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PREFACE

This study is prepared to establish a method of evaluating super-
visory training, An attempt to evaluate the following hypotheses will
be considered: (1) There is a method of selecting the basic perform-
ance areas of a first line supervisor, (2) There are acceptable stand=
ards of performance in the basic areas. (3) Performance appraisals
prior to the introduction of training will determine sub-standard per-
formance in the selected areas, (4) Follow-up performance appraisals
will indicate the effectiveness of training in improving performance
without undue contamination of the criteria by other influences.

During the study other areas of investigation to be examined are:
(1) Defining the supervisor's job and training, (2) Theoretical
aspects of training, (3) A survey of evaluative methods. (4) A
method of performance appraisal, (5) Training to improve performance.

The procedures followed are: (1) Establishing basic supervisory
areas of responsibility from general analysis and descriptions of the
supervisory position, (2) Creating standards of performance in areas
of responsibility. (3) Developing a method of evaluating performance,
(4) Evaluating training as it affects performance, These will be
accomplished by conferences with Personnel Administrators, supervisory

personnel, and research in the theoretical aspects of evaluation,
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INTRODUCTION

In any competitive business the need to increase efficiency and
productivity and to reduce the cost per unit produced is in the interest
of the five parties of the enterprise, These are: 1) the investors,
2) the management, 3) labor, 4) the consumer, 5) the government. Satis-
faction of these primary interests is difficult to achieve and the com-
plexities encountered, although they may be cormmon to all, are very
difficult to reconcile in the first line supervision,

The first line supervisor must be trained to keep abreast of the
changes in a dynamic situation, He is the buffer zone between higher
level management and the employee, What the supervisor does, reflects
management's policies in the eyes of the employee and the community,
since neither of them are in direct contact with the company's policies
except as these policies are interpreted by the supervisor. Therefore,
since these policies must be assumed to reflect management's best judg-
ment and understanding, the necessity of training the supervisor to
understand and demonstrate the company's viewpoint is a necessary top
nanagement decision,

It is to be understood that "training for training's sake" is not
the objective of any well organigzed company, The primary consideration
is the benefit of training to fulfill the company's objectives., To
spend money on any unproductive program will increase the cost of pro=-

duction and affect the competitive position of the company, A training



program must further the objectives of the company and must result in
greater efficiency of supervision or the cost of training is wasted,
To evaluate the training in relation to the objectives then becomes a
prablem which confronts management today,

Although a search of the literature does show that many people
have given thought to methods of evaluating training, this study intends
to establish a standard method of evaluating first line supervisory
training,

The need and importance of the research undertaken in this study
vas engendered from several sources., One primary source was the liter-
ature of, or related to, industrial training evaluative techniques. An
increasing number of articles concerning evaluation seem to be appearing
each year in the journals of training, psychology, and business, Each
article usually attempts to shed light on some facet of evaluation, How-
ever, there has been no single comprehensive piece of research encom-
passing a total evaluation program nor the systematic use of such a
program for evaluation of supervisory training,

This piecemeal approach has resulted in an evaluative method of one
facet of training evaluation with relatively little value within itself,
but which may be of some value in the total evaluation of a training
progranm, Kirkpatrick1 lists, in his opinion, three main neglects, one
of which is: "To evaluate training programs and make use of evaluation

results.® Kirkpatrick goes on to emphasize that while results of training

1nonnld L. Kirkpatrick, "The Most Neglected Responsibilities of
the Training Department", Journal of the American Society of Training
Directors, XIII, April 1958, pp. 32-35,




evaluation cannot be transferred from one company to another, evaluation
techniques and procedures can be transferred and adapted frequently.

The present evaluating techniques are not adequate nor standard,
In many cases the supervisor who is participating in the course does
the evaluation through a testing procedure. F¥hether the tests are sub-
jective or objective, the results or grades will be indicative of the
supervisor's grasp of the subject matter but will not predict the final
use of the material in an actual problem in the work atmosphere. Another
method is the use of questionnaire forms which are distributed to the
trainees. This method falls short of being reliable because the trainee
may not be interested in the training program and his evaluation will
be critical without factual basis. Dependence upon any one individual's
evaluation of training is not as adequate as two or more evaluations of
the perfarmance of a supervisor subsequent to the training program.

Another problem confronting the training evaluator is the time ele-
ment between the training and the use of the training in a performsnce
situation, This necessitates the full use of the kind of follow-up
evaluation which in a majority of the companies studied is wholly in-

adequate,



CHAPTER I

THE SUPERVISOR'S JOB AND TRAINING

Introduction

Before considering the problem of evaluating training as it
effects the performance of a supervisor, we must look at (1) the aspects
of a supervisar's job, and (2) the determination of training objectives
to improve the performnce of the supervisor, With a basic understanding
of what areas within the supervisor's position the training is to be
directed, the evaluation of the training to improve the performance within
the areas selected will be more apparent and useful,

This chapter deals with a review of supervisory responsibilities
and characteristics and with a survey of Supervisory Training Principles

and Techniques,

Defining the Supervisor's Job
There are at least four groups which may be used to def'ine the
supervisory position, These include (1) upper levels of line mamage-
ment, (2) consultants and researchers, (3) the supervisors themselves,
and (4) the people in the supervisory unit, In this section presenta-
tion will be given to the definition of groups 1, 2, 3 and 4. An attempt
will be made to synthesige the various approaches, and to establish basic

responsibilities of the first line supervisor,



Definition by Upper Levels of Line Management

George D, Halsey gives some insight into the thinking of 1line
executives when reporting a research finding resulting from a question-
naire sent to sixty-three companies, The executives were asked to list
the main responsibilities of their supervisors. The ranking in importe
ance of the principle supervisory responsibilities was:l

1, Job Instruction Training

2. Production Control
3. Cost Control

4, Handling Grievances
5. Health and Safety
6. Hiring and Firing
7. Plant Housekeeping
8., Records

9, Methods and Wurk Simplification

10. Job Analysis
11. Explaining Company Policies

There is no indication of time spent in each area., Halsey, in addition,

reports another descriptive list of the duties of a supervisor:

1, Human Relations

a, Selection

b, Induction

Cce Training

d. Rating and Recommending
8, Correction and Discipline
fo Grievances

ge¢ Morale

h, Developing an Assistant

2, Work Production

a, Control of Quality and Quantity
b, Control of Costs
Co Suggesting and Improving Methods

1Georgo D. Halsey, Selecting and Developing First-Line Supervisors,
Harper and Brothers, New York, 1955, pp. 39:§0.



3. Accident Prevention

4. Supplies and Equipment

5. Record Keeping

6, Compliance with Labor Laws

7. Carrying out Provisions of the ¥nion Contract

8. Working with Other Departmsnts,l

This statement of duties is a composite of the views of many organiza-
tions, according to Halsey, Presumably it reflects the thinking of staff
departments as well as of line executives,

Although this 1ist of supervisory duties is very broad and encom-
passing and in many casas outlined in the supervisors job description,
it is interesting to note that many staff departmsnts assist in the
fulfillment of the supervisor!s responsibilities in performance, This
composite 1list if fully attained would represent the epitome of first
line supervisors, The partiazl fulfillment of these responsibilities by
performance may be attained through training and performance evalus tion
in relation to the training program, but complete fulfillment is a

utopian goal of supervisory development,

Definition by Researchers
One of the most exhaustive studies of supervisory activities is
reported by Milton Mandell and Pauline Dut:kwm'th.:a The report susmariges

a study of more than 850 supervisors over a period of 108 days and

11bid, pp. 34-39,

24i1ton M. Mandell and Pauline Duckworth, "An Objective Scrutiny of
the Supervisor's Job", Selection of Management Personnel, Edited Associa-
tion, (New York: 1957), Vol. 1, pp. B4-91,




includes 4,988 activities, Table I presents the detailed findings ob-

‘" tained in interviews, observations, and reports,

BREAKDOWN OF SUPERVISORY ACTIVITIES

Nature of Activity Activities Time
No. % X
A"igning job' 000 0000000000000 00000°0) 789 16 8

Planning for, obtaining, maintaining,
and allocating equipment and
naterinls ..cccccccccoccccccccccncse 566 1 10

Revieving employees' wark for quality
and quantity, and instructing and
correcting workers in these two

respects ...ccocceccccccccccccsccces 1669 33 27
Control and use of physical environ-

MENt cecccoccecescccsccosecccccccces 96 2 1
Keeping records cccccececcccecccccccces 498 10 14
Scheduling WOrk ceeceeccecceccccccccee 941 19 18
Devising Improvements ....cccccceccees 14 (®) b}

Receiving training, including staff

conferences e0c00gc000cc0ccccoo0ano 34 1 4
Exercising persounnel responsibilities
of th" -um"i'm‘ 90000 OOEOGOEOEOOIEONONONONEPOTIETOFOS 309 6 6
Improving human relations ...cceccceee 72 1 1
TOTAL 4988 99~ 100
TABIE I

The study further found that the supervisors devoted thirty-nine
percent of their time in dealing with subordinates, while the remainder
of their employee contact time was spread among supervisors, staff
officials, colleagues and others, Twenty-seven percent of their time
was devoted to non-personal contact in such activities as record

keeping, report writing and reading., The report makes considerable

# Less than 1%



reference to two other studies which tend to validate the findings.
These studies are identified as "A Study of the Critical Requiremen ts
of Foremanship" by R, B, Finkle, a doctoral dissertation abstract for

the University of Pittsburgh, and the Watson-Gallogher study.

Activities and Behavior of
Production Supervision

The general conclusions drawn from these projects are:
1, Most activities of supervisors are directly related
to production,
2. Supervisors have to work on many different things,
with many different peopls, spending brief periods

on and with each,

3. Supervisors are not required to write or read much,
they have to 1isten and talk,l

From these general conclusions may be derived a need to use objective
criteria in evalumting the performance of the supervisors responsibilities,
Such objective criteria including production and employee relations are
important to relate supervisory performence to the activities and behaviar

of production supervision,

Definition by Employees
As might be suspected, when employees are given an opportunity to
describe what they consider to be good foremanship, their viewpoint
departs considerably from that of management as they are lilely to
view the supervisor's position as they feel they should be treated

rather than to think in terms of the functional responsibilities,

Lbid, p. 90.



This conclusion is borne out by a research project performed among
110 hourly paid production workers in three different companies in
Boston, The three companies had different industrial relations environ=
ments; one was strict, one lax and the other well balanced, In spite
of these variations there was amazing similarity in the responses. This
project concluded that:

1, Employees expect justice, courtesy and consideration,

2., The foreman must be technically competent.

3¢ The foreman must know his men's performance.

4, The foreman must have control over his work group,

5. The foreman must be straightforward and decisive,

6, The foreman is expected to aveid over-familiarity,

7. The foreman should help the employees to attain their
goals, economic and social,

Definition by Supervisor

In a prior study of the Supervisor's Definition by the Continental
Can Company, a position questionnaire was utiliged. This form was
passed out to all first level supervision. They were asked to define
their responsibilities and activities and to give an indication of the
time spent on each, While the forms were not all returned, or uniformly
completed, thay are indicative of the view held by the company's super-
visors of their own position,

From the position questionnaire, the position as described by 67

company supervisors includes:

1I)o.n:lel M. Colyer, "The Good Foreman - As His Men See Him,"

Suggrvisﬁ Hmfemnt! (New York; American Management Association,
ctober ol, ’ No, n’ PPe 2"90
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l, Communication

Re
b,
Ce

Meetings with subordinates
Meetings with superior
Meetings with other departments

2. Inspection and Control

a,
b,
Co
d.
8,
fo

ge
h,

Quality

Rate of production
Job layout

Equipnent maintenance
Reports of production
Spoilage

Job tickets

Work progress

3, Organization and Planning

B
b,
Coe
d.
L

Make work assignments
Assign material and space
Production scheduling
Next day's work

Methods improvemsnt
Stock for joba

4, Record Keeping

Re
be
Coe
d.

Vacations, seniority and other personnel items
Requisition labor

Production reports

Pass out pay

5o Grievance Handling and Labor Relations

6, Instruct and Supervise Workers

It i9 interesting to note the various approaches, Upper management

and staff departments are prone to define the supervisory position as a

managesent function, researchers and consultants in precise time and duty

elements with consideration to the multiple nature of the job, while

employees will normally describe the position in terms of their personal
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goals, The supervisors, on the other hand, are apt to describe their
job as a production function with little emphasis on their employee

relations responsibilities,

Other Considerations

Spriegel divides the supervisor's job into functional areas,
planning, organigzing, and activating or opq‘ating.l There is a detailing
of these areas,

Milon Brown also gives an exhaustive list of duties and responsibile-
ities for supervisors, but categorizes the 1list into four areass
Planning jobs, using authority properly, passing information, and
getting results through ptaople.2

In the Mandell project, higher level supervisors were asked what
they regarded as the most important duties of firstelevel supervision
and vhat differences there were in the behavior of good and poor super-
visors, They responded that the most important duties were (1) planning
work to meet schedules, (2) training workers, and (3) getting along
well with their men, In regard to the behavior of good and poor super=-

visors, the weaknesses and strengths were as follows:d

Most Common Faults of Supervisors

1, Insufficient trade knowledge
2, Tends to be argumentative

lyilliam R, Spriegel, Edward Spriegel and William B. Spriegel,
Elements of Supervision, (2nd Edition; New York: 1957) pp. 2-3,

2yilon Brown, Effective Supervision, The Macmillan Company,
(New York: 1957) p. 4.

