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- ] ABSTRACT-

]

Business and industry ere committing ever increasing amounts to educae-
. ‘ .
tion and training both withim andayithout their organizations. 1In the last

few years, the number and vﬁnJaty of thede learning activities have grown

s N &

substantially. Historically, these activities have been ;ubordinate to the
personnel or HRDTfunctioB but they are now emerging as an important mana-
gerial responsibility because of the expenditures being made and their

importa?ce to the fndiv;dusl snd to the company. ) .

,

Thia.ia a study of one company's axperlé&ce over A three year period as
'3} perta&ps'to education and traiﬁing. It waps found t;at there ;aa a major
need for an organized approach té all learning ectivit}es~within an organf-
 zation a;d that they must accommodate itse lung~ra;ge plan as well as Fhe

requirements of the individusl in a dynamically changing technical ‘and eco-

nomic environment. Based upon the findings of this study, there is a dis-

' @
tinct difference between the educational /administrator in a school and in s

¢

corpordtion and in addition, the competencies required of 8 corporate educa-

tional administretor were identified.

The positioning of the corporate adminietrator in an oiganizatiunal

context remained unresolved.
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ffaires s' ngagent h débourser continusl-

- L'industrie et le monde des

lement et de pra en plus pour les édtudes at/la formation tant & l'intérieur

qu'h 1'extdrteur de leur Erganiaa ion. Au,cohrs des dernidres anndes, le
) . .

acti itéé ont pria'une axtension considérable.

|

, !
Dans le. passé, ces activités staidnt plutdt|adressdes a

nombre et la diversité de.ces

seryice du persont

K

=

kdéboqpeée encourus et de leur importance & |1'égard ‘de |1'individuret de la

h v

-

compagnie. .
e
!
¢ ’ “ ‘?{‘“
A . -

L'éfude, dont il est ici question, porte sur les expédriences d'une

On caonatate principale-

3

compagnie échelonnéde sur une période de trais ans.
ment la nécessité d'orgeniser dee méthodes d'approche pour ces activités de

formation A 1'int6rieui d'une organisation. Basé sur les résultats de

? )
1'étude, on est arrivé & la conclusion qu'il .y 8 une différence marquée
entre ‘le directeur des 4tudes d'une dcole et celui d'une cdrpprgtion. De
plua, les cdmpétences requises d'un directeur des études ont 6té établies.

A
r

¢ Le poate de directeur corporatif des études & 1l'intérieur de l'organi-
, P t
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sation reste encore & définir.
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o ‘ INTRODUCTION ' o

° M L3

.
A
. .
.

.01 The debate on company beaed education

¢ ) s .

» ay

During the nine%een sixties and early nineteen aJventiaa the debate

raged: “Should 1nddatr} educaté?" Both sides arqued strenuously in support

3
, ~ of their positions and drew on all kinds of experts to uphold their argu-
ments. Harder maintained that the corporation was and“has been an educa-

tional institution:

"The role played by the American Corporation as the generator of
economic growth and the provider of materisl beneﬁita is widely recog-
\ , nized and génerally accepted. But less noticed is another essential

v role: the corparation as a contributor to social values. In our soci-
ety the ultimate measure of the worth of any institution - and e test
of its sirvivael - continues to be the contribution it makes to fhe wel-

o fare of the individuel humaen being. So it is with the corporation,
Today a new generation of corporate management faces the chal{lenge of
making 8 difficult adjustment once again in an era of pervasive\and ac-
celerating change and complexity thst is unsurpassed in the history of
man. As the American business community has repeatedly demonatrated
over the yearas, the challengs of changes can only be met by developing
new attitudes, by training for new skills and by ‘instilling new
learning - in a word, by education. Today's education challenge to the
corporation reflects the scops and intensity of the impending changes,
and the response must be proportionately immenae and penetrating".1

-

i

On the other hand, Robert Townsend stated in his book "%p the’

*
~

3

Organization":

” 1. Howard C. Heﬁger, "The Corporation: An E£ducational Ins%itution," from
( . Preparing Tomdorrow's Business (L#asders Today, Peter F. Drucker, ed.,
- (New Jersey: Prentice-Hall, Inc. 1969), pp 95-96

.
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“ &
"Fire the Treining Departaent - we have no need of them - we have

no need of encouraginp a kindergartan.”2
. ’

7’

The argument is now past, and it has been won. overwhelmingly by those

ry

in the affirmative.’ It is no longer should induétry educate but how and

-

N u

<02 The growth in company educatioh and training involvement
- [

~

. - L g
by 'how much!

. )

~ .
.

In the United States the growth in coﬁqany educational and training

.

programé is widespread and & dominant trend. Although public and para-

~

public organizations as a rule .donate more time, money and staff to traeining

]
than does the private sector® npevertWeless Katherine *Beal atates that:

->

"Employese education sponsored by business and industry hﬁ& itself become big
Meart®
business. It now represents a substant§al part of the nation’s system of
) [}
higher education”". In 1978 approximately four million Americans were parti-

w
cipating in courses within their company on working time and almost one mil-

k4
lion more were enrolled in company courses ‘during the off-hours. The total

~ e

2. Robert Townsend, Up the Organization, (London: M. Joseph, 1970) p. 89

3. Linda Sue Troman, A Descriptive Study of Training Programs in Selected
gusinesses in Centrsl Illinois, Doctoral Thesis 1979 University of .

Illinois, 320pp.

4. Margaret Jean Wheatley-Pesci, Equal Employment Opportunity Awareness
Training: The Influence of Thesories of Attitude Change and Adult
Learning in the Corporate Setting, Doctoral Thesis, 1979, Harvard

University 174pp.
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direct cost of these activities has been estimated in excedas

«

dollars,” .

~

~

~

a3y wor o sy n

B

. ‘& L .‘.

1

of two billion

. - . ~/
Individual industries are apendina vast sums on broader educational and

developmental p!rograna for their employees.

)

LY
billion annually on traihing end AT & T and IBM each spend over $3/4

General Motors budgets $1

1

billion., - It is expected that the r;wney allocated for training and education ,

will nearly, dodble between 1976 and- 1982, and that mansagement training

£ '
)
‘departments will grow by some 80 pgrcent.$

3 < ‘

B

°

v

Another indication of the growth of interest and importance of educa- -

"

-

tion in business is. the noteble increasé in the member@jg in the American
3

Society for Treining and Development: the membership is now over twenty-one

thousand having averaged an increase of 15%

years7.

4
-

.03 Growth in Canada

per year over the last- five
(f"

RPN

2 i

The trsnd in Canada ie upward es well which ia reflected in the variety

and number aof workshaps and courses in businias subjectsg

universities and colwea.

s

5. Checkpoints

Katherine Bedl, "Iwenty
Management Focus (New York:

,November-December, 1979), p. 49

6. Diane Gayeski, "Educating the
Development Journal, August 1981, p. 80
7. National Report. for Training and Development, Vol. 7, no. 4 Publjcation

Training Profesaionsgl,”

1

offered by most

5

for Effactive ‘Educati_gn,"

Peate, Marwick, Mitchell & Co., :

. i

Training and

~S

'
!

; of the American Socisty for

1981, p.3

o g . JO— R

Training and Development,

Februsry 20,

n
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The Financial Post has estimated that Canadian business spsnt over &40

Imillion dollars in 1979 for- ot aide traininga. With inflation anv:'l.growth

é/uw,

Ll

educaticnal ajid. ) ; o .

- ' \
. .04 Reesons for business invoelvement in treining and education

) o

added, a conmservative figure for 1980 would tup‘45 million énd there is no

sign of it abatirMg. This represents only-a -amall part of ?h.e total number
\ . N ,

of people taking part in company s'pcmsorsd’i:ra.ﬂining.~ Many mors are partici-

pating dn in-house training as well as taking advantage of co?ap:mg funded

G . LI . o

.
“

'}

; [ 0 "
v !

o
\ -

4

There are a- number of pressing reasans why Canadian industry is bgai‘,irvg
] .

"
>

!
the cost for employee education and training in an ever increasing way.
\ - N
E] > \ . ‘ .. & 3 ’ o -

"Throughout North America t\he're;via a fundamental change in the indus-

-

trial base taking: place'i‘esulting in @ shift in the ®economic dtructure. The

service sector is growing in importance and is prpspering ‘at @ time When

v
- o °

- v ’ ‘ v - N
other more traditional industries are elther in\tha dol’druu}ﬁ or in a state

-

\ - .
of deep recession., This is particularly true of Canad which 1is ao

J M

dependent on resource industries and on 'branch operationa., An increasingly

larger éhare of- the gross national product dis bginq‘taken by all ‘levels of , .

government to the detriment of private investment. There is groding

interﬂ?@:\a by government in an ever widening range of'v business activities

~ H . o

(4 e . .

< S

- -

8. Jemes L. Smith, "How to Decide if Traiping is’ the Anawer toc 8 Staff
Problem,"” The Financial Post, (Toronto), January 13,%1979, p. 11

0 ‘ .
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and the lack of consensus on a national economic policy further complicates

’
i

a rapldly deteriorating and unstable situation.

On top of these difficulties Canadian business muat struggle with tech-

L

G B
nological changes and foreign competition that are unprecedented in the his-

-

tory of mankind. These conditions are affecting avery Canadien enterprise.

Tadey Canadian businessamen nust cope with a bewilderingl number of factors
. -

4nd in an environment of growing uncertainty they must manage, take

.

decisions and act. All levels of management are affected and involved. The
N .
‘aurvival, and growth of every ‘tanadian enterprise \in this day and age de-

pends largely on the capacity of its management to develop plan(s and make
decisions of the highest order. Survival and growth rest on the qt‘mlity of

these actions. Although these external events are placing ever ipcreasing

o
7

demands Jpon management, the inability of a company's’gexecutive to react

effectively to them will result in the demise of their businesa-r
< v
Mo"\
AN

Ten years ago,f Zand predicted that many organizations would become
N

"particularly vulnerable to managers who wield power and who are knowledge

incompetents."9 This prophes;} has become true. The majority of industries

/
are being helfi/baéik in implementing the latest robotic technology because so

have thes knowledge to apply it efficiently and effactively.1°

@

~ ' o

>

4

‘ Y
9. Dale E. land, "Managing the Knowledge Organization,” from Preparing
Tomorrow's Business Leaders Today, Peter F. Drucker, ed. {New Jersey: -

Prentice-Hall Inc. 1969) p. 132
. t

10. "Filling the Gap in Robot Training," Bueir;eaé Week, (New York:
McGraw-Hill Ine.) February 15, 1982, p. 52H ] ]
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.The impact of computerization is only naow being experienced by the large

majority of Canadian businesses. With computerization will come quantita-
\.tive methods based on mathematicsl concepts not commonly wused before in
business. Furthermore, these quantitative methods will impose a discipline
on all menagers where guestimates and "crystal ball"' methods were adsquate

)

In the past. " Few manaegers are equipped to handle quantitetive methode and

{
must be trained to do so. Vandell states that a company must bulld analy-

tical and quantitative competencies in a broadening number of management

areas to be successful In the future'!,

I

I3

On the horizon, further acceleratiog the rate of change are new forms

4 .
of communication which will radically transform all methods of carrying on

business. Video phanes, and "in-casting” will substantislly alter selling

[y

and merketing methods. Multi stage computer networks will contract billing
and payment time so that all transactions will be asimultaneoulsy cargied
out. Tlo protect their capital and manage a satisfactory return, businessmen

will be forced to forecast and monitor cash flow with an dccuracy far sur-

v

passing todays standarda'Z,

* ,Adding to the complications caused by economic uncertainty and techno-

logical change are those induced by energy constraints., Attention will have
) N .

»

to be given to what the operations research people term allocation

ptoblems. Linear, non-linear and dynamic programming methods will have to
- v
be understood and applied effectively to maximize e?rnings and ‘profits,
. - L

» "

11, Robert F. Vandell, "Management Evolution in the Quantitative World,"
Hervard Business Review, January-fFebruary 1970, Vol. 48, No. 1, p. 89

12, "Computer Graphics Can Add Firepower to the Cdarporate Arsenal,”
Financial Post, (Toronto), October 10, 1981, p. R

- b -
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To those already in the work force, there is the feeling of insecurity
accompanying these dynamic changes. The threat of obsolescence is facing

many managers and professional staffs, and can result in serious perf‘ormance
or personal problems. Professjonals are finding that a knowledge base will
afford 'them only ten years at the most. Managers within a few years of
retirement can no longer count on experience, exisating knowﬂledge or skills
to carry them through for the remainder of their working li_vea.. The reali-

zation is starting to dawn on all levels of management thet they will have

s
~

to update their knowledge and skillse continually throughout their busihess

*

csreers!>, Nor is this obsolescence regtricted to management. The same

true far a wide variety of skilled and semi-skilled poextions”. The

Gposition of“){omen in induatry is particularly worrisome!?, Among women in

industry the lsrgest number have been employed in information gathering and

q
]
processing Here women acecount for over 90 percent of the workforce as
stenagraphers, secretaries, recvaptionista, account ants, bookkeepers, and in
numerous tasks of a similer nature. Because of micro-glectranic technology
3 .
7
and the plectronic automating of many of these tasks, jobs are being elimi-
it nated while others are being r'adically changed. As women constitute 50% of
the workforce these technical changes have far reaching implications, not
only for women workers but also for the pconomy as a whole,
-
13. Willism R. Dill, Wallace B.5. Crowston;, and Edwin J. Elton, "Strategies
for Self Education," Harvard Business Review, November-December 1965,
Vol. 43, No. 6, pp 113-130
T 14, Jim Travers, "Retein laid-off workers, Ontédric ULiberal demands,"
Montres]l Gazette, (Montreal) Wedneadsy, November 18, 1981,. p. 4D
15. Heather MNenzies, ‘Women and the Chip, (Montreal: The Institute Ffor
Research on Public Policy, 1981) pp. 98B
-7 - R (
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In the United Kingdom employmant has declined because of micro-

electronicea. The impact on employn/e/nt thraough the use of computer amided

i

manufacturing systems hes been particularly severe in the watch, electronic

. " i ? ‘
and machine tool induatriya. If micro-olactronica‘continﬁo to displace

A

labour-vor inhibif the growth in employment, the United Kingdom could have .

more than f&urmi"lllon unamp‘loyud by the middle of this decadel6,
AN

~

) T;\e changp's fostered by these social, political, and -economic shifts
which began in the 70’s and which are continuing unabated in the 80's are
galzfeu.\g momentum. Greater attention to the needs of individuala in relation
to thei'r workplaces is of critical importance. 8usiness is Flnc{ing that it

is increasingly necessary "to build bridges between the individual's asspirs-

. -
[

tions and the company's objectives.»17

.05 Shortcomings of the public educational system and government

S

legislation

In the pest, Canadian business relied heavily on the school system and
immigration to supply skilled tradeﬁnen and the universities to provide its
professional staﬂ's.‘ But Canada remains chronically short of skilled labour

for three reasons. As education is within the jurisdiction of the

~

16. Clive Jenkins, The Institute for Resesrch on ‘Public Policy, Vel. 3,
No. 4, April 6, 1981 . - i P

17. Kap Cassani, "The Management Education Needs of Businesas,” Management
Education in the B80's. Intérnational Seminar La Hulpe, Belgium 24-2¢
February, 1978 (AIESEC, American Mansgement Associstian 1979), p. 41
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pro‘vincas, it lacks a national focus and perspective. Education offered in
one province fxiequently does not equip the  individual to work ir; anocther
as evidenced by the inability of graduates . fr'om other provinces to work
in french 1p‘lxuebec, and conversely Quebec gradu;tee to work in‘n English in
the reat of Canada. 0Often a ;;rbvince has not had the foresight to train its
own citizens to take advantage of work opportunities within H:g own
bordera. An example today ie Newfou;\tﬂand in jobs and professions relsted
to the petroleum industry. Ir;dustriea ha\:e failed as the Bricklin Company
did in new.Brunewick primarly because of a lack of sufflcienttly trained and

skilled personnel to build automobiles. With rare exception, provincially

based education is neither interested nor politicelly motivated to provide

an educational base which enables the individual to take advantage of.

opportunities that are be‘yond ite borders, Another factor,s although not in
iteelf a cause of a shortage of skilled labour are insufficiently trained
warkers graduated by vocational institutions. Many provincial vocational
programs train etudents on outmoded equipment and. the facilities are not
state-of-the-art.

