are difficult to determine. For years

under the WMDP's first director, the program was understood to

turn a generous profit for the university. Now that a new

formula has been applied to figuring the School of Community

Education's overhead charge, the profit has been turned to a

deficit. The new formula may not be the sole cause of the fiscal

turnabout. It may be partially accounted for by the recent

decline in WMDP enrollments. Still, during the 1978-1979

program year, the WMDP contributed to the general fund under the

former formula but showed a deficit under the new formula.

Interestingly, the provost, who initiated the new formula,

creating a paper deficit, states the WMDP's revenues as one of

the program's benefits to Worthingham.

The WMDP only indirectly accomplishes the second objective,

providing an outlet for using otherwise excess faculty. In the

past, regular faculty have been singularly unsuccessful as

instructors in the program. However, insofar as the WMDP

revenues subsidize non-credit courses in the School of Com-

munity Education, it may help realize this objective. But, once

again the more constraining budgetary formula leaves less

revenue to be used as a subsidy.

The last objective cannot be closely monitored and

evaluated for the future. It is clear that the WMDP's existence

and the work of the first WMDP director were instrumental in
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garnering the base funding for the Adult Learning Center, which

is used by the entire campus. But, aside from such large

capital projects, it is difficult to determine the connections

between the WMDP and monetary contributions to the university.

Appropriateness
 

The appropriateness of this policy for any of these

objectives seems to be at the heart of the confusion and

uncertainty about determining effectiveness and adequacy. The

provost and president question whether, as a liberal arts

university,‘Worthingham should sponsor the WMDP. Their posi—

tions are ambiguous. On the one hand, they acknowledge the

program's potential fiscal benefit to the school's liberal arts

programs. On the other hand, they regard it as basically

inconsistent with the university's liberal arts mission. This

is reflected in the way they have addressed the budgetary issue.

The decision to charge the WMDP two-thirds of its faculty and

staff salaries as its overhead is apparently arbitrary. No one

has made an attempt to determine precisely, rather than indi-

rectly estimate, the program's costs to the university. If the

WMDP were regarded as more central toVWorthingham's mission, a

more detailed effort to determine and justify its fiscal

position might be made.

The Policy Concerning the WMDP's Special Autonomous Status
 

Effectiveness, Adequacy, and Appropriateness
 

The WMDP's special status during its first twenty-nine

years provided a climate in which it grew and prospered.
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Autonomy allowed the program's director to decide quickly about

program policy unencumbered by the criticism other adult edu-

cation programs receive on many campuses. This policy, how-

ever, was ineffective in achieving for the program the security

of institutionalization. The program has no base of insti-

tutional support in the university's informal political proc-

ess beyond the support of its own administrators. In any case,

the objectives for its autonomy have never been established.

The effectiveness of new policies, which have been

established recently in an effort to bring the WMDP and the

School of Community Education into greater administrative

consistency with the rest of the university, are difficult to

evaluate because their objectives also have not been made

clear. Likewise, the adequacy and the appropriateness of the

new policies cannot be addressed without having objectives as

reference points.

One of these new policies, applying greater fiscal demands

upon the WMDP, may be intended to spur more creative ventures

into new markets, although the policy's intention is not

clearly stated. 11:may also result in a retrenchment strategy

as the WMDP director seeks to reduce program fiscal losses.

Ironically, it is least likely to produce a program which

incorporates aSpects of the liberal arts which the president

and provost have suggested. Managers at the plants indicate

they want content which is directly related to skills, knowl—

edge and attitudes demanded in the workplace—~not considera—

tion of lifestyle, ethical, or even general economic issues.
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Clark (1968) concluded as a program becomes more dependent

on the market for its economic survival, it becomes less able

to adhere to pmedetermined institutional values and objec—

tives. Ironically, as long as the president and provost regard

the pragmatic, "vocational" character of the WMDP curriculum to

be in serious conflict with Worthingham's liberal arts mission,

requiring a greater overhead contribution is likely to result

in the exacerbation of this conflict.

Manufacturing Plants' Use of the WMDP to Improve First-Line
 

Supervisors' Performance
 

Effectiveness
 

A program's effectiveness is defined in terms of the degree

to which it meets its objectives. Against this criterion, it

is difficult to evaluate the WMDP's effectiveness for the

plants for several reasons. As a group, there is a high level

of agreement on only the very generally stated objective of

"improving leadership ability." There is also, at both indi-

vidual and aggregate levels, a low degree of match between

objectives rated as "very important" and outcomes rated as

"accomplished very effectively." Thus, it appears that the

WMDP has not successfully met the objectives plant management

personnel set for it.

There is evidence, however, that these same peopleiapprove

of the program. They consistently rate it, along with tuition

remission and their own in-house training, as one of the t0p

three types of training used for first-line supervisory train-

ing. They also indicate an ongoing active approval in that
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approximately 60% of the plant managers who do not indicate

training cutbacks due to economic conditions state they plan to

send participants in the foreseeable future; only 8% of this

group state they do not.

There are several possible explanations for the continued

satisfied use of the program despite a lack of objective/out-

come matches for most users. First, the match between objec—

tives and outcomes may not be the most important measure of

success upon which managers base decisions about training

program use. They may, for example, be satisfied to know, or

feel, the WMDP is accomplishing some outcomes "very effec-

tively," regardless of which ones they are. Even those respon-

dents who indicated a very loW'percentage match between objec—

tives and outcomes rated some outcomes as "very effectively"

accomplished.

A second explanation for approval in the absence of

objective/outcome matches has to do with who decides about the

use of outside sources of training and the evaluative informa-

tion with which they work. For most important decisions

influencing training (viz., determination of training needs,

use of outside sources, the initiation and termination of

training programs, and selection of WMDP participants), line

managers are the chief influencers. They do not have day-to—day

responsibility for, nor involvement with, supervisory training

once these decisions have been made. And, for most line

managers, the results of only informal methods of program
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evaluation are available. It is likely, therefore, that line

managers are making the important training decisions based on

only general, anecdotal evaluative information.

The relationship of the WMDP to plants' other training

strategies for first-line supervisors also puts it in a posi-

tion where it will not be scrutinized. The greatest proportion

of responding plants use the WMDP as a supplement or a refresher

for other types of supervisory training. As only one among many

training components, the WMDP has much less of the eventual

outcome burden to bear for supervisory performance. lnzmay'be

hard to pinpoint which components of the supervisors' overall

training programs are responsible for less—than-adequate per—

formance.

An additional factor supports the notion that training is

not.evaluated strictly in terms of its outcomes. 'The volume of

supervisory training through the‘WMDP'is clearly a function of

a company's overall profitability. This is apparently not true

of all plants, especially when the training function is staffed

by full—time specialists. But, the trend over the last ten

years graphically demonstrates that as the economy declines,

the usage of the WMDP drOps accordingly. This type of training

is apparently viewed as a cost rather than an investment. It

is not seen as a means of improving the profitability position

itself.

Finally, the WMDP, and training in general, may not be

closely evaluated, also, because most plants tend to allow
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themselves few alternative ways to improve supervisory per—

formance. 'Changing the selection criteria' and 'training'

were by far the most often named methods for improving super-

visors' performance. Most plants do not use 'supervisory job

restructuring,‘ 'middle management training,‘ or 'technologi-

cal changes' to improve supervisory performance outcomes.

Adequacy

The chief measure of any policy's adequacy is whether it

is continued. If users project continued use, this demon-

strates either their opinion that it is adequate or that there

are no better alternatives, or mere force of habit. In addition

to the reasons cited in the discussion of this policy's effec—

tiveness, the WMDP and other training may be regarded as

adequate simply because supervisors continue to produce at some

satisfactory level. And, supervisors may continue to perform

satisfactorily because they are internally very highly moti—

vated, regardless of the problems inherent in the position,

itself. Respondents to the Supervisors Questionnaire said they

gain their greatest satisfaction out of "turning out quality

products under pressure." Their strong desire to succeed in

this way may, then, render their efforts successful even if

their management skills and work environment conditions are

less than optimal.

And, there is another factor besides the supervisors high

motivation which insures at least acceptable performance from

supervisors, thereby lessening the weight of responsibility
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placed on formal training such as the WMDP. Most supervisors

surveyed in this study report that they learned their job

primarily through informal, on-the-job training (e.g., con—

versations with other supervisors and their superiors, and

trial and error). Apparently, then, even without the WMDP or

other planned training, the supervisors feel first-line super-

visors would acquire a certain base~line level of skills.

It is possible that if pflants' management begins to

evaluate programs like the WMDP more stringently, or if they

begin to give more consideration to alternative solutions to

performance problems, then their minimum performance standards

(i.e., their criteria for adequacy) might change.

Appropriateness
 

When compared to the conclusions of major investigators

(Patten, 1968; Thurley'and Wirdenius, 1972), management devel-

opment training for first-line supervisors is not by itself

appropriate as a complete solution to poor supervisory per-

formance. But, it is clear that managers have identified the

supervisor as the locus of the problem rather than middle

management's expectations, other organizational policies,

organizations' managerial structure, technology, or production

process design. This, then, may account for managers' willing-

ness to regard partial success as adequate.
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Manufacturing Plants Use of Training Specialist to Manage
 

Supervisory Training
 

This policy cannot be separately evaluated against the

three criteria——effectiveness, adequacy, and appropriate-

ness—~because the specific objectives are not known. The study

inquired, simply, whether having a full—time training manager

resulted in a difference in how training is done. Several

differences between plants with and plants without full-time

training managers were identified in this study. First, plants

with full-time managers targeted the use of the WMDP more

specifically. That is, in those plants only, the WMDP was used

as a means to assist supervisors who were having special

difficulties in performing their jobs. Second, plants with

full-time training managers were more likely to use more formal

techniques in evaluating the WMDP.