3Mande1l and Duckwor th, Selection of Management Personnel, p. 89,
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3. Is critical of changes

4, Is lax in discipline

5 Lacks initiative

6 Doesn't meet deadlines

T. Lacks patience

8s Does little training

9, Becomes excitable and unnerved under stress

Favorable Factors for Supervisors

1, Has all-around knowledge of trade

2. Cooperates when changes are needed

3. Requires little supervision

4. Is industrious, interested in work

5. Heets deadlines

6. Plans and organizes work well

7. Continually increases in trade knowledge
8. Continually secks improvements in methods
9, Is respected by his men
10, Keeps superior informed on work progress
11, Trains men well

12, Is honest and straightforward

13, Has a sense of humar

Synthesis of the Various Approaches

On the basis of the previous explamation and examination of the
lists of responsibilities, some of the basic elaments of the supervisory
task are:

1, Managerial or Administrative - to include the broad

functions of planning, organigzing and controlling in
the technical sense,

2, Production Responsibilities - measured, generally,
qualitatively, and cost-wise,

3. People Handling Responsibilities - dealing with the
broad aspects of motivation, discipline, grievances,
etc,
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4. Cosmunications -~ including instructing, ordering,

training, questioning, interpretation of policy
and procedure, etc,

Establishing the Basic Responsibilities
The writer is of the opinion that a valid synthesis of the signi=-

ficant aspects seem to be contained in Continental Can Company Performance

Appraisal forms which includes:

1, Technical lmowledge of the positions he is to
supervise,

24 Personal attributes

as Intelligence

be Judgxmnt

Ce Creativity

d, Personality

e, Maturity (emotional)
fo Initiative

ge Ambition

h, Enthusiasm

i, Cooperativeness

3. Knowledge in particular areas, other than precise
job knowledge

a, Managemsnt principles
b, Company policy

Ce The labor contract

d, Human nature

e, Product

fo Motivation

4, Satisfactary attitudes

a, Respect for authority

b, Loyalty to management

ce Loyalty to employees

d, Desire and willingness to learn

e, Willingness to accept responsibility
f. Safety, cost and quality

S+ Abilities and skills

a, Communication skill
b, Ability to organize
Ce Ability to plan

d, Ability to control

é, Ability to listen
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fo Ability to cooperate
ge Ability to make decisions
h. Ability to delegate

6. Satisfactory history

The items under each of the above categories are meant to be
indicative rather than exhaustive, There are records of other lists,
For example, the Armco Steel Corparation lists twenty-three per sonal

qualifications for supervisory selection,l Shawinigan Water and Power

Company uses a list of behavior traits which totals ninety-nine ituxl.z

Halsey suggests a list of qualities he would seek in supervisory
personnel, He bases his choice upon two considerations: (1) they were
included in a majority of 1lists studied by him, and (2) they are subject

to measurement with reasonable accuracy by means of tests, observation

or interviews,” He expresses the belief that such qualities, when

possessed, are significant in predicting the success of a potential
supervisor. He cites the following extensive list of qualities:

1, Motivation, ambition and family backing
2. Health and energy
3. Personal appearance

4, Persuasiveness, including enthusiasm, tact and convincing
manner

5, Friendliness and willingness to help people with their
problems
6. Ability to teach

7o Initiative, including courage, self-confidence, de-
cisiveness, and constructive inventiveness

"Hilliu J. Saunders, Jr., "Armco Steel Corporation,® Selection of
Management Personnel, Edited by Joseph Dooher and Eligabeth Marting,
(New York: American Management Association, 1957), p. 264.

2Deryck Adamson, "Shawinigan Water and Power Company," ibid, pp. 90-93.
8Ha1ny, Selecting and Developing First-Line Supervisors, pp. 42-53,
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8, Thoroughness

9, Cooperativeness, including respect for authority

10. General intelligence (learning ability and problem
solving ability)

11, Language facility

12, Judgment regarding human relations in industry
13, Mechanical comprehension

14, Job knowledge and skill

15, Self-improvement on own initiative

16, FEmotional maturity and control

In a pamphlet published by the United States Government, supervisory
qualifications are suggested as including learning ability and such
personal characteristics as emotional maturity, self-confidence, flexi=-
bility, liking of people, warmth in relationships with people, persuasive-
ness, etc.1

Although Halsey feels these qualities are measurable to a reasonable
degree by tests, observations, and interviews, it is the purpose of this
study to delineate only objective criteria which may be measured through
performance appraisal. Many of the qualities cited in these studies are
to be used in the secondary purpose of evaluation which is to point cut
trouble spots or substandard perfarmance not found in the basic respon-

sibilities but which may effect performance in the basic responsibilities.

Synthesis of Responsibilities and Characteristics

From the 1lists of responsibilities, characteristics, qualitiess and
attitudes of the first line supervisor, it is possible now to standardize

the areas of performance which will serve as the basis for the evaluation

1Selocting Supervisors, Personnel Methods Series No, 2, Revised
Edition, United States Civil Service Commission, (Washington, D.C.: 1956)
pp. 9-12,
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of training program. The following lists of responsibilities and
characteristics are used in Performance Evaluation by the Continental
Can Company, Incorporated, and tend to fulfill the objective criteria

for training evaluation:

1, Performance of Responsibilities

a. Employee relations
b, Maintenance

Ce Quality

d, Production

e, Inventory

fo Costs

2. General Characteristics

a, Cooperation

b, Initiative

¢, Ambition

d, Decisiveness

e, Self-control

f, Dependability

ge Manner

h, Self-expression
i. Job knowledge

j. Planciand organize
ke Self improvement
1, Delegation

In Chapter IV the use of the above responsibilities and character-
istics in an appraisal form will be discussed as a method of evaluating
training, These lists of (1) Basic Responsibilities and (2) General
Characteristics, are indicative of the responsibilities and qualities
used for performance appraisal both by Continental Can Company and the
Bendix Corporation. Although the use of the basic responsibilities as
listed is essential for standard performance appraisal, the use of
General Characteristics will vary dependent upon the use to which the
evaluation is intended. The characteristics used will reflect in the

total evaluation only as they effect basic performance responsibilities,
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Analyzing and Determining Training Needs

The proper and accurate determination of training needs for any
given group is not always an easy task, However, there are several
approaches to this important phase of supervisory and management training
that should be most carefully considered as a means of delineating ob-
jective training material,

a, Top executives in an organization are usually well
awvare of some of the inadequacies of their sub-
ordinates,

b. The supervisory group itself may feel the nesed for
additional knowledge and information in certain
areas of responsibility.

ce Certain tests, surveys, questionnaires, etc. have
been designed to enable us to pin-point supervisory
and management needs,

d. Performance records of both individuals and groups
help us determine the course and direction that
our training programs should take to achieve
effectiveneas,}

Whatever approach we use, the end result of our efforts is to deter=
mine where the greatest weaknesses exist so that we can combat them with

information and knowledge gathered from experience in like situations,

Below are examples of questions poséd by the Bendix Corporation.

1, Does it seem as if your supervisors are unaware of
the high cost of waste, scrap and rework?
Are they conscious of what they can do to
reduce costs?
Are they invested with the philosophy of
continuous cost control as a regular and
integral part of their jobs?

2. Are your supervisors unable to communicate downward;
in other words, are they unapproachable by sub-
ordinates?

lgséanizational Development, Industrial Relations Department,
Continental Can Corpany, Inc, (October 1958),
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3. Are any of your supervisors failing to communicate
upward?

Are they doing a poor job of keeping management
informed?

4, Are your supervisors handicapped by their inadequate
planning?

Are things being taken care of in the department
in a more-or-less hit~or-miss bagis and would it
help to show the supervisor how he can achieve
effectiveness by more adequate planning?

5. Are your supervisors spending too much time on some
duties and neglecting others?

In scheduling his own work, does he know what
steps to take in order to keep important jobs
from being delayed because of attention to less
important duties?

6, Do your supervisors fail to enforce plant rules?

T. Are your supervisors some times indifferent to employee
attitudes?

Do they sometimes fail to correct worker mis-
understanding of company policies and practices?

Are they failing to understand the importance of
the worker as an individual?

8., Are they failing to properly or adequately instruct
nevw workers?

Are they doing the best possible job of breaking
in workers both cld and new?

Do they realize the importance of effective job
instruction?

9. Are any of your supervisors weak in maintaining the
highest possible standards of workmanship and pro-
ductivity?

10, Are any of your supervisors completely satisfied with
the kind of job they are doing?

Are they "coasting™ or are they taking steps 1
to prepare for a better job and more responsibility?

lﬂanagement Memo, Industrial Relations Nepartment, Bendix Corporation,
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Although these questions may be used in determining training ob-
jectives, it is not the purpose of this study to pursue the answers of
such questions, However of primary interest is to ascertain through
the objective training evaluation, if the training objectives established
on the basis of such questions have been attained subsequent to the
training program,

After it has been determined that training is needed to better
performance, as it is suggested by the foregoing questions, it is
necessary to understand the methods of establishing a realistic training
program to insure attainment of the training objectives. Therefore, we
may be interested in examining some of the components of a satisfactory
training progras,

Examples of Some of the Generally Accepted

Principles of Supervisory and Managerment
Development Training Programs

1. A systematic planned approach to the development of personnel
is preferable to lhit-and-miss, nonstructured, trial -and-error
experiences or so-called "development by absorption,.”

2. People who demonstrate outstanding achievement on their present
jobs usually are good risks for promotions and further devel-

opment,

3. Good people are apt to develop best in a work climate which
offers understanding leadership, challenging work opportunities,
and high demends on present competence,

4, Subordina tes whose immediate superiors are growing in compet-
ence and maturity give better work performance than subordinates
whose immediate superiors are "static",

5, Supervisors who are concerned about the growth and development
of their subordima tes tend to accelerate their own development,

6, Some types of training are more effective than others = that
"the more nearly the learning situation is identical to the
operating situation, the more effective the learning process
is apt to be",
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7o The "employee-centered" manager is more likely to have a
supervisory work group characterized by flexibility, high
morale, and above-average work performance.

8o The most dominant factor in the growth climate of a super-
visor is the kind of leadership his immediate supervisor
gives him,

9 The individual's concept of himself and his potential isla-
highly significant factor in his developmental progress,

Understanding the Principles of
Supervisory Training Programs

We have seen that the principles we have just discussed concerning
certain practices in Supervisory Training Programs bring forth many
questions, The answers to these questions will be important to a healthy
evolution of our concept of supervisory development. It is a primery
concern of all those who have any responsibility whatsoever for the
development of personnel to continue to throw a critical light on the
following questions:

le Is supervisory performance really less satisfactory in a
"wark-centered® climate than it is in an "employee-centered”
climate?

2, Can top menagement expect to gat improvement in the effective-
ness of its dowm-the-line supervision after policy-making
changes have been initiated at the top?

3¢ FWhat effect does a formal program for the development and
training of personnel have on the promotability of people
in supervisory or management jobs? DNoes it increase the
probability of promotion from within?

4, VWhat are the relationships between an "employee-centered”
leadership in a work group and the development of personnel
within the work group? How importent is good leadership
to the subordinates who want to get ahead in the organigza-
tion?

lﬂanagemont Memo, Central Industrial Relations Dept,, Bendix Corp,
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5. Which methods of development and training used by super-
visors produce the greatest results in equipping employees
for promotion?

6. Are there any significant relationships between present job

performance_and promotability? Training methods and pro=-
motability?!

Training of Supervisory Personnel

From the preceding analysis, one may conclude there are at least
two reasons for following the selection process with a training program
which includes concepts other than job experience: (1) To strengthen
the supervisor in the performance of basic responsibilities, and (2) To
inform the supervisor of new information and techniques in supervisory
functions,

The process of determining training needs involves evaluation of
the supervisor against acceptable performance standards. The tools
for gathering information on performance include observation, inter=-
views, application blanks, tests, rating scales, superior's lmowledge,
the man himself, conferences and performance appraisal,

The areas in which supervisors should be trained are those directly
determinable from the job description and job specifications and include
job knowledge, management principles, people handling skills and attitudes,
These areas are selected to conform with the improvement of performance

in basic areas of supervisory responsibility,

The Process of Evaluation and Training
After one has decided upon what the position is, what its speci-

fications are and then a standard method of appraisal, the next step is

1Hanngenant Memo, Central Industrial Relations Dept., Bendix Corp.
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to make an evaluation of the supervisors qualifications against the

specifications, There are many devices for doing this, some of which

are quite conplox.l

The following table, though simple, serves an illustrative purpose
of indicating the relationship between specifications, qualifications
and training, This method of rating applicants is used in Continental

Can Company Incorporated as a tool in selection,
Qualifications To Be Made

2 Possessed by Han  Up By
A. (Required and if Spscifications i il Training

not possessed then P
no further consider- Intelligence X X
ation,) Creativity X
Judgmen t X X
Personality X X
Good Work Record X
(MAN I REJECTED)
B. (Desired but not Knowledge of Co. Policy X
crucial as a traine Ability to Communicate X
ing program can be Labor Contract Knowledge X
utiliged.) Economic Knowle dge X
Knowledge of Management
Principles X
Ability to Handle People X

TABLE 2

This relationship is pointed out in a publication of the United
States Civil Service Commission as suggested by the statement below:

The attack on bad supervision must be made on three
fronts if it is to be successful. Good supervisory
selection is salient, but if not supported by good
supervisory training ... it will be substantially

ISee, for example, Dooher and Marting, Selection of Management
Persommel, Vol, II, Chapters 9 and 10,

2the specifications are assumed for purpose of illustration only.
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nullified. On the other hand, giving good supervisory
training to those who lack the personal qualities and
abilities needed by supervisors illas futile as watering
a garden where nothing is planted,
There are no generally accepted uniform ways or standards in indus-
try that are applicable to measuring specific results (at least with any
degree of accuracy or reliability) of the various Supervisory and Manage-
ment Training Programs now in operation, However, industry is beginning
to look for results in this area of performance,and it is therefore in-
cumbent on Management to determine the degree to which certain goals
and objectives have been reached and to interpret progress by finding
out to what extent the Supervisory and Management Development Program
is beginning to <=

1. Improve technical performance of individual people,

2, Improve the leadership of our supervisors in the direction
of better delegation and better assignments,

3. Improve inter-department cooperation,

4, Correct individual personality weakmesses that have acted
as barriers to a man's growth and progress,

bes Attract and hold good men in the company.

6, Provide recognition for good work that might otherwise
be overlooked.

Te At each managemsnt level, provide an awareness of the
potential that exists in the levels halow.

8, Increase the competitive spirit of subordinates and thus
encourage them to qualify for consideration when promotions
and new appointments are being made,

9, Implement a sound promotion-from-within policy by pointing
up the devclopment of personnel to the immediate and long-
range needs of the company,

1Selocting Supervisors, United States Civil Service Commission, p. 2,
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10, Decrease the number of indispensabls men, both in present
positions and in back-up jobs,

11, Increase the versatility of people and make it possible
to use them more flexibly in new assignments,

12, Uncover and correct organigational problems,

13, Broaden key men in middle management positions,

14, Clarify and sharpen job descriptions to provide more specific
standards of quality, quantity, and safety in supervisory
job performance,

15, Reduce the frequency of "crises" and Yemergencies" through
planning and anticipation of needs ahead of time in the
selection and promotion of people.