A

Not all blame cap be levied at the provincial educational aysteﬁ. The
federal government must ahare the blame. Federal immigration policies re-

strict the number of skilled workers entering Canada, thus further limiting

p .
the supply of adequately skilled peraannalm. Although the federal govern-

ment contributes over $800 million a year to retraining, much of it is

wasted as there exists little co-opsration or co-ordination batwee‘}ﬁ Ottawa

18. Jemes Bagnall, "Skill Needs May Force Migrant Joora Wider," The
Financial Poat, (Toroento), Octaober 10, 1981, p. 1

’, -
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and the provinces. The federal taak force on retraining describes it as

o

"ecandalous".19

'

The universities are alao a contributor to the shortage of professional

-

and managerial talent, Jhere is an over abundance of graduates in arts and
gocial aciences but a dearth of eangineering g;aduatea, which affects not

’

only industry but university tesching.in not heving available competent en-
gineers and scientists to meet t;e manpower needs of industry or to tesch or

retrain them.20 Further compounding the problem, much of what is being

7/
Q@

taught in the business schodls is either outmoded, lacks relevance or
‘actually omits those topics that are relevant to business practice'tndgy.
In other ways the majority of Canadian universities fmil to meet the needs

of many full-time employed individuals by steadfastly refusing to sssist
~

them in the pursuit of a pr;feasional degree on a part time basis. Moreover

they are totally inflexible and unresasonable in their insistence on courses

for degree pur;oses that are neither pertineﬁt nor essentisl for compstence
‘1n a particular discipline., ﬁbr are the curriculum and teeching teilored to
the n;eds and time limitations of thJ adult full-tine enploygd learner. How
much time can the individuasl spend studying and preparing for a degree when
one must work a full job 8 hour deyﬁand theny go to clase? The situetion is
not only ridiculous, gt is a serious impediment to providing an adequate
aupply of profasé@hnala and managers. The uyniversities have%chqspn~ti$her

te forget or overlogk the fact that they and the educational system are

19. Editoryal, "Refocus on ’'Job Retraining,” Joronto Star, (Tarento),
F;xday, Octaober 16, 1981,.p. A8

20, Trish Craw?ord, "Prafessgrs Prepare for "War" with Ottaws,” Toronto
Star, (Yoronto), Friday, October 15, 1981, p. A10

¢
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largely responsible that most Canadiana tend to work at Jobs for which they
-~ b

wers not specifically trained,

¥

.06 Developing trends in company based education

i

3

~ 4

a

v R -
A pattern is starting toeenergeK In spite-of the fact that univer-

sitiea} are maintgining their at::emfc aloafness, .and that education in

%

1

Canada “lacks a national perspective becsuse the provinces continue to

jealously guard their prercgatives, business and the profasaidnal associa-

tions in the face of these difficulties are tackling education and training

,\ Il
within their own_purview with sver increasing ﬁﬁgour. A Conference Board

bulletin indicates that 85% of Fivaynajor industries in msnufacturing, uti-
N - ' ,

lities, retail trade, banking and insurance in the U.S. had on-site training

=

and education programs while 90% provided tuition aid to all em loyees.z1
: A 7
Unfortunately Canadian univgrsitiea are either not awate| of what is

‘

happening or choose to ignore this trend ae few are taking advantage of it.

.

Dr. 0Odriorne elaborates on this point 1in his book on Management by
Objectives. He agrees that education iﬁ industry continues tac grow. at an’
unprecendented rate but as the educatinnal'%natltutiona ars not reacting to

the opportunities that thia offers, business based education will take over

continuing education to a major degree. .

'> -
"During the seventies the training revolution and human-resources

development movement caught on; they will become even more pronounced
2

21. Harriet Gorlin, "Personnel Practices 1I: Recruitment, Placement.,

Fraining, Communication,™ Information Bulletin No. 89, The Conference
- Board, 845 Third Avenue, New York, N.Y. 10022
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in the eighties.
running a business, well eatablished during the ‘seventiss, will Heconms

more common in the eighties for large firms,
training and ,yeleopaant

Eastman

Kodak's

giant

center,

the

.J.8.M.'s. heavy commitment tojeducstion as a way of

Xerox's lesrning center,

G.M,

Institute in Flint ‘and similar company achools that flowsred during. the

seventies will be copied widely,
Adult educatian so widely touted as their

privats sector rather than in the universities,
versities are responding defensively to m loss of wundergradua
students rather than aggressively building up adult e

graduate
tion.

restraints,
known as the extension division,
actively and intelligently to the situation.

expan

d{i and made more innovative,

uture growth area by today's
colleges and universities, will probably see its full flowering in the

For one thing\the uni-

For another, the univeraities are 8o bound up “in acadedic

including

a generally

ineffective

organizational
thet they are most unlikely to respond
The corporation, the

model

trade association and the trade union will do most of the creative and
continuing education, and only the/%verfron from thoss progrems will
appesr on the campuses which will be rented out as ivy-.covered hotels
rate clients during the summed to help pay off the dormitory

for corpo
22

bonds”,

“

.

7

Professor Odriorne's observations unquestionably have a great deal of

¢

merit, but st tiiﬁjgg}or college level both here and in the United States

educational /Institutions are
exist in /developing cooparative programs with industries and have taken

aﬁepa to become involved.2’

22,

23,

Gsorgs S.
the B0's {Belmont California:

23-24

Stephen K.
Post Secondary Linkages,™

Odriorne,

k4

M.B.0.111

awakening to the

fact that

.

opportunities do

And the growth in privﬁta educational schools

A System of Managerial Leadership for

Fearon Pitman Publishers Inc., 1979) pp

No. 12, December 1976, pp 8-11

b3

- 12 -
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Strobasck, "Use your Local Community College," "Busineas and
Training and Development Journal,

30,

s
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and education consultants  to business in the last.few years has been nothing

lesas than mgteoric.za

Industry's endorsement of all forms of education and training is no way
to be considered altruistic., It is motivated by necessity and s?tvival.

T Y

In order to survive and grow, business is aware that it must be
flexible and responsive to the dyn;mics of social and techA;logical change,
Ad fng to social polldtion is aa'damaging to buysiness as it is to wsociety
apé to the country. In an age of rapid technological change staff obsoles-
cence is a problem for most orgaenizationa. 7Jo maintain its vitality it must

&

have a solid Faundati;n‘of employees who are sufficiently well trained and
educated to cope with change and take advantage of the opportunities pre-
sented. Education muyst be geen as continuing throughout an individual's

work 11fe. A company that neglects education does so at severe risk to its

future, ) ‘

s

.07 The need for standards and orgsnization in company educationsl

activities

Through the increesing sums that are apent, business wand parapublic or-
ganizations acknonledée the importance of education and training but there

are some hard questions starting to be raised. Business is becoming aware

24. Recesasion-Proof Business~Trade Schools ad appearing in the Financial
Poat, October 4, 1980. Excerpt: "The number of gradustes from trade
scthools has tripled in the 1last ten years, Disillusioned college
graduates make up the bulk of the market."”

3
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of the f?rpe sums involuadkin employee education and human’ resource develop-
ment and is starting to look at its return but it has still not organized
the education functioq either to make it more profitable to the individual
or to optimize its affe;tiveness for the orgdnization as a whoia. A recént
survey of large corporetions in the United States indicates that lesas than
half of those éurveyed had anyéne assigned full-time to education. More
remarkably, well over er-third employed neither education nor training
apecia]iste.25 An excellent example in Canada is Air Canada where no

“

central authority for the education - training function exists,26

LS

Although there is some evidence to support the contention that all as-

pects of education, including training and career directed educational aid
are coming together under one authority the fact still remains that in the

majority of organizations the educational funection is s8till disjointed and

)
remains unorganizad.27

A great deal has been written on the management of the training func-

tion by Tracéy, Denova and many others,)but asurprisingly little has been

written on the management of learning in a work setting and nothing on the

administraetion of the entire educational fpnction.za

25. Beal, op. cit., p. 49

26. Betty English, "Training Nesds in the Transportation Industry,” MBA
Thesis (Montreal: MeGill University, April. 1974)

27. Roneld W. Clemeont, James W Walker, and Partick R. Pinto, "Changing
Demande on the Training Professionsal,”™ TIraining and Development

Journal, Vol. 33, March 1979, pp 3-7 ‘
‘ /
28. David Lloyd George Yule, Management of Learning in W¥Work Settings,
{Toronto: University of Yoronta) Ph.D. Thesis, 1979

t

N
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Tracey, one of the lesding rauthorities on training in industry omits

‘g - .
’ - ( any mention TF the function of education in the role of the training

’ manager,

; : . "What is the* role of the training manager?™ Is he a staff
’ officer? Specialist? Consultant? Inetructor? Co-Ordinator? Sales-
P man: for training? Evalustor? Manager? If he is a manager should he
- opsrate as a bureaucrat or an entrepreneur? Should he be 8 risk
taker? Should he bes a crisis manager or an architeet of the future?
' Should hes be theory-ariented? Human relations-oriented? Should he
I place emphasia on individual skills? Individual deyelopment? Organi-
zation improvement and renewal? To fulfil his rolef{what skills does He
need? Perscnal? Technical? Humen? Concép ual? Pereuasive?
Listening? Innovative? Leadership? Marketing?., .Who shauld conduct
treining? Professional trainers? (ine supervisors and senior opera-
tive employees? Managers? Dutside consultants? Contract trainers?
| . How do you decide? If in-house trainers are to be used, how should
they be trained? Trained in what? Who should trein them? What is the
role of outside training agencies? Professional organizations? Tech«

~ nical schools, colleges and universities?"??

\ .
Traditionally the administration of the training end educational func-
(Q tions were the regsponsibility of the personnel depsrtment. As the personnel

department has been and 18 gtill regarded as'.a staff Function suppoarting
. - ~

operations, it has not been privy to corporate strategies and plans devel-

gped by the executive group althaugh this is changing in many companies,
N , )
Most compenies of any size are today engaged in strategic and long range

2

planning in an environment of ever increasing economic, social and technoloa-

4

29. William R. Tracey, Mansging Treining and Desvelopment Systems (New York,
( ,) " Amacom 1974) 379 Printing pp. 84-45

’
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gical change. As a rgsult, management is being forced to assess its human
- ‘.

(ﬂﬁ . rea;uneea in order to implement its planniﬁg auccegé?ully. Human capital is
now being given the attention;;haé other aagﬁfh of the company were Eiven ;nr
the past.. The development of human resources is starting to take ;ta place
in overall company strategy, sharing with equal importance the management o;

‘

{5 other principal resources of the company.

The management of human capital as an ‘asset is based on the bottom -
line. In this, it is no different from }ny other asset of a company. Con-
sequently, the basis for the manageman{ of human resources is ptoducﬁ}vity,
which is a function of efficiency, cost cugéfng and quantity produced in a
given time. Thess in turn are affected by the sotcial and psychological en-
viroqmenta pf the organization, such as physicel working conditions, super-
(j; viaién, auality of work life and\intangibles:auch as health, competence and

) motivation. The ~pgrsonnel department was never meant to l;tructure job
content or to realign production systems, and- in .improving productivity
there is always the human factor. To concanhxat; on this factor, management
established the humen resources function, with the intention of focusing on
the human factor in the production of goods and services.

In service oriented organizations such as the American Telephone and
Telegraph, this function has been delegated to a new senior vice-pre?idenf
called the "yiéa-preaident, human resources development”. In a large
insurance firm the responsibility rests with the "vice-president, managea;ht
akrvices" yhile iﬁ//:’j;:;b(acuring campany it is part of the job of the

"vice-president, production services"”. General Motors get up a new position

( n» entitled "vice-president, psrasonnel administration and developmenpt™, '

v
o

- 16 - G
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In order not to have the management of human resources conflict with

production, operations and marketing management human resources administra-

tion

has been defined as '"developing and managing human resources at work

- -

towards new goals of greater sharing of personal, social and economic

4 +

valuea" 30 Basic to this definition is the principle of human resource

development, the most common activities being training and davelopumnt'.3’1

o~

-
'

In reporting procedunes,?there are almost as many ysriatioha as there
' Y

are titles. At Burlington Mills human relations reports to,a denior line

) . .
afficer, while at Weyerhauser the human resources vice-president reports to

the sgenior vice-president, labor relations, a(ataFf poaitlon.‘ In another

multi-national company the senior officer responsible for human resources

matters doesﬁﬁ%t have a title but reporti directly to the preaidenf. As

Mills observes there are a bewildering range of titles and offices to iden-

tify

where the human resources function should be placed and there is an

o, ~

equallyztgewﬁlderingly number of organizational structures to accommodate
- Al

LT

tiaon

Small wonder then that the basic element of human development, educa-

¢

and training ygets short shrift. Not only 1s there confusion as to

~

where the human' resources function should be placed, there is a comparable

2

30.

31.

320

{ed Millé, Human Resources - Nﬁy the New Concern? (Harvard Business
Review, Vol. 52, No. 2, Mardh-April 1975) p. 123 ,

Leonard Nadler, Developing'Human Resources, 2"d Fdition (Austin, Texas:
Learning Concepts 1979) p. 3

Mills, op. cit., p. 122 < .

Iy
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. ‘ .
degree of confusion as to” where education and /training should fit: , within

human resources, within personnel or on its /own? Consequently, the impor-

P . -

tance of training and egucation is often~ova;lookédﬂor at best given low

¢

o
l

priority,

.08 The broader aspect: educational administration in industry

<
o
[ s
. - © 3

A number of Canadian businesses are atrhggLidb with the administrative
\ "

Ce

problems inherent in human resource development. They are also fully\aware
-

of the proposal of the parliamentary tas&/ force on job retraining that

requires "every employer to set 0.5%.0f the fcmpany payroll for retraining

’

or face tax penalties, and (those) firms that seek to import’sktlfed workers

K

-

to draw up a comprehensive %raining plan and a five~-year manpowér forecast

3

to avert such a problem in the f‘utura".33 . LV
N
Fundamental to these issues is training an; education and }t ¥8 these
reaponsibili}iea that Canadian business must sdminister eéficiently, if they
are to stave off government intervention, if they are to,aurvive.and if they

0

are to maintain Canada's position as an industrial and commercjal nation,

w

N
Y "

B ' yJ ¢,
33, op. cit., Editorial, Toronto Star, ps AB
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THE PURPOSE OF THE STUDY

+01 Humen resources and learning activities

W

o

. ©

r ! A
" Industry ﬁ% now awakening to the fact that better management of a com-
7 .

~

fay \ , H//J\
pany's human resogurces is no 13ngar a low priority dedire but a must. uman

1 i

resource managemsnt starts with the selection of the right person for the

~
.

right job as it is then conizitutedﬂ If the nroﬁg person is chosen, there
is no supervisory or management ayatem‘that can override or even improve the
situstion. The second element in human reaource management is compen~ '
sation.! Wages more than any other factor Ean create dissatisfaction
quick{y and more destructivity then any other cause. 0Once ;heae have been

. j )

addressaed the ongping function in human resource management is humgn re-

~

saurce development which 15 predicated on sound training and educational aé-
ministration, Howa;ar as Ted Mills states the whole activity of human re;
aource.development 13’7£311 i1l deafined and as ite position in the organiza-
tional hierarchy is still unresolved, it is 1little wonder that hum:g re-

source developmeinit is ineffectually and inefficiently administered .and with

it educatian.and training.?2

1. Fred K. Foulkes, "The Expanding Role of the Personal Fupction," Harvard
Business Review, Vol. 52, No. 2, March-April 1975, p. 73

-

2. Mills, op. cit,, p. 123
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.02 The emergence of learning activities as a distinct job function

.

Thearesponsibility for all forms of learning as a major executi&e act i~
vity in a cérporation has "as yet not occurred. But it is evolving in that
direction. - In the, past, education and training were the responaibiligy of
the personnel department. As a finction of the personnel department it was
one of meny functions., In personnel it was forced to compete with other

-

activities for resources and for attention, Education and training suffered

because of its subordinstion to personnel. Not only does personnel seldom
have influence 1in inner executive circles, but personnel managers have
little or no apprecistion of learning concepts and few have any background

¢

in education,

.03 Importance of learning activities in a business setting

“

The importance of learning to a compeny for its overall performance af

not for its ongoing existence is becoming apparent.” There are two forces at

[y

work both complimenting and reinforcing each other. Executives themsehgas
are coming to reslize the importance of continuing educstion for their own
benefit and their own advancement . In a world and & society that is ever
changing new knowledge and new skills are required to handle complex organi-
zationa& problems in conditiona of varying uncertginty. This is farcing
th?m to consider their own and their fellow employee's development as an on-
gqua\proceas. As a consequence they are allocating increasingly large sums
{

to education and training. Because of the sums ihvolved, attention 1s being

drawn to this human resources function. . “

g

- 20 -
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In order to administer the educational function effectively, management
must first anawer a number of questions relating to learning activities

occuring within its operations.

a) How are learning activities defined?