Finally, plants with full-time training managers were even

less likely to use means other than first-line supervisory

training to improve supervisors' performance. They were more

likely, in fact, to rate selection criteria for supervisory

candidates as a very effective means of improving supervisory

performance. Among the plants in this study, educational

attainment has become an increasingly important criterion in

the selection of first-line supervisors. Educational attain-

ment is used by many companies as an indicator of trainability

(Thurow, 1980). Thus, during the past decade, full-time
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training managers may have been instrumental in making train—

ability—~measured in terms of educational attainment—~more

important.as,a selection criterionlforhfirst-line supervisors.

It can be said that hiring full-time training managers has

changed the way training is used to improve first-line super—

visory performance. The respondents from plants in this

study's population who had full-time managers were far more

likely to say decisions to contract for training were based on

current training needs rather than profitability, to target

supervisory training to improve the performance of especially

ineffective supervisors, to conduct more formal evaluation of

training used, and to change selection criteria as a means to

gain better performance from first-line supervisors. More

focused research is required to determine whether these dif-

ferences in training practice result in better supervising or

more efficient use of training resources.

This study indicated also, within the population studied,

that the introducticuxof full-time training managers failed to

effect differences one might have expected. While line man-

agers have hired full-time training 'managers, they have

retained influence on decisions which directly shape super—

visory training: determination of training needs, initiation

or termination of training programs, and selection.of partici-

pants for the WMDP. It appears that full—time training managers

have roles as technical advisors and as administrators of

policies determined chiefly by line managers. In cases where
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training directors have influence they areeat1most.co-decision

makers with line managers in the types of decisions mentioned

above.

This finding has policy implications for the WMDP admin-

istrators. It implies that they must persuade line managers to

use the program, and that they need to maintain ongoing rela-

tionships with line managers, even in plants having full—time

training managers.

Implications: Related Policy Issues
 

The purpose of this section is toidiscuss the implications

of the study's findings for adult learning opportunities. The

primary implications of this study have to do with the viability

of college-based programs offered to a consumer group made up

of business organizations. The first check point of viability

for such programs is the internal acceptability of such a

program within a liberal arts university. The suggested

conclusions of this study on this question are qualified and,

in the end inconclusive. The WMDP would appear to be quite

acceptable after nearly thirty years of uninterrupted opera-

tion. But, during those years the WMDP has survived under a

special arrangement affording it great autonomy within the

university's organization, which may not be replicable else-

where, and which, in fact, has been changed at WOrthingham

University. This arrangement exempted the WMDP from the

program and curriculum approval channels followed by other
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instructional programs on the campus. But, more uniquely, this

arrangement exempted the WMDP from the regular budget approval

and budget management process. Thus, the WMDP was subject to

no faculty review or evaluation, at the initial stage and nor

since. As a result, the issue of non—degree management train—

ing's incongruency with the mission of a liberal university has

never been actively debated in an official faculty forum.

While this appears to have been an advantage the WMDP has

had over adult programs discussed generally in the literature,

this policy has left the program with no base of internal

political support at the university beyond the program's staff.

The WMDP's autonomy has been mitigated by decisions made at the

upper levels of the university's administration during the last

three years covered by the study. Although the chief admin-

istrators of the WMDP and the School of Community Education have

questioned these decisions, they have had no channel of

recourse internally. As some adult educators suggest, then,

the implications of this study's findings are that structuring

adult and continuing education programs of this sort into the

school '5 administrative mainstream may have long-term benefits

which are forfeited when the program is placed at the periphery

of the college or university's structure.

The findings of this study indicate that a strong basis for

such programs' viability exists among user—plants, especially

under particular circumstances. The plants' use of the WMDP

does not appear to be related to the results of careful
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evaluation of the accomplishment of predetermined objectives.

This implies that such programs may be established and survive

without having to focus on the narrowly defined needs of any

one, or any few, clients. Thus, a program with broadly defined

objectives can gain clients from among plants whose needs vary

greatly. The findings suggest that perceived success in some

areas are sufficient to sustain plant commitments to the

program.

The existence of full—time training managers in the plants

appears not to be an actual threat to a plant's continued use

of the WMDP. Plants in which there was a full-time training

manager ranked the WMDP highly among all training sources.

But, the viability of programs like the WMDP depend not only

on factors related to the university and the plants which use

the program, it depends also on such program's ability to

compete with private corporations which are now offering

training. The results of this study suggest that colleges and

universities may be able to compete successfully for several

reasons. Managers in the pdants surveyed ranked the WMDP

consistently higher than other training sources. This was the

case more consistently among plants which had full-time train-

ing directors than those who'did not. Insofar as the hiring of

full—time training professionals is the trend, the trend toward

specialization will not harm the program. Responses to the

questionnaire suggest that the location of the program on a

college campus is valued by managers in the plants. They also
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value their direct contact with the university's administra—

tors. Such contact and the operation of the program itself are

labor intensive. IBut, educational institutions are labor

intensive and are institutionally better equipped to accept a

labor intensive enterprise. Private companies like IBM and

Xerox, which are marketing training, are more inclined to

reduce human labor and maximize technology and materials which

they can sell to companies seeking training for their managers.

Colleges and universities have a large internal instructor

labor pool from which they can draw personnel who are available

for more making personal contacts.

The study's findings imply that the greatest threat to the

program is a long period of economic stagnation or decline.

While the presence of full-time training specialists1nitigates

economic factors in favor of training need, the health of the

economy is clearly related to expenditures to send participants

to the WMDP.

To»the extent that they can structure the training program

to be responsive to changing needs, they can compete with other

sources of training. But, such responsiveness is what some

corporate critics state the colleges and universities have not

been able to produce. Placing programs for manufacturing plant

clients in a department with freedom from procedures designed

to assure thorough and conservative review may allow other

universities to succeed as the WMDP has in its early autonomy.
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A number of the findings from this study suggest that the

WMDP generates increased adult learning opportunities--espe—

cially the relationship between supervisors' experience in the

WMDP and their later additional educational experiences, and

the findings about policy changes in the manufacturing plants

attributed to their involvement in the WMDP. A sizable pro-

portion of supervisors who went on to be involved in adult

learning after their participation in the WMDP acknowledged

that this later learning activity resulted from their expe-

rience with the WMDP. The questionnaire did not ask them to

explain how the two experiences were related. (This question

was eliminated to shorten the questionnaire.) One can spec-

ulate that it may have (1) provided supervisors.a less threat-

ening situation in which to overcome a previously acquired fear

of formal schooling, (2) provided them a successful learning

experience related to an important life activity and thereby

increased their expectancy of learning successfully in the

future, or (3) simply generated ongoing interest.in previously

unfamiliar knowledge fields.

Whatever the ~nature of the connection, this study indicates

that the experience may have produced additional adult learn-

ers. This is significant in view of the consistent finding in

surveys of adult learners that adults who have had more expe—

rience in learning tend more frequently to become involved in

later learning than those with less experience (Johnstone and

Rivera, 1965q Tough, 1974). These findings suggest, then, that
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programs like the WMDP may generate supervisor—participants'

increased learning activity, which they pursue in other types

of learning programs.

If this suggestion is accurate, then the trend to increase

the educational attainment. criteria for selection to the

first—line supervisor's position has the effect of excluding

some less-educated adults from access to additional learning.

In this respect, it is important to note that the attribution

of later learning to one's participation in the WMDP showed no

apparent relationship to educational attainment, except for

those supervisors who had attained less than a high school

diploma prior to their participation in the WMDP. These

participants reported a greater than average tendency to engage

in reading on their own after the WMDP experience.

The partnership between these 250 manufacturing plants

surveyed in this study and the WMDP increased adult learning

opportunities through its effect on organizations as well as

its effect on individuals. Involvement with the WMDP was named

by many plants as a factor motivating an increased commitment

to training. Respondents from the plants also listed a greater

receptiveness to use outside training sources, the hiring of

full-time training staff, and a broadening of their in-house

supervisory training as consequences of their participation in

the WMDP.
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Recommendations: Research and Policy
 

This study is exploratory in the sense that it intends to

prompt further questions for policy-related research. Impli-

cations for the generation of adult learning opportunities are

the basis for the first recommendation: that adult education

researchers investigate the individual and institutional "mul—

tiplier effects" for adult learning opportunities resulting

from c00perative educational programs between educational and

non-educational institutions.

It would be especially valuable, secondly, to investigate

the consequences of such programs for adults having low pre—

vious levels of educational attainment. Cross (1979) has

pointed out the "gaps and missing links" in adult learning

opportunities, especially for the educationally less-accom—

plished. Programs which bring less—educated adults into edu—

cational settings to participate in focused learning programs

related to their jobs, may serve to reduce psychological

barriers to their ongoing individual and institutional learn-

ing.