16, Pave the way for sound judgment and fair treatment in the
severance of employment of incompetent employees,

17, Increase work group morale .1

SUMMARY

In the foregoing chapter a review of the supervisor'’s job and respon-
sibilities was presented, Fram the lists of responsibilities and char-
acteristics of supervisors submitted by researchers, employees, and super=
visors, a synthesis of basic responsibilities and general characteristics
found in the Continental Can Company Incorporated's organizational devel-
opment appraisal forms were suggested as the basis for supervisory training
evaluation to be discussed in Chapter IV,

With the supervisors job and responsibilities outlined the question
of training objectives and training programs was discussed. Although
the questions presented in the text of the first chapter can be used to
determine training objectives and training programs, it is necessary

to remember that the applicability of using such an approach may be de-

llhnageunt Hemo, Central Industrial Relations Dept., Bendix Corp.
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pendent upon the total organizational objectives, The quesations pre-

sented are guides which may be used in establishing training criteria,
Therefore, with an understanding of supervisory responsibility

and a basis for establishing training procedures, the evaluation of

the training through performance sppraisal in the basic responsibilities

was outlined,



CHAPTER 1I

PURPOSES OF EVALUATION

In this chapter a review of the purposes of evaluation will be
presented. This review is illustrative of the literature found in
education, psychology, and business applicable to industrial super-
visory training and development programs,

Many articles pertaining to training evaluation have become more

frequent in recent years in the Journal of the American Society of

Training Directors, Managers and training men are becoming more aware

of the necessity to evaluate the training programs, Thus we see many
approaches and techniques to evaluate training in the literature,

This chapter begins with the purposes of evaluation followed by
principles of evaluation developed from the literature, After the
steps in the evaluative process are set forth, the techniques of
evaluation are discussed in detail. The chapter concludes with teche
niques of evaluation outlined in chart form,

Tyler, well known for his research and writing in evaluation, and
whose work often serves as a basis for later authors in the area of
evaluation, lists six basic purposes of evaluation,

Paraphrased they are:

A, 1, To make a periodic check on the effectiveness of the

program thus indicating the points where improvement

in the program is necessary.

2, To validate the hypothesis upon which the training
department operates, In some cases the hypothesis

26
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is not wvalid and the organization continues for
years in less than the most effective manner,

3. To provide information basic to the effective
guidance of individual students (managers),
There is a need to find out where he is pro-
gressing and where having difficulties,

4, To provide a certain psychological security to
the education staff, the students and parents
(the managers and their supervisors),

5, To provide a sound basis for public relations,
Many criticisms can be met and turnmed into con-
structive cooperation if concrete evidence of
accomplishments is available,

6. To help both education staff and managers to
clarify their purposes and see more concretely
the directions in which they are moving, Defie
nition of results sought serves to guide the
efforts of both teacher and learner,l

Schwartz and Tiedeman explain the purposes of evaluation also in
a broad sense, yet applicable to most situations,
Evaluation can be used by the administrator:
1, To gather data upon which an appraisal of the
entire school (training department) can Le
based.,
v 2o To study the effectiveness of instruction,
3, To provide necessary data for appraisal of
curriculum offerings, (education program

offerings)

4, To furnish data for public relations purposes,
(To justify the training department)

v 5 To secure data to base recommendations for
additional needs,

6o To get a gross measure of teaching effective=-
ness, (conference leader effectiveness)

1Ralph He Tyler, "General Statement of Evaluation", Jourmal of

Educational Research, (No. 7; 1942), Vol. XXV, pp. 492-494,
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7. To encourage the staff in self appraisal,
8. To develop a continuous pattern of action research,

(Selected items, paraphrased from Schwarts and Tiedomsn)1

A final exposition desirable for inclusion on the purposes of eval=
uation is one by Borosage, This is somewhat similar in content to the
writings cited above but is significant in that it relates evaluation
purposes directly to the training field,

1, "The chief purpose of evaluation is to validate
the total approach to training that is used in
the organization,

2, "The second purpose is to determine whether con-
tent in a training program is functional,

3. "The third purpose is to determine needed moadifi-
cations in instructional method,

4, "The fourth purpose is to provide greater psycholo=-
gical security and morale to the staff responsibls
for training both individually and collectively,

5, "The fifth purpose is to provide information basic
to effective guidance in an individual development
program, Only as we appraise individual achieve=-
‘ment are we in a position to plan additional im-
provemen t,

6. "The sixth purpose of evalumation is to provide a
sound basis for public relations,

T« ™The seventh purpose is to examine the extent to
which financial resources have been used offoctively.'z

Harris, in the Encyclopedia of Educational Research, outlines a

number of general principles of evaluation that seem worth noting here,

;Alfrod Schwarts and Stuart C. Tiedeman, Evaluating Student Progress

in the Secondary School, (New York: 1942) pp. XI, 550,

2Lawvrence Borosage, "Progress Report: Michigan Vocational Education
Evaluation Project - Quarterly Report”, (East Lansing, Michigan: June 30,
1959),
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In essence they are: (a) Evaluation offers the greatest potential bene-~
fit if it is conducted over a period of time, if it is continuous and a
built-in part of the total training process., (b) Evaluation should be
concerned with results rather than effort or energy expended, (c) Self
appraisal is usually better than evaluation by outsiders. Sometimes a
combination of self and outside appraisal is still better, (d) Every-
one concerned should be involved in evaluation, and (e) Bvaluation should
be multi-dimensional as well as multi-level in the arrival at conclusions.1
In the implementation of the above principles and adding others in
a cooperative evaluation research project of vocational education in
Michigan, Borosage lists the following principles of evaluation serving
as guides for direction of the project. While the report concerns itself
with an evaluation of vocational education, the principles nevertheless
seem applicable to most any cooperative or team type of research,
1, "A cooperative evaluation research project must have
plans built into it to help those affected learn
evaluation theory and mractice.
2, "A cooperative evaluation research project mst be
sulti-level and multi -dimensional to include all
levels and facets of the vocational education
structure since all levels and facets impinge
upon each other,
3. "A cooperative evaluation research pro ject to be
maximally effective must involve all individuals
to be affected,
4, "A cooperative evaluation research project as the
name implies considers that self-appraisal is more

effective than appraisal of outsiders, although a
combination of both is frequently better.

1Choster W, Harris, Editor, and others, Encyclopedia of Educational
Research, (New York: June 1960) pp. XXIX 1564,
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5¢ "A cooperative evaluation research project must be
undergirded by an experimental point of view,

6 "A cooperative evaluation research project is con-
cerned with the effectiveness of means employed to
achieve the ends,

T "A cooperative evaluation research project has its
genesis in the educational objectives and beliefs
based upon the needs of contemporary occupatiomal
complex and the needs of the learner,

8. "A cooperative evaluation research project must
employ a combination of evaluative instruments
and techniques appropriate for the objectives
being appraised,

9, "A cooperative evaluation research project must be

characterised by frankness, ucuiity and freedom
from suspicion, threat or fear."

Some last points in the present discussion are offered by Belman
and Remmers as basic principles of evaluation that ought to be observed,
The authors are speaking primarily of industrial and business training,

yet it is interesting that these principles could have wider application,

1, "Programs based upon specific needs can be most easily
evalua ted,” Here Belman and Remmers® point is that
training in such things as waste and accident reduction,
housekeeping, quality improvement and the like can be
more easily measured than training aimed at bringing
about "attitude change®™. This touches upon one of the
questions of the present study: measuring the effective-
ness of mesnagement programs desighed to bring about

"attitude change”,

J'Borong', "Progress Report®, p. 1.
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2, "It is difficult to evaluate longerange training programs,"
that is, it is usually more workable to separate a program
into short unita each of which can be evaluated right after
completion,"

3. "It is desirable to establish control groups to make training
evaluation significant,® While this is not always possible,
Belman and Remmers encourage this technique to enable the
evaluator to have a basis for conparison,

4, "Variables should be isolated and taken into consideration,”
This is necessary so that the evaluation will be as accurate
as possible. "It is important,” say the authors, "to recog-
nigze that the results of any training activity can be more
easily idoﬁtifiod if the evaluation is concentrated on a
specific aspect when it is evident that irrelevant elements
have been removed or have been taken into account,”

5 "Evaluation requires clear-cut operational definitions of the
purposes of the training activity," Without this ",., it is
very difficult to place any measurement of worth on the pro=-
gram or the results,“

6, "Evaluation may be an informal activity," After stressing
evaluation, heretofore, as a forml organized activi ty,
Belman and Remmers depart and mention that the evaluation
doesn't always have to be formel., Opinions and attitudes
may be obtained through interviews and other contacts of

a more casual nature and are also of evaluative value,
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Te "Provision should be made for evaluation during the plamning
stages of training programs."” The caution here is that
evaluation should not be thought of as an appendage at the
end of a program. This leads to Belman and Remmers next
point,

8, "Evaluation should be continuous, systematic and comprehensive"
with results embracing all phases of a program,

9, And last, "Results of the evaluation should be expressed in
terms that are understandable te khoae involved," ¥hile
mathematical terms or the language of statistics often most
accurately expresses the results, common sense dictates the
interpretation of the data should be made in the terminology
of the organization, the people involved or the consumers of

the resulta.1

In summary then, of the portion of this present:chapter on the theory
of evaluation, various authors have suggested what appears to them as
principles of evaluation, Although the principles outlined may be of
value in evaluation, it should be noted that many of the points can not
be applied to the objective criteria proposed in this study, Measuring

Rattitude change®, the use of control groups, isolation of variables,
opinion and attitude surveys, are techniques of evaluating training only
insofar as the evaluator is able to tie them into the objective criteria
of performance in the basic areas of responsibility,

Beyond the definition and purposes of evaluation, a discussion of

1

Harry S. Belman and H, H, Remmers, "Evaluating the Results of
Treining®, Journal of the Amsrican Society of Training Directors, (1958)
Pe 31-32,
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principles might well be considered as pertinent, yet gemeral, thoughts

or ideas building a framework within which the evaluator operates,

Steps in the Evaluative Process
A number of authorsl of evaluation theory 1list what they term as
steps or guides in the evaluative process, While there is some variance
in details, it is interesting to note that writers from diverse fields
of training agree on the content of a series of steps in an evaluative
procedure, A synthesis of these recommended steps from the various
sources, related to training in general and to industrial management

education and development in particular, follows:

1. DEFINITION. The first step involves definition of the proe
blem to be studied, the purposes and content of the study or
the identification of the situation to be evaluated, In
industry, the education and training may have been or will
be based on a "needs survey®, Thus in this step, the task
would be to re-~define needs in terms of the overall pro-
blem or situation,

2, OBJECTIVES, Second, it is suggested that the purposes or
objectives which the training is to accomplish should be

established, It may also be necessary to re~define the

1Cheator W. Harris, Editor, and others, Encyclopedia of Educational

Research, p. 482,

He He Remmers and N. L. Gage, Bducational Heasurement and Evalua-
tion, (New York: Harper and Brothers: 1959) p, .

L. David Korb, Training the Supervisor, (Washington, D. C.: United
States Civil Service Cormission: 15387 P. 97,

Evaluation in Extension, (Washington, D, C,: United States Department
of Agriculture, Federal Extension Service: June 1956) p, 15,
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goals and objectives of the company, as well as that of
the training program, Thsse objectives become the "guide-
posts” or "targets" in program development and later
evaluation, Without the formulation and classification
of objectives, various levels of specificity and gemeral=-
ity often make evaluation and treatmsnt impractical,
ANALYSIS., The next step is related to the previous one
and encourages the analysis and clarification of the
purposes or objecti ves in terms of measurable behavior
change., Otherwise, the objectives may be vague and
nebulous and the behavior they imply is not clear,
IDENTIFICATION, The fourth step suggests the identi-
fication of situations where the changes in behavior
may be noted in the day~towday work situation. This
may include the selection of available tests or measures
or a "test situation" appropriate for the major objec=-
tives as outlined in Step Two,

APPLICATION. Included in this step is the trial and
refinement of the most promising me thods or instru-
ments for accurately obtaining and appraising evidence
regarding each objective, The refinement my include
the evaluation of the evaluative device or me thod it-
self in terms of the degree it serves its purpose,
RESULTS. The sixth step proposes to analyze, interpret
and use the results of evaluation, The data have their
complete meaning only after they have been interpreted

and related to the purpose and content of the program,
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Further, the results of the evaluation should be in
a form that can be interpreted by the intended reader,
be he school administrator or personnel director.

T. IMPROVEMENT., Finally, evaluation is intended to be an
integral and continual part of the educational process,
The results of evaluation normally would result in

modification and improvemsnt in the educational program,

¥hile seven steps in the evaluative process have been listed here,
it should be pointed out that the contributors are not in agreement as
to the oumber of steps involved, However, agreement is not necessary,
Some writers specify less than seven and some others more than seven
steps. More important is the implication that an orderly process con-
taining effective evaluative philosophy and me thods be followed, and
that the exact number of steps should be considered flexible tou meet

the demands of the program to be evaluated,

Techniques of Evaluation e
¥hat and How to Evaluate

The present chapter has presented evaluation techniques from time
to time but the topic will be further expended presently, First of all,
there is the admonition that the only thoroughly acceptable evidence
of the effectiveness of a training or educational program is the evidence

of a desirable change in the participants of the training or educational

1Car1 Je Schafer, YA Study of the Evaluative Practices in Manage-~

ment and Development Programs in Selected United States Industries®,
Unpublished Ph., D, dissertation, University of Michigan, 1960,
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program, The evaluation of the structure, process or any other aspect
of a formal program is no guarantee that change has occurred in the
individuals,}

While the above point is probably in the interests of the best
type of evaluation possible, this aspect of evaluation appears least
attempted because of cost, time, and difficulty involved,

Korb2 points out some of the problems of assessing the change due
to training in individuals in industrial situations, "Where training
is in repetitive productive operations, where results can be msasured
in units of work per units of time, the problem of evaluation is rela-
tively simple." But, the more removed the training is from job skills
and ", . . approaches the functions of cognition, judgment and persomal
ef fectiveness, the more difficult it is to determine the oxistono.o of
measurable causal relationships between training and its effects,."
Korb reminds us that the use of control groups, one of the highly
respected evaluative techniques which is somewhat difficult and ex~
pensive to develop and administer expecially in industrial situations,
still involves the use of elements of judgment, "The techniques of
scientific methodology may be firm, but the evidence upon which the
conclusions are based are still largely subjective.® This means that
people are doing the evaluation in which judgment is a factor. Possibly
the evaluators do not have objective criteria upom which the evaluation

is to be based, Further difficulty in the evaluation of industrial

supervisory and management training and development programs might be

lchostor ¥Wo Harris, "Encyclopedia of Educational Research," p. 483,

21, David Korb, "Training the Supervisor," p. 94,
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experienced by what can be termed "contamination"., An organization
that aponsors a management education program is probably carrying on
a large nurber of other activities which mey also contribute to the
manager's change in effectiveness, The implication here appears to
caution against publishing flowery training results after evaluation
of courses when many more factors may be involved in the manager's
improved personal effectiveness, Nevertheless, while evaluation may
be difficult, costly and time consuming, Korb is not implying that
evalua tion cannot or should not be done. Rather, a careful eye on
the pitfalls, a systematic approach, a planned method and the assess-
ment of training in terms of clearly defined objectives is recommended,
But perhaps a "quest for certainty” of answer in desirable change in
individuals is unreasonable to expect. Evaluation, in a practical
sense according to Korb, then becomes that of sesking with as 1little
bias as possible with reasonable time and cost, as much knowledge of
the results of training as can be practically secured,