=
.

b) Who has the primary (executive) responsibility for laarningl
activities?

c) WYhere is this person placed in the organization structure?

d) Have job performance and competency standards .been developed and
are performance evaluation techniques in place?

e) How are problems on conflicts resolved between line and staff
reaulting‘frop short-circuits within the mansgerial networks and
defined authority responsibilities? -

b
f) How are learning activities used as management strategy? Is there
a strategic plan and is there a long range plan clearly etatinp the
present and future manpower needs of the company? Has the impact
of technology on present and future staff been assessed and
addressed? ‘

g) Has management- endorsed the arguments for retraining, updating

knawledge and skillas, and teaching new «killas?
L ]

h) Have lgarning activities besn integrated with operating functiona
such as marketln%, manufacturing and data processing?
kN

i) wWhat degree (or lack of degqree) of control has the executive in
charge of learning activities over policy? What degree of
“ influence has this person on overall company plans and policies?
¥

J) 1Is thers an adequate budget available and 13 it adhered to?

<3

.05 Learning activities interwoven with human resource develgpment

" ~

As yet management has not fully addressed these queationﬁ. Their
\ A

attention has been taken up with the more elusive concept of human resource
development. 1t was Nadler who coined the term human resource development

F .
in the 1960's and he originelly defined it as educative, training and devel-



o
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opmant.3 Since then, human resource develdpment now known simply“by its

acronyn HRD has been enlarged to embrace such concepts as quality of working

y

life, participatory decia}on making, organization development and psrsonnel

activitiea,a Learning aqtivitlee have been lost in the shuffle.

3
¢

.06 The need to organize learning activities and assign accountability

-However, 1earn£%£§i€§ﬁ$<ities are starting to °“reassert their impor-
7/ .

tance. As they gain in importance, they are acquiring a greater share of an
organization's financial resources and as their stature grows as an

integral part of a company's strategic and long range plans the necessity is

o

becoming - obvious that the responsibility for the learning fuction must be

fixed at & level of some seniority. Having accorded the responsibility for

»

learning activities to a specific position in the organizational structure,

e

it will then be necessary to define very clearly how this responsibilxt} 18

to be exercised and what means of control will be instituted for achieving

’

the results expected.

&,

LS

- ®

3. Nadler, bp. cit,, - Developing Humen Resgurces, p. 3

4. Mills, op. cit., p. 123

- 22 - .?’*.



.07 The absence of administrative models or paradigms

.

-]

The problem of where to place the responsibility Ffor human roséurcu
development surfaces frequently in the litera;ure.s' 6 It haa remained
largely unresolv¥d. Th:fa rhave been 8 number of a;tempta to build HRD
models but these havi“ﬁot met with a great deal of success. The main

obstacle arises from the difficulty of defining HRD in concrete terms.’ 8

y .
\\\\\E:Fry reference to HRD either in terms of models, job descriptions, roles,

andauthority structures acknowledges the importance of the Ffunctiol® of edu-
cation and training, but nowhere in the literature is there any reference tG%
learning activities as s distinct and separate functional entity in its own
right. It appears that isolating all duties, tasks, and resgonsibilities
associated with leataing in a business setting‘and classifying them into a .
unique and functional 'sdministrative poaition has escaped the attention of
management theoriste, organ:zational experts and management in general.

With the vast sums expended by business on education this is unwarranted and

’
r

a major oversaight. It is hoped that this research will shed some light on

what these activities are and how they may be grouped to form an administra-

.

tive position of responsibility.

S.‘a ibid., Mills, p. 122

6. Leonard Nadler, "Implications of the H.R.D. Concept", Training and
Development Journal, June 1981, p. 14

R

7. Geoffrey Bellman, "Building H.R.D. models for fun and Profit"™, Training
and Developmerit Journal, May 1981, Vol. 35, No. 5, pp 31-34

8. Thomss Macklin "Remodeling HRD", Training and Development Journal,
June 1982, Vol. 36, No. 6, pp. 44-52
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.08 The objective of the study

The purpose of this research is to study one company's activities in

-

and experience with all facets of education, training and learning. It is
hoped thet a clearer undcrata;ding of what these activities are will be
forthcoming and that some sense of their ;nportance may be derived.
fFurthermore, bassed on the research findings it is presumed that these acti-
vities are unique unto themselves and can Se combined into a single admini-
strative responsibility. Thus having identified and grouped all the

learning activities in this fashion it may essist the placing of the posi-

tion in the organization atructure and according it the authority that it

merits,

The unit chosen for study will be described .in Chapter Four on

Methodology.
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" CHAPTYTER 3

DEFINITION OF TERMS i s

N
°

In order to be clear-and precise it 1a8 necessary ta deftne education

and training, human reasource development, and management and administration,
&

human resources and humsan relations and levels of management,

N

01 Education.and Training

Notwithstanding Richmonds definition of educstion,1'2 education 1s
here defined as the 5yateq§tic instruction, schooling and training given to
an smployee embracing all elements of instruction, on-the-job™training, in-
house training, outside seminara, courses, careser directed education and

Fad
educational aid. In its brosdest sense it includes all aspects of an

employee’'s education which is sponsoread by the company.

K\_

Nevertheless, throughout this work reference is usually made to educa-

~

tion and treining not simply to education.

\

1. W. Kenneth Richmond, The Education Induatri. (London: Methuen and
Co. Ltd. 1969) p. 7

2., Jean M. Diera, "Treining do we know what it means?" Education Report,
(Graphic Arts Techniesl Foundetion Inc.) No, 21, 1978

- 25 -
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.02 Human resource development (HRD)

1

Another term frequently used is human resource development. This has
been defined in chapter two as educative, training, and development inclu-
ding manasgement policy to improve the quality of warking life generally and

pefsonnel activities. From time to time other ;!ct;lvities such as labour

telations, benefits and wage administration are asccredited to it,

There is some confusion as to whether or not "resource"™ should be
singular or plural, Nadler prefers the singular while Mills the plural,

For the purpose of this thesis the singular will be used.

i v
¢

.03 Management and Administration

Most writers acknowledge that the distinction between management and
administration is obscuref, although Hodgkinson differentiates administration
as being ends-oriented contrasted to management as being means-oriented.>
For the purpose of this thesis the opinian of most authorities will be
accepted.

ﬁdministration is saynonymous with managing. It is the exercise and
control of authority, the implementation of policy, the direction and dis-

tribution of work, the coordination aof effort, the selectiop and{\optinal

i
4 f’(’\

use of resources, the management of resources and assets. Admlni@;\a\ration

S

3. Christopher Hodgkinson, Towards a Philosophy of Administration (New
York: St. Martin's Prees, 1978) p. 5

- 26 -
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N

implies respoﬂé%billty and accountability for results and for operating
within budgat conatraints. Bogue 'and Ssunders, in the .Educatianal Manager,
support this definition of adminiatration.? The termg managemsnt and

administration are considered interchangesble and executive action connates

A

initistion, as well g8 implemsntation end execution.

.04 Human relatiang and human rescurces

\
- L

i

Human relations management stresses the importance of the individual's
effort to the total cause. Its besic objective is to make the employee
aware of being a useful and inteqrel part of the oversall effort to attain an
organization's goal., It seeks to treat the "whole man", skills, aptitudes
and psyche but limits participation in decision making. Human resources

&
management on the other hand stresses pasrticipation in decision making and

r ¢

1t encaurages the individual's control over his or her own job functions. The

o

human relations “model maintaine management preragatives, while the humaen
N ,
resources model attempts to minimize them.’

R A s TN Y =

.05 Llevels of management ’

\

Refarence is made to various levels of menagemsnt throughout the text.

.

Level 1 refers to the chief executive officer or president, level 2 to the

' 4, E.G, Bogus and Robert L. Saunders, The EducEtTvnal Manager: Artist
" and Practitioner, (Worthington, Ohio: Charles A. Jones Publishing
Company, 1976) pp. 12-14

(LT

5. Raymond E.. Mills, T"Human Relatiops or Human Resources", Harvard
Business Review, Vol. 43, No. &, July-August 1965, pp 148-163

AR At B ke s v
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)

"
b

3

executive group or vice-proedidenta, lsvel 3 to senior managers reporting to
vice-presidents and level 4 to those reporting to level 3. This" is gener-
ally contrary to custom but was used to avoid confusion as there were dif-
ferent levels in the founding companies. It is more customary to fl#d thet

'

the higher the level the higher the officer,

- 28 ~
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CHAPTER A

’ " METHODOLOGY ) °

‘e There is tremendous impetus ip management todey to employ slaborats

statistical and mathematical analyses to an ever expanding veriety of cor-
h .

porate sctivities., This is slso true of the researcher atudying management

’ .

1
and administrative behavior. What is frequently overlooked 1s that manage-

-

ment is sti1ll an art and not a science regerdless of how hard the behav-

ioural scientists try to make it. 4

Very many models developed from controlled research do not hold up as
the measurement and evaluation criteria ares frequently unstable over time.

Standards used to measure effact}veneaq and performance at one point in time :

"may be inappropriate or mislpading at a later time."!

e

s

In the past, case method teaching dominated business education. Gen-
erelization was satisfactary and revised ta suit the occcasion. Managemant
was seen to be dynemic and constantly chandging. In recent years, ghere has
developed an emphasis on new tools of management founded on mathematical and
behavioural sacience. The value of {hese is very doubtful. As Theoi3§9

v

Levitt pointd out:

1. Richard #. Stesrs, “problems in the Measurement of Drganizatlional
Effectiveness,” Administrative Science Quarterly, December 1975, Vol,
20, p. 552 :

- 29 -
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“incgeaaingly, scholasticism replaces common  sensd, formation
supersedes dexterity, orgenizational routines become more torturous,
and the staff dominates the line, "Methods" rivet the attention as much
as results’ Entropy threatens anergy."z

Bl ®
o
Yule in his doctoral theais quotes from "The Tocls of Social Science"

'
I

by John Madge: "Some social scientists will do anything rather than study

v +

men at firat hand in their natural auntoundin#}."’

o

Adminiatrative practices do not lend themselves well to experimental
R - . .

methodology. Administrative science is not truly an egﬁffi:fglxl disci-
. .

pline. Administration is both time dependent and culture dependent, as well

88 being dependent on external influences beyond its control, leadership

~

capabilities and initiative.

Vickers comments 1in his artiecle on "Practice and Research in Managing
. ol

Human Systems:" «.swhat are constraints to one are goals of policy to

others and the choice between conflicting goels is the essence of policy

making."“ He addes that in the economic field, control of events subject to

Al

political constraints are at best imperfect because they contain cultural
elements.’ <

N e e e MR Y W % WG B W o s T h u &

2. Theodore levitt, "A Heretical View of Hanagameﬁt *Science”," Fortune

Magazine, December 18, 1978, p. 50 .
3. Yule, op. c2t., p. 27

4. Geoffrey Vickers, "Practice and Research in Menaging Human Systems -
Four Problems of Relationship,” Policy Sciences 1978, Val. 9, p. 6

5. ibid, pp. 1-8
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White states in his monograph in Continuing Education/ in Management for

‘Health Carse Personnel: -

P "

"It must be readily apparent that svaluation in the sense of
numerical measurement ias- difficult if not impossible to applyrin the
field of management education, where the precise methods of the
physical scliences are aso 1nappropriate”.6 )

No two comﬁanies are exactly alike nor do they operate in the same

¥

4
economic environment, with the seme employee complement, or with _the sane
degree of managerial competence, What works for one company conceivably
will not work for snother. What is good for General Motors is not necesser-

ily good Ffor Ford. 1f it wers, the automobile industry might not be in

[

quite the difficult straits it . ds itsgelf tnday:

r

The situetions that an adminiatrator meets in day-to-day operatians are
seldom similar and almost aslways uniqué. An action taken on one occasion is

unlikely to be appropriate on another. As Glover and Hower observed: .

‘ ' N

"...we do not think that a human situetion, by a whim on ihe part
of the administrator, can be channelled into a simple predetgrmined
course of evolution...But what follows then, depends on the successive
reactions that the sdministrator encounteré end what the administrator
himself (or herpelf) does in rmspect to these reactions. He (she) .can
start a series of interactiona, but no one can sde very far into the
future, what the course of events may be. Accordingly, we think that
the very idea of an administrative golution or anawer to a situaticn -
especially a solution or answer can be applied to oth@r situstions - is
essentislly mislseding cannot be correlatianal.”’

v

6 Donald K. White, Continuing Educatiom in Management For Heslth Car

Personnel, (Chicago: Hospital RessarcK and Educetionsl Trust, 1975),

p. 1

7. Stephen Isaac, in collaboration with William B. Michasel, Handbook in

Research and Evaluation, (San Diego, California: Edits Publishers,
120 printing, September 1979) p. 14
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Quoting from Thompson, Hodgki;\aon states that adr;iniatration can b

~

considered ss 3 rational approach to social relations and at the same time a
system that is artificisl and consequently slways contentious. Ffurthermore,

.

the .inductive and deductive work of Fayol, Weber and Taylor in their

attempts to rationalize a science of admliistration is undergeing increas-

~ingly critical appraisal. Studies cunceﬁtrating on the h‘Jman component of

administration are uncovering facts which point to the less logical cha-

‘

racter of administrative behaviour.8 Burns concurs 'stating that "few

statistical procedures. are specific to the study of organization‘s"’.9

0
¥

- ' |
It can bhe seen from the authorities quoted that there are strong arqu-

¢

ments to support the proposition that administrative Qpract{cea and organiz‘a\-—
tional investigation are best suited to case study or asurvey methodology.

Survey studies tend to examine a_ small number of variables bac;*uss a large

, «

number of units while case studies examine a large number of variables

[} - ,
across a limited number of units. As there is only one company involved,

case study methadology was ch?sen as the most appropriate. In this research

study, participant observation is supported by the gathering and analysis of

A -

documents and written material as well as extensive open ended inter-

viewing, These matarials form a base for the degcription of what actuslly

»

.

happened i1n the unit chosen &o study.

1

\ .

' o

1
3

8. Hodgkinson, op. cit., p. 10 o

9. Tom Burnas, "The Comparative Study of Organizations", Methods of

Organizational Research, ed. Victor H. Vréém, (Pittgsburg: University
of Pitteburg Preas, 1964) p. 151 ) -

i
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A

The chéice of case study methodology is further supported by Cronbach's

E3

obaervation in the text "Toward RoformuofnProgram Evaluation®:
T e

"The possipility of using intensive qualitative studies of local

sites is well illustrated by the work of a committee of the National.