Thirdly, it is recommend research be conducted concerning

the appropriateness of selection criteria for jobs which pro-

vide important educational mobility' Opportunities through

training and education programs. Such research is more rele-

vant to the extent that the selection criteria are intended to

relate to the candidates' ability to use these programs effect-

ively. Selection criteria may increase the educational
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attainment requirementsiin‘ways which are inappropriate to the

level of the training provided.

A fourth issue for research suggested by the findings of

this study concerns the budgetary arrangements imposed on adult

education programs in colleges, universities, and other host

institutions. Requiring adult education programs to pay their

own way, and even (as Worthingham has done) to contribute large

margins.to the host institution's general fund, may be inequi-

table, or it may be a reasonable demand. The further clari—

fication of the issues begun by Windham g; 31. (1978) and

empirical research into these issues would be timely. Higher

education administrators are beginning to acquire the skills of

more mature fiscal management, and adult educators of the near

future will find it necessary to be conversant.with the termi—

nology and issues of budgetary management in an increasingly

competitive adult learning market.

Adult educators need to be conversant, as well, with the

skills and concepts related to learning needs assessment and

program evaluation. While this study's findings suggest that

manufacturing plants are not generally sophisticated in their

methods of needs assessment and program evaluation, it suggests

also that a trend toward acquiring this sophistication has

begun within the last five years. Given the plants' tendency

to reduce training in economic downturns, it is likely that for

the foreseeable future, business and industry will be more
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carefully scrutinizing the outcomes of programs in which they

choose to invest scarce resources.

These recommendations focus on specific aspects of the

linkages which must be made in order to establish successful

management development training for industrial users within

colleges and universities. General economic conditions and the

increasing competition for adult learners (Alford, 1980) call

for greater attention to the most effective structures and

processes for forging these linkages. And, while adult edu-

cators examine these factors to a level of detail sufficient for

useful application, they will need to look also at the broader

picture toidetermine how such programs increase adults' capac-

ity for learning as well as organizations' capacity to provide

new learning opportunities.
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PLANT FANAOERS' QTESTICNNAIRE

I. Workforce Profile

This first section is designed to obtain some background information about

your plant. This information will be used to group the plants surveyed according

to size of workforce, characteristics of workers, and unionization in order to

see what relationship if any these variables have with different aspects of

training. This first section is printed on a separate pane so that you may

detach it and send it to your director of personnel or industrial relations to

complete.

1.

2.

Please rive the approximate number of your plant's empolyees who fall into

each of the following categories.

Hourly, non-exempt

Technical and professional

Managerial, not including first-level supervisors

First-level supervisors

Other

Total

”—

Have the characteristics of new supervisors in your plant changed signif-

icantly since you have been sendinz participants to the Wittenberg

Management DevelOpment Program (MDP)? __ No __ Yes

If so, which of the following describes the changes?

__ More educational attainment __ More minorities recruited

__ More recruited frOm outside __ More handicapped people recruited

__ More women recruited __ Place more college graduates in

Younger people now recruited supervisory positions

Have these changes had a bearing on the number of peOple you send to the

MDP? __ No __ Yes

What are the chief criteria for selection of supervisors? Bank the top

three criteria from 1 to 3. (1=most important to 3=third most important)

Superior work record as an hourly History of active union experience

worker Superior technical skill

Scores on selection tests COOperative attitude

Scores on tests of personality Recommendations of his/her superior

 

 

characteristics Demonstrated courage

__ Recommendations of fellow Otherz'

workers

Seniority

Demonstrated leadership ability
 

Are the current criteria different in any way from selection criteria when

your company first started sending supervisors to the Wittenberg EDP?

__ Yes __ No If they have changed, how have the criteria changed?

Do a siznifican number of first—level supervisors in your plant advance

into middle management? __ Yes __ No

Are the hourly workers in your plant ornunized? __ Yes __ No

If they are, what unions are represented? When were each certified?

Union Year Certified
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II. Education and Training Policy

8.

10.

11.

12.

13.

Which of the following statementsbest describes your view of your plant's

approach to education, training, and deve10pment for first-level supervisors?

We seek to prepare supervisors to act decisively on their own based on

a broad understanding of their jobs. Therefore, we encourage and assist

supervisors to obtain a broad education. We expect supervisors to anti-

cipate changes which come up or are needed in the plant and to help the

company adapt to them, rather than to wait to act until the canpany's

upper management decides what they should do and gives them directions.

We seek to anticipate supervisors' training needs and prepare them for

specific situtions. We feel we are more effective in helping them,

and in meeting company goals, if we give upper management responsibility

for identifying problems, deciding upon solutions, and instructing

supervisors how they should respond.

Listed below are some of the major changes which have taken place in American

industry during the last two to three decades. Do you see the MD? as a means

of helping first-level supervisors cope with the consequences of these changes?

If so, check those changes with which the program helps them cope.

__ Unions and collective bargaining __ Mechanization and automation of Jobs

agreements formerly done by peOple

Establishment of staff departments Hiring more women

with responsibility for former Hiring more minority group members

supervisor functions Hiring more handicapped workers

Changed worker attitudes toward New management techniques or styles

work and authority expected of supervisors

Increased rate of product change other:
 

 

Check each of the following which represents important or pronounced education

and training policy changes in your plant. Note when they took place.

A change -When

in your was it

plant? made?

Hiring of a training director and/or training staff

Increased level of activity in training and development

Increased effort to base training commitment on Specific,

identified training needs

More specific evaluations of the outcomes of training

and payoffs to training dollars invested

Establishment of tuition reimbursement program

Other: '
 

 

Where is training policy set in your company? That is, where are decisions

to begin, continue, or discontinue specific training, development or educa-

tiona programs made? (Answn~only if yours is a multi-plant firm.5

__ At the local level __ Central headquarters approves or

__ At central c01pany headquarters disapproves requests from local level

Who makes the final determinatinn of training needs for supervisors in you

plant?

__ Line managers for their subordinates __ The company's central office;

__ The personnel department not locally determined

__ The training and development director __ Other:
 

 

How are training costs charged?

__ To local plant budget __ Other:

__ To central office training budget
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Which of the following statements more accurately describes the relationship

between training needs and plant or company profit margins as determinants

of the level of training activity?

__ The level of activity is determined by current training needs consistently

through profit upturns and downturns.

During slow periods training is put off until profits are higher; pro—

duction and payroll costs have priority over training costs when resources

are'scarce.

Bank the following training needs areas for your plant's supervisors.

In other words, what areas of their performance have required the greatest

improvement or require the greatest improvement now? Consideraceas not

dealt with through the MDP, as well as those which are. Use the following

three level scale: i=needs or needed great improvement; 2=needs or needed

some improvement; 3=needs or needed little or no improvement

 

__ Greater understanding of their Job __ Ability to accurately analyze prob-

in total management structure lems and make sound decisions on

__ Awareness of their strengths and their own

weaknesses __ Communication skills (i.e., reports,

__ Managerial style appropriate to presentations, etc.)

their situation __ Human relations skills

__ Knowledge of basic concepts of __ Leadership skills

economics __ Listening skills

__ Commitment to management __ Other:

perspective

 

III. Your Firm's Involvement with the Management Development PrOgram (EDP)

16.

17.

18.

"
H

What were the principle reasons your plant initially sent participants to

the EDP? (Check as many as apply.)

Participation in the program was a way of supporting Wittenberg Univeristy

while meeting training needs

The MD? was uniquely designed to meet our specific training needs

Representatives of the University were more persuasive than representa-

tives of other programs

The NDP was the most economical training resource for our needs

Placing first-level supervisors on a college campus was a totally

unique idea which we wanted to try.

The program simply met our training needs better than any other

Other:
 

 

What was the principle reason for your continuing to participate in the EDP?

Our evaluations of the program show it meets our training goals.

Supervisors have expressed a positive view of the program.

Supervisors' performance improved demonstrably after their participation.

The administrators of the prOgram have maintained a close, helpful

relationship with our plant's management.

We have successfully solved personnel or production problems throughthee EDP.

We do not wish to break the personal relationships formed with the HOP staff.

Other:

H
H

 

 

H :
3

your judgment what are the MDP'S strenghts?

Unique concept; campus based promram for supervisors

Unique program content

Intensive,one week program rather than Spread out in weekly sessions

Use of professional teaching staff from fields of education

Opportunity to ret supervisors away from the plant on neutral groundI
H
H





 

18.

20.

'21.

22.
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(cont'd)

Programs' administrators and staff maintain contact with us

Provides supervisors a valuable chance to get away and reflect constrc-

tively about their jobs

Gives our company a chance to support Wittenberg University and gain

in the process

The follow-up of Management DevelOpment II and III are valuable

The teaching skill of the faculty

.The hDP's staff's attitude toward participants is positive and supportingH
I

Have any changes in the areas listed below resulted from your relationship

with the Wittenberg HDP and the participation of your supervisors? (Check

as many as apply.) '

We have revised the training policy for supervisors.

We have revised the training policy for middle management.

We have increased our training activity.

We have decreased our training activity.

We have revised our policy toward off-site training.

__ We now do more.

___We now do less.

We have revised the supervisor's position to improve it.

We have changed the content of our own training programs.

We have established relationships with other colleges or universities.