Having the first point in mind then: that chauge in the individual
is probably the most desirable determination of the effectiveness of
an educational program, the literature is replete with indications that
evaluative efforts which assess other aspects of an educational pro-
gram are also valuable for the improv?mnt of education. Donald L.
Kirkpatrick, one of the more prolific authors in the area of training
evalmtion, wrote a recent series of four articles for the Journal of

the American Society of Training .Diroctors, which exhaustively discuss




and categorize four aspects of evaluation: "Reaction"l, "Loarning"z,
"Behnvior"a, and "Results"4,

Kirkpatricks describes the aspect of "reaction" as ", , . how well
the trainees liked a particular progrem, Evaluating in terms of reaction
is the same as measuring the feelings of the conferees," He further
points out that it is important to recognize that a measurement of re-
action does not include a meamurement of learning, But measurements of
reaction, what paople think about the mechanics of the training program
itself, are important for ". , . decisions by top management are fre-
quently made on the basis of one or two comments they receive from
people who have attended," Kirkpatrick declares, There is the additional
thought that for maximum motivation and learning, there must be interest
and «nthua:l.asm.6 Although it is necessary to stimulate the trainee, the
achievenent of the training prbgran'a objectives are most important,
Whether the supervisor has improved his performance is the measure of
the objective performance appraisal and not the individual's reaction

to the program,

1ponald L. Kirkpatrick, "Techniques for Evaluating Training Programs,
Part I Reaction", Journal of the American Society of Training Directors,

(Nos 11; November I89), Vol. X111, p. 3. '

%Donald L. Kirkpatrick, "Techniques for Evaluating Training Programs,
Part II Learning®, Jourral of the American Society of Training Directors,
(Nos 12; December 1959), Vol, XIlI, p. 21, '

3ponaild L, Kirkpatrick, "Techniques for Evaluating Training Progranms,
Part III Behavior", Journal of the American Society of Training Directors,
(No. 1; January 1960), Vol. X1V, p. 134 :

4ponald L, Kirkpatrick, "Techniques for Evaluating Training Programs,
Part IV Results", Journal of the American Society of Training Direstors,
(No, 2§ February 1360) Vol, XIV, p. 28,

5Kirkpatrick, “Rsaction", Vol, XIII, No., 11, p. 4,

SKirkpatrick, "Rea¢fion", Vol, XIII, No. 11, p. 8,



39

Kirkpatrick' sl second aspect or category of evaluation, "learning®,
is defined as, "What principles, facts, and techniques were understood
and absorbed by the conferees."” The evaluator is not concerned with the
on-the-job application of these principles, facts and techniques at
this point,

It is more difficult to measure training results than reaction,

But where communication cr principles and facts is the objective, the
training director evaluating in terms of "learning has . . . objective
data to use in selling future programs and in increasing his status and
position in the ¢:ompam,’."2

An interesting position is taken by Wrightstone, Justman and Robbim3
in their discussion of knowledge of facts or learning, They remind that
information or principles play a significant role in the thinking and
problem solving mrocess, The facts which are relevant bear directly
upon the possible courses of action available to the individual. In this
sense, they say, facts have a functional or meaningful context rather
than an independent existence. On the other hend, the question might

be askedewhat part of the behavior exhibi ted is dues to the facts ac-
quired?

In the third artidle, Kirkpatri&‘ covers the evaluation of behavior,

Here the evaluation problem, of the man who knows principles and techniques

IKirkpatrick, "Learning", Vol. XIII, No, 12, pp. 21-22,
2Kirkpatri.ck, "Learning", Vol, XI1I, No, 12, p. 26,

3 o Wayne Wrightstone, Joseph Justman and Irving Robbins, Evaluation
in Modern Education, (New York: American Book Company; 1956) pp. 371=318

4Kirkpatrick, "Behavior®, Vol, XIV, No. 1, p. 13,
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but doesn't practice them on the job, presents itself. Evaluation

of training programs in terms of job behavior is still more difficult
than reaction or learning evaluation according to Ki:"kpatrit.:k.1 "But
it is worthwhile and necessary if training progrems are going to ine-
crease in effectiveness and their benefits made clear to top manage=-

memt."z

3 final article on results he alludes to the

In Kirkpatrick's
same difficulties in evaluating results that Korb? does in earlier
paragraphs of this portion of this chapter -~ that is, the reference
to contamination or complicating factors which make it extremely diffi-
cult to evalwe te cer‘tain kinds of programs in terms of results, Kirke
patricks oees results evaluation as being very important, yet the most
difficult and ", , « progressing at a very slow rate." "At the éruont
time," he says, "our research techniques are not adequate," He notes
fev attempts to penetrate the difficulties encountered in measuring
results of supervisory development programs or courses in human rela-
tions, decision making and the like,

Looking at Kirkpatrick's four aspects of evaluation just discussed,
it appears that he is concerned with evaluation in respect to what
happens to the trainee and/or the organization as & result of the trainee's

change, Other authors set up "what to evaluate" with different cate-

gories of that which seems to them to be important to evaluate, For

Ikirkpatrick, "Results", Vol. XIV, No. 2, P. 4.

.2Kirkpatrick, "Behavior", Vol., XIV, No, 1, p. 18,
SKirkpatrick, "Results Vols XIV, No, 2, pe 28,

4Kurb, Training the Supervisor, pp. 94-95,

5
Kirkpatrick, "Results®, Vol, XIV, No. 2, p. 32,
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1 after a survey of management develop~

instance, Besco, Tiffin and King
ment evaluation techniques classify the "Evaluation of Methods" and

the "Evaluation of Results", Their terminology of results evaluation

is somevhat more inclusive than Kirkpatrick's definition, but is not

in disagreement,

Evaluation of results according to Besco, Tiffin and Kingz includes
all four aspects Kirkpatrick is talking about, namely, "reaction, learning,
behavior and results", To Besco, Tiffin and King, results are "How well
does this training program satisfy the needs and meet the stated objec-
tives "

Besco, Tiffin and King' sa other category or area to evaluate,

"ms thods", seeks to answer the question, "Are there better methods of
training that could be used that would be more ef foctiyo in reacf\ing
the stated objectives?" Throughout Besco, Tiffin and i?ing's article
there is the thought and emphasis that evaluation should concentrate
on improving a program, not merely justifying its existence.

It is interesting to note the overlapping of ®"what to evaluate",

Each author seems to have a few central points in common with the others
and perhaps one or two aspects of evaluation that are different, Messor‘,

for another example, emphasi ges:

1, "SCOPE and GOALS of the overall training program
to help determine the extent to which training,,,

IRobort Besco, Joseph Tiffin, and Domald C. King, "Evalwation Tech-
niques for Management Development Programs®, Journal of the American

Society of Training Directors, (No, 11; October 19%), Vol, XiI, p. 18.

2Buco, Tiffin and King, "Evaluation Techniques", p, 21,
3Besco, Tiffin and King, "Evaluation Techniques", p. 18,

4glizabeth F. Houolr, Aueuin§ and Reporting Training Needs and
Pro%_céu; (Washington, D.C.7 U, 5. Civil Service éomquIon; 1958),
PP. =J1e
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is most needed to further aefficient operation
and mission accomplishment, and, what changes,
if any, are needed in coverage and emphasis,

2, "ORGANIZATION and ADMINISTRATION of having to
help determine adequacy of organizational and
administrative provisions for training and
whether training operates efficiently and
economically,

8. "THE TRAINING ITSELF to help determine the ex-
tent to which trainees understand and accept
what is being taught, and how the training
process can be improved,

4. "RESULTS OF TRAINING to help determine the ex-
tent to which trainees lsarn and apply what
was taught; the extent to which changes de-

sired as a result of training actually occur;
and how improvements can be made.”

Lastly, Bcu'ouge1 and Korb2 agree to a great extent on most of
the important evaluation aspects of an educational progrem, Also,
Borosage nyis, "Evaluative considerations involve a variety of facets
each providing evidence to determine the extent to which a training
program is meeting its goals, All of these areas must be considered
rather than a fragmented approach,® Borosage calls his categorization
of what to evaluate "areas of evaluation" while Korb terms his "levels
of evaluation", In essence, here are the areas or levels of evaluation
deemed important by Borosage and Korb,

1, The administrative arrangement of training function
2, The course of instruction

8. Effect on participants while in training

lh\tronco Borosage, "Some Considerations Regarding Evaluation of
Training”, (East Lansing, Michigan: National Project in Agricultural
Communications; 1958), pp. 2-8,

2l(ot-b, Training the Supervisor, pp. 99-104,

3Boronge, "Soms Considerations®, p. 2,
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4. Group, intergroup and organizational effects
5S¢ In course evaluation of participant's progress

6, Measuring impect on the supervisors or partici-
pants after the educational program

7. Determining the impact on the organization

Thus far, "what to evaluate” has been listed and discussed with
little reference as to "how to evaluate", the other important half of
the techniques of evaluation. The scope of this paper does not permit
a lengthy discussion of the various methods (i.e, pre and post-testing,
control group, questionnaire, etc.) of actually assessing change other
than to mention the me thods and where they might be used, But Kirkpat-
rickl, Besco, Tiffin and Kingz, Houera, Boronge‘, and Korb® all supply
a variety of ideas for determining the value of, assessing change or
"how to evaluate®” the various aspects of the educational program. There
seems to be a central thread in the thinking of these various authors
on evaluation, yet each writer's ideas are (sufficiently) different

and desirable for inclusion,

1Kirkpatrick, "Reaction", Vol, XIII, No, 11, pp. 3-9,
Kirkpatrick, "Learming", Vol. XIII, No. 12, pp. 21-26,
Kirkpatrick, "Behavior®, Vol. XIV, No, 1, pp. 13-18,
Kirkpatrick, "Results", Vol. XIV, No, 2, pp. 28-32,
2Besco, Tiffin and King, "Evaluation Techniques", pp. 13-27,

8Mouor, Assessing and Reporting, pp. 44-64,

4Box‘onge, "Some Considerations", pp. 2-6,

Sl(ot'b, Training the Supervisor, pp. 99-104,
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The last task of this chapter, then, will be to set forth into
functional form the various aspects, categories, areas or levels of
evaluation with appropriate techniques and suggestions from these
authors in chart form. Chart 1, "Evaluation Techniques for Industrial
Management Training and Development Programs" while follows on the
next pages, captures and summarizes much of the thinking of the latter
por tions of this chapter into operational form,

While a*fragmented upproach"1 of evaluation is not reccmmended,
it probably would not be feasible to use every technique as listed,
Rather & selection of techniques from the "How to Evaluate™ column
compatible with the training program, the organization, the time and
the budget would, possibly, be the practical way to approach the
suggested items., It should also be noted that many of the suggested
techniques are informal rather than forml attempts at evalimtion ==
never thaless deemed important by the evaluation veterans,

The information embodied in Chart 1 coupled with the "Principles
of Evaluation” and the "Steps in the Evaluative Process"™ discussed
earlier in this chapter suggest a well-rounded approach to the eval=-
uation of industrial management training and development programs.

The chart is a synthesis of the material found in many of the

authors in the field of evaluation, Kirkpatrickz, Besco, Tiffin and

1Boronge, "Somé Considerations", p. 2,

2% irkpatrick, "Reaction", Vol. XIII, Noo 11, pp. 3-9,
Kirkpatrick, "Learning®, Vol. XIII, No, 12, pp. 21-26,
Kirkpatrick, "Behavior", Vol, XIV, No, 1, pp. 13-18,

Kirkpatrick, "Results", Vol. XIV, No, 2, pp. 28-32,
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Kingl, Houerz, Borosagea, and Korb® have all made contributions to

this chart arrangement,

lmuco, Tiffin and King, "Evaluation Techniques", pp. 13-27,

2}leuer, Asnssing and Roporting, PPe 44-64,

3Borougo, "Some Considerations", pp. 2-6,

4Kord, Training the Supervisor, pp. 99-104,
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CHART I

Evaluation Techniques for Industrial Management
Training and Development Programs

What to Evaluate:

The ADMINISTRATIVE ARRANGEMENT of Training Fumction

How to Evaluate:

The goals of the organiszation and educational
program in harmony with each other.

An overall tone or climate in the organigation
receptive to education., Attitude of all levels
of management toward training,

Training function clearly assigned, recogniszed
and accepted in organiszation,

Relationship of staff to line in training respon-
sibility properly delineated with adequate provi=-
sion for coordination, Line training responsibility
recognized,

Training competence of line supervisors,

The conduct of training governed and supported
by a policy framework high in the organisation,

A clear statement of training policy.

Adequate program planning based on organisational
naeds,

Adequate physical facilities and equipment for
training,

Resources such as library, reference materials,
audio visual aidas, Interchange of professiomal
information,

Opportunity for professional society attendance
and participation., Visits to other training operations,

Recognition for trainers' professional achievement.

Adequate budget to fulfill training needs,
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¥hat to Evaluate:

GOALS AMD OBJECTIVES of the Overall Training Program

How to Evaluate:

Training program and criteria of evaluation in line
with the longerange gosls and objectives of the
company .

Training program based on present and future needs
of the organisation (e.g. company expansion, con-
traction; changes in organisation, functions and
methods.)

Training aims precisely defined.

Comparison of aims with standards representing the
Jjudgment of experts.

Program cognisant of last training results and im-
pact on organisation,

Program encourages managers' self-development,

Training to be given is determined actually needed,
and most needed.

Program designed and implemented so that organiza-
tion and department climate, or "reward structure®,
supports rather than nullifies training,



What to Evaluate:

The TRAINING PROGRAM Itself or Course of Instruction,

How to Evaluate:
Logical procedure followed in determining needs.

Content selection based on needs and related to
probl‘! 8.

Participation in design of program by line organi=
zation,

Program ties in with participants personal nseds,
interests, backgrounds and previous training,

A written planm,
Objectives clear to instructor and participants,

Methods appropriate for the material, workable
and acceptable to participants,

Effective presentation with variety,

Methods consistent with psychological principles
of learning.