Research Council. The Committee on ‘Evaluation of Employment and Train-
ing Programs was established to review the impact and potentia\\itias of
the Comprehensive Employment and Training Act (CETA) of 1973. Case
studies of local projecte dramatized both the variation in erﬁeriences
and the problems that agencies had in responding.to new responsi-
bilities,n10 -7

o

Unlike the empirical sciences the objective of the case study is not to
establish casual relationships by subjecting "one or more environmental

groups to one or mare treatment conditions and comparing the results to ane

;

e N N
or more control groups not receiving the treatment" urider rigidly controlled
3

randomgaasignmant of group ccuupunant:a.H For the same reason, quasi-
o A 3

exferimental designs are also ruled but. General patterns or "truths" can-

not be demonstrated by reﬂeeéed experiment.

v

\\ Case studies ares particularly vulnerable to subjective bias, and in

this case possibly even more so as_ the obserVer wis also an active partici-

b
pant. On the other hand, the researcher involved as a participant an the
case can and does provide valuable inside information, and information that

A

might otherwise be withheld as being two sensitive or too damaging. Fur-

\

‘

10. Lee J. Cronbach and Associates, Toward Reform of Program Evaluation,
(San Francisco: Jossey-Bass Inc., 1980) pp. 222.223

( 11. Stephen Issasc, op. cit., p. 14

\
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thermore, 'the researcher tends "to preserve the felt texture of svents" and
to recognize them in their true content as happening because of planning,

chance or conditions.12 13

i
~

The aim .of a case study of a group or organization is fuurfoid. Fir;t,
it aims to extract data as it u‘nfol’da ‘on a day to day basis. Trom these
observations and data, an evaluation and appjroach can be mede 3o that other
groups or organizations faced with similar conditions can use or adapt these

findings to their own operédtions. Second, a case study provides grounded

1
¢

material from a perspective that is derived from experience. A case study
is excellent in exhibiting the groundled data that "derives from the context
and thus contrasts with "a priori" experimentatian. .Thu‘d, a8 case study
reduces and simplifies the diversity of date and focuses on the information
that is considered essential. Fourth, it leads to easier interpretation and
permits hunches or inspired infe'rence to play an important role‘.“‘ Quoting
Kaplan, Fischer writes, "By pressing methological norms too far, we may in-
hibit bold and imaginative adventure of 1deas" and adds his own observation

"logical and methodological techniques are not ends but means." 1> Notwith-

12. - Arthur Schlesinger, Jr., "The Historian as Participant,” Historical

Studies Today, Editors Felix Gilbert and Stephen B. Graubaro, (New

York: W.W. Norton and Caompany Inec., 1972) p. 408

-

« 13, E. Hoyle, "The Study of Schools as Organizations,” Educational Research
in Britain 3, Editors, H.J. Butcher and H.B. Paont, {(London:
University of < ondon Press, 1973), p. 36

14, Egon G, Guba and Yvonna S. ¢Lincoln, Effective Evaluation (Sban
Francisco: Jossey-Bass Publishers: - 1981), pp. 375-376

15. David Hackett Fischer, Toward a Logic of Historical Thought, (New York:
Harper Taorch Books, Harper and Row Publishers, 1970}, Introduction, p,

LXX g
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standing the defic{enciea of the case atudy method, for the reasons cited

(¢
,  \-

+ere, it was selected as the best method for this reaaarch;,

The intention of thlis research is to develop a complete and well or-

>

ganized picture of one company's experience in administering learning acti-
. ) Cs

a
@

vities through investigation and participant observation.
Q
{

«

The unit that was chosen to study was a medium-to-large Firm which had
recently undergone amalgamation, It is engaged primarily in distribution
but hasa fairly extensive manufacturing and converti9g operationsa. The com-
pany is a wholly-owned éanadisn cbfpuration with it; head office in
Moptreal, The company has approxiﬁately 1,250 employees, sixty percent of
whom are employe; in Québec and Ontario. There are twanty-;hree distrjbu-

( ? tion centres gituated in the largest cities in Canada with three &anufac-
- . turing ogerations, two in Quégac, and one 1n Ontario. Each distributing

céntre has its own warehouse, delivery operation and operastione and sales

staffs. Billing is cedfitralized through an on-line computer network syatem,

The company is a fairly typical wholesale distributor of which there
are thousands in the United States and Canada. Their trade association is
the National Association of Wholesalera, Washington, D.C.

L]

The Eaee asatudy covers a three year period, from the period of amalga-

mation of two companies to the present, specifically from December 1978 to
r's

R

the present time. It seeks to describe existing conditions, how they

.

evaolved and management's justification }or actions which were taken,

- 35 -
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Furthermore, problems will be identified and the manner in which this

company's management resolved them.

»

To preserve anonymity the name of the company has beén--disguised as-

have the names of its officers.

The company exists in real life and its

management had and is having to face the problems discussed in the case

presented here.

These problems are releyant to many companies both here and

in the United States.

3
]

0}

- Thie” case study does not

sttempt to cover the larger issue of human

resource management byt concentrates on the functions of employee education

and training, inclyding management development.

tion has been chosen for study,

14

4

Because only one organiza-

»

the study and its findings cen, in no way,

A

" be considered representative of a larger population. Valid\generalizationa

cannot be drawn until more intensive reseasrch is done on a number of similar

organizations,

o,

&

¢
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CHAPTER 5

REVIEW OF THE LITERATURE

.

.01 [The changing organizetional relatlonshipa\ﬁf learning activities

\

Learning activities within a company have traditionally been associated

»

with the personnel department usually 1in structural terms as a subelement

A new trend however is deVuloping ags the personnel function is in 8 period

5 v

of transition and learnang activities have been caught up 1n the human
resource development web. At present the areas of personnel ‘and human
resource development are in.s state of flux and educational responsibilities

\

are caught in between.?-2

.02 The present status of the perasaonnel function

\ . .

L4

Personnel is moving in one of two directions. It is becoming either an

\ ' ‘ -

active partner in human resource management or strictly and solely an admin-
istretive activity. Levinson eloquently states "personnel is not people”,

He claims it 1s an "added on" activity end personnel responsibilities are
¥

. F]
assigned -~ not chosgf. furthermore, Levinson continues, personnel staff a%n
“ .

inadequately trained and their role and function are diﬁficqlt to define.

¢ -

{ ‘
1. William C. Byham, "Applying a Systems Approach to Personnel Activities™
Training and Development Journal, Vo.. 36, No. 1, January 1982,
pp 70-75

2. Thonas Macylin, op. cit., pp. 48-49
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They are in the main bureaucrats and they "have no systematic theory of
human behaviour”. He is highly critical of the personnel function and of

inadequsately trained personnel executives in general. He waas one of the

firgst to note the difference betwen the personnel function and human

e

resources. Few companies have been able to integrate the personnel function

well and according to Levinson, sociologists and teachers in business admin-

~

istration have described the position of the perionnef department as being

)

ambiguous: "in the organizetion but not of 1t".3 Consequently, some com-
panies have divided their personnel responsibilities; one to deal with per-

-~

sonnel metters, ‘the other to concentrate on employee development,

.03 The emergence of the human resource development function

\

1 -~

As a consequence there has develaped an entirely new functional entity

-

known as human resource development. This function has either been a spin-

f '

of f from personnel or a new one created to encompass the burgeoning tasks
relating to humuv relations. Thia'human resource development function, a
notion of some ambiguity is vying with personnel for recognition and posi-
tion in the corporate establishment. The 1dea of human resource development

has arisen fronm nanngemenfs growing awareness of the importance of the human

3
»

element in work. This change in management direction started i1n the 1960's

)
3

which emphasized the human resources concept in menaging people through a
more democratic approach, Based on the research work of MecGregor and Likert

it was a radical departure from the traditional management thought and

0

3. Harry Levinson, The Exceptional Exscutive, (New York: Mentor Book -
Now American Library/Times Mirror, 1968) pp. 260-274 :
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practice of the time.%-5 Human resources as it is generally known,

Ve

aspires to have all employees share in issues that involves tiﬁs diT%Ftly
and to have participation i1n decision making at all levels, It seeks to tap
each and every employee's talentas and creative abilities. Its aim is to

encourage the employees to exercise self direction and self control as they

feve]op and show greater insight and ability.

In keeping with this philosophy Hert zberg brought a new perspective to
management theory. He made a distinction between motivators and satis-
fiers. It was his contention that wages, surroundings and quality of sasuper-
vision were satisfiers while challenges and responsibility were motivators.
Combining motivators with sgtisfiers would optimize performance.®
' There evolved from all this research the concept of human resource
development & term first used by Nadler. In i1ts original sense it centered
on training, education and expetience.7 The accent on learning to adopt
human relations theories to the workplace undoubtedly prompted the notion of

-

human resource ‘development. But recently it has become a donvenient

repository for all human relations activities. Such activities as

4, Douglas McGregor, The Humen Side of Enterprise; (New York, McGraw-Hill
Book Company, Inc. 1960)

5. Rensis Likert, New Patterns of Mansgement, (New York, McGraw-Hill Baook
Company Inc., 1961)-

6. ?. Hertzberg, "Work Relations or Human Resources?,"™ Hervard Business
Review, July-August 1965, Vol.'43, No. 4, p. 163

7. Nadler, op. cit., Developiné Human Resources, 2M9d Edition (Austin,
Texas: Learning Concepts 1979)
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organization.davelopment; quality of work life, quality circlea, wellneas,
fitneas, addictien counsalling, estate planning, stress management and many
more have been added to the human resource development function. Te; Mills
discusses this phenomenaon and the incressing concern and asttention that
buainess is giving to all bunan‘factors as they relate to performance and
productivity, ‘He draws 8 distinction between the personnel function which
13 mainly concerned with employee rslatione and human resoufce development
which he deacribes as a movement characterized by a significant change in
management phi1losaphy. Milla chooses to call it simply HRD and he has pre-
pared a gloaaa{y ;f common HRD terms: industrial democracy, jJob enlarge-
ment, enrichment, redesign and rotation, organizstional development partici-
pation, participative management, productivity, quality control circles,
quality of work life, and 9oc{ptechnicalqsystema.9 And so initially, human
resgurce development, involved the developmental asaspects of education and
lrain{ng but- latterly has come to embrace the widest aspects of work life
based on the principles espoused by behaviaoural science &nd the human
resources school, but Miles warns:

"There is no quick and easy answer...that the human rescurces
model is more adaptsble to and more easily applied with some groups
than with others...the human resources model,..cannot be put into
full-blown practice overnight in any situation, particulsrly where

subordinates have been conditioned by years of traditionsl or pseudo-
participative techniques of 1eader3hip."9

4

8. Ted Mills, "Human Resources Why the Now Concern," Harvard Business

Review, March-April 1975, Vol. 53, No. 2, pp. 120-134

9. Raymond E. Miles, "Human Relations or Human Resourc#s?” Harvard

Business Review, July-August 1965, Vol. 43, No. 4, p., 163
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.04 The impact of human resource davélopnent on learning activitiea
¢ .

As companies grsdually moved in the direction of the human resources
model a dichotomy has davelopec; in the persannel function. Human relations
had traditionally been e responaibility of the personnel department, but
human resources as a new.management concept appeared to be misplaced as it
gought to change the ;anner of managing. The implementation of the human

Ay '4’ . ’
resources model required massive doses of training and education. At the
game time it brought about a major shift in training, ‘:From a functioh

. : £
largely devoted to teaching new 8kills, to one devoted to imparting a

knowledge of the behavioural sciences and people skills. ]

HRD has mushroomed into a bewildering number of activities, many that
were once pergsonns]l gctivities have now become an HRD responsibility. As
yet thez;e 13 nog clear indication of which function, personnel or HRD will

) o
prevail as & major administrative responsibility. Although HRD 18 very much
in the ascendancy, personnel 1is tenaciously holding 1ts own and most
personnel departments are tryiné to retain their stake in HRD.

v

.05 Orgenizetional status and suthority of personnel

There are two recurring themes in the literasture on human resourcs
devg,lopment and personnel. The first is lack of positional definition or
homelessness of the position in many companies. r While this is truer of
human resource development than it is of personnel which has held a tradi-

tional place in the organfzation, with the acquisition of HRD operatiaons it

-

R R
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too is finding its organizational relationships obscure. The second theme

is the lack of authority and power that both personnel and human resource

developmént people possess.

Thpre are a number of possible reasons why this is ga. Personnel has
not b4en reckoned a major executive function because its authority and

responfibility were indirect. But Levinson points out, a8 human resources

planning and development become ever more important the exercise of author- "

ity f%dlrectly is uho]iy inadequate for the implementation and eatablishment
of sound human resources programs. Much of it cuts directly across organi-
zational lines making it necessary to have a source of direct influence or
control over line management reap;n31ble for the progrems in their depart-
ments. ;lthough titles range from vice-president, personnel, to‘peraonnel

director, these individualas have very little power within the d4rganization

and were and possibly still are the poorest paid executives. Levinson sug-

geats that these executives must not only be professionally trained with a.

background in the behaviourial sciences but must have the ability to d;ag—
nose the orgenization in its totaliﬁy. Equally important, the personnel
execut ive must have the power within the organization to carry out the human

&
resgurces functxon§.1u 3&

\\\///////#ﬁrLev{Ran-puts it:

"Thex hief executive must therefore naot only demand a higher 1
of psrformance from the personnel executive, but he must simultaneousl

-~ .
e,
—

\‘\ . _‘\

10, Levinson, op. cit., pp. 260-267
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maoke it possible for such performance to occur. - As in other work rela-
tionahips...., the two are engaged in a task in which they need eagh
other and ‘the organization needs their combined talents.”1?

'
“ P

Foulkes echoes much of what Lavinson says in hie article on the expand-
ing role of the personnel department. He too emphasizes the requirement for
positioning the personnel function at a lavel where it is able to affect
company policy.12 Furthermore, it should "be a strategic and assertive

one”. Not only shduld the personnel manager be invelved 1in long range plan-

‘ning but be supported and aided by the chief executive. 13

T

.06 Executive status required for personnel function

Acgording to Foulkes it is necessary that the pwrsonnel function have

f
- !

executive status with the mesns and authority to implement sound and crea-

tive programs. In order to bring the maximum power of the organization to

3

the function a number of ‘large companies have indeed made personnel a senior
level executive function. Foulkeg liasts a number of human relations activi-
ties as being personnel reponsibilities such as attitude surveys, communica-

tions, work 1life, career planning and development, salary administration,

benefits, and supplementary uses of facilities, but he omits educastion and

@

A

training!M

11. ibid, p. 274

12. Ffred K. FfFaulkes, "The Expanding Rale of the Personnel Function,”
Harvard Business Review, March-April 1975, Vol. 53, No. 2, p. 73

s

13. ibid, p. 75
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07 Organizational status of HRD/human resource develppment

In the case of human resource development or HRD, Nadler has raised the
question of where the authority and responsibility for human resource devel-
opment should lie in organizational terms many times. In his book on human

resource development, he asks: ’

"Which job is to get done? If it is merely to support the person-
nel function, then to pursue this function is indeed a waste of time.,
If the develapment of human resources -has become something different
from the traditional personnel fupction then placement within the or-
ganization needs to be reexamined. Operational placement is crucial an
terms of who the HRD director reports to within the organizat%on"15

Five years later, he 1s still seeking an answer and 1n 1979 he poses 1t

as a research ptoblem.16'17 Although the implication of HRD as the medium

-for comblning-"interdependent social and mechanical systems" and 1i1s equated

0

with the nature of work itself, is not of concern here, its place in the
organizatiocnal hierarchy is of major importance as one of 1ts principal
functions is still educatign and training. HRD remains somewhat “in limbo
and has not yet been accorded a positien of any significance in the organi-
zation. It is "searching for a corporate home", Mills does acknovvl;:iga

that in a few instances 1t has been given executive status but “‘these are the

exceptions and not the rule. Nevertheless, there is evidence 1n the s

1

15. Nadler, op. cit., Developing Human Resources, p. 169

{ )
16. Nadler, op. cit., "Implicationsy of the HRD Concept,”™ Training and
Development, Val. 35, No. 6, June 1981,Lpp. 12~22

17. Leonard Nadler, "Researchz. An HRD Activity Area,” Trsining and
Development Journal, Vol. 33, No. 5, May 1979, p. 62




W

literature that it is starting to recgivg top management endorsement and an

increasing number of c?mpqciee have appointed human resource committaes.18'

19-20 ™
\a »

\

[

Notwithstanding these developments, the'slottbng aof the human\resourc€

development function in most organizations remains larggly unresolved. In
the majority of companies it is =atill subordinated td .the personnel
function. Some authorities claim that the important thing is to get the job
done, not tP worry about poaigioﬁing the function. The only thing wrong is
that this claim has ne evidence io support it and 1t runs counter~ to
contemporary éeaearch in organlzatlona{ behaviour. In order to get the
right job dohe, the right job has to be determlne;. Most agree that the
peréﬁnnel fu;btioh differs from the human resources function. Who then
determines what the right job is? Therefore says Nadler, if the _two

functions differ then it becomes necessary to set up a human resources

department #4s a distinct and separate respon31bility.21

£

18. Mills, op. cit., p. 123 and p. 125 "

19. "Training Talks to the Top", Training/HRD, Vel. 18, No. 108, pp 40-44,
October 1981

20. James R. Nininger, "Human Resource Priorities in the 1980's" The
Canadian Business Review, Winter 1980, p. 12

Z1. MNadler, op. cit., Developing Human Resources, p. 169
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.08 DOrganizetiongl status of training and sducation

#

’