Other:

l
l
l
l
i

H
l
l

 

 

The four content areas of the current MD? are listed below. Rank them in

order of their value to your supervisors. (1=most valuable to 4=least valuable.)

Communications

Principles of Economics

Principles of Business Nanagement

__ Human Relations

Would you suggest any changes in the program? If so, please describe them

-briefly below.

Do you plan to send supervisors from your plant regularly for the foreseeable

.future?

No __Yes __ Not Sure
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TRAINING DIRECTORS' QUESTIONNAIRE

I. General Training and Development Policy

The first area of questions has to do with your company's and your plant's

policies and practices toward training and development for its employees.

1.

3.

Which of the following statements best describes your view of your plant's

approach to education, training , and development for first-level super-

visors?

We seek to prepare supervisors who can act decisively on their own based

on a broad understanding of their Jobs. Therefore, we encourage and assist

supervisors to obtain a broad education. We expect supervisors to anti-

cipate changes which come or are needed in the plant and to help the

company adapt to them, rather than to wait to act until the company's

upper management decides what to do and gives them directions.

We seek to anticipate supervisors' training needs and prepare them for

specifically identified needs. We feel we are more effective in helping

them, and in meeting the company's goals, if we give upper management

responsibility for identifying problems, deciding upon solutions, and

instructing supervisors how they should respond.

Which of the following statements best describes how decision making about

the training and development function is structured in your company?

‘__ Training policy is determined by the central office; we at the local level

have some input, but are primarily responsible for carrying out the central

office's policies and programs. -m._,m_m

We have our own training director, but he or she still carries out

the central office's policies and programs _

__~ We have our own training director, who determines which programs are

. needed and carries them out.

In your firm, or in your plant, is the first-level supervisor's position a

career step by which employees advance into middle management?

No Yes '

II. Wittenberg Program's Place in Your Overall Training Pregram

I am interested, in this section, to find out where the Wittenberg Management

DevelOpment Program fits into your total training and develOpment strategies for

first-level supervisors.

U.

10.

Check which of the following statements describes your approach to using

the Management Development Program (EDP). (Check as many as apply.)

__ Initial training for newly appoin- __ Refresher training for established

ted supervisors supervisors

__ To reward or build on good perfor- __ To improve or salvage poorly per-

mance forming supervisors

__ All supervisors in the plant are __ This is the only outside training

sent to the EDP at some point resource we use

__ This is the only college-based __ This is one of several outside

program we use training sources we use

This is one of the college pro-

grams we use

Who selects supervisors for participation in the NDP?

__ An advisory committee Their immediate supervisors

__ The training director The personnel manager

__ The plant manager They select themselves by volunteering

or requesting to go
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What criteria are used to select participants for the MDP? (Check as

many as apply.)

__ Every supervisor in the plant Number of years in supervisory

attends eventually. position

__ Person's learning ability __ Position in a unit scheduled to

__ New appointment to supervisory receive the effect of planned

position changes

Potential for promotion to Scores on a written test

Objective evaluations

Selection is voluntary

Other:

middle management

Good performance; participation

in MDP viewed as a reward
 

 

III. Needg and Needs Determination

Training need determination is a very difficult part of a training

program. In this section I intend to determine what methods you have been

able to use based on what is effective and practical.

12.

13.

1“.

Which of the following methods do you chiefly use to determine what

training first-level supervisors in your plant need?

__ Analyze job descriptions __ Study performance appraisals

Analyze supervisors’observed job __ Review exit interviews

behavior __ Consult an advisory committee

__ Analyze production and personnel __ Study other firms' training

problems __ Identify universal supervisor

__ Ask supervisors' superiors training needs

Ask supervisors' subordinates __ Other:
 

 

:: Give supervisors written tests

Rate the following training needs areas for your plant's supervisors.

In other words, what areas of their performance have required the greatest

improvement? Consider areas of need dealt with through other programs as

well, not only those you have been able to address through the EDP.

(Scale: 1=needs or needed great improvement; 2=needs or needed some

improvement; 3=needs or needed little or no improvement)

Greater understanding of their job __ Ability to accurately analyze prob-

 

in total management structure lems and make sound decisions on

__ Awareness of their strengths and their own

weaknesses __ Communication skills (i.e., reports,

__ Managerial style appropriate to records, presentations)

their situation ___Human relations skills

__ Knowledge of basic concepts of __ Leadership skills

economics __ Listening skills

__ Commitment to management __ Other:

perspective

 __ Labor relations

Listed below are some of the major changes which have taken place in American

industry during the last two to three decades. Do you see the EDP as a means

of helping first-line supervisors cope with the consequences of these changes?

If so, check those changes with which the program should help them COpe.

Unions and collective bargaining __ Mechanizetion and automation of jobs

agreements formerly done by people

Establishment of staff departments __ Hiring greater numbers of women

with responsibility for former Hiring greater numbers of minority

supervisory functions group members

__ Changed worker attitudes toward __ Hiring more handicapped workers

work and authority __ New management techniques or styles

__ Increased rate of product change expected of supervisors

Other:
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IV. Training and DevelOpment Budget Allocation

The questions in this section are designed to find out how the training func-

tion is financed in your company and where supervisory training fits within the

training budget.

15.

16.

Which of the following statements describes how your training budget

is handled?

Funds are allocated to local plants from the central company budget.

We establish a yearly budget from local operating funds determined

according to what our anticipated training needs are.

We establish our own budget, and are limited to a pro-rated percentage

of the plant's operating budget adjusted from year to year for the

anticipated annual profits.

Other:
 

 

What percentage of your training budget is allocated to each of the following

groups annually? Approximately how many participants per year do you have

in each category?

5 of Budget # of Participants

Hourly workers ..... .................

Management (total)...................

- First-level supervisors only.....

Salaried technical staff.............

Salaried clearical staff.............

Tuition reimbursement................

  

  

  

  

 
 

 
 

V. Training Program Evaluation

This final section of the questionnaire is designed to determine how you

are able to evaluate this program and other parts of your plant's training

given practical restraints, and how you rate the Wittenberg MDP.

17.

18.

By what methods do you evaluate the results of your supervisors' partici-

pation in the NDP? (Check as many as apply.)

 

__ Informal observation of super- __ Evaluation of turnover, waste rates,

visors before and after they have quality reject rates, grievances,

participated absenteeism, and the like

___Written evaluations completed by __ Evaluations of supervisors by their

participants immediate superiors

__ Informal conversations with __ Other:

participants

 

If you plan to continue to send supervisors, why do you?

We do not intend to send any Prefer an intense format, that is

more participants one solid week rather than spread

__ Have good relationships with the out over several weeks

staff of the program __ Supervisors enjoy the pregram

__ We always have sent people __ Formal evaluations show their

__ Have noticed a change in super- performance improves

visors' performance after the EDP

__ Objective measures like turnover, __ Other:
 

waste, quality rejects, etc.

decrease for supervisors' nits

after they participate

 

 

 



19.

20.

21.

22.

23.
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Check in which of the following areas you think the MD? could be improved.

Teaching staff's effectiveness __ Different teaching approaches

Require more work __ Schedule evening activities

Program should be shorter __ Credit should be awarded for the

Program should be longer program

More staff follow-up with firms Eliminate some content areas (specify):

Add some content areas (specify):H
i
l
l
!

I

 

 

 

Other: (Comment)

 

Have you been able to calculate a financial return on your investment in this

program? __.No __ Yes

If so, do you realize a financial advantage? __ No __ Yes

Check any of the changes listed below if they have been made in your plant-

as a result of your supervisors' participation in the MDP or your intereaction

with the Wittenberg HDP staff.

__ We have been able to eliminate __ We have shifted the emphasis of

some of our own training courses our other supervisory training to

now covered by the EDP broaden it

__ We are more willing to be involved __ We have adepted some of the teaching

with college-based training methods used in the EDP for our own

programs training programs

We provide more off-site training __ Other:
 

 

In which of the following areas have you noticed improvement in the performance

of supervisors who have participated in the management deveIOpment program?

__ Relationships with subordinates __ Understanding of basic management

__ Ability to motivate subordinates principles

__ Ability to communicate more effec- __ Understanding of basic economic prin-

tively with peers and superiors ciples as applied to their jobs

__ Apparent self-confidence __ Ability to plan and organize their

__ Greater ability to solve prob- units

lems on the job __ Greater Job satisfaction

Decisiveness Other:
 

 

Do you feel that some supervisors in your plant have advanced to middle

management positions based significantly on their experience in the EDP?

__ No __ Yes
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SUPERVISORS' QUESTIONNAIRE

The main purposes of this questionnaire are to find out how the Wittenberg Management

Development Program (which I will abbreviate WMDP) helped you do the supervisor's job

better, how it relates to the other training you have had, and how it relates to the other

learning you have done as an adult. The answers of you and other supervisors are part of a

larger study in which plant managers and training directors are also being asked about how

they use this program in their overall training of supervisors.

1. Description of Your Work Situation

The purpose of this section is to get an idea of how you feel about different parts

of your job and about changes which affect your job.

l. Out of the items below, rank the five most satisfying parts of your job in the

left hand column. (Scale: l=most satisfying, 2=next most satisfying, etc). Then

in the right hand column rank the five least satisfying parts of the supervisor's

Job for you. (Scale: l=least satisfying, 2=next least satisfying, etc.).