Methods economically possible,
Minimum of wasted time.

Requires active, positive participation by managers
in training.

Provides experience as well as information,

Practical and theoretical phases of education in
balance.

Provision for evaluation and follew-up built into
program,
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What to Evaluate:

DURING PROGRAM EVALUATION of Participants' Progress.

How to Evaluate:
Course material information tests.
Performance on task assignments,
Use of attitude questionnaires,

Anount of participation, interest, acceptance and
enthusiasm on the part of managers in the program.

Extent to which participants bring in questions
and problems,

Attendance, arrival on time by participants.
Listen to unsolicited participants' comments.

Ask the trainee the practicality and effective-
ness of the program,

Trainees say, "My boss should have this training."

Interview the participants! supervisors on trainee
progress.

Reports of "process observer®,
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What to Evaluate:

The REACTION OF PARTICIPANTS to the Educational Program.

How to Evaluate:

Use of questionnaires anonymously filled out by
participants with space allowed for writing
"additional comments”., (Valuable for reactions
to technique, e.g. lecture vs., discussion, for
reactions to subject and to performance of con-
ference leader.,)

Amount of participation, attention, interest,
discussion and reaction, i.e. participants should
react favorably for maximum "learning".

Extent to which participants brought in questions
and problems.

After program ansolicited participants*® comments,
Agk the participants their reaction to the program.

Interviews with participants' supervisors as to
general reactien to program,
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Fhat to Evaluate:

The LEARNING OF PARTICIPANTS as a Result of the
Educational Program,

How to Evaluate:

Equivalent forms of the same test at the baginning
and end of training,

Use of control and emperimental groupings.

End of program informational tests,

Scores on supervisory judgment tests, (Some
standard supervisory information can be compared
with accepted norms,)

Task assignments,

Attitude questionnaire prior to and on completion
of training.

Trainee comments on what they believed they learmed.

Amount of participation by trainees, extent to
which trainees bring in problems and questions,

Attendance. (If not regular, then not exposed to
iz "learning situation®, Heasurable increase in
learning perhaps due to outside factors.)

Reports by ocutside observers,
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W¥hat to Evaluate:

The RESULTS, EFFECT or IMPACT on the Group, Inter=-
group Relationships, or Organigation as a Result of
the Educational Program,

How "to Evaluate:

Study by impartial outside agency, measuring specific
results against specific objectives or aims of the

progran,
Internal attitude or communications survey.
Survey by specially appointed internal committee.

Various personnel studies, management audits,
analyses of records. (e.g. customer complaints,
turnover, grievances, review of merit ratings,
training time of new employees, etc.)

Increased effectivencss of staff conference functioning.

Reduced intergroup or interdepartmental friction.
Improved relationship of managers amd their super-
visors.

Improved overall group or organigational functioning.
Reduction of "bottleneck® situations.

Consulting consumers of product or service offered
by the organi sation,

Expressions by employees and employee groups of
satisfaction with managerial force. Improvements
in communication and morale,

Participant behavior flowed over and favorably
affected behavior and attitudes of non-participants.

More adequate reservoir of talent to meet present
promotion and future expansion needs,
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What to Evaluate:

The BEHRAVIOR OF PARTICIPANTS as a Result of the
Educational Program,

How to Evaluate:

Job measurement techniques. Systematic appraisal
of on the job performance on a "before and after"
b‘si’o

Direct observation of managers in action after educa-
tion program. Extent and duration of change.

Use of a check 1list with objectives of the program
noting hehavior changes resulting from the training.
Also use of this check list asking participants®
supervisors if they have noted favorable changes,

"Depth interviews” with participants and supervisors.

Having participants fill out a questionnaire on how
they benefited from the educational program,

Asking participants at intervals following completed
training how they have benefited, giving concrete
illustrations and incidents, successful and unsuccess-
ful applications of the training,

Use of post training meetings where behavior as a
result of training is reviewed.

Compare behavior of those trained with those not
trained, i.e. control grouping. (¥ithout use of
control grouping, responses could be due to factors
other than training.)

Evidences of increased "professional” attitude by
managers,

Spot check of gonsumers' attitude toward service rendere
ed, Improved efficiency,

Organigational attitude surveys.

Obtaining reaction of peers or those familiar with partie-
cipants' performance before educational program. Also
reactions of employees to performance of their superiors
vho were in the program,

Use of records on absenteeism, suggestions, turnover,
grievances, etc. in the managers' work groups.



The principles of evaluation are many and varied. Principles might
well be considered as pertinent, yet general, thoughts or ideas building
a framework within the evaluator operates. These appear significant
for the industrial trainer.

a. Evaluation offers the greatest potential benefit if con=

ducted over a period of time and a built-in part of the

total training process,

b, Evaluation should be concerned with results rather than
effort expended.

Cc. Programs with specific objectives can most easily be

evaluated but variables which may influence resmilts
should be isolated and taken into consideration.1

A synthesis of recommended steps for evaluation from various sources?
indicates an orderly yet flexible process that should be used in evalua-
tive endeavors:

a. DEFINITION of the problem to be studied or evaluated,

b, OBJECTIVES, the education is to accomplish, should
ba formulated or re-defined,

Ce ANALYSIS or clarification of objectives in terms of
measurable change.

d. IDENTIFICATION of a "measure®™ or "test situation® where
changes may be noted.

e. APPLICATION and/or refinement of the "measure” or eval-
uative device,

f. RESULTS are then to be analyzed, interpreted and put
in usable fora.

lﬂarris, Encyclopedia, p. 38.

Belman and Remmers, "Evaluating®, pp. 31-32,
2orosage, "Progress Report”, p, 1,
Borosage, "Some Considerations®”, p. 2,

Wrightstone, Justman and Robbins, Evaluation, p. 26,

Evaluation in Extension, (Washington, D.C.: U. S. Department of
Agriculture, Federal Extension Servicej June 1956/, p, 15,
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There is ample discussion in the literature of what to evaluate,

i.e., wvhat should be the focus or level of evaluation of a management
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IMPROVEMENT or modification of the educational program,

education and development program, Kirkpatrickl, Besco, Tiffin and

Kingz, Hessu‘a, Borosage4, and Korb® designate a variety of items,

when evaluated, provide evidence to determine the extent a course of

a program is meeting its goals, The authors emphasize that several of

these areas should be considered for a comprehensive evaluation:

b,

Co

d,
8.

Be

The ADMINISTRATIVE ARRANGEMENT under which this training
program was given,

The GOALS AND OBJECTIVES of the training progran,

The METHOD OF PRESENTATION of the training program (con-
ference techniques, conference leaders).

The PARTICIPANTS®* PROGRESS during the training program.
The FEELING OF PARTICIPANTS about the training program.

The LEABRNING OF PARTICIPANTS as a result of the training
program (different actions back on the job resulting

from the program),

The BEHAVIOR OF PARTICIPANTS as a result of the training
program (different actions back on the job resulting
from the program).

1gkirkpatrick, “Reaction", Vol. XIiI, No. 11, pp. 3-9,

Kirkpatrick, "Learning Vol. XIII, No. 12, p. 21,

Kirkpatrick, "Behavior", Vol, XIV, No. 1, p. 13,

Kirkpatrick, "Results®, Vol, XIV, No. 2, p. 28,

e8SCO n an ng vaiuation {ecnniques Pe °
2Besco, Tiffin and King, "Evaluation Techniques", p. 18

SMesser, Assessing and Reporting, pp. 36-37.

4Borosago, "Soms Considerations®, pp. 2-6,

5Kor’b, Training the Supervisor, pp. 99-104.
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The RESULTS, EFFECT, IMPACT on the group, intergroup
relationships or organization as a result of the
training program,

Lastly, a sampling of techniques of how to evaluate the above areas

or levels of evaluation, as suggested by their authors, reveals the

following as most often suggested or used in industrial menagement and

education programs:

b.
Ce

d.

f.

Be

h,

i.

Je
| 8

1,

Course material information tests:

Before program
During program
Directly after program
Some time after program

Attendance at prograa
Amount of participation by participants

Interviews with, or questionnaire tot

Participants
Participant's supervisors
Participant's employees
Participant's peers

Check of consumers' attitude toward service or product
rendered by participants' department

‘Use of participant questionnaires on:

Changed attitudes
Feelings about program
Benefits from program
Control and experimental groupings
Reports by outside observers

Direct observation of participants actions on job
after prograa

Organizational attitude or communications surveys

Use of records on absenteeism, material waste, turmover
and/or grievances in the participant's work group

Significant increases in ®performance review" ratings
or the participants by their supervisors,



CHAPTER III
REVIEW OF EVALUATIVE STUDIES IN THE LITERATURE

This chapter is presented to review and analyze those evaluative
studies or experiments concerning management training and development
which have been reported in the literature., Articles in journals and
magazines, reports in pamphlet form, as well as portions of texts, from
the fields of education, psychology and the general area of business
have been investigated for significant pieces of evaluative research
having to do with, or related to supervisory training.

A number of evaluative experiments are given in the literature.

But to review all of the writings or even every detail of those desirable
for inclusion, would demand much more space than is allowable in a study
of this compasa, Thus only those writings which appeared significant

in scope, pioneering or unique in me thod have been included.

It becomes somewhat difficult to separate the evaluative practices,
as mentioned by the various experimenters, from the results of the
management training program as revealed by their evaluations., But in
keeping with the purpose and scope of this study, the evaluative prac-
tices as reported in the literature have been accented. However, some
of the results and conclusions by a particular author may be cited, as
needed for the understanding of the study or of the appropriateness of
the evaluative technique.

For convenience, the studies reviewed have been categoriszed according

57
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to their purpose of inquiry., First, several industry-wide studies are
included to lend insight in scope of supervisory training and development,
along with two studies which describe management training programs as con-
ducted by universities. A small number of studies were located which
attempted to survey specific evaluation practices in industry and are
reported, Finally, a number of studies are reviewed and included be-
cause of their uniqueness of purpose, scope, evaluative technique or

design not reported in any of the other studies,

Industry-Wide Studies Relating to
Specific Evaluative Practices

In one industry-wide study secured relating to evaluative practices,
in this case the evaluation of a management training and development

1 conducted

program at the foreman level, the Bureau of National Affairs
a survey by questionnaire of 160 of their members regarding the members'
foremen training activities., At the time of the study, 1952, apparently
the most popular subject area for foremen training was the "broad cate-
gory known as human relations®, i,e. foremen were given information on
"how to handle employees under them, how to be a leader, how to discip-
line workers, how to understand workers' problems -- in general, how to
be a better boss.”

Of importance to the present research was the Bureau of National
Affairs' findings concerning the evaluation of their members' programs,
Only sbout one-fourth of the companies reporting indicated *... that they

try to evaluate the results of the program through questionnaires or

J'Forom.n Training, (Washington, D.C.: The Bureau of National Affairs,
Inc.; January 1952), p. 17.
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other tochniquol.'l Following is the entire reporting of evaluative
methods as revealed by the survey:

"An attitude survey is made by distributing mimeographed
questionnaires at training sessions. They are returned
voluntarily and anonymously. Replies are tabulated and
analyzed to determine attitude toward training and company
policies.”

"We use a questionnaire filled out by each conference
participant.

"At the end of each year (30 sessions) participants fill
out an attitude survey form." (Dixie Cup Co.,, Easton, Pa,)

"Opinion polls are conducted periodically.” (Minneapolis-
Moline)

"He use an occasional questionnaire which asks foremen for
their comments on instruction given and for discussion topics
that are in line with their current problems.® (Cherry-
Burrell Corp., Cedar Rapids, Iowa)

"He test attitudes and opinions, maintain charts on number
of grievances, suggestions, etc.” (Kendall Refining Co.,
Bradford, Pa.)

*"Informal and formal analysis in terms of individual reaction,
production rates, safety records, quality records, and the
like,

*"Irue and false types of quiszses are used before and after
training,” (Square D Co., Detroit, Michigan)

"Have used Princeton Research Institute and also used ocur
own post program evaluation.” (Johnson and Johnson, New
Brunswick, N, J.)

“We conducted an employee attitude survey and used the
results, among other things, to develop training needs.”
(New York Central System, New York, N.Y.)

"Use employee attitude surveys, supervisory merit rating,
personal interviews." (Atlas Boxmakers, Inc., Chicago, I11,)

"He have a psychometrist that gives 1.Q. tests for super-
vision.," (Armstromg Tire and Rubber Co., Natchez, Miss.)

1For.nnn Training, Buresu of National Affairs, Inc., p. 11,
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In another study located, this one smaller, yet distinctive, the

1 outlines a twenty company survey to

American Management Association
ascertain company "satisfaction® with results of their management educa-
tion and development programs in general., Most companies in the survey
cited "satisfaction™, but that this satisfaction was based on evaluation
pethods they considered inadequate.

"Companies that did attempt systematic evaluation most frequently
used availability of replacements for higher level positions or improvee
ments in job performance as a standard.® The American Managememt Associa-
tion study also found "reactions of top management, the men developed,
other employees and outside consultants..." being given by the companies
as evaluative indicators.2

The third and 1last study located concerning specific evaluation
practices on an industry-wide basis seems to bear out to a great extent
the vexing factors of evaluation as cited by the previous studies re-
viewed here -~ that is, the lack of evaluation of management training

programs, few serious attempts of evaluation by industrial concerns and

the general difficulty of perforaming adequate evaluation, Business Week

Hagazine reported the study by Walter R, Mahler of the Psychology Corpor-
ation who was under an Army contract., Mahler's job, as an industrial
psychologist, was to gather data from business and industry concerning
training and the results to be handed over to the Army as a means of

guidance for its own training. According to Business Week the inquiry

legesearch and Informtion - Evaluating the Results of Management
Development Activities,” Management News, (Edition No. 5; April 1953),
Yol. XXVI, p. 7.