This leaves the education and training function in something of a quan-
. -

dary. The queation‘lhat now must be answered is where should training and
G -

edugation be placed and in general all formal learning activities within a

company? A common solution has~not as ypt been found. They are either

linked to personneél or HRD and no two companies have placed the HRD function

in the same poaltion.22 If it is impossible to place human resource deve-

lopment in the hierarchy, how much more difficult is it going to be to slot
N ¥

educational activities? Tracey, .in his textbaok on training ‘management,

-

,avoids any mention of human resource development and restricting himsel¥ to

traiping and development places the training function at a senior management

[}

level. In the example cited by Tracey the manager of training and develop-
ment reports to the vice-president of personnel. This 18 equivalent to a
A

third level position. Fufthermore, Tracey,s summary of responsibilities and

3

job description for a training msnager and his illustrations of typical

organizatlon charts for training departmgnts of different s1zes would

R ¥
.

certify to its senior status.23g

-

But, Odriorne would disagree with this. Training should report to any-
o a
v

body but ‘the personnel directar. However, because of legislative changes in

i

—

22. Mills, op. cit., pp 1T22-123

23, Tracey, op. cit., Chapter 4

3
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employment law, he has modified his opinion. He suggests instead that

-

persannel repert to HRD! 24

Elsawhere in the literature there is only occasional mention of where train-

ing and the educational function should be placed in the organization and to

whom it should report, Johnson has the training manager report to the human

resources officer, while ths caommittee for management trainisng and develop-

1]

ment has either the head of the company or a senior executive take respansi-

3

bifity for management trainlng.25'26

o

.09 Reasons for non-status position of training and educatian
: N

- o

There are man;areaaans why training and education has not acquired a
mure'sanior status in the hiererchy, not the least being the general incom-
pétence of the average training manager.27“' But there are equally valad
reasons which hold true nat only"for training and education but human re-

source development as well. E8sentially they revolve around senior manage-

ment'sa ambivaiant attitude over their worth,

La

)

24. Ron Zemke "Geatrge Odiorne: Father of MBO", Training/HRD, Vol. 18, No.
10, October 1981, p. 68 - ;7 , .

25. Richard B. Johnson "Organization andiﬁanagamont of Training" Management
Development and Treining Handbook, Editors: Bernard Taylor and Gordon
Lippitt, (London and New York: McGraw-Hill, 1976), p, 2.5

26. "Management Training &nd Development Committee,” An approach to gpe
Training and Development of Managers, (london: Ministry of LaboUr,
1968), 2" printing, p. 3 . Y,

- f

27. Bob Jones "A Cautlon Signal for HRD;" Training and Development Journeal,

April 1981, Vol. 35, No. &, pp. 42-46 ) .
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Although most writers an the subject have noted the ‘importance of edu-

b
(v cation and training to organizational design and management strategy, one

reason why educational activities have not emerged as e major executive

function and possibly %he most important one 1is the chief executive's

attitude.

and learning activities have not been recognized as a major executive

2
wk

"The degree to which training and continuing education can be used
effectively in any organization is to a considerable extent dependent
on the management perspective of the chief administrator for he, more
than anyone else, seta the taone and pﬁ?loaophy of ,the.organization. In
gome inatances management is perceived as the controlling of human
energies; in others it is seen more as the development and releasing of
human energies to accomplish the organization's goels."28

\

In addition there are a number of other reasons why education, training

~

4

function,

~

¢

One reason may derive from the fact that 1t'sg importance to the organi-

3

!
zation has simply been overlooked by management or has been given a very low

priority. Tirrell and Cowell contend that one of the mejor problems .encoun-

-

tered by human resources programs is the insufficient allocation of money,

people, time and facilities because manégement cannot assess ite return on

investment .27 Morris expresses this same 31dea from the standpoint of
education and training: . : .
e

28, Daniel S. Schechter & Thomas M. 0O'farell, Training and Continuing

( : 29.

Education, (Chicago 111: the Hospital Research and Educational Trust

1970), pp. 1-2

John A. Tirrell and Thomes H. Cowell, "Human Reaourc;‘Devalopment - A
Mushroom?”, Training and Development Journsl, Vol. 35, No, 3, March
1981, p. 22 ) ;

- 48 -
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“The busineygys world on the other Hand has always been very much
concerned about the cosat effectiveness of its own education and train-
( ¥ ing activities. Unhappily, this interest has often been rather nega-
tive, mainly because senior managers have lacked personal experience of
the problems of education and treining, and have doubted 1ts relevance

and affectiveness."30 . ,

Another reason, cited by Bellman, is that management simply doesn't
! [4

understand the human resource development function.3? Yet another reason

. W
is its relationship with personnel which still remains in many companies an

organizational sfepchild, 1t too 18 treated similarly.32

'

.10 Reasons for lack of authority in human resource positions

The second theme is really an extension of the first. A major com-
plaint of all human rescurce managers including personnel, human resource

development and education is the lack of autherity and influence ‘that they

covered, there are some additional observatioﬁs that should be made.

Calabria relates how difficult it is for, them to maintain theair leadership

"
~

among their peers and among other managers both at higher and lower levels.
The main causes he cites stem from short career ladders, organizational

\ politics and being placed in an advisory role and because they are ataff

i ) \

30. J.F.- Morris, "Education for B8usiness and Management," Educat ional
Research in Britain 2, Editors: H.J. Butcher, H.B. Pont {(London,
England, University of London Press, 1979), p. 227

31. Geoffrey Beliman, "Building HRD Models for Fun and Profit," Training
and Development Journal, May 1981, p. 34

I

( 32. Levinsop, op. cit., p. 260 .

have within their organization. While " some of this has already been
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they receive insufficient support from higher authority.33 AB the impor-
tﬂnce of the HRD function continues to grow, as it has been within the last
flxe years, these issues should be resolved. With }mportance will come

recognition, with recognition will come attention, with attention will come

status position.
{/{

t o
L \
’\ jlﬁ
s
.

haa found in her studies on relationships within an organization

‘

Kante
that it is requently the position not the person that determines the degree
of powe and authority that a manager can exercise.>® The often repeated
complaint that the HRD department has insufficient aeuthority ta carry
through its programs and achlbve objectives 18 partially the result of 1its

poeition in the hiararchy.35 The same thing msy be ssid of educetion and

training.

, '

Another principal cause of powerlessness results from the fact that the
]

" HRD activity as well as education remain staff functions. For staff members

to get things done frequently requires the use of someone else's sauthority

but this may be difficult or impossible to obtain. As Kanter explains:
t b '
%...warking under conditions that can lead to organizaetion power-
lessness are staff specialists. As advisor behind the sBcene, staff
people must sell their programs and bargain for resources that unleaam\
they get themselves entrenched in organizational power networks, they
have little in the way of favors to exchange."36

33. David C. Calasbrim, "Power and the Training Manager,"” Training and
Development Journsl, Decembsr 1980, Vol. 34, No. 2, pp. 54-56

34. Rosabeth HMoss Kanter, “"Power Fajilure in Management Circuits,” Harvard.
Businesa Review, July - \tguet 1979, Vo. 57, No. 4, pp.65-70

?5. "Hona to Gain Orgsnizational Power for HRD," Training, April 1977,
pp. 104-111

36. Kanter, op. cit., p. %0
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.11 The role of the training offjcer

\

A\

i Human resource specialists will tHerefore remain relatively p;wurless
until both position and executive }ecognition are achleved. However, 1£
must be borne out at this point that thHé Titersture refers to a traﬁning
director, manager or officer. There are no references to a corporate educa-
tional administrator. The two are not identical. As edhibit 1 demon-

strates, the role of training is undergoing quite a dramatic change and no

two authorities identify the game set of major functions.

- 571 -
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EXHIBIYT

AUTHOR__
A st ' no 3

MAJOR
,FUNCTION

=
»0
-
X -
]
x0
O

\
CONSUYLTATION,

CAREER
DEVELOPMENT

HANAGING

BUDGET
CONTROL

OCRGANIZATIONAL
RELATIONSHIPS

MISCELLANEOUS
i

<1

[

|

Craldfsky
Celo, (1975)

Learning
Specialist

Consultant

Administrator
Program
Marager

U.5. Civil Service
Camisaion (1976)

a

Learning
Specialist

Corsultart
Career Counsel lor

Program Maneger
(added by Jorz &
Richards 1977)

Commiasion (1976)

Johreon (1976)

Keep up with educa-
tion & training
techniques

Consultant

Develop and implement
career patterns.

Structure training
operat ion,

-

Employee gperations
anal yais & coet re-
duct ion techniques
budget- contral.

2,
Works with I{irw num-
ber of people thraugh-
out the organization.

Establish & maintain
standarda. Select,
train ed motlvste.
Evaluate performence.
Asseas r needa.
Active prafessionally

I

A.S,T. D, (1978) white (

Detemine appropriate|Deliver
training spproaches. {Developn
Design & develop ekills &
p! ams. Conduct Developw
jﬁcrfom re- |fessions
lated. Conduct classiexpertis
room training. fe- [and deve
search training field{ing prog

|material
Career Counsel lor Advising

ling.
Manage internal end [Menage t

external reeources.
Hﬂm the training

Manages workdng rela-[Meintain
t ionship with manager|{tional r
ard clierts.

4
GCrowp and orgeniza- |[Analyze
tional development .
Analysis needs,
Sel f development . ,

*Adapted from Diane Gayeski, Educating The Training Professional; Training and Development
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EXHIBIT 1% '

A.S.T. D. (1978) White (1979) Nadler '(1979) Ontario Society YUL E (1979) -
Training & Deve- U A
lopmert Adninistration | Education Public Relations

\
Learning Special ist| Instruct ion Adnini stoition | Instruct ion
Curriculun Builder | designer Material Develop-
gmut
ca-  [Determine sppeopristeDeliver training. Instruct ion Learnirg

training epproaches. {Development of besic [Methods & msterial specialist

Design & develop skills & krnowledge. [develaper )

programs. Conduct Developmert of pro- |,

performence re- |fessional skills & . 1 '

ated. Conduct classlexpertise. Designing ¢

roon training. Re- land developing train-
- search training field}ing programs and

|meterials. Research ,
- - Consultant Coreultart Corpultarnt

lemert |Career Couneellor Advising and councel - - = -
. ling.
ing Manage irternal and |Menage training. Adninistrator Manager Program

extermal resources. Supervisor on in- sdninistration

Manage the training going programs. Plapning

. ' Fecilities
Adninistration
10ne - - Arrarger of facili- - -
re- ties & finence,
es
B rum- |Menages working rela-[Maintaine organiza-  |Advocate Organizat ion - Internal Lieson
hrough~Jtionship with menegeritional relationships. |Charge Agert Management
ration. and clierts.
|- )
ain and organiza- |Analyze needs. Developer of per- Evaluat jon Evaluation Informat ion
t, t developmert . Y sonnel . Comunity Noads Analysis [Needs Analysis  |Exchamge

te. Amalysis needs. realtiors. Sti-

. 15elf development. mulatort expert. External
needs. . Liason
pnally

)]

pnal; Training and Development Journal,'August 1981, pp. 60-66




The role of training is pertinent to-this study as it forms the founda-
tion on which corporate'ﬁﬁucationa! administration can be built. 'Moraover,
there is an absence in the literature on any-reference to corporste educa-
tional\adminigtration. Referring to exhibit 1 of immediate interest is that

i
of intra-company relationahips as these form a critical element 1in admini-

strative practice. Johnson, ASTD, White and Nadler all recognize ita exis-

tence but describe it in different ways.

Wiéhnut a doubt, there are common functions, but many others differ
_ h

widely and the relationships between functions ares ill defined. It is no

Y

wander then that senior management has found it extremely difficult to

assess the worth of training and education and to assign direct executive

responsibility; a fact cryptically noted i1n Bellman's article on building

HRD models:

“Our common complaint is that managemaﬁt doesn't understand what
our function is aboutn"?7 ‘ '

Nadler emphasizes that reporting relationshipas and position within the
organization have a corresponding influence and power of authority through-
o;t the organization. Simply, the higher the function 18 placed within the
organization, the more will be its prestige and its activities will more
readily be accepted by all aperations of the organization. {Evéry operation
is touched by human resource development activities and it must be able to

react to present, future and planned operations.38

37. Bellman, op. cit., p. 31 )

N -

38. Nadler, op. cit., Developing Human Resources, p. 170
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Exhibit 1 also contains another interesting fact. That is the impor-
tance of the learning function to the position. This is also borne out by
many of the writers who have written on the subject aof the campentancies

required by human resource specialists. Not only is learning theory common

’

throughout their work, but aleso curriculum development, 1instructional
deaién, evaluation methods snd research methodology.39

An ASTD Conference on the scademic preparation of the HRD professional
also>concurs that a core element in the curriculum is adult learning and be-
havioural change based on adult learning. In addition, advancement in HRD
practice demands management and administrative skills, and should include
the academic foundations for career counselling and development,design tech-

nolagies and professional aelf-deve]opmant.“o, ) s

e There are also many books and articles dealing with maﬁaging the

training function. Tracey is probsbly the single, greatest authority on the
aub ject. His textbook "Managing the Training Function" 18 generally

regarded as the most suthoritative on the subject. Although Tracey recog-
« o ’

nizes the difficulties the training manager has in exercising authority out-

il

side the training department, his solution 18 one of co-operation, cnmprg—

mise and persussion, rather than direct control.4! He doean't go to the

x

39. Patricia A. MclLagan, "The ASTD Training and Development Competency
Study: A Model Building Challenge," Training and Development Journal,
May 1982, Vol. 36, No. 5, p. 19-24 ﬁ”ﬁﬂ

40. Elizabeth O0Olson, "Curriculum for HRD Practitioners,” Training and
Development Journsl, Vol. 35, No. 7, July 1981, pp. 32-33

41. Tracey, op. cit., p. 194

s
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Hea, ®
extent of granting the training function executive status although he does
combine the similarities of the controller's job to that of the training
manager's. This is an interesting observation as a similar relationship in
the two functions was uncovered by the executive in charge of training and
-aducation in the case study. Tracey also notes that training must be in
concert with the company's present and Qg;g;g\:iﬁrstiAné. Jraining must
correlate, endorse and promote the policies and objectives of the company,

aiming at all times to optimize the resources of the company. It must,

f?racey says have "unity and purpose" with these gcoals.a2

3
1]

3

—

Again Denova in his book "Establishing a Training Function" lays down
all the functions that are to be performed by a training manager d? director
but omits any mention of his span of authority.43

W

.12 Executive administrative tasks added to educational role

Another important fact is the ghifting emphasis to administrative

chores. Ig additiJn to being a learning specialist, the training director
is becoming both an admini;tratot and a consultant to management. The acti-
vities of a training manager now include helping mgnage;ent dia&nose and
solve organizational problems. The kesynote here is that the function and

s

the particular competencies of theltraining manager are becoming more and

42, Tracey, op. cit., p. 81 N

r

43. Charles De Nov Establishing a Training Function, (Englewood Cliffs,
N.J.:! Educationdl Technology Publications, 1973) )

2

al”'»



more impﬁrtant to senior managwement.44 With knowledge comes power and the

training manager is moving in this direction.

.
-

~ s v

The training professionals are also gaininé status, recognition " and
authority from their involvement in manpower planning and development. This
expanded function is bringing them into the inner %&nclavea of executive
planning sessions and close association with senior managem;nt in follow up
activities. .n fact, it 18 becoming increasingly lmpo;tant for all involved
in human resources to(keep informed on all sac:ial, economic, technological

and scientific developments not only within thier own fields but also those

relating to their organlzatxon.45

However, no single development has had a greater effect on the 'status

o

of the manager of training than the transition from purely training to the
M
concept of human resource development. Human resource development ifYolves

evéry aspect of organizational life not the least 1mportant being strategy

°

and long range planning.46 The HRD head is a key player in these function.

44. Gordon L. Lippitt end Leonard Nadler, Emerging Roles of the Training
Director, Training and Development Journal, June 1979

45. Ronald W, Clement,’ James W. Walker and Paetrick R. Painto, Changing
Demands on the Training Professional, Training and Development Journal,

March 1979, pp. 3-7 \

486. D.E. Dimick ;nd V.V. Murray, "Personnel Polciy as a form of Strategic
Decision Making," International Studiss of Man and Organization’, Vol.
IX, No. 4, 1979, pp. 78-99 ’ '
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L3 Growind importance of human resources functions .