 

Satisfying Unsatisfying

Dealing with technological changes

Dealing with organizational changes in the plant

Teaching people their jobs

Working with people of different age, sex,

or ethnic background

Dealing with OSHA, EEO, and other government

regulations

Status of being a manager in the company

Consistently turning out quality products

Meeting production goals under pressure

Your pay

Handling personnel or human relations problems

Solving technical problems which come up

Dealing with grievances and the union

Relationships with upper management

Working with other supervisors

Working with staff expertsH
I
I
I
I
I
I
I
I

l
l
l
l
l
l
l
l
l
l

2. Listed below are changes which have occurred in many companies. Rate the ones that

have occurred ig_your plant in terms of how much they have affected your job as

supervisor and made it more demanding. (Scale: l=affected supervisor's job

greatly, 2=affected supervisor's job to some extent, 3=affected supervisor's job

little or none at all).

 

___ynions and collective bargaining ___Hiring more minority group members

agreements ___Hiring more handicapped workers

___£Stablishment of staff departments ___Mechanization and automation of

with responsibility for former jobs formerly done by peOple

supervisory functions ___fiew management techniques or styles

___phange in worker attitudes toward ‘ expected of supervisors

work and authority Other'

 

Increase in rate of product change

Hiring greater numbers of women
 

(continued, reverse side of page)
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Education and TrainingiExperience

Supervisors of equal skill and ability vary greatly in how they learn their jobs

and their overall educational experience. This section is intended to get a descrip-

tion of your educational experience and how you learned your job.

Check the item which best describes when your training for supervision occurred:

Never received any training before the WMDP

After I was appointed to supervisor, b3; before I started on the job

From time to time after I had worked in the job awhile

Both before I started, and from time-to-time after I started

Rate the statements below which describe how you learned your job as a supervisor accord-

ing to how helpful each one has been. (Scale: l=very helpful, 2=somewhat helpful,

3=not very helpful, 4=not at all helpful). .

No training; learned on my own by trial and error

On-the-job coaching from my supervisor before I became a supervisor

On-the-job coaching from my immediate supervisor after I became a supervisor

Classroom training, during work hours, at the plant

Classroom training, during work hours away from the plant

Classroom training, after work hours at the plant

Classroom training, after work hours, away from the plant

Reading on my own

Discussing my job with other supervisors

grogrammed instructional materials provided by the company

ther:

 

 

 

This next question is designed to find out how your training in the WMDP relates to

other learning you have done. In the first column, check those types of learning

you did before you participated in your first WMDP session and in the second column

check those you participated in after your first WMDP session.

  

  

  

  

 

  

 

 

 

Before After ' ' Before After

Some elementary or high Non-credit 2 or 4 year

school college adult education

High school diploma GED Reading on my own

Some junior or community Non-credit adult education

college in non-educational organiza-

Associates 2—year program tions

Some 4-year college Skill training not related

Bachelor’s degree to my job

Non-credit public school Company's tuition reimburse-

adult education ment

Other:
  

If you did any learning after your participation in the WMDP, do you feel the experience

in the WMDP encouraged you to do it?

___Xes ___Wo ___Don't know

From among those listed below, rate the types of learning you have had for supervising

in terms of how helpful they have been in learning your job. (Scale: l=very helpful,

2=moderately helpful, 3=not helpful).

___Plant programs by plant personnel ___The Wittenberg MDP

___Plant programs by outside ___Programs by professional associations

consultants (e.g., American Manufacturer's Ass'n)

College-based programs other than ___Dther:
 

__—Wittenberg's
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III. Evaluation of the Wittenbegg Management Development Program (WMDP)

The purpose of this section is to get your opinion about how well the WMDP met your

expectations and how much it helped you do your job as supervisor.

8.

l0.

ll.

12.

13.

Rate the following teaching methods used in the WMDP with, l=very helpful to my

learning, 2=somewhat helpful, 3=not particularly helpful, 4=made learning more

difficult. '

___Instructors' lectures ___Class discussion

___Croup discussions in designed ___Role playing

exercises ___Case studies

___films ___Personal values and attitudes

___Self-analysis of your skills clarification

___Instructors‘ questions ___}nstructors' encouragement of

___Analysis of problems from your discussion

company ___Other:
 

___?aper and pencil tests

 

. Rate the benefits ygg actually gained from participating in the WMDP in terms of

which were most useful to you back on the job (Scale: l=very useful, Zasomewhat

useful, 3=not particularly useful, 4=useless).

 

___Was a reward or "vote of con- ___Provided me a chance to think about

fidence" from management my career and future

___Helped me see my job in the ___Improved my ability to solve problems

total company picture and make sound decisions

___Learned a managerial style better ___Improved my communication skills

suited to today's workers (e.g., presentations and reports)

___Learned how U. 5. economy works ___Improved my leadership skills

and affects my job ___tearned a lot from other supervisors

___Made me see management perspective ___Provided a chance to think through my

better job away from daily pressures

___Learned better labor relations skills ___Other:

___Built my self—confidence

___Iearned more about my strengths and

weaknesses

When you returned to your job, did you feel the new approaches and skills you

learned in the WMDP were supported by the policies and actions of the company's

management? (Check only one).

Yes ___No ___To some extent, but not completely ___Don't Know

 

 

 

Below are listed the four courses or subjects currently covered in the WMDP.

Rank the ones that were offered when ygg were ig_thg program according to their

usefulness to you on your job.

___Communications, Obstacles to Communications and How to Overcome Them

___How the American Economy Works

___Principles of Managing a Business

Human Relations Skills in Business

Would the program have been more valuable to you if you had received some form

of credit (e.g., college credit or Continuing Education Units)?

Yes ___No ___Don't particularly care

If given the opportunity, would you attend another WMDP session?

No ___Yes ___Don't know

(continued, reverse side of page)
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Would you recommend the WMDP to other supervisors?

Yes ___No ___Don't know

Background Information

These last few questions are included so that I can compare the answers of super-

visors with different characteristics. For example, I might compare those who have

been supervisors for five or more years with those who have been supervisors for

less than five years, in terms of what is satisfying or dissatisfying about their

jobs.

Your individual answers will not be identified. They will always be grouped with

other supervisors' answers. No one will see your questionnaire but me.

l5. Name: l6. Age:___l7. Sex: ___Hale ___female

l8. Company when in WMDP:
 

l9. Period of years you were a first-level supervisor: From to:

20. Positions Held Before WMDP Participation Positions Held Since Participation

 

 

 

22. In the supervisory position you held at the time you attended the WMDP, did you

superVise primarily Eggfmanagement, ggg¢supervisory, hourly workers?

Yes ___No, ___Don't remember
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APPENDIX B

DETAILED PROFILES OF PLANTS AND PARTICIPANT-
 

SUPERVISOR GROUPS SURVEYED IN THIS STUDY
 

This appendix contains detailed information about the

plants and participant—supervisors surveyed in this study.

This information is drawn mostly from the responses to the

mailed questionnaires, the PMQ, TDQ, and SQ.

The Plants
 

Company size:
 

The most often cited company characteristics in studies of

training in business and industry are number of employees

(size) and type of industry. .As illustrated in Table B-1, the

distribution of plants by size in this study is concentrated at

the two extremes. Responses to both the PMQ and the TDQ are

distributed in a pattern very similar to the distribution of the

entire study population.
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Table B-1: Distribution of Plant Population and Respondents

to PMQ'S and to TDQ's by Size of Company

 

Company Size by Number of Employees

 

500- 1,000- 2,500- 5,000- 10,000-

(500 999 2,499 4,999 9,999 or Total

More

All Plants # 59 21 33 24 25 88 250

Surveyed % (23.6) (8.4) (13.2) ( 9.6) (10.0) (35.2) (100.0)

Plants # 34 10 l9 l3 8 33 126

Returning % (27.0) (7.9) (15.2) (10.3) ( 8.7) (31.0) (100.0)

PMQ

Plants # 34 13 18 19 10 47 141

Returning (24.1) (9.2) (12.8) (13.5) ( 7.1) (33.3) (100.0)

TDQ

 



 
 

 



231

Types of industry
 

Table B—2 displays the distribution of plants according to

the first two digits of their Standard Industrial Classifi—

cation (SIC)1 code numbers. The participating plants for

1978-80 were concentrated in three categories: heavy manu-

facturing, continuous process industries, and light manufac-

turing. The first category, heavy manufacturing, is composed

of firms which produce transportation equipment, primary met—

als, and. heavy"machinerya Continuous process industries

include producers of chemicals, plastics, and refined petro—

leum. The light manufacturing classification is made up of food

processors, printers and paper products manufacturers. Inter-

estingly, the predicted growth areas for the next decade-~white

collar businesses which process information and those which

retail consumer products, and utilities and communications

companies—~have provided relatively few of the WMDP's par—

ticipants within the last two years. According to the staff

members who have been with the‘WMDP for several.years, this has

been the case throughout the program's history. As the table

illustrates, the distribution of responses was similar to the

total population distribution.

 

1The Standard Industrial Classification (SIC) Code is a four

digit numbering system which the U.S. Department of Commerce

developed to categorize goods and services produced by business

and industrial organizations. The first two digits denote

broad categories such as "transportation equipment" (37) ,

"primary metals industries" (33), or "paper and allied prod-

ucts" (26). The third and fourth digits are used to specify

progressively narrower product subgroupings.
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Location
 

The WMDP draws participants from a large geographical area.