21pid,
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f,.cturned out to be a general indictment of training rssearch in
business."l

To get the information Mahler surveyed 263 companies in the United
States. Returns came in from 150 companies and out of these Mahler
picked thirty companies whose answers to the questionnaire *...showed
enough solid information to warrant an intensive study of their methods
of training research,"2

In a thumbnail summary of the results, according to Business Week,

the following was revealed:

1, "WHAT HAS INDUSTRIAL TRAINING ACCOMPLISHED?
Most companies really don't know,

2, "HOW ARE TRAINING NEEDS DETEKMINED?
Not much science to this -~ mostly a matter
of what the boss wants,
3. "WHICH TRAINING HETHORS WORK BEST?
Many companies have no idea, use trial and
error system.®
Specifically, Mahler's study found "...that about one in ten companies
used any systematic research at all to find out what training was necessary.
Only ome in forty actually studied the relative merits of the training
sethods available. As for results of training, the big majority of the
150 campanies depand chiefly on sosebody's opinion to find out whether
a particular training program has been effactive,"

All this is compelling evidence to Business Week that industrial

training methods and evaluation is far from being on scientific footing,

I'Plychologistn Give Management a Quiz on Training Methods®,
Business Week, (August 16, 1952), p. 106,

21hiq

3Ibida

4Ibid
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®...Industry is still far from certain just what constitutes good training.'l

Other Evaluative Endeavors with Management Education

and Pevelopmert Programs in Industry

Merrihue and Katnllz in the Harvard Business Review ﬂso explore

one of the more complex approaches to "measuring performance™ that was
located in the review of research., At the time Merrihue and Katzell
wrote the article, the ERI (Employee Relations Index) was still in its
preliminary stages of development and the authors did not deal directly
with evaluation of training programs. But, Kirkpatricka cites their idea
as being worthy of consideration as a "measuring yardstick® for training
effectiveness,

Basically, the ERI may be described as a measurement of that which
is common to a number of different personnel statistics. The statistics
all being symptomatic of the extent to which enployées accept and per-
form in accordance with the company policies and ocbjectives., A low or
falling ERI "may signify the need to search for weaknesses in manpower
managensnt ...” say the authors. "A high or rising ERI lends support
to existing practices and encourages further improvement along the same

lim'o”‘

1"Psychologist| Give Management"™, Business Week, p. 107,

ziilhrd V. Merrihue and Raymond A, Katzell, "ERI - Yardstick of
Employece Relations", Harvard Business Review, (No. 6} November-December
1855), Vol. XXXIII, pp. 91-09,

3porald L. Kirkpatrick, "Techniques for Evaluating Training Programs®,
Journal of American Society of Training Directors, (No. 2; February 1860),
Vol, X1V, p.

4Merrihue amd Katsell, "SRI - Yardstick®, pp. 91«82,
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Specifically the BRI implesented at the GCeneral Electric Company
brought into play a set of indicators registering hourly employees
insofar asi

1. "Periocds of absence,
2. "Separations (all types).

3., "Initial visits to the dispensary for occupational
reasons,

4, "Suggestions submitted through the suggestion system,
S. "Actions incurring disciplimary suspension.

6. "Gripvances submitted through the formal grievance
procedure,

7. "Hork stoppages,
8. "Participation in ths insurance phn."l

The statistical calculations are not recessary for explanation of
the idea, but out of sowe thirty-three proposed indicators, the above
eight vere selected because of their *"convenience, objectivity and
demonstrated relationship to a general factor."

¥hile the above index is attempting to measure “employee relstions®,
it is conceivable that a similar set of indicators could bs set up im
a particular situation which would give somewhat of a measurement of
effectiveness of a management education and development program. How-
ever, the "contamination" factor, would necessarily have to be reduced
or in some way taken into account as an uncuntrolled factor.

Merrihue and Kntullz list a number of points that should be cone

ljerrihue and Katzell, "ERI - Yardstick", pp. 94-95.

Zyerrihue and Katzell, "E6RI - Yardstick®, p. 93.
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sidered in choosing the indicators or criteria which go into the index.
These again, perhaps could have application to a set of training effective-

ness criteria,

1. Each statistic or indicator should reflect hehavior
that is somewhat optional on the part of the employees,
For example: "absenteeism™ would be a suitable
criteria but "laycffs" would not.

2., The behavior should have implications as being
either in accord with the objectives of the business
or at variance with such cbjectives,

3. The figures should be applicable and comparable
for employees in a wide variety of work situations,
Production data, according to the authors, is rarely
ﬂit‘bho

4, For practical reasons, the statistics should be
relatively easily available and be subject to
accurate determination for computation purposes,

S, The authors suggest six to tem indicators as being
desirable meeting the above standards,

The second General Electric study, later and as yet unpublished, was
obtained from a representative of General Electric. It is entitled "The
Observed Changes Inquiry” and makes very elaborate use of a fifty item
questionnaire,

The program evaluated was General Electric's three month "Advanced
Hanagemsnt Course”., As Scurenunl spells ocut, in Gemeral Electric's eyes
there are thre2 levels of evaluation:

1. "Immediate - The feslings and attitudes of men
attending the Course, their immediate evalua-
tion of it, their intentions for the future
possible shifts in values or attitudes during

or shortly after the Course, content bnowledge
gained,

1(ﬂmr Sorensen, "The Observed Changes fnquiry", (Crotonville, New
York: The General Electric Co.; 1958), Unpublished mimeograph study, p.2.
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2. "Intermediate -~ Has the graduate changed in his
behavior, and sustained a change in his behavior
for soms time after the end of the course ~-
say a year -- back in the environment from which
came? What kinds of changes have occurred? 1Is
he aware of such changes? What do others with
vhom he works see? What does his manager see?
What do his men reporting to him see? Is this
change in behavior ssen by himself and others...

3. "Ultimate = What are the results of such changes,
IF any, in behavior? Do they affect business
results in such a way as to make it evident that
ees the components these men manage have moved
closer to their business objectives."

And Sorensen says the General Electric inquiry is focused at the second
or "intermediate®™ lsvel, This is important only to the extent that a
questionnaire technique may be used in evaluation,

Two groups were given questionnaires one year after completion of
the course., The groups were graduates of the "Advanced Management Course®,-
and a control group of non-graduates, but who were next scheduled to
attend the course. Each graduate and non-graduate was sent six like
questionnaires, one to be used by himself, two questionnaires to be
given to men reporting to him, two questionnaires given to peers to fill
out and one questionnaire given to his supervisor. Personal anoaymity
of the rater was prmiaed.l

Thus the "intermediate” evaluation was evolved through a “contrast
and comparison™ of graduates and non-graduates, as seen and reported
through:

1. Themselves (looking at self)

2, Men reporting to them (looking up)

]'Soronson, *The Observed Changes®, pp. 2-3.
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3. Their peers (looking sideways)

4, Their managers to whom they reported (looking down)

A few words about the questionnaire: twenty-five of the fifty items
on the questionnaire were selected with the intention of tapping "the
wvork-centered aspscts of managing, the planning, organizing, integrating
and measuring®, The other twenty-five items were intended to tap three
personal attributes "considered in 1iterature about managers to be ime-
portant . . . Those were 'Guts' or items referring to drive, force or
initiative; 'Grace', items of social skill and personal pleasantness;
and 'Grey Matter', items of know]edge or analytical approach."1
Results were tabulated from 122 questionnaires returned by graduates,
159 questionnaires from non-graduates and 1,274 returns from those
looking "up, sideways or down" on graduates and non-graduates, This
wvas & 53 percent usable return, Lastly, a very brief and general summary
of many pages of Sorensen' 82 findings indicate that:
1, "...there was no overvhelming tendency to attribute

changes in graduates to the Advanced lanagement

course -- or any part of it, The changes were ob-

served more frequently in graduates than in non=

gradaates but were attributed to the personality

of the man, the impact of his manager, the changes

in organigzation structure, the pressure from his

peers and the revolt of those working for him,

2, "Hhen the Advanced Management Course was considered
a major or contributing factor, the contact with

other participants was most frequently stressed.

3. "Being absent from the job in itself was considered
valuable ... as an opportunity to mull over long

1Soronnn, *The Observed Changes", pp. 5.

2Soron|on, "The Observed Changes™, p. 40,
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continuing problems .., also to introspect and
work out apev values and purposes ... Some were
grateful for the change and rest.

4, "What was taught tends one year later to be szen

as indistinguishable from what was received from
many other sources. . ."

The B, F. Goodrich Company Study

Goodacrol describes a study which also tries to go beyond mere know-
ledge obtained from a training program and into the area of job performe
ance, The research was done at the B, F, Goodrich Compsny with the 800
people eligible for training divided randomly into two groups of 400
each, one group to serve as the experimental (trained) and the other as
the control (untrained group). Statistical "t" tests were used to com-
pute any significant differences between the groupa.z

Goodacre's results appear to have most application in the B, F,
Goodrich situation so will not be reviewed here. However, his ob-
jectives and the criteria used to measure these objectives probably
have wider application and seem desirable for inclusion here. Table 3
summariges the "Objectives and Criteria for Testing the Results of the

B. F. Goodrich Training Progrea® .3

lbaniol M. Goodacre, III, "The Experimental Evaluatiorn of Management
Trainingt Principles and Practice", Personnel, (No. 6; May 1959), Vol,
IXXIII, pp. 534-538,

2Goodacre, "The Experimental Evaluation®, pp., 536-537.

3Goodwro, "The Experimental Evaluation®, p, 538,
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TABLE 38
Objectives and Criteria for Testing the

Results of the B, F. Goodrich Training Program

Objectives « To achieve significant

: Criteria (Measure)
improvement ing

Attitudes toward the company Attitude scals
Attitudes toward the employees Attitude scale
Job satisfaction Attitude scale
Self confidence in desaling with: Attitude scale

Understanding human behavior

Decision making

Selecting employees

Developing and improving
employees

Job evaluation

Knowledge of: Achievement tests
Husan behavior
Decision making
Selecting employees
Developing and improving

employees
Job evaluation
Job Performances Ratings by immediate
Handling behavior superior

Decision making

Selecting employces

Developing and improving
employees

Job evaluation

Overall job performance
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However, a final caution is givem by Goodacre. It was his experience

that ratings by superiors wers somewhat biased by the raters knowledge

of who was and who was not trained and therefore should be viewed with

this reservation of validity.

The General Motors - AC Spark Plug Division Study

In this piece of research the "interview technique®™ was used almost

entirely, mainly to improve the various management courses being offered

on a plant-wide basis. After giving a nusber of management courses over

a thirteen year period, AC Spark Plug Division of General Motors Corpor-

ation! attempted an exhaustive evaluation via systematic interviews with

243 or 81 percent of the supervisors that had attended the various courses.

As a result of the survey, “"weak courses” were studied on an intensive

basis for possible revision, some were "abandoned completely” and a "new

approach® to the same problem was taken on still others,

The questions asked in the persomal interviews were:?

1,

2,
3.

4.

5.

"What courses in management training have you
taken in the past ten years or so? (Each super-
visor was brought up-to-date through use of his
individual training record.)

"iihat were the three most valuable courses?

"What reasons can you give for this? Why were
they valuable?

"What were the three least valunble courses?

"What reasons can you give for this? How could
they be improved?

l"Mo.mgcmut Development Program", (Flint, Michigan: Education and
Training Department, AC Spark Plug Division of Gemeral Motors Corporationj
January 1956), Unpublished mimeographed paper, p. 4.

Z'Hnnagmnt Development Program®™, AC Spark Plug, pp. 1-2,
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8, M"What is your opinion of the last course you took?

7. ™Can you give us a specific way that you have been
able to use any of this training?

8. "What can you suggest to improve any of the courses
offered?

9, "Are there any new courses or subjects you would
like to see offered?

10, "In the final analysis, considering the time, effort
and cost that management has put into this training
(a® well as your own time and effort) have we

accamplished anything? Has the training made your
work as a supervisor easier for you?”

The AC Spark Plug report makes specific mention that "all answers
were strictly voluntary®™, "The only help or prompting givem the super=
visor was to bring him up-toedate on his training record."1

While the present researcher is concerned mainly with the evalua-
tive techniques used, it is interesting that the 243 men interviewed
considered a course called "Knowledge of AC®™ most valuable with "Pre-
Supervisory” and "Supervisory Orientation®™ courses next most valuable
in that order. The "Maintaining Schedules" course was least interesting,
as indicated by the interviewees, out of the twenty courses offered and

ovnluatod.z

The Monsanto Chemical Company Study

This is an example of an effort to evaluate the effectiveness of
the Company's "problem solving" conferences, that is the conference
agenda was mainly discussing problems of current importance in the

plant,

l'Hanagmnt Development Program®, AC Spark Plug, p. 2,

ZnManagement Development Progrsa”, AC Spark Plug, p. 3.
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In an effort to get answers to the effectiveness of the sessions,
the plant used a "three-sided measuring stick'tl
1. Evaluation of performance of each conference
participant on a before-and-after basis by
each participant's supervisar,
2. Attitude surveys of tb-‘;garticipanto.

3. The voluntary attendance at the scheduled
meetings,

To evaluate the performance each superior rated his subordinates attending
the sessions on "seventeen performance factors", Appraisal of the same
factors a year later showed a "promocunced improvement in interdepartwmental
cooperation®, Tr_no later appraisal also indicated that the foremen and
other supervisors in the program increased their "kncwledge of company
policies™ and "learned to express themselves more effectively".

The attitude survey used as a part of the evaluation was to get
the participants' thinking sn such items as communications and inter-
departmental cooperation, also to get their general reactions to the
training progran. One result, according to the report, was that ninety-
six percent of the conferses believed the training was "helpful to
them" 2

Finally, on the third measure of effectiveness by Monsanto, a
close record was kepf of attendance which had been set up on a volun-
tary basis., They found "sustained interest™ in their program by the
steady upward trend in attendance from the first meeting and as the

program was continued,®

l10uis A, Allen, "Evaluating a Management Development Program®,
Management Record, (No. 7; July 1854), Vol, XVI, pp. 264-265,

2p11en, "Evaluating", p. 265.

8\llen, "Evaluating”, p. 265.
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The Meadow and Parnes Stug!

In the only study located which has to do with "creative problem

1

solving®, Meadow and Parnes report a thirty hour course which has to

do with Osborn®s? brain-storming and related methods, While the study
is performed with experimental and control groups (fifty-four in each
group) of students at the University of Buffalo, it may have applica-
tion to industrial management groups. Hlence it is included here.
Three hypotheses were tested in Meadow and Parnes' study: "The
method employed (creative problem solving) in the course would produce
a significant increment (a) in quantity of ideas, (b) in quality of
ideas, and (c) in three personality variables -- need achievezent,
dominance and self-control."
A battery of nine test measures were given to the matched experi-
mental and control groups at the beginning and end of the coursges
1, "AC Test of Creative Ability (quantity and quality)
2, "Plot Titles Low (quantity and quality)
3. "Gilford Unusual Uaes (quality)
4, "Apparatus Test (quality)
5. "Thematic Apperception Test - Originality (quality)
8. "“Thematic Apperception Test - Need Achievement
7. "California Psychological Inventory - Dominance Scaie
8. "Californmia Psychological Invendory - Solf-Control Scale
9. "Hechsler Adult Intelligence Scale - Vocabulary®™
So much for the tests as evaluative techniques. In passing, Meadow

and Parnes summarize their results: "(a) The experimental as compared

with the control group attained significant increments on the two measures

1prnold Meadow and Sidney J. Parnes, "Kvaluation of Training in
Creative Problem Solving®, Journal of Appliod Psychology, (No. 33
June 1959), Vol. ILIII, pp. 189-154,

2p\lex F, Osborn, _Egliod Imagination, Principles and Procedures of
Creative Thinking, (New York: Charl s Scribmer' Sons; 1557).