, The 1literature supports the contention that the human resources

L]

functions are increasing in importance, that they are outpacing the
personnel function and that their activities are being recognizéd by a

growing number of organizations. With its growth in importance, it- is

-groowing in stature to the extent that many companies now have sxecutives
‘whoae responsibilites include human- resource development with a major

commitment to edﬁéation and traxning. . B

-

An indication of the trend that humen resource development is taking

which is somewhat at odds with Mills, can belgathored from the articles
. L ]
dealing with academic preparation for the field. The core programs are

adult education, behavioural science, organizational development, communica-
Eions, business management and administration.%’ Hoyever, some would
stress one discihline‘ over another. McAl indon stresses education, while
Levinaon stresses applied behavioural science’'at the graduste level, while
otﬁtrs vacillate between the two,48-49 The importance of training in

education, still appears to be the single @dst important discipline. Much

of the function revolves around educational methodology such as curriculum,

47. 0Olson, op. cit,

48. Harold R. McAlindon, "Education for Self-Actualization," Training and
" Development Journal, October 1981, Vol. 35, No. 10, pp. 85-91

v

49. Harry Levinason, "Executive Development What you Need to Know,"
Training and Development Journal, September 1981, Vol. 35, No. 9,
pp. 84-85
’ - - 57 -

Ly g wep—— 5 i o —_— e e . . . - R

N



K

teaching, evaluation and particularly adult learning theory,so but it must

be recognized that the educktional function in industry encompasses not .only

'

training, but all aspects of education; education for professional certifi-

cation, general academic education for degrees, diplomas and certificates,
skill €}aining, on-the-job training, career counselling and development,

apecial education for alcohol and drug abuse, and poasibly organizational

development.

+

This gsection on the role of training cannot 'be complete without special
attention being drawn to Yule's work on education in a business setting.

s
From a study of a number of training managers he has classified all the

activities undertaken by these managers on 8 day-to-day basis, It is an

B

.invaluable s8source of 1nformation for the atudent of educational activities

within a company.51 However, what activities are carried on in the

performance of a responsibility need not be and frequently are superfluous

——

to and not pertlnant‘t&Jthe Job.

There is also a tenor that can be discerned 1in the %eadings. Human
resource devslopmeéent evolved  from the training function. In turn human
rescurce development emerffged to embrace all human resource functions under
an umbrella tdrm HRD. ' In the process learning activities were submerged 1n

Ll 1

8. sea of human resocurce functions. 'anrning activities now appear to have

154

.

50. Gayeski, bp. cit., p. 84

51. David Lloyd George Yile, Management of Learning in Work Settings,
Ph.D., Thesis, University of Toronto, 1979
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come full cycle and in their own right and as a unique and separate funct

distinet from HRd and human reaource develﬁpment, are achieving if not exe-
qytive of fice, then at least uder middle management status.”2Z

3

+14 Organizationeal dynamics

- ~
Y

Some mention should be made of organizational dynamics as they bear on

administrative practice. Kanter's findings should be noted in the context

<

of authority within an organization, namely that it is the position rather

than the individual that often determines a manager's power base, 3 A

chief executive can also be powerless i1f he or she lacks sufficient informa-
tion and support; The best executives. are therefore learning to remain

approacheble to those around them and st the ssme time to share power. In
- .
many ways the humah rescurce development group are the eyes and ears of the

internal organization and none more so than those actively engaged in educa-

tion and training. The competent executive is coming to realize 1its impor-

v
1.

tance to his or her successful management of the company.

+

.Chief sxecutive officers must rely a great deal more in their profes-

siona)ly trained staffs. Chief executives no longer have the knowledge or

understanding of technical matters that their >subordinates possess. These

execﬁtivas therefore depend upon and not infrequently defer to their subor-

()

.
4

52. Leonard Nadler, "Defining the Ffield - is it HRD or 0.D. or ....7?" -
"Training and Development Journal, Vol. 34, No. 12, December 1980,
pp. 66-68

53, Kanter, ap. cit.,“p. 72 '~~\;
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dinates' decisions.”? .Training and education officers are;,beginningfto

e

find thems’e&vas “in this relstionship with their immediaste superiors. These
pxacutives are yet a minority, but there is ample evidence that their num-

bera are growing. As 8he literaturs bears out, the treining end education

function is and in many instances hess expanded intoc the human reenurca‘func-—

tion. With it, the training manager hss Rpoved, and the role of the manager
pe™ ™
has changed both in ‘«Pgontent and ‘in importance. If 1t .hes not yet attained

1

® X
ax/acutive status the trends indicats that it is headed very swiftly in that

direction.%% , ‘

/
.15 , Matrix atruct&rea - i

t
’\ )
¢

On this subject of organizational dynamics, structural innovation is
)

always a possibllity and in this respect there are a number of excellent

&
filne in particular Qiscuases the use of dual and

tticlea on this topic,?6

~
triple hierarchies and thess may be possibilities with the educational

BN Y

v

s N
&

. 54, Edgar H. Schein, "Increesing Organizational Effectiveness through
.Better Humean “Resource Planning and Development," from Management
Preview, Strategies for the 80's, A Collection of Reprints from the

. Sloan Managemant \iia;g}‘;“ R&yaachuaetta Institute of Technology, 1979,
4] 20 * . ¢
[y d? - 4 . . Iy
55. Joha P, &otter, "fower, Dependence and Effective Management," Harvard
Business Review, Yol. 55, No. 4, July-August 1977,  pp. 125-13 !
56. Preacriptive Models of Urganizntions, Editoras Paul C. Nystrom and

William Staerbuck, Studies in Mgnagement Series, Vol. 5, Editor: Martin

-

K., Starr, (Amsterdam, New York, Qaxford: North Holland Publishing
Compeny, 1977) N
- - 60 - .
. ‘ oA
N\
N -
\ ! .

RN T 5 AL ARt St 2T 9 RO BT AP Gor e W T Pt A L i Ay e

* n ® !
, .

B

AR et e =
.

rewt v

)




S s oy T S e A 3

f'uncti;;n in business.’’ No reference on this subject would be complete
[4
without mention of Mintzberg's definitive work on organizational design.58

And lastly, there are hundreds of articleas on matrix management but for the
uninitiated the articles by Wright in the Management Review and Davis and

Lawrerce in the Harvard Business Review give very clear and concise over-

4
¥

views of this subJect.59"6D .

&
, -
-

.16 Steeting committees and task forces

’

L}ppitt suggests that 8 matrix structure would probably be a preferable
model for human resource practitioners to operate in, but there ls nothing

in the literature that would support this contention,6’ There are however

gsome articles on task forces and steering committees which are akin to

project management, Their aedvocates are of the opinion that they are
- &
{

& ‘%,,

57. Janet Schriesheim, Mary Anne Van Glinow and Steven Kerr, "Professionals
in Bureaucracies: - A Structural Alternative"” Prescriptive Models of

™.  Organizstions, Editors: Paul C. Nystrom and William Starbuck, Studies

in management Seriea, Vol. 5, Editor: Mertin K. Starr, (Amsterdam, New
York, Oxford: North Holland Publishing Company) pp. 55-69 s

v '

58. Henry Mintzberg, The Structuring of Organizations, GEnglewaad Cliffs,
’ N.J.: Prentice Hall Inc., 1979) .

59. Norman H, Wright, Jr., "Matrix Management", Management Review, Vol. 68,
No. 4, April 1979, pp. 58-61 '

60. . Stanla‘y M. -Davis and Paul R, Lawrence, "Problems of Matrix
- Orgapizations, Harvard Business Réview, Msy-June 1978, pp. 131-142
¥

61. Dave Jamieson, "Developing HRD and 0D: The Profession and the
* Professional - A Dialogue with Gordon L.. Lippitt"™, Training and

Development, Yol. 36, No. 1, January 1982, p. 25 .

v
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invaluable in assuring that treining and development are consistent
organizational gaala.ﬁz"“'(’a They&havl another advantage in that

-~y
promote continuing interest and support throughout the managerial ranks.

17 Industry-university co-~op developments

Ll

. ) 7 , -

Business-university co-aperation is another theme on which there are a

\
growing number of articles appearing. The American Council on Educetion

with

they

has

a task force to study its implications, The most authoritative articles

i

- !
have appeared in ASTD's National Report and the aubject doed appear occas-

s &

1

‘

)

0

62. Richard A. Headley, "How to Design a management Development Stesring

Committee®, Training snd Development, Vol. 32, No. 6, June 1979,
. +

3-6
1

PP-

63. P.R. Beavan,” G.,J.L. Green, J.G. Russell, "Dayeloping a Strateéy for an

Induetrinl,r“/;PTraining Board - A Participative Approach" Long Range

Planning; Vol. 12, February 1979, pp. 41-55
fig ! )

64. Peter F, U)\t%:mt, "Task Force . Management: a way té Teckle the Human

{ Problems.",

7309 -
[

65. "Patterns of Effective Inservice Educationp" Florida Depsrtment
Education, Ysllahassee, Floride, 1974, p. 20
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sionally in professional periodicals.66‘67‘68'769 There are as yet no

-

clear cut patterns emerging.

\

! . .

. - / . - " \“
> Y

A - ~
In.concluding this review of the literature it must be stressed once

again that neither the concept nor the function of .corporate educational

\

administration is to be found in the literature. Learning activities are

not solely training. They" embrace guch areas ias career education, co-
operative education, ptof;aaional accreditation, ( executive education,
management development and so on. At present these activities are spread
among many departments including training and personnel and if ane exists

\

the human reaource&evelopment department. At times they can be and are the
’ . ]
responaibility of line management. But there is the growing reslizstion by

management that\ a more cohesive end organized approach to education must be

taken. It is hoped that data gathere'd from this research will point the

way .

4

66. ASTD, National Report, Vol. 7, No. 1, January 9, 1981, Vol. 7, No. 7
April 3, 1981; Vol. 7, No. 12, July 13, 1981; Vel. 7, No. 17, Vol. 7,
No. 19, October 31, 1981, Nov. 20, 1981, etc.

7. D"ovnald D. French and Theodore F. Geutschi, "Maintaining Professional
Vitality Through Continuing Education" T.A.P,P.I. Magazine, Vol, 58,
No. 8, August 1975, pp. 162-164

68. Roman Hohol, "Interview with Dactor Marden", Canadian Pulp and Paper

Industry. ,

W

69, James W. Wilson, "Models for Collsboration: Developing .Work-Education
Ties", (Boston: Cooperative Education Reseatch Center, Northeastern
University and ASTD, August 1980) -
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CHAPTER 6

& »
N THE CASE STUDY
A Y
Blckground to the Case
. .01 History ' .

78

On January 1st, 1978 two of Canada's largest chemical distgibutors,

\
Amalgam Limi%ﬁd and United Chemical Incorporated, amalgamated to form a new

company, United Amalgaeam Chemicele Limited, whigch wss shortened to U.A.C,

Ltd.

)
4

The semalgamation was brought about by the principal shareholdef of

A

both companies as a number of profitable joint ventures and synergies were
'

seen to exist.

'

Both coupaniéa had baen‘longxaatablisﬁed. Amalgam Limited’ began busi-

<

sness prior to the first world war and United Chemicals had its origin in the
late 1920's. Each company was itself the product of a nggper of combin-

ations and acquiasitions of other small chemical wholesalers, agents and dis-

- '

tributors., United Chemical also had a manufacturing\operation in Valley-

1

S p

field. The merger of Amalgeam ahd United made it the largest distributor of-—

its kind in Canada with gales in excess of 250 million dollars and over

b

1,500 employees.

- 64 -
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Amalgam Chemicals hed had a hilstory of strong conaistent growth during

3

the postwar period matched by excellent profit performance. Méasured in

—

terma of return on investment it consistently outperformed its competitors
as reported in the trade press. Although very young, averaging 38 years of

age, its ex&cutive staff was conaidered both sound and dynamic but 1t was

o

recognized that it lacked depth.! ¢

Steps were being taken to improve this situastion with the establishment
of an internal consulting group known as the Business Assist Group. This
unit wes to comprise no more than four senior staff members who wers con-

sidersd as having executive potential, It was to provide four essential

2

functions: one, it would provide an opportunity for the member to satudy,
learn and becom& familiar with all gespects of the company; twa, it would

bring to bear exceptional expertise and knowledge on sepecinl projects;

N ‘\‘\>

o
three, it would give the management committee an opportunity of appraising

‘each member's potential; four, it would provide a source of executira

-

talent .2
B

T
Dur;ng the period 1969 to 1974, Amalgam grew substantially by acquisi-
tion and aggressive marketing., By the end of 1977, it had two gajor divi-
slons, one located in Montreal, the other in Toronto ;nd branch operationa
in Halifax, Quebec City, Ottawa and Winnipeg. A division was claas;fied as

8 distribution complex with over 150 employsea, while a branch was a much

smaller operation with no more than 50 employees. Divisions were headed by -

A

1. Struthers, Report to Diredctors, February 21, 1978, p. 3 p

2, Interview: Strutheras - June 30th, 1978 N
—_— - .
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vica-;;reaidents and branches by manegers. Amalgam concentrate"d an the pure
and organic chemical markets x?nd rarely ventured into non-related areas, ;
When it did, it was only in & very limited way,. When a venture proved in
any uay“ unprofitable, it wes quickly terminated. As one of the executives

steated, they were low risk takers.> Amalgam over”the years, developed a

3

well thought out corporate philosophy on their basis of operations. This |
/

N »

was of inestimable assistance in defin‘ing their poiiciea towards the four

cornerstonss of their business: employees, sguppliers, shageholders and

’ : Y

customers. Q

\

A .
United Chemicals was slso a cHemical distributer, but no in dicect '
’ \aﬂv k——\\f

competition with Amalgam. The basis of its business was enzymes, thetic

re:inmand‘ industrial chemicals. { At the time of merger it had 14 distribu-
tion centres of branch size in.St. John's Newfoundland, 5aint John, New
Brunswick, Quebec City, Montresl, Ottawa, Toronto, Hamilton, London,
NN
Winnipeq, Regina, Edmonton, Calgary, Van¢cauver and Victoria. 1In addition it )
had a Fa;rly large and prafitable manufacturing plant in Valleyfield.
-

In contrast to Amalgam Limited, United's senior executives were 4)‘

approaching rwenent,and replacementasiwtre being sought for them. United's

operstion was national in scope, wheress A;nlglgan'a was noat. This was to

'

have very important consequences for training and management education in

the future.

e

e ’

e e # A

! .
&
3. Proposal to “Establish * en Internal Consulting Group™, Hinutes:
Management Committee, January 8, 1978
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As both operations had a common parent, many advantages were foreseen

for merging the twa companies. The problem of replacing United's retired

executives was solved by Amalgam's youthful management cadre who had a pro-

*

ven track record. Business expansion and activity were incressing tremen-
dously in the west and United's branches gave Amalgam access to this most

dynamic market. Unitod'g manufacturing plant alsoc decreased the depsndency

on outside manufacturers and suppliers. Other savings were anticipated in

staff, management systems and computerization.

R

After a great deal of thought, Montreal was chosen ss the site for the
head office. It was felt that communication with such & large body of fran-
cophone employees would be easier from Montreal and bilingual support staff

eagsier to obtain and malintain.

I3

Combining head office operations meant a rationalization of staff at
i

all levels. Libersal retirement fllowances were offered and most senior man-

i

agers epproaching sixty-five took marly retirement. The United Board was

¥

dissolved as it was only an inside board; thet is all board members were

employees of the company. The Amalgam Board was retsined as the official

board of ‘the new company. It was comprised slmost entirely of outside mem-

bers who provided management with a wide variety of business kpowledge and

~

1
expertiss, . Lo
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.02 The newly formed corporation e

U

As the president and the chief financial officer of United took sarly

retirement,. the board appointed J.R., Struthers, President and M.7. Chester,

Vice President-Finance of the new company which were the

these men held at Amalgam.

lished as shown in exhibit 2.

EXHIBITYT 2
ORGANIZATIONAL CHART U.A.C.
. UAC L TD.