As shown in Table B—3, plants located between one hundred and

two hundred miles from the WMDP site were the most frequently

represented group among all plants surveyed. The distribution

of respondents was similar with reference tocdistance from the

program site, but the group of respondents is moderately

over—represented in thelcategory'of plants nearest the program

site compared to the distribution of all plants surveyed.

Respondents' titles
 

The distribution of respondents, detailed in Table B—4,

draws attention to one important qualification of the findings.

The respondents to the two different questionnaires were not,

in all cases, from the sector of management the questionnaire

was intended to sample. Personnel managers responded to over

half of the Plant.Managers' Questionnaires (PMQ'S). Managers

of production, usually called "line managers," responded to

slightly more than a quarter of the Training Directors' Ques—

tionnaires (TDQ's) . For those questionnaire items in which the

respondents position is an important variable, answers were

grouped by title to get the "line manager" and "personnel

manager" responses. For most of the questions, however, the

respondent's position is not a critical variable because these

questions ask, not for opinions or attitudes, but for objective

information.
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Table B—3: Distribution of All Plants Surveyed and Plants

Responding to the PMQ and TDQ by Distance from

the WMDP Site

 

 

D i s t a n c e i n M i l e s

500

50- 100— 200- 300- or

<50 90 199 299 499 more Totals

All Plants # 48 34 64 32 47 25 250

Surveyed % (19.2) (13.6) (25.6) (12.8) (18.8) (10.0) (100.0)

Plants # 32 20 32 15 21 6 126

Respond- % (25.4) (15.9) (25.4) (11.9) (16.7) ( 4.8) (100.0)

ing to PMQ

Plants # 32 21 4O 18 23 7 141

ResPond- % (22.7) (14.9) (28.4) (12.8) (16.3) ( 5.0) (100.0)

ing to TDQ
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Participation patterns
 

Most plants which send participants to the WMDP send only

a few; .As illustrated in Tables B-5 and B-6, the distribution

of plants by the number of participants they send is sharply

skewed in the direction of those who have sent fewest partici—

pants. Generally, among those plants who responded to the

survey questionnaires, there is the same pattern.

One may observe also that according to Table B-7, the small

number of plants which send many participants account for the

majority of the participants. About one fourth of the plants

accounted for three- fourths of the participants over the last

ten years. Only eight plants, or 3.2% of the total sample

accounted for nearly one-fourth (22.1%) of the total number of

participants during the last decade.

The pattern during the last two years has been more even

distribution, as shown in Table B—8. Still the same pattern

exists. Again the most active eight plants, 3.2% of all plants,

account for 19.4% of the total participants.

The distribution of plants according to the average number

of participants per year supports the notion that many plants

send only a few participants, and a few plants send many.

Seventy-two percent of the plants sent four or less partici~

pants per year over the last decade. As shown in Table B-9, only

about six percent sent more than ten participants per year.

In a similar pattern, only a small proportion of the total

plant population sends participants consistently, year after
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Table B-5: Number of Participant Supervisors Sent During

Program Years 1978—79 and 1979-80 Among All

Plants Surveyed and Among Respondents to the

Survey Questionnaires

 

Number of Participant-Supervisors Sent to WMDP

1978—79 and 1979-80 Combined

1-5 6-10 11-15 16-20 21-30 >30 Totals

 

All # 175 33 15 9 10 8 250

Plants % (70.0) (13.2) (6.0) (3.6) (4.0) (3.2) (100.0)

Surveyed

Plants # 81 17 11 7 6 4 126

Respond- % (64.3) (13.5) (8.7) (5.6) (4.8) (3.2) (100.0)

ing to PMQ

Plants # 92 21 13 6 5 4 141

ReSpond- % (65.2) (14.9) (9.2) (4.3) (3.5) (2.8) (100.0)

ing to TDQ
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Table B-8: Distribution of Plants by Per-Plant Participants

in the Two Year Period, 1978-79 to 1979-80, and

Total Participants Represented by Each Category

 

Number of Participant-Supervisors Sent

1978-79 to 1979—80

 

 

1-5 6-10 ll-15 16-20 21-30 )30 Totals

Number of # 175 33 15 9 10 8 250

Plants % (70.0) (13.2) (6.0) (3.6) (4.0) (3.2) (100.0)

Total # 525 264 195 162 210 320 1,646

Number of % (31.9) (16.0) (11.8) (9.8) (12.8) (19.4) (100.0)

Participant-

Supervisors
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year. Only twenty percent of the plants in the survey sent

participants for more than five years out of the last ten, and

more than sixty percent sent participants in three years or

less. This is consistent with WMDP administrators' report that

each year twenty to thirty plants will participate wholdid not

participate the year before.

Another important characteristic of program participation

is the number of participants who return for one or both of the

later units of the WMDPu There were 4,266 participants during

the ten program years studied. This represented only 3,374

people. Slightly over a fifth (20.9%) of the participants,

then, were people returning for Unit II or Unit III.

The characteristics of plants in the sample described to

this point are based on data available for the entire sample.

Three descriptors were available for only those plants who

responded to the Plant Managers' Questionnaire: (1) total

number of employees in the plant, (2) number of first—line

supervisors in the plant, and (3) whether hourly workers were

organized in labor unions in the plant.

Plant size
 

The distribution of responding plants according to the

total number of plant employees approximates a normal distri-

bution. The distribution is recorded in Table B-10. The mean

or average plant size is about 525 employees.



Table B-10: Distribution of Plants Responding to the Ques—

tionnaire (PMQ) by the Number of Employees in

the Plant

 

N u m b e r o f P l a n t E m p l o y e e s

 

<25 25-99 100-249

Number

of 5 20 28

Plants

Percentage

of 4.1 16.5 23.1

Plants

Responding

250-499 500-999 1000+ Totals

29 22 17 121*

24.0 18.2 14.0 100

 

*Five respondents did not answer question.
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The average number of first—line supervisors in the plants

which responded to the PMQ appears to be within the 21-30 range.

The distribution illustrated in Table B-ll is clearly, but

moderately skewed toward the lower end of the range. Only about

a fourth of the pdants who responded had more than thirty

first-line supervisors.

Finally, with reference to union organization of the hourly

workers in the plants responding to the PMQ, about thirty

percent of the plants provided relevant information and were

organized.

Summary

Several generalizations can be made about the population

of plants surveyed and the population they are drawn from. The

companies they represent are more likely to be either very small

or very large firms. The plants are heavily concentrated in

this country's traditional industries representing heavy manu—

facturing, chemical processing, and petroleum refining. While

the WMDP draws participants from plants located as far away as

the west coast, the preponderance of involved plants' sites are

within an area between 100 to 500 miles from the program site.

Those plants from whom TDQ and PMQ responses were received were

more concentrated within a distance of 100 miles from the WMDP

site than the population of all plants to which questionnaires

were sent.

The two plant questionnaires were most often answered by

managers of some aspect of the personnel function. In fact,
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slightly over half of the PMQ'S were completed by this group of

managers rather than line managers with responsibilities more

directly related to production.

Participation rates among plants is uneven. By far the

greatest number of plants surveyed sent a small number of par-

ticipants over the last decade and participated during only two

or three years. A small group of large firms provide a

disproportionate share of the total participant—supervisors

and participate consistently year after year; .About.one-fifth

of the participant-supervisors over the previous ten years have

been those returning for Units II or III after completing Unit

I.

The size of plants using the WMDP is distributed in a

pattern approximating a normal distribution with a moderate

skew toward the larger plants. Participating plants tend to

have between 21 and 30 supervisors, although there is a wide

range. And, in about thirty percent of the plants using the

program, the hourly workers are organized.

Participants (Supervisors)
 

The supervisor sample is discussed with reference to three

principal concerns: (1) the characteristics of the sample

itself, (2) the comparison between the sample and the respon-

dent group, and (3) the comparison between the supervisor

sample and the plant sample.

Companyisize
 

By far the greatest portion of supervisors selected for the

sample worked in the largest companies (43.2%), the proportion
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of participants employed by companies within the 1,000 to 2,499

employee range (19.4%) were the second largest, and those from

companies in the 2,500 to 4,999 range were third most selected

(13.5%). 'This distribution is illustrated in Table B-12. The

reSpondents' distribution pattern is similar with a slightly

larger percentage in the largest company range. The supervisor

sample is more concentrated in its three largest categories

than the plant sample. This is attributable to the fact that

the companies in the categories where the supervisors sample is

most concentrated tend to be the most consistent participants

in the WMDP. There are only eight plants which have partici-

pated every year over the last decade.

Type of industry
 

When the supervisors' sample is grouped according to the

Standard Industrial Classification (SIC) of the plants employ—

ing them, as illustrated in Table B-l3, the supervisors are

densely concentrated within two categories--heavy manufactur-

ing and continuous process industries. So much so that the

responses to the supervisors' questions must be considered

responses from those two categories for purposes of general—

ization. This negates the value of the SIC as a cross—tab—

ulation variable in this sample, except 1x) compare the

responses of these two sectors.