3Haadov & Parnes, "Evaluation of Training", p. 193,

%ieadov & Parnes, "Evaluation of Training®, p. 190,
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of quantity of ideas; (b) the experimental as compared with the control
group attained significant increments on three of the five mesasures of
quality of ideas; (c) the experimental as compared with the control
group showed a significant increment on the California Psychological

Inventory Dominance scale."l

The Sharp and Dohme Company Study

An interesting technique, not heretofore mentioned as being used by
an industry, is an adaptation of the "sociometric rating" applied to an
industrial training program at Sharp and Dohme, Inc, Rich? used socio-
metric ratings by the conference group as an indication of personal re-
lations within the group. He believes this msy also have a bearing upon
their work relations ocutside of the conference group, e.g. day-to~day
work communications. According to Rich some thing should happen to the
individual during his experience in the program in addition to the facts,
techniques and skills which he learns from the course content. And,
"the sociometric method seemed to offer a way of testing this belief.”

The researcher had several conference groups of fifteen persons
made up of men from four or more major divisions of the company. Each
man made sociometric ratings of his conference group. Each group had
the opportunity to rate their fellow conferees four times:

1. The "friendship test" the first day, i.e.

a. This person is one of my best friends.

b, This person is a friend of mine,

ce This person seems all right to me,

d. This person may be all right but I don't know,

lyeadov and Parnes, "Evaluation of Training", p. 193,

2Jooeph M. Rich, "Measuring Supervisory Training: The Sociometric
Approach", Personnel, (No. 1, January~February 1952), Vol. XXIX, p. 79.
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e, This person I would not enjoy having as a
friend,
fo This person I would not want as a friend
of mine,
2. The "work companionship test" the aecond day, i.e.
substituting "work companionship" as a criteria for
judgment instead of "friendship".

3. The "friendship test"™ repeated next to the last
day of the fifteen conference series,

4, And the "work companionship test" repeated on the
last day of conferences,

Results of the first two tests were reported back to the group members
during the second week of conferences in such a way so that each could
tell hov the group felt toward him but could not identify other conferees!
results on the ratings,

Without going into detail reporting the specific results of Rich's
evaluation and the positions and changes of various members as the ratings
were made, Rich's conclusion that "the sociometric method had been shown
as a useful tool in gauging group atmosphere and in msasuring soms aspects
of group development "is sufficient to indicate the possibilities of this
technique, Rich says that perhaps this technique can be used to "...help
predict the future success of an individual in getting along with others
on the job?!?® Or perhaps "...those who are not readily accepted can be
helped to gain acceptance and thereby make themselves and the talents
they possess more useful in the organisation?"l

"lLearning,” submits Rich, "which takes place during the course is
by no means limited to the topics scheduled for discussion., The other

changes which take place may have an even greater influence upon the

lkich, "Measuring Supervisory Training", p. 83,



(L

quality of supervision and the quantity of production. These changes

are primarily in the area of group relations,"™ concludes Rich.1

The Savitt Study

In quest of the effectiveness of management education and develop-
ment in a government organisation, Savittz utilizes a before and after
questionnaire for evaluative purposes. Although the study was in a
government organization, the evaluative techniques would likely be
applicable to industrial situations and thus desirable for review here.
In this instance the sample for study was thirtyeseven middle-manage-
ment level people representing engineering, accounting, administrative,
maintenance, police and educational govermmental functions,

Savitt3 administered a questionnaire on the first day of the
prograr and a like questionnaire at the end of the ‘ten-week program
to determine the increase in "knowledge of management principles and
practices®™, Additional information was obtained from the conferees
with respect to age, formal schooling, supervisory and administrative
experience and mental ability (Otis test),

The findings of Savitt4 are summarized in Table 4,

1Rich, "Measuring Supervisory Training", pp. 83-84,
2orris A, Savitt, "Is Management Training Worthwhile?", Personnsel,
(No. 2; Septenber-Octobor 1957), Vol. XXXIV, p. 79.

Morris A. Savitt, "The Retention of Management Training"”, Journll
of the American Society of Training Directors, (No. 2j February 1
P. 28,

3Savitt, "Is Management Training Worthwhile?*, p., 80,

‘Savitt, “]s Management Training Worthwhile?", p. 82,
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Effect of Various Factors on Test Scores of Trainees

Group with Significance
Factors Previous No Previous Between of Difference
Compared Training#  Traininge Groups (t® test)
13 Men 24 Men
Quiz Score
(Huo 90)
First Test 58.9 53.7 5.2 Significant
Second Test 67.5 61.7 5.8 Significant
Improvement
in Score 8.6 8.0 Significant
Age w8 40.0 39,5 «05 Not Significant
Formal Edu=-
dations® 15,6 12.2 3.4 Probably Significant
Administrative
and Supervisory
Experience#» 12,0 10.3 1.7 Not Significant
Mental
Abilitysee 63,0 48,0 15.0 Highly Significant

® Figures given are averages for the group,

% Years,

#*8¢ Otis Gamma raw score.

According to Savitt's use of the "t" test, the difference between

the test scores of the two groups, both on the first use of the test

and the second use, was significant.

But this significance is not

likely because of the "age" or "administrative and supervisory®™ factors,

More likely, the difference betwsen the two groups' scores was due to

“formal education®™ and "mental ability" which turned out aignificant in

Savitt's expariment,
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And finally, following Savitt's conclusions, which he indicates
are highly tentative, "intelligence™ and "maragement training® had
greater influence on learning as indicated by the "management principles
and practices®™ test scores than did "formal education", while "age"
and "job experience" apparently had none 1

Summary
1, Management education and development programs receive formal
or planned attention in most companies, large and small, and
are provided for all levels of managenent, as revealed in
industry-wide surveys by the American Management Association?

and Dun's Review and Modern Industry Haggzino.s Fifty -five

percent of the surveyed industries are quoted as being
"very pleased" or "satisfied" with the results of their
training,

Significantly, courses, canferences and meetings of various
determination are relied upon heavily as the method of
management education and development in these industries.
At the time of the surveys, "people-centered®, "money-
centered”, and "overall®™ type management courses were

most offered as subject matter in these industries® pro-

grams,

ISavitt, "Is Management Training Wor thwhile?", p. 82,

2Current Practices in the Development of Management Personmsl,
(New York:s American Hanagement Association; 1955), P. 5.

3"I)ooo Management Training Pay Off?", Dun's Review and Modern
Industry, (No. 11; November 1959), Vol. LXXI, Unpaged reprint,
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2, Kuneryngerl in his survey of purposes of university programs
for industrial management people concludes that the "broaden=-
ing™ and "group association™ concepts are the "outstanding
values of university programs®, While these university programe
do not produce managers or executives, they do sharpen talents
and are frequently used to supplement in-company programs,
it was reported. A more detailed Opinion Research cor'poz'ut:lon2
study on university programs for management people concurs with
Kuneryagers that the overriding objective of the company use

of these programs was to instill ",.. a new breath of vision",

3. Few stuiies were located which gave an industry-wide picture

of evaluation practices, None were comprehensive in the

sense of covering adequately specific evaluation practices.
Most revealed only miscellaneous data and indictments about
the lack of evaluation,

A Bureau of National Affairs® questionnaire found only one-
fourth of the companies surveyed using specific training
evaluation techniques. Another American Management Associa=-

tiond study revealed company "satisfaction"™ with management

1S. G+ Huneryager, "An Evaluation of University Executive Programs®,
Journal of the American Society of Training Directors, (No. 3; March 1960),
Vol. XXIV, pp. 37-42.

ZGettin Real Value from Executive Development Programs at Univer-
sities, Opinion Research Corporation, (1958), pp. d4-35, -

3Huneryagor, "An Evaluation of University Exscutive Programs; pp, 37-42,

4Foreman Training, Bureau of Natiomal Affairs, Inc., p. 11,

SwResearch and Information - Evaluating the Results", Management
News, p. 8,



79

education programs but indicated their opinion was based

on evaluation methods they considered inadequate. Mahlerl
found that about "one in ten" companies used any systematic
research to find out vhat training was necessary, only

"one in forty" studied the merits of their training methods,
and the "big majority™ of the survey indicated they used

"somebody’s opinion” as to the effectiveness of their training,

4, The evaluation of "human relations"™ type management programs

apparently is a favorite with industrial trainers. Several
varied attempts are reported in the literature., The fore-
most located, in terms of elaborate research procedures
used and most often cited in the literature, was the Ohio
State - International Harvester Companmy study by Fleishman,
Harris and Burtt?, They used a 150 item questionnaire de-
signed to measure leadership attitudes in foremen. The
questionnaire was given before, immediately after and some-
time after the training program to the control and experi-

mental groups,
The Bell Telephone Company study by Stroud3 was similar to

the Ohio State study in the research techniques used and

in that attempts were made to ascertain improved performance

lPsychologists Give Management™, Business Week, pp. 106-107,

%8dwin A. Fleishman, Edwin F, Harris and Harold E,. Burtt, Leader-
ship and Supervision in Industrys An Evaluation of a Supervisory Program
olumbus, Ohio: Ohio Stat En*versity; 1955), pp. xii and i16.
schgy V. Stroud, "Evaluating a Human Relations Training Program",
Personnel, (No. 6; Novewber-December 1859), Vol. XXXVI, pp. 52-60,
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and organizational effectiveness resulting from the training,
But both studies concurred in the inadequacy of the "self
rating® type of test directly after a program to determine

increased performance and effectiveness,

The Ohio State Study1 wvas interesting in that four external
organigational criteria ("absenteeiam, accidents, grievances
and labor turnover®) were used as a measure of improved or-
ganigzational effectiveness. A Detroit Edison study reported

by Seuhoro2

» on the other hand, used a morale survey with
extensive "feedback"™ to trainees, their supervisors and other

employees, as a measure or organizational effectiveness,

Kirkpatrickd tested the results of his human relations training
program for foremen with "comment sheets" after the program -
to reveal their "feelings"™ or like of the program. Pre and
post test scores on a "human relations test"™ were used to
ascertain increased knowledge from the prograam., And correla-
tion of these "test" scores with job performance back at the

trainee's company was performed ~- but with apparently incone-

lFleishnAn, Harris and Burtt, Leadership and Supervision, pp. xxii
and 110,

zStanley E. Seashore, The Training of Leaders for Effective Human
Relations (Paris, France: United Nations Educational Sclentific and
Cultural Organization; 1957), p. 43,

3Donnld L. Kirkpatrick, "Evaluating Human Relations Programs for
Industrial Foremen and Supervisors®, (Madison, Wisconsin: Unpublished
Doctoral Thesis Submitted at the University of Wisconsin; 1954) p. 144,
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clusive relationships. Soik' sl study at the Allen Bradley
Company was patterned after Kirkpatrick's with the addition

of "group participation® as an evaluative indicator.

To evaluate the effectiveness of training administration and
training methods and to determine future training needs, the
Proctor and Gamble Conpanyz employed a systematic and intensive
interview program with foremen candidates and with the candidate's

supervisors,

In the last human relations training evaluative attempt located,
Osterberg and Lindbom3 used a delayed questionnaire, (three
years after program) sent to program participants, in an

effort to deteraine any lasting behavioral or organiszational

change resulting from the training,

Se Several other evaluative endeavors with management training
and development programs, other than university conducted or
"human relations"™ type, were noted in the literature. Three

studies available, two from the Gemeral Electric Company4, and

1Nile Soik, "An Evaluation of a Human Relations Training Program",
Journal of the American Society of Training Directors, (No. 3; March 1958),
Vol. XX1Y, pp. 34-49,

Nile Soik, "An Evaluation of a Human Relations Training Progras,

A Follow Up To", Journal of the American Society of Training Directors,
(No. 7; July 1958), Vol. XXII, pp. 31-33,

2Seashore, The Training of Leaders, p. 43,

3Hosloy Osterberg and Theodore Lindbom, "Evaluating Human Relations
Training for Supervisors®, Advanced Management, (No. 9; September 1953),
Vol. XIVIII, pp. 26-28,

44errihue and Katszell, "ERI - Yardstick", pp. 91-99,

Sorensen, "The Observed Changes Enquiry", p. 48 and appendices.
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the other performed at the B, F, Goodrich Companyl, reported
attempts to measure changed behavior or improved performance

as a result of management training. In the one case an ine
tricate composite index of various personnel statistics was used
as a basis of evaluation, The second attempt utiligzed con-
trol and experimental groupings and series of questionnaires,
one year after the program, to the program participants, their
peers, those they supervised and the participant's supervisors,
The Goodrich evaluators similarly used questionnaires, btut

only those ratings by superiors., Additionally, a series of
participant attitude and achievement tests were employsd in

the Goodrich study.

SavittZ went into an involved experiment to measure increased
knovledge, as a result of management training, and then in-
terestingly correlated before and after test scores with the
participants' age, formal education, supervisory experience

and tests of mental ability,

The Monsanto Chemical Conpcny3 held a series of "plant problem"
conferences which were also considered training ground for the
participants, Evaluation techniques included the superiors'

rating of participants' performance on the job on a before and

Goodacre, "The Experimental Evaluation", pp. 534-538,

2Suvitt, "Is Management Training Worthwhile?", pp. 79-82,
L

Savitt, "The Retention of Management Training®, pp. 28=38,

3Allen, “Evaluating a Management Development Program", pp. 264-265,
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after basis, a participant attitude survey, and attendance

at the voluntary conferences,

Rich's studyl at the Sharp and Dohme Company provided an
interesting adaptation of the "sociometric® technique. Con-
ferees rated each other, Through a system of confidential
interviews, where the results were revealed to each participant
individually, and through continued inter-reaction in conferences,
the leader attempted to improve inter-personal relations of the
group, inside and outside the couaference room. Improvement
resulting from the conferences was noted on repeat "sociometric"

ratings during and at the end of the program,

Meadow and Parnolz

report the only experiment located which
strives to measure results of a "creative problem solving"

course marde popular by Osborn3 and his "brainstorming® pro-
cedure, Experimental and control groups were employed with

a battery of nine test measures including tests of creative

ability, apperception and intelligence,

And lastly, the General Motors - AC Spark Plug Division Study‘
was the only piece of research available which reported an
attempt to comprehensively evaluate a mmmber of management

courses given over several years on a plant-wide basis,

1‘Rich, "Measuring Supervisory Training®, pp. 78-84,
24eadow and Parnes, "Evaluation of Training, pp. 189-194,

303born, Applied Imagination, Principles and, pp. xxiii and 379,

4'Hanago-.nt Development Program®, AC Spark Plug, p. 14 and appendices,
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Extensive use of structured personal interviews with the

participants of the various programs was the evaluative

technique in this case,

This chapter reflects the many evaluative techniques used by industry.