R

BOARD OF DIRECTORS

PRESIDENT AND CHIEF EXECUTIVES OFFICER
J.R. Struthers

same positions

An interim organizational structure was estab-

—{ DIRECTOR OF CORPORATE
PLANNING

VICE PRESIDENT
ADMINISTRATION
Richard King

VICE PRESIDENT
FINANCE
M.T. Chester

CORPORATE SECRETARY
SENIOR VICE PRESIDENT
William Black

BUSINESS ASSIST GROUP
Cecil Smith
Margaret Jobb

- : Vernon Haemilton
Paul Loser
LABOUR SPECIAL
PERSONNEL RELATIONS PROJECTS
i ~ :
EXECUTIVE VICE PRESIDENT ‘9\
CHIEF OPERATING OFFICIER
R.J. Steele
i
I ; T T 1 f
VICE PRESIDENT ||VICE PRESIDENT]{VICE PRESIDENT}{| VICE PRESIDENT VICE PRESIDENT !
BRANCH OPERATION MARKETING MANUFACTURE {]TORONTO DIVISION] [MONTREAL DIVISION :
Andrew Cox David Pratt ||Malcolm Isasacs{| John Williems Pierre Deguise

- 68 =
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R.J. Steele, the former Vice-President of Operations at Amalgam became
the new Execut;ve Vice Presadent. The bréﬁﬁh operationé of both companies
were grouped under a vice-president. This was a new paosition and one of the
most critical as branch operstions were key to the profitability of the new
campany. This importaft post was given to Andrew Cox wh? Ead been Vice-
President, Marketing st Amalgam. The executive marketing ;f%ition was chan-"
ged to a staff function and line authority over sales was delegated to the
divisional vice-presidents and the vice-president, branch operations. Davaid
Pratt, VYice-President, Harket{ng of tUnited was appointed to this position.

o : 3
John Williams, Yoronto, *and Pierre Deguise, Montreal, gemained as vicE;j{ )
presidents of their respective divisions. ‘Malcolm Isaacs the former Vice-

President of Manufacturing at United retained this position in the new com-

pany.

.03 Rationalization of administrative functions -

The greateat changes that took place were those relating to the admini-

strative functions. These reapone}bilitiea were aplit between the admini-
L3 ’

strative vyice-presidents in the original companies. Two positions were
oB%

created. Administrative responsibilities were allocated to each position

and the positions were designated: Vice-President, Administration and

Senior, Vice-President. Richard King the Vice-President of Administration
i

at United was appointed Vice President, Admin stration and William Black, -

Vice-President, Administration at Amalgam became Senior Vice- President.

B ~y
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A new position, director of corporate planning was established., Amal-
4

gam had been experimenting with short, long-term and atrategic planning.lta

importance to the company to chart ite future growth and profitaebility with
a great desal of gi@ciaion and forethought had besen realized recentgy‘nnd at

\ 7
the time of aemalgamation the process was becowming formalized. It was

decided that these functions be the responsibility of one person in the new-

company. As the position was a new one and as the functions had neither

been clearly established or defined, it was not accorded exscutive status at
the outset. The incumbent was to be at the senior management level but not
a vice-president or an officer. The title given to the department was Cor-
porate Planning. On the recommendationas of the management committee, the

Director of Corporate Planning was given responsibility for the Business

Assist Group. Charles Peters, who had held a number of middle management

posts with Amalgam and who had been involved with company planning at

»

Amalgam was appointed Director of Corporate Planning.

1

-

King's, Black's and Peters' responsibilities all have a direct bearing

By
on the case and it is necessary to expand upon them.

Both United and Amalgam had administrative executive positions whose
»

responsibilities and functions were clearly defined. Although the titles

were identicel, there were significant differences in responsibilities.

- 70 - -
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EXHIBIT 3

COMPARISON OF ADNINISTRATIVE RESPOMSIBILITIES

v N N

UNITED (KING) AMALGAM  (BLACK)

Title Vice-President, Aﬁministretion Vice-President, Administration
” ’ & Corporate Secretary

T
2

Responaibilities | Personnel (benefits) Pension administration

Labour Relations Public relations & communica-
tions

Property General insurance

General insurance Vehicle administration

Vehicle administration . | Corporate secretarial

Corporaté Special projects

Training & management

development

The amalgamation was seen to ‘impose an extremely heavy burden and
workload on administration as it was gqoing to be necassary to merge

benefits, salary and wage administration, personnel policies, pensions and

4
so forth. The merger was going to affect the administrative functions more

-

than any other. ‘-~

Two of King's main responsibilities had been personnel and labour rela-
tions as United had bargaining groups. Amalgam did not have any union;/énd
their personnel department was small, reporting directly to the president.On
the other heand, United's pension administration was contracted out whereas

-

Amalgam's was handled internally.

The positions were re-aligned based upon the knowledge, competencies
and business experience of King and Black in respective areas.

Responsibilities were divided as follows: ,




r’
Xy
EXHIBIT A
. ‘ ADMINISTRATIVE RESPONSIBILITIES IN NEN COMPANY -
KING BLACK
Yitle Vice-President, Administration. Vice~Presidth, Adminis}ration
& Corporate Secretary
Responsibilities | Personnel (benefits) Legal affairs
‘ Salary and wage administration | Pensions
Labour relations Risk management (ingurance)

Vehicle administration
Public relatidhs
Special projecta

ﬁroperty Management

At the outset training and management development were given a very low
priority and had in fact been dropped from the original drafting of the job
descriptions for King and Black. As will be seen from the case this situa-

tion was ta changé drematically.

[

Peter's responsibility for corporate planning involved him in manpower
planning, a fun?am%ntal element in corporate planning. Amalgenm haa in place
prior to the merder a rudimentary succession planning procedure termed
"T.R.P" an acronym standing for "to recognize potential." This feature of
the carporate planning function woulh have a major effect uplon the educatian
fdnctlan'in the company in the future as it sought to idéntify the number of

managers needed at any given time, the most promising candidates, their sta-

te of readiness and their developmental and educational needs. .

a
7

<The organizational structure was very corplex but for the purposes of

1

this study, it has been abridged. Thig explanation of the organization is

~ . o et - — am - - - e - e e e e et e




.

L4 e e e e 20 o e 1 o

T
i '

L

required as it is necesaary to be ‘familiar with it in order to appreciate

B N

the case and to understand how the administration of training and education

t

developed. . °

Jhe Cese

N

.04 The heed identified for management development

Prior to amalgamation, Amalgam's board established & "merger sateering

committee® comprising three directors wunder the chairmanship of the

[

president, The steering committee's mandate was to study operations sat
United and to prepare a plan in' depth to merge tHe Ewo companies. They
enlisted the help of the public auditing firm that served both companiss and
the management committees of the two companies. On July 4, 1977, they

presented a8 seventy page recommendation outlining a course of action which

was endoresd by the Amalgam board."4

In the preamble to the action plan, a8 number of major problems were

cited, two of which relate directly to training:

" eorsthe backbone of our type of distribution business ig the
branch manager, In this respect, we Find a number of weakneases at
United Chemical. There are mapny deficiencies noted in branch
operations; menagement of assets ss reflected in return on investment
is poor, seles efforts lack direction and control, and employee
turnover is too high. While part of these problems are clearly
inadequate control, supervision and guidance by senior management, it

" must be stated thet a principal reason is due to a lack of sufficient
management training.”

H
@

¢ ‘ . x

4, Board Minutes' - Amalgam, July 11, 1977

-
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.and further on in the resport:

»

s N o TR K A Sm v

+ . “—
o ".....standardized operating and accounting procedurss wi;}/"w/}’d

require | idpfementation and must receive priorxty.....on-the-(ﬁb‘

treining will have to be inatituted¢"5 ¢
- 4

'
» » N 1

A diecussion on traiﬁigg and development that took plsce at the board

! /
maéﬁiﬁg on July 11th, in téspnnaa to these sections of the report is inte-

réﬁling because of its length and the time given to the subject. There was

no doubt that the president considered training and development of managers

)

ag one of the most important factaors in maintaining and building esrnings.

He strongly recommended that ths new company commit itself to implementing

at the earliest date possible a management devélopment program that would

@

concentrate on branch management initially and then be exﬂgnded for all ma-

4 B

nagers up to but not “excluding the senior level. The president also noted

that by bringing togeéher two relatively. large companies, there would be

apportunities to carry on formal training and educational programs oﬁ B COn-
tinuing basis yzth§n the company, observing this had not been possible in

the past as neither Amalgam nar Uniped were large enough to carry on such

programs gn their own. This was as the president phrased it "just, one of

_— \
the wany synergies® that would result from bringing .the two companies

together.$ ‘ ’

k]
1

In distribution operstions United added greatly to Amalgsm's national
expogsure. .There were economies of scale and size; savings from combining

{
\

aystems and computer, procedures as well as in head office operation%. In

* t

,addition; United brought with them & manufacturing arm which was in itself a

L

L
x

5.! "Merger Steering Committee” Report, July 4, 1977

6. ibid, p. 11

v
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very profitable unit. It also gave a measure of control over supply, &
very critical factor for chemical wholesalers as tho; are usually not

°

protected by the manufacturer.

.05 Previous programs identified

-
N

“

Histuricaliy, both companies had attempted to carry on training pro-

grams. United had a very elaborate and costly sales Eraining progr The

il

previous year, 1t's management had instituted s C.V.A;} its
managera.7 .One of it's .major emphsses was to devti?f/peoplo. How was not
stated and therefore could not be considered iﬁhgﬂ§ way effective, but it

did indicate intent.

Amslgam had a number of programs that had been in aperation far a nuam-
ber of years which created an awareness for the need for training and devel-

)

opment. Ons was management by objectives in which an action plan was set

s

out. Where staff development was part of a manager's objective it was

nacessary to describe how that objective was to be attaiped and how it was

to be measured in terms of success.

Another was the T.R.P. exercise and although it has been noted that it
was caonducted in a rudimentary fashion it pointed out the need to have
avallable capableuand skilled people for those positions coming vacant or

new positions on the horizon aa a result of growth and acquiaitiuﬁ.s

R e e T T

7. C.Y.A, Critical vitel Activity

8. loc. cit., p. io

P
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Amalgam already had underwday a number of asnagement and sales courses.
Twice a year, Kepner-Tregoe courses were held for 20 to 25 employees at the

auporviaor; level and gbove. This course sought to teach rational techni-

_ ques of problem solving and decision making. The Montreal divisien con-

LS

N L

ducted the Xerox dourse on participative management. In addition to these
were courses on saf%a training, such as th? Xerox Professional Selling
Skills course which was given to all sales personnel. ONther more technical
courses weré given through a trede aasociation. These dealt solely ‘ith
technical matters and Ee}atad technical problems.
. /

Amalgam also had a formal on-the-job tresining program for all emplayees

who were slated for sa%as. These epployeea would start in the warehouss and
¥

work as helpers in batching and laying out orders. This period“nould lasat
for three months at which time they would move to the sales pr;notion and
sdverk}aing department for six months, They were then assigned either t:
the purchasing department, the sales service department, or the data proces-
aing department whers they would remain until a vacancy oeccured on the in-
side sales. On inaide sales they could move through thres levels to senior
inside salesperson or twa levels and then be trensferred to outside assles.
Thig prograem had worked quite succeasfull} for Amalgem et the diviajonal

level. It could not be implemented at the branch level as the branches ware

too small.

- 76 = : .

e A e 1 VI g e e

PR -




As Amalgem's head office was in Montreal, there were of course a number
> of language courses offered at variols levels. It is interesting to note

that these on the whole had not been tJblsuccesafu1.9‘10

f At the first management committee meeting of the newly amalgamated com-
|
; ,

pany convened on January 4, 1978, the president tabled the steering commit-
tee'a merger report, Because of the preesihg urgency of merging systems and

procedures, as well ae resolving many difficulties that had arisen over lea-

.

ses, contracts .and staff dislocation and relocation, the recommendation for

©

management training received a very low priority. Howaver, the president

‘ r did ask the committee to review the recommendations on management training

and be prepared to discuse them at the next ;eetiné. He also asked King and
Black to report jointly on "how to implemsnt management training throughout
P the company.” 11

This report was presented at the second management committee meetipng an

Febrﬁary 14th, 1978 at which time, there was a great desl of discussion on

- ’~tha subject. The members had an opportunity of deliberating on th;
suggestions contained in the report and each one had a view to expound.

5 There was generel agreement that management traihing was required but no

’

consensus cauld be reached on how it shauld be implemented.

9. Memo: Black to Struthers, April ‘14th, 1977
' 10. Interview: King, June 16, 1979

{ i 11 Minutes: Management Committee, January 4th, 1978
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.05 Comparison between management training end management development

i
X

The report drafted by King and Black was fairly specific and detailed.

They made a distinction between manaﬁement development and management

» ™,
}
\”Tfaining and while management development involved management training, they
s
claimed it embraced many more elements such as job rotation and experience

i

|
|
! " in a number of different ‘'supervisory and menagerial positions whereas
‘ management training was restriected to a more 'structurep approsch to

learning. They commented on the executive administrative workloaeds and came

~

to a conclusiaon that the establishment of a training departmentlwae not
: , feasible at this time. They concluded their report by suggesting . that for
the time being, the divisions continue with ,their training progr%ms and tﬁat
employses at other locations be referred to these programs. Although head
' office was unable at this time to e&stablish a training department,pressed by
the preaident, King and Bleck agre;d that head office might be - able to
develap a management training program for branch managers. Reviewing the
workload of the various executives, the president proposed that this task be
undertaken by the Special Piojeete department reporting to the senior vice-

"

president. . .

.06 Program aassigned end task force established

i

Black was thersfore asked to assume the responsibility for the develop-
ment of a branch managers' program. In order to assist him in developing
this program, the president suggested that a task force be set up to define

!
pragram contents, Black recommended that the task force work independently

o - 78 - -
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/

.of his department, This would permit two independent approaches to be’

N v

developed, which could then be comparéd and the b¢st approach adopted. This

'

was agreed to, mesting dates were ﬁcheduled, the president himael% was to be

the chairman of the task force, -and a finsl format for -a training program

wags to be ready for presentation to the management committee on March

28th, 12

A situation had arisen earlier with the Special Projects department to

»
w

whom Black hed delegated much of his work on job analysis and work stan-
darde. It became evident that the task waas beyond the abilities and capa-

bilities of this staff. It was far too difficult for them, as they lacked

3

the neceasary experience and training in this fiald. Black removed the work
from the department and with the help of a part time assistant carried on
the work himself,13

According to Black, a detailed and very specific job anelysis was
necesaary to develoap ; course on branch ma;agement and neither he nor the
management committee realized how'difficult and time consumiag it was. It
invo}ved organizational analysis, operations analysia and task analysi;. It
also required an understanding of the businesa itself and how it func-

a

tioned. Black did not went to be miasled by having the job analysis merely
reveal what a branch manager was accustomed to do but he wanted to identify

what tasks a branch manager should do and how they should be done in the

most effective and efficient manner. Black wanted the training program to

\
v

12. Minutes: Management Committee, February 14, 1978

13, Memo: B8lack to King, March 12, 1Q38
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r : p%omota manageriql competence and the ‘application of the best management and
administrative practices. 8lack updated the functional description of the

branch manager based on previously preparad C.v.A."s. 14 ,

«07 Analysis of a management position

bl

<

°

)
P

i

; The approach taken by Black was to analyze very carefully the branch )
] uanagd&'s Job., The duties or major segments of the wark performed and the

t

! tagks or the sub-slements of a duty were collected, -tebulated and graded in

order of priority and time consumption. Data were gathered by analyzing

*n

communication flows such ae reports and reporting procedures, by interviews
t,
with branch menagers, by questionairea and by observation. ' The dsta gather-

ing proved to be langer than expected and scheduled dates for reports to the N

<

poyT management group and meetings were not met.

&
From the data assembled, major functions were isclated, The first .
thing Black did was to write up a general job description in which he set

4
1

7 ‘ down as a genersl statement what a branch manager did on the job and attemp-
1 S p_

3
ted to describe in some detail the conditions under which tha/branch manager

worked., From this genersl statement, he then broks down the major functions
intq duties aend tasks. , These duties and tasks were studied and analyred by
Black in an attempt to identify what skills, knowledge and personsal attribu-

tes were needed to perfaorm them. )

( . 14, Interview: Blsack, January 15, 1981

B
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A g}eat deal of effort went into defining the major elements of the job
- concisely and some difficulty was experienced in action or activity terms.
Every attempt wes made to ensure that unusual or special conditions associa~

ted with a particular job were not averlooked.

! The intent of the exerciss was in Black's words, "to:

i s

a. Define by priority the major functions of a branch manager's job.
b. Identify duties and taekg; namely the work components of the major
functions. ’

Carry out a task eanslysis, A job description does not provide
sufficient detail upon which to build a training plem.T5

d. Identify and describe concisely esch task and its frequency.

[+]
.

e. Place tasks in order of importance and priority,.