Plants' participation pattern
 

Grouping the participant—supervisors sample according to

the number of participants sent from a participant—super-

visor's plant in the last two years of the program produces a
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Table B—12: Distribution of Participant-Supervisors Surveyed

and Participant-Supervisors Responding by Size

of Company for Which They Worked

 

Company Size for Plants by Number of Employees

 

500- 1,000- 2,500- 5,000-

<500 999 2,499 4,999 9,999 1000+ Totals

 

Number of

Supervisors

from # 32 17 53 37 16 118 273

Those % 11.7 6.2 19.4 13.6 5.9 43.2 100.0

Surveyed

Number of

Supervisors

from # 13 3 23 15 8 61 123

Among % 10.6 2.4 18.7 12.2 6.5 49.6 100.0

Respondents
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distribution similar to that for the plant sample. As shown in

Table B-l4, theigreatest portion.of the participant-supervisor

sample was drawn from plants who sent few participants in the

two years, 1978—79 and 1979-80. Clearly, though, the skew is

neither as great nor as consistent as that for the plants. This

is expected because plants sending small numbers of partici-

pants, even though there are many of them, would accumulate a

proportionally smaller number of participants. The distri-

bution of the supervisor respondents, according to their

plants' participation rates, is similar to the total sample's

distribution.

These are the variables upon which the supervisors sample

and the plant sample can be compared. The remainder of the

examination of the supervisor sample is based on variables

which describe the members of this sample alone.

Supervisor's age
 

The first of these is age, summarized in Table B-15.

Supervisor's current age and their age when they first partici-

pated in the WMDP were both recorded. The clear pattern is that

supervisors were most often sent to the WMDP when they were

between 25 and 29, with the numbers in succeeding categories

steadily dwindling. While the respondents' profile generally

follows this pattern from ages 25 through 39, the next two

categories are disproportionately large. Possibly people in

this age bracket are more likely to feel responsible for

answering. (nu as adult.deve10pmental theory suggests, people



Table B-14:

visors Surveyed by Their Plants'

pant Total With Distribution of Plants'

251

Participation Totals

Comparison of Distribution of Participant—Super-

10 Year Partici-

10 Year

 

Total Number of Participants Sent,

1970—71 to 1979-80

 

 

1-5 6-10 11-20 21-30 31—40 41-60 Totals

Number of

Supervisor 101 44 62 30 20 13 273

Sample

% (37.0) (16.1) (22.7) (11.0) ( 7.3) ( 4.8)(100.0)

Number of

Supervisor 34 17 29 23 ll 9 123

Respondents

% (27.6) (13.8) (23.6) (18.7) ( 4.0) ( 7.3)(100.0)

Percent of

Plants (70.0) (13.2) ( 9.6) ( 4.0) ( 3.2) * (100.0)

 

*Highest participation rate category for

data was " 30."

plants population
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Table B-15: Distribution of Participant-Supervisors Surveyed

by Age at First Participation

 

Participant—Supervisors' Age in Years

 

20-24 25-29 30-34 35-39 40-44 45-49 >49 Totals

 

Age at

First 17 55 50

Partici-

pation, All

Participant—

Supervisors

Survey

% (6.3) (20.5) (18.7)

Respondents

Age at

First 5 25 19

Partici-

pation,

Participant—

Supervisors

Responding to

Survey

% (4.1) (20.3) (15.4)

49 39 34 24 268*

(18.3) (14.6) (12.7) (9.0)(100.0)

19 21 25 9 123

(15.4) (17.1) (20.3)( 7.3)(100.0)

 

*Age information not available on 5 members of sample.
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in this age group are more inclined to be reflective about their

lives' courses. Whatever the reason, the group of respondents

differs from the sample with reference to age.

Number of first—line supervisors in participants' plants
 

The supervisor sample is grouped with reference to the

number of first—line supervisors in the plants where the sample

members work. This is a limited statistic in that this data is

available on only those plants from which a completed PMQ was

received. An examination of Table B-16 indicates that the

supervisors have come to the WMDP in greater prOportion from the

plants with the large number of supervisors than is true of the

sample of plants. Plants in which there are more supervisors

have more supervisors to send to the program, especially over

the long term. Therefore, going back ten years to select

supervisors, one would expect to have a larger pool of super—

visors from plants with more supervisors.

_ng

With reference to sex, the sample is overwhelmingly skewed.

Of the total sample of 273 supervisors, only ten (3.7%) are

women.

Educational attainment
 

There were two sources of data about participant-super-

visors' educational attainment. JFirst, all respondents to the

Supervisor's Questionnaire (SQ) were asked to check educa—

tional programs they had completed from among a number of given

alternatives. Also, each supervisor provided educational
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attainment information when they enrolled in the WMDP for the

first time. .As Table B-l7 illustrates, the two sources do not

yield the same results. The responses on the questionnaire can

be considered to be more accurate since all respondents

answered the same question under the same general conditions,

while the information on the cards was accumulated over ten

years under a variety of formats. But for comparison between

the respondents and non—respondents, the data from the indi—

vidual profile cards on file in the WMDP office was recorded.

This comparison demonstrates that the respondents do not differ

significantly in educational attainment from the non-respon—

dents.

More than ninety percent of the respondents have at least

a high school diploma according to the information provided on

the questionnaire. Just less than a half of them have gone on

for further formal schooling and almost 15% have either a two

year or a four year degree, usually in either business manage-

ment or engineering.

Year of first participation
 

Grouping the sample by the year supervisors first partici-

pated in the WMDP illustrates that the sample over- represents

the most recent two to three years of the decade examined,

especially the last two» The probable reason for this is that

the plants whose participants were selected were those who have

participated during the last two years. Indirectly, this

result in the supervisors sample indicates that the partici-

pation pattern, at least now, is that a large portion of the
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Table B-l7: Distribution of Supervisor Sample by Educational

Attainment at Time of First Participation in

Unit 1 of the WMDP

 

Participant-Supervisors' Highest Level of Formal

Educational Attainment

 

 

Some Some Some B.A.

H.S. 2 Yr. 4 Yr. or

H.S. Dip. Coll. A.A. Coll. B.S. Totals

Responses 11 50 25 5 14 12 117*

to SQ

% ( 9.4) (42.7) (21.4) ( 4.3) (12.0) (10.3) (100.0)

WMDP Records

of Non— 39 66 14 l 13 17 150

Respondents

to SQ

% (26.0) (44.0) ( 9.3) ( 0.0) ( 8.7) (11.3) (100.0)

WMDP Records

for Respon- 34 43 7 3 15 15 117

dents to SQ

% (29.1) (36.8) ( 6.0) ( 2.6) (12.8) (12.8) (100.0)

 

*Six respondents did not answer this question.
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plants participating in recent years are either new par-

ticipants or previous participants who have been inactive for

several years. Thus, among the participant-supervisors sur-

veyed, respondents' opinions disproportionately reflect the

opinions of recent participants. frhis is illustrated by'Table

B-lB.

WMDP units attended
 

The supervisor sample was next examined with reference to

the number of units of the WMDP the supervisors had attended.

As shown in Table B-l9, more than two-thirds of the sample have

attended only Unit I. Less than a sixth have attended Units I

and II, and only one—tenth have attended all three units.

Participant-supervisors' mobility
 

In order to determine supervisors' career patterns,

respondents to the SQ were asked to list the positions they have

held before participation in the WMDP and since. Based on this

information, respondents were categorized as either "upward

mobile" or not. About a third of the reSpondents—-43 respon—

dents; 34.9% of sample-—were upward mobile since their par—

ticipation in the progranu A check was made to see what other

variables upward mobility was related to, in order to place this

information in. perspective» Mobility related, among the

respondents, to education only at either end of the educational

attainment continuum. Among these respondents who have not

completed high school, a disprOportionately small number have

been upward mobile (18.2%) . At the other end, respondents with
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Table B-19: Distribution of All Participant-Supervisors Sur-

veyed and Respondents by Units of WMDP They Have

 

 

 

Attended

W M D P U n i t s A t t e n d e d

I, II

I I & II & III II Totals

All

Participant-

Supervisors

Surveyed 188 47 32 5 272

% (69.1) (17.3) (11.8) (1.8) (100.0)

Respondents

to the SQ 80 24 15 4 123

% (65.0) (19.5) (12.2) (3.3) (100.0)
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some four-year college work (57.1%) and those with four—year

degrees (41.7%) were above the average in mobility (i.e.

34.9%). In all other educational attainment categories, the

category mean is close to the sample mean.

Mobility also related positively to the number of units of

the WMDP supervisors had attended. Among those on whom data on

both variables existed, 35.3% were upward mobile since the

program. Only 23.8% of those who attended only Unit I had been

promoted since the program, but 62.5% of those who attended

Units I and II, and 53.3% of those who attended all three units

had been promoted. This evidence must be qualified to some

extent, however, when one recalls that those who participated

in Unit I this past year or two have probably had time neither

to be promoted nor to participate in a second or third unit.

Also, the causal direction in the relationship cannot be

determined.