It also shows the lack of standard mgthods used in evaluation., In the
examples cited the standard objective criteria and the evaluative techni-
ques are not complete, but reflect the piecemeal approach outlined in

the first part of this study. It is interesting to note that many ine-
dustries are evaluating supervisory training, but that such evaluation
cannot be termed valuable in establishing training objectives. None of

the industries studied used performance appraisal with standard performe

ance criteria as a basis of evaluating of training,



CHAPTER 1V

This chapter will deal with the conclusions drawn from the .fore-
going chapters. The purpose, principles, techniques, methods, and
results of evaluation will be reviewed. In addition, a standard eval-
uative technique with proposed evaluation criteria will be discussed.
It is to be noted that the basic areas of responsibilities and the
general characteristics of tholsuporviaor are intended as guides to
effective supervisory appraisal in evaluating training which the super-

visor has been given.

Conclusions
1, Generally the authorities in the literature of evaluation, agree

that the basic purpose of evaluation should be to improve and

achieve effectiveness in training,

2, These principles, or guide-lines, should be considered by the
evaluator of industrial management training programs:
a. Evaluation usually offers the greatest potential
benefit if conducted over a period of time and
‘a built-in part of the total training process,

be. Programs with specific objectives can most easily
be evaluated,

ce. Variables which may influence the results of evalua-
tion should be isolated and taken into consideration.

85
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3., Evaluation of management training programs should be performed

by an orderly, yet flexible, process, These steps are recommended:

b,

d.
Q.

f.

Define the problem to be studied or evaluated,

Re-define or formulate into measurable terms the
objectives the training is to accomplish,

Identify a measurable or test situation where
changes may be noted.

Apply the measure or evaluative method,
Analyge and interpret the results,

Improve or modify the management training program.

4. A comprehensive evaluation of a management training program is

encouraged. Evaluation endeavors at several of these levels

will provide evidence upon vhich improvements or greater effecte

iveness

b.

d.

of programs might be achieveds

The method of presentation of the training program,
e.g. evaluation of conference techniques, conference
leaders,

The participants' progress during the training pro-
gram,

The feeling of participants about the training pro-
gram,

The learning of participants as a result of the
truinIng program, e.g. certain management princie
ples, supervisory knowledge,

"The behavior of participants as a result of the
training program, e.g. different actions back on
the job resulting from the program,

The results, effect or impact on the group, inter=
group relationships or organization as a result of the
training programs,

5, Management training practiticners in about half the industries
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reporting, are awvare that effective evaluation is a continuous
process as the theorist suggests it should be. The companies
report that they do plan for and perform evaluation of some
focus or purpose and with some method regularly before, during,
directly after and some time after their management training

and development programs,

In the experiments reported in the literature concerning the
evaluation of management training and development programs,
several evaluation methods appear workable with, of course, the
inherent limitations various situations may present. In most
cases, the evaluator should seek to isolate all "contamination"
factors vhich may influence the result of using any of the
following methods,

a. Some form of test, designed to measure the course
or content material to be imparted as a result of
the program, given before, during, immediately
after and some time after the program. (However,
there is some indication in the reported studies
on "human relations® programs that the "self-
rating® type of test given directly after a pro-
gram has serious inadequacies in determining in-
creased managerial performance or effectiveness
as a result of the training.)

b, £xternal organizational criteria, e.g. absenteeism,
accidents, grievances, labor turnover, as a measure
of improved organizational effectiveness as a
result of ths management training program.

ce Horale, organizational attitude or communications
type of surveys to detersine improvement in the
participants' work groups.

d. "Comment™ questionnaires of various designs after
the program to ascertain the participants! like
of or benefit fros a program,
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e. Group participation and/or the attendance at a
series of conferences which are held on a volune
tary basis,

f. Systematic interviews with program participants
and/or their supervisors on the merits of the
program,

ge Systematic observation of the performance of the
management person back on the job after the pro-

gram,
h, Tests of various designs and purpose given on a
before and after basis, to control and experi-
mental groupings,
i« A composite index of selected personnel statistics,
the index movement intended to correspond with
the desired changed behavior or improved performance
of the managerial group as a result of their
training,
Je Control and experimental groupings along with a
series of related performance inquiry type question-
naires, one yecar after the program to the partici-
pants and/or their peers, those they supervised
and the participants' supervisors,
As revealed in this study, questionnaires of various design and
purpose are the most often used wethod of evaluation, GQuestion-
naires designed with the purpose to assess the feelings or like
of a program end the benefits of a program are the type most
frequently used. Most questionnaires are givem to the particie
pants or manager in the program. Somewhat in less usage is the
type tc be filled out by the managers' supervisors, Aud a

very few ever are used to question the managers' employees or

the managers' superiors,

Course material information tests are also frequently used on

a before, during and directly after the program basis, but
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11,

12,

13,

rarely used some time after the program to determine the

lasting effects, if any, of the training program,

Group participation and/or attendance at a voluntary series

of conferences is often used as an evaluative measure,

Systematic observation of participants' actions on the job
after the program is also frequently used as an evaluative

method by the companies represented in the survey.

Hovever, a number of the other evaluation methods and research
techniques expounded in the literature are infrequently used,
as revealed by this study. They are:

a. Check of consumers' attitude toward service or
product rendered by participantsa' departments,

b, Control and experimental groupings.

c. Morale, organizational attitude or comsunications
surveys in the managers' work groups,

d. Use of records on absenteeism, accidents, grieve
ances, labor turnover and the like in the partie.
cipants' departments,

No companies offered revolutionary evaluative ideas or research

methods other than variations of those found in the literature,

Few published studies could be located which attempted to give

an industry-wide picture of evaluation practices or status of

evaluation, None were comprehensive in the sense of covering
adequately the methods or effort in the area of evaluation,

But all seemed to be using inadequate data and publicizing



the allegedly found general lack of effective evaluation of
rmanagement training programs., On the contrary, this more
comprehensive study, in terms of evaluation practices and
effort, shows industry is engaged to some degree in evalua-
tion activities and is somevhat cognizant of what effective

evaluation includes,

14, Indications are that at least a static position will be main-

tained and perhaps even a slight increase in evaluative effort

will be made in the future, Many industries reporting the
higher amounts of time and budget for evaluation, plan also

to increase their evaluation activities in the future,

Submission of a New Evaluative Method

Based upon the conclusions drawn from this study, a new method of
evaluation will be developed. With due consideration of the evaluative
methods now in use and of the theoretical aspects of evaluation, at
this time a standard method of evaluation, appraisal and potential
growth will be presented. Although this method may not be the answer
to all evaluative situations, it will be a systematic approach to the
improvement of performance by the first line supervisor through the
use of effective training with the desired attainment of company ob-

jectives,

Evaluation Criteria
Throughout this study reference has been made pointing to an

objective method of evaluation based upon appraisal of performance
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in specific areas of a supervisor's position. Yoder suggests the most
frequent objective criteria of evaluation to be:

1. Increased output,

2, Reduced time to turnm out a unit of production,

3. Reduced training time,

4. Reduction in scrap, breakage, and supplies used.

5S¢ Improvement in quality of output,

6, Improvement in morale,

7. BHeduction in absenteeism, grievances, turnover and
accidents,

8. Reduction in overhead and/or burdcn.1

With these criteria in mind let us review a synthesis of responsibil-
ities and characteristics listed in Chapter I with the thought of using
these responsibilities and characteristics as the basis for performance
appraisal and as a method of objectively satisfying the criteria of

training evaluation,

Supervisor's Responsibilities Objective Criteria

a. Employee Relations 1, 2,3, 4,5, 6, 7
b, Maintenance 1, 2,4, 7, 8

ce Quality 1, 2, 4, 5, 8

d. Production 1, 2, 3, 4, 8

e. Inventory 4, 8

f. Costs 1, 2,3, 4,5, 7,8

1pale Yoder, H, G, Heneman, Jr,, John G, Turnbull and C. Harold
Stone, Handbook of Personnel Manapement and Labor Relations, (New York:
McGraw-H111 Book Company, Inc.; 1958).
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It is easily noted that appraisal of the standard basic responsie
bilities of a first 1line supervisor will satisfy the objective criteria
established to evaluate training, This is not to imply this is the
only method of evaluation, but it does give the evaluator a systematic

approach to the problem of training evaluation.

Job Specifications

The first line supervisory job specifications if analyzed closely
and condensed into a basic form will reflect the synthesized basic
responsibilities which are to be used in performance appraisal, Together
with the basic responsibilities are the general characteristics to be
used in evaluation as outlined in Chapter 1. Although appraisal of
such characteristics is not of primary concera in this study, it is
the intent of the author to show that changes in this area of the
supervisor's qualifications will reflect potential danger signals
which may be overcome., The appraisal of these characteristics with the
appraisal of performance in responsibilities will give an overall picture
of potential growth and promotability, They may also be used as a
means of determining training objectives,

Thus we have established our basic standard criteria for performance
evaluation including the basic responsibilities and characteristics,
The relation between performance appraisal in these areas and the
evaluation of the training to increase proficiency in these areas

then becoms a standard tool to be used by an evaluator,

Basic Responsibilities

The basic responsibilities to be used in this method of evaluation
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and appraisal are:
1. Employee Relations
2, Maintenance
8. Quality
4, Production
5. Inventory

6, Costs

General Characteristics
The appraisal of the following characteristics complete the first
objective of performance attainment,

1. Cooperation

2. Initiative

3+ Ambition

4, Decisiveness

5. Self=control

6. Dependability

7. Manner

8. Self-expression

9, Job Knowledge
10, Plan and Organize
11, Selfeimprovement

12, Delegation

PERFORMANCE APPRAISAL

The objectives of the Performance Appraisal are:

To evaluate the performance of each management employee
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to serve as a medium for (a) performance on the job,
(b) improvement of present performance, (c) determining
possible training areas, (d) determining individual
developmsnt neceds, (e) evaluation of training, and (f)

potential promotion capabilities,

Perforsance Improvement Through Experience
Training and Development

If performance is below the established standard, a number of
methods may be used to raise the proficiency in a specific area. Among
the methods utiligzed are training, development, or experience, Under
Training would come supervisory trainee programs, technical courses,
management courses and other specific programs. For consideration under
the Developmsnt method would be coaching on the present job, self-
improvement, rotation on other jobs and combinations of these approaches,
Experience factors for improvement may be technical, operating, admin-

istrative, or all three,

Overall Performance
A general view of how the supervisor is doing his present job is
helpful in the determination of promotability, of potential achievewent,
and possible replacements in case of promotion or transfer. Although
this study is primarily aimed at an evaluative technique of Training,
the relative importance of recognizing certain performance aspects of

the supervisor cannot be overlooked,
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The Three Appraisal Methods of
Evaluating Training

In the first chapter reference was made to the groups who were
used to define the supervisor's job., Since we have used these groups
to define the supervisor's job it seems relevent %0 use their services
in evaluating the performance of the supervisor. In this proposal the
following groups will be used:

1., The Supervisors themselves

2, The Staff Departments

3. The Supervisor's immediate supervisor
At this point let us consider an example of how this evaluative method
will operate,

The Performance Appraisal of a supervisor by his immediate superior
in consultation with various staff departments will give the administra=
tion of training and development a review of the supervisor's performance,
If it is felt that improvement in performance is necessary in the area
of basic responsibilities, then the training administrator will determine
the program to bring performance up to the acceptable standard., In
this example the supervisor has been rated substandard in the basic
responsibility of costs, His irmediate superior after consulting the
Accounting Department has found that cer tain cost reports are not pre-
pared correctly., In addition the effective use of personnel is below
standard, Waste control and quality are not up to the acceptable
standard, With this information the administrator advises the supervisor's
immediate superior as to the action to be taken. In this case a training

program is to be started which will cover the areas rated low on the

appraisal,
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In this study it is not important to determine the training obe
jectives but it is necessary to evaluate its results, For the purposes
of this example we have:

l, Through the Selection Process determined the
trainable supervisor,

2, Evaluated present performance,

3. Assumed that the training program was adequate
to improve performance,

4, Assumed that the supervisor was cooperative and
willing to learn,

During the training program, the supervisor's evaluation of the
material and techniques will be acquired through tests, surveys, and
conferences, However, the merits of the program are not to be derived
from the supervisor's evaluation, This evaiuation will be used as
information and criticism of the present training,

The most important evaluation will be made upon the completion
of the program, and this will be a performance appraisal by the
immediate superior, and the appraisal by the staff department which
gave the information concerning low performance rating, Im both
appraisals the basic responsibilities as ocutlined in this chapter will
be used. The immediate superior will use the same form with the same
responsibilities and characteristics as outlined., However, the staff
department will be required to rate the supervisor's performance in
the areas where thay ars in direct contact with the supervisor., In
this example the staff department would rate performance in the pre=-
paration of cost reports, personnel utilization, waste control and
quality, Since the program was directed toward improving performance
in these functions, the rating will provide management with a means

of evaluating the training, Also the supervisors immediate superior's
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appraisal should reflect improvement in the basic responsibility of
costs,

This example although very simple gives the general method of
evaluating the effectiveness of training. The development of the
forms to be used in the appraisals will be the responsibility of the
training administrator, and the only control of the forms will be the
inclusion of the basic responsibilities and general characteristics of
the supervisor on the form to be used by the irmediate line superior,
All other forms will be related directly to this performance appraisal,

As pointed out in this example the evaluation is based upon ob-

jective criteria and specifically upon improved performance,

Follow=Up

Now that we havie evaluated the training immediately after the
training, the followeup procedure must be started, Training men have
learned that with the use of objective criteria in evaluation there
may not be immediate improvement in performance and the formuilation
of hasty conclusions concerning the inadequacy of the training may not
be founded in fact. The follow~up appraisals are necessary to reflect
factual improved performance, The training - improvement lag may
result from the lack of actual incidences which would require the use
of the recently assimilated training skill and knowledge., Therefore
a check must be made through the follow-up forms,

Followsup of training should be a continuous process, Not only
are we interested in the evaluation of training given to correct certain
inadequacies, but also as a means of spotting other areas of substandard

performance,
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