Tenure as first—line supervisors
 

A potentially significant variable about supervisors is the

length of their tenure as first—line supervisors. This datum

was available for respondents only, and only for those among

them who gave the information. As shown in Table B-20, the

median tenure of the supervisors responding in the sample is

between five and.six years. Although data for determining the

mean is not readily available, an examination of these figures

indicates the mean is probably about five years.
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Attitudes toward job

In order to obtain an idea of how the participant-super-

visors in this sample relate to the very difficult position of

first—line supervisor, participant-supervisors were asked to

rank, from among alternatives given, the five aspects of the

first-line supervisors job they found most satisfying, and the

five they found most dissatisfying. They ranked each from one

to five, with a ranking of one being the "most satisfying" or

"most dissatisfying" in each case, and five the "least satis-

fying" or ”least dissatisfying." flkiinterpret.the data given,

a weighted average score was computed. First, an average score

was determined, and then, since the lower number values signi-

fied higher ratings, the average was divided by the total number

of reSpondents who had ranked each item.1

The rankings for satisfying and for dissatisfying aspects

of the job are presented in Tables B—21 and B-22. The super—

visors in this sample fit the stereotype of the hard driving

over—achiever. The top ranked satisfying aspects among

respondents were "consistently turning out quality products"

and "meeting production goals under pressure," closely fol-

lowed by "solving technical problems." The next "satisfiers"

in order were "teaching people their jobs," "working with

people of different age, sex, or ethnic background," and

"handling human relations problems."

1A weighted average rating was determined to account for a job

aspect's breadth. flflfijscorrected for job aspects which only a

few supervisors may have given consistently high (or con-

sistently low) ratings. If few supervisors regarded it as one

of their "top five," then for the group, its importance was

appropriately discounted by determining a weighted average.
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Table B-21: Satisfying Aspects of Job, Ranked in Order by

Weighted Average Score and Number Mentioning

 

Number of

Weighted Respondents

 

Average Mentioning

Score (%)

1. Consistently turning out quality .031 (79)

product

2. Meeting production goals under .037 (68)

pressure

3. Solving technical problems .044 (62)

4. Teaching people their jobs .045 (63)

5. Working with people of different .064 (50)

backgrounds

6. Handling human relations problems .068 (44)

7. Working with other supervisors .081 (45)

8. Dealing with technical changes .085 (37)

9. Your pay .089 (39)

10. Status as manager .104 (31)

11. Relationship with upper management .161 (22)

12. Dealing with organizational changes .264 (ll)

13. Working with staff experts .270 (14)

14. Dealing with grievances .390 (10)

15. Dealing with OSHA, EEO, and other .500 (02)

government regs.
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Table B-22: Dissatisfying Aspects of Jobs, Ranked in Order by

Weighted Average Score and Number Mentioning

 

Number of

Weighted Respondents

 

Average Mentioning

Score (%)

1. Dealing with OSHA, EEO, and other .024 (89)

government regulations

2. Dealing with grievances and the .033 (77)

union

3. Dealing with organizational changes .047 (69)

4. Relationships with upper management .059 (48)

5. Working with staff experts .070 (51)

6. Dealing with human relations prob- .072 (44)

lems

7. Your pay .077 (32)

8. Dealing with technical changes .120 (30)

9. Status as manager .133 (26)

10. Meeting production goals under pres- .195 (16)

sure

11. Solving technical problems .215 (12)

12. Working with other supervisors .244 (15)

13. Working with people of different .281 (11)

backgrounds

14. Teaching people their jobs .305 (12)

15. Consistently turning out quality 1.250 (02)

products
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The rankings of the dissatisfying aspects of their jobs

suggest a group of men and women who dislike being constrained

by regulations and difficult relationships with other people in

the organization. Clearly the most dissatisfying item was

"dealing with OSHA, EEO, and other government regulations."

This was followed.inlorder by "dealing with grievances and the

union," "dealing with organizational changes,“ "relationships

with upper management," and "working with staff experts." This

second tier of dissatisfying elements is consistent with the

picture of the supervisors position as the "man in the middle,"

or the "forgotten man of management," who receives pressure

from everyone but support from no one. It is interesting that

the sixth most dissatisfying aspect of supervisors job --

"handling human relations problems" -- is also ranked as the

sixth most satisfying job aspect by other supervisors.

In order to obtain more insight into the reasons behind the

ratings, cross—tabulations with several variables thought to

be related to the various items ranked were run. These

cross—tabulation variables included education, years as a

first—line supervisor, Standard Industrial Classification of

their plants, the number of WMDP units attended, supervisor's

age, and the presence of a union. There were very few signifi-

cant relationships among the variables and the satisfying and

dissatisfying aspects of supervisors' jobs.

The aspect which was rated evenly as a "satisfier" and a

"dissatisfier," "handling human relations problems," showed
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only a relationship with reference to supervisors who had

completed less than a high school education. They were far more

likely than supervisors at any other educational level to list

this aspect as dissatisfying.

Educational attainment was also related to ratings of

dissatisfaction with supervisors "relationships with upper

management." However, in this case, it was those supervisors

with a bachelor's degree who expressed above average dissatis-

faction with this aspect of their jobs.

The presence of a labor union in the plant also appeared

related to dissatisfaction with their relationship with upper

management. In this case, supervisors who worked in plants with

unionS‘were less likely than.those~who worked in plants without

labor unions to express dissatisfaction with upper management

relationships.

The final descriptor of supervisors discussed has to do

with their opinions about the external circumstances which have

changed their jobs and made them more challenging. In Table

B-23, various conditions are listed according to the frequency

with which they were rated as important by supervisor respon—

dents.

While technical and organizational problems are not

regarded as unimportant, it.is clearly the human relations and

management-worker relations about which supervisors express

the most concern. It is surprising that they rate managerial

expectations for new managerial styles as the second most

 

 



 



Table B-23:

267

Supervisors Ratings of Importance of Changes

Which Have Occurred in Their Plants and Made

Their Jobs More Demanding

 

 

Number (%)

Number (%) Rating

Rating "Affected

"Affected Job to

Job Some

Type of Change Greatly" Extent“ Total (%)

Change in worker 64 (52.0%) 36 (29.3%) 100 (71.3%)

attitudes toward

work and authority

New management styles 33 (26.8%) 38 (30.9%) 71 (57.7%)

expected of super-

visors

Union established 34 (27.6%) 26 (21.1%) 60 (48.7%)

Increased rate of 20 (16.3%) 38 (30.9%) 58 (47.2%)

product change

Hiring of women 22 (17.9%) 34 (27.6%) 56 (45.5%)

Hiring of minorities 19 (15.4%) 36 (29.3%) 55 (44.7%)

Automation of jobs 16 (13.0%) 33 (26.8%) 49 (39.8%)

of workers

Supervisory func— 8 ( 6.5%) 25 (20.3%) 33 (26.8%)

tions now done by

staff departments

Hiring handicapped 4 ( 3.3%) 15 (12.2%) 19 (15.5%)

workers
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influencing change in their plants. This indicates that the

trend in the organizational behavior literature and business

management literature has been translated into at least an

upper management expectation among the plants where respon-

dents work.

Several generalizations apply to the supervisors or

participants sample. By far the largest proportion of parti—

cipants are sponsored by the largest companies. flflmesample is

so heavily weighted in two SIC categories, heavy industry and

continuous process industries, that it can be said to represent

only these categories onmquestions where type of industry is a

determining variable. On this variable, then, the partici—

pant-supervisor sample is more concentrated than the pflant

population from which it is drawn.

With reference to volume of participation per plant, the

supervisor sample is skewed like the plant sample toward the end

of the scale representing plants who sent only a few partici-

pants during the last two years, but it is less skewed than the

plant population. These are the only variables on which the

plant population and participants sample can be compared.

Most participant—supervisors in the sample first attended

the WMDP when they were between 25 and 40, but the group of

participant-supervisors who returned questionnaires are more

concentrated than the total group to who received question-

naires in the 40 years old and older category. Not sur—

prisingly, a greater proportion of the participant sample
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worked in plants with larger numbers of first-line supervisors.

The sample and responses distributions are heavily weighted

with those who first participated recently, especially the last

two years. And, most participant-supervisors in the sample

have attended only Unit I, although among respondents, a

slightly greater prOportion have gone beyond the first unit.

The sample and respondent.grouprare similarly distributed

with regard to educational attainment, based on the data given

at their initial contact with the WMDP. Responses to the SQ

indicate over 90% have at least a high school diploma. Respon—

dents median tenure as first line supervisors is about six

years. Only about thirty-five percent have moved to a higher

management level since the program.

The respondents appear to be a cross section of the

composite profile given in the literature about the super-

visor's position. Above all, they are goal oriented and seem

to be motivated by the pressure of meeting high production goals

in the face of technical and personnel problems. At the same

time, they express a frustration or, at least strong dis~

satisfaction, with the constraints and obstacles of government

regulations, labor grievances, and the ambiguous status of

lowest level manager.

They find themselves in a position which has changed and

become more demanding primarily as a result of new worker

attitudes toward authority and work, on the one side, and
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expectations for new management approaches, on the other. They

are, by their own description, men and women in the middle.

The summary of findings about the subjects reveals that,

for the most part, the approach used in subject selection and

sampling has produced the results desired. The reSpondent

groups among plants and among participants (supervisors) are

essentially representative of the plant population and the

individual participant sample, respectively. The data, then,

represents: (1) plants which participated during the 1978-1979

and 1979-1980 program years, and (2) the supervisors from these

companies who have participated over the ten years between the

1970-1971 and the 1979-1980 program years.
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