£ f. Resolve skills, knowledge and personal attributes required to per-

form “the functions of a branch manager.”

A great deal of effort went into defining clearly the knowledge and
akill .content -of each tnsk; Many arguments gppear to have taken place be-
fore a concensus was reached between Black and his staff, particularly the
relationship between formal education and expearience. A continual problem

arose in equating the two, 16 °

P ——

g -

15. Task analysia 6ften revealed outdated snd inafficient activities and
work methods. An added value of Hlack's efforts waa the opportunity it
efforded manegement to streamline and simplify many branch procedures
as well as discontinuing others that had fallen into disuse,

. <

' 16. Interview: Blaci, January 15, 1981
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From the Jdb descriptian that he developed, Black was able to define an

optimum man profile for vthe Job. He then set out to compare this profhe
£

uith‘ the individual profiles of each of the branch managers. From the com-
parisan, he was able to assess knowledgs and skill deficiencies of the
incumbents. These deficienciss were broadly clustered into fairly general
categories such as "inability to cslculate return on investment™ indicating
a lack of understending in finance and esaential accounting princi‘:;lea.

Illagical or poor assignment of sales territories implied a failing in mar-

keting and exceasasive staff turnover was judged to be a sign of supervisory

ot

weakneas.

.08 Course outline established

>

Black drew up & course outline as a basis for comparison with the re-
commendations that were to be Forthc;ming) from the %raining task force.
Meanwhile, the training task Fforce was convened by the president. In addi-
tion to Struthers who acted as chairman, it consisted o; Andrew fox, the
executive responsible for branch operations, Chester, the chief financiel
officer of the company, Stsele, the executive vice-presidenty"a mesber of
the Business Assist Group, the Montreal divisional' sales manager who had had
a great deal of experisnce ir: selling throygh branch channels, sand the
Toronto~ divisiaonal personnsl manager sangaged in training at the Toronto di-

vision,

f

The task force identified’vauporvision, operations and accounting as the

. . .
principal functions of a branch manager. However, these areas were too

-’82 ~
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broad and needed a refinement in definition. The chief financisl officer

whose task was to review the operating and financial reports submitted by
Y

the branch mansgers, cited examples where many of the repofts were incor-
rect.This weas partimuls;iy true in reporting return on inveatment. 1In his
opinion, the errors were the result of not cleerly understanding the finan-
cial concepts of asset management, Furthe;more, he stated that greater
problems” and difficulties were anticipated ae‘ the installation of new

N

systems and procedures were in progress,

q

Supervision was another ares which appeared weak as reflected in high
staff turn-over. In most branches the average length of service was less
than thres yesrs, It was Steele's contention that unleaa’contxnuity was es-
tablished at the branch level it would be impossible for the branch to ope-

rate at 1ts maximum efficiency. ’

Marketing was anagther area singled oj?"whare branch management was re-
garded as being relatively weak., In surveying aalea‘results and reports
over a period af four years, Bishop, the ‘Divisional Sales Manager, and
Gran%, a member of the Business Aassist Group, were of Ehe opinion that the
sales and marketing efforts had been, at best, undirected and h;phazard.They
stated that it could be seen from the reports that sales efforte hed not

.

been organized along major market segmenta. Why the marketing effort had

not been more organized was not wholly the failing of the branch manager,

'The fault of the branch managers to recognize major market segments within

their territories and their Failure to develop a marketing strategy' of

)

promotion and selling to penetrste them was not necesssrily theirs, but

- 83 -
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rather central marketing's, in not giving sufficient guidence and training
to branch managemant.17 Moreaver, it had been propocased and accepted that

branch management was to play a much greater role in short and long-range

planning. Thus the managers had to be sble to assess the market accurately
t ¢

and be able to forecast, 'with some precision future sales activities and

N

growth potential. . X

{

The operational base of the company was warehousing and distribution.

Consequently, a thorough understanding of operstions and distribution were

-'also cited as being necessary to manage a branch effectively.

)

The task forc? submitted its findings to Black. These were compared

with his analysis and they were remarkably similar in cantent. After

o

studying\the two outlines, 1t was decided to concentrate on financial and

fundamental accounting practice, as these appesred to be the most critical
3 &

argas and were the areas in which there was general agreement. Distribution

s

concepts were more troublesome in resoclving, as they touched on all areas of
the-business and the size of the branch or division dictated the form that
-operatians took. Because of -this diversity in operstaons, simplification

was seen to be a difficult task, but its importancs to branch management was

.

v

17. Tthere is good evidence revealed in naotes taken by a member of the task
force that a very heated asrgument took place on this point between the
Vice President of Marketing and the Vice President of Branch Opera-
tiona, The fect that this obsgervation proved to be correct waes borne
out by subsequent research done on the marketing unit by the graduate
student assigned to it.

- B4 -
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paramount and therefqra had to be included. .There was no question thet mar-

)

keting was all important and ranked with finance in significance, 1t too

was included. . . )

It was also decided to include a unit on management by objectives, a

management preoccupation from the president down.

Y

When the final course outline took shape and the subjects had been se-

)

o .
lected, it became apparent that neither sufficient expertise nor staff exis-

&

ted wiihin the compeny.18 A number of packaged programs available from

universities, colleges, and private training companies were examined. Some

assistance was obtained frop the National Associstion of Wholessalers, the;

American Society for Treinirng and Development, and the Canadian Masnagement

s

Association. In Finance, marketing and supervision, it was found that there
were innumerable courses available both 1n Canada dnd in the U;ited States.
Many were investigated by Black. | Those institutions offering the most
promising looking courses were asked to\ send more extensive details on the
course content. 1In every case th;y wele found to be too general 1in nature
and none related sgpecifically to wholesale distribution. Furthermore U.S.
- courses had the added disadvantage }n not relating to Canadian opera-
ting conditibns. The company'a operations and markets just did n;t paralle}
those offered in the cuurseé. Mdreover of great concern to management was

(/P\\>‘\ the fact that none of these courses emphasized what they considered were the-

q

1
outstanding characteristics of its management, namely decentralized opera-

b

tione, with the sccent on decision making at the lowest levels possible/and

18. v. Appendix A
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a profit sharing concept unique to its industry. This posed a problem that

-

had not been anticibated. Kingaand Black in preparing their joint report on

training had assumed that a selection of outside courses would meet the com-
pany's training requirements for branch menagers.r In view of what had been
learned about thege programs they clearly did n;t meet the company's train-
ing exigencies. One solution suggested was to contract the complete program
with an outside agency. A number of private organizations and colleges were
contacted and asked to quote on a customized program. .From the number of
organizations contacged, three were selected as having the greatest Jérit
éﬁd were asksed h\ submit their proposals in greater d;tail. All were
rejected as being beyond the company's means at the time, as quotations ran
from $90,000 @5 over $140,000. The president reﬁueated Black to give the

matter further study and to search out other alternatives.

.09 Co-op arrangement with university selected

After discussion with other tfaining experts in the field, Black deci-

ded to investigate establishing a co-operative program with a continuing
s

education department of a Canadian college or university. Discussions were

entered into with a number of these institutions.

The best proposals were received from two institutions i1n Ontario and
one in Manitoba. However, there was a serious drawback with these institu-

‘tions in their 1nability to provide programs .din both English and French. For

tﬁfﬁ reason and the advantages offered 1n time and travel cost savings, =

-
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Quebec institution was chosen. This avenue was found to be the most reason-

i

< able and estilgates of cost were well within the cnﬁpany'a cost considera-

tions. N
e . !
The ¢ posallwhich was eventually accepted set down the main aress of

university ‘participation. The university would provide a senior member of

its business/ faculty to supervise the ac;demic portion of the progranm.

Black's

T ey e g

ourse outline, contained four main subjects: supervisian, finance,

, .
g and distribution.  On this basis, it was proposed that one gradu-

¢ 1

ate student, academically competent in a particular subject, be aasigned to . G

each subject. :Their responsibilities would be to gather subject material

e

for the curricula. The proposal contained & provision for four graduate
;tudents. The university would also develop the curricula and two curricu-
lum designera were to be assigned to the whole pragram. Finally, the uni-

versity would also provide busineas faculty members to lead the yorkahops.‘

B

It was agreesd snd 8o stated in the proposal that the company would be
responsible for developi;g and drafting subject material on operations, com-

panyjpolicy and systems and procedures.

: .10 Workshop format chasen

.

] For this type of program, the best delivery system in the university's

opinion was through a workshop format. They estimated that the materisl

cauld be covered adequately in a three day ssssian. They did not expect to

3

o mr e Sy oA~ A
’
2
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heve much work in develbpinb written material as they intended to modify

o i

- o

fhair standard short seminar courses which they offered reqularly to indus-

try to the company's specific operations.

%

The cost quoted by this university was $15,000 for services and $2,000

for materials. The company get the number of participants at any one pro-
b Y

gram at twelve, end on this supposition, estimated that travel and hotel

costs would be $4,000. The initial program was costed out at $21,0Q0, while

¢

subsequent programs were estimated to cost $6,500.

A contract was drawn up and accepted by the company. Immediately on°

gigning, the univerasity assigned Dr. J.R. Mackehzia, Professor of Marketiﬁg,
14

to head ‘up their participation in the program.

5

A series of meetings, frequently many of them extending over ten houfs,

were hald between Mackenzie ,and Black to organize the program, Initially,

¢

_four objectives fory the program were set:

#t. To communicate end help provide an underatanding of the new
company's philosophy, basis of aperation and policies.
2. To teach new procedures and systems.
3. To help improve branch management performance,
4, To instill a sense of profeasionalism in the manager.
b

The principal aim of these objectives was to increase return on invest-
ment, improve growth, attain greater market shere and better quality of work

life at the branch lsvel, -

-~ 88 -
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.11 Method of colleeting curriculum 'untprlal outlined

Out of these meetings, an overall plan was drafted to gp{.hor sub\j/oct/J\

Ere o ——

material on which curricula could bse based. Teams were organized by subject

.

to asssemble all pertinent material based upan Black's and the\‘ta‘Mrce's

8
4

identification of the major segments of a branch manager's job and ﬁheilr

*

assessment af the branch manager’s training needs. FEach team was to be s

[REE* VNN

. '

headed by a company manager specifically chosen for his or her expertise in

-

a8 particular subject, aupport&d by & graduate astudent, and other employees
chogsen to assist. Thue Dyson, who was a senior accountant, heah up, th)e )
finance team and to sssist him, he had dn MBRgatudent majoring in finance.

The teams were made up as follows: .

LS

EXHIBIT 5° s

CURRICULLIM DEVELOPMENT TEAMS - M MANAGERS PROGRAM
TEAM 1{TEAN 2 TEAN 3{ TEAM _ 4| TEAMN 5 t
Marketing & F inance S‘upetvision Distribut ion Company !
related topics ﬂpe’rations - :
Company Rep. Brown, Sales {Dyson, Senior {Meloche, Pers.| Cutler, Bus. Black
g ) Manager Accountant Manager Asaist Groyp
‘ . s . [ Q
Graduste student Morton Ferguson Maxwell Rolland None

T
-

As 'the reports and material started to come in from the teams, it

P R

became apparent that it was going to be a much larger job t_hap anyone had

.

A .4
foresedn. Completely unexpected was the fact that much new ground was being e

3% e T st i e

broken. The marketing tean. found United Chemicals had never attempted to
', ! .

isolate and identify their markets. This meant that much resmsarch was

¢

reqdired,and a great deal of time was spent in delving into trade and asso-

N
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ciation pe.éiédicals, questioning aasles managers and surveying customers. .In
finance, nothing had been written on haw to calculate return on investment

or how to manage the principal asabtg of a branch, which areé accounts

° )

receivable and im‘ten‘toriea. Perqpnnai’ pclicies and practices were under

RN

review and were undergoing chaﬁge. »?lheae had to b{ rushed to be completed

.

In order to meet the program schedule.

- a
Lt
?
. N N

A review meeting wes held a month later., Bdth 8lsck and Mackenzie were

\ v

in attendance along with the team leaders and the curriculuM dssigners. It

had become appaerent that the work involved in putting . the program together

-

had been groasly underestimsted, and\ that it was going to be a massive task

?
to nutd1t~togethor. The contribution df each team w analyzed and team

leaders were asked to forecaat time and effort required to complete their

S * 2 y .
assignmenta apd present the material in a form usable to the curriculum
. ’

deaigners. From the, information garnered st this /meeg,i?rg, Black and

o -~ -
Mackenzie re-sstimated time frames and developed a critical path. Using

this as their baais,'instead of the original two months estimated to gather

and compile material, it was going to take seven months. Secondly, the in-

L

o

tention aof covering the nateLria). in a three day workshop was found to be
totelly unrealistic. The reports given by each team indicated thats there
was just too much naterial’ﬁtp present in a three\d’ay seminar-workshap. Con-
sequently, both the budget and the teaching methodology had to be revised

and adepted to the realities of the situation,

v
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+12 Carrespondence section added to workshap format ' ;

* . ‘ —~

~
#

The te‘ams weres. instructed to continue with itheir work. Black and

»

Mackenzie reviewed various alternatives and costed. them out. Tha‘no)at cost

effective altarnative was to base the whole course on correspondance study
. “ o

accoup?nied at the end of the correspondance period with e Five day work-

shop., This meant that the participants had to be 'Furniahad with a great

s

deal of text material, placing a very heavy burden on not only the curricu-

-

lum designers, but also on the individual team members, as t:}ley wauld be

expected to supply material that could be easily edited or condansed.
Reviewing the critical path and the estimated content of each course, it

appeared that the program would t;ke‘at least 14 weeks for the sverage stu-

v

3
dent to complste. Black and Mackenzie finally adopted sixteen weeks as

)

being more realistic.and convenient for the participant. It could not™be
¢ ]

averlooked that the participant was carrying on working during the day in a

3

g
demanding and responsible position and conflicts were bound to arise because

Ny
’

of vacations and holidays,

a

-

The budget was reviewed and a coat{”plu amendment was agreed to with

the university. A memo from Black to the president implied that the cost of

the program was likely to double.1?

'
@

_When Black presented the new format to the management committee, it did

not receive unanimous approval, Thers was some héaltancy on the part of

- ~

nar?y of the amembers to have their staff work after hours on a company

A

19, Memo: Black to Struthers, May 3, 1978 -
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sponsored managemsnt program. However, when Black showed cost comparisons

~ ) W

L} .
against bringing the participants togetiver in one location in emstsrn

Canada, for an eatimated six week period that was estimated to be at least

» [}

six weeks in order to cover all the material thet was now being gensrated,

they reluc;antly accepted 8 program 1a§?ely baaaq‘updn corrsspondence s®udy.

§

The following is an excerpt from Black's summary to the management

<

committees:

\

"It has been deacided to base the pragram on corraspondanca study
because of the coeta involved in bringing people to a central location
and putting them up for an extended period. -The mechanics are rela-
tively simple. Text material is provided for each unit. There is a
test at the end of each unit which the participant sends to the univer-
sity for correction. The participant's problems. and knowledge short-
comings can be discerned from his homework assignments and additional

“material will be sent to the students if necessary to aid thems in over-
caming their difficulties which they are having. It is very similar to
a private tutorial system run by many correspondance schools. This
method also serves as a means of evaluating the clarity and the ease of
understanding of the text and the exsmples contained in the text
material.

In view of the fact thet the major portion ®»f the course 1is

studying from printed text and as there is very little interaction with

. either other students or tesching staff, - except through assignaments,

it has been recamaended that the progr incorporate a five day worke

shop. Thess recommendations have beeh costed out. The amgunt of

material involved indicates ‘that production costs will be at least

double as there 'is additional support staff required to assist in the
production of the material.- A revised budget is estimated:

«

: Curriculum and writing: $20,000
Assembling and collating of material $ 4,000
University faculty aend staff . $ 6,000
Productian . - . $ 3,000

' Materihl Cost $ 2,000

. In order to. curtail workshop-seminar costs, it has been decided
to limit the number of participants to 12 ae originally planned. But
in anticipstion of\drop-outa, 14 will be .signed up., It is suggested
that during ;ha workshop a number of exerciaes be.given, including twe

’ \
3 e . - -
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business games and. that these should be worked on in tesms. Having a
complement of 12 participants, means that thers -are ~three . teams of
four. This has the gdddh value of allowing each team to have a desig-
nated general manager, sales mamager, operations and distribution man-
ager and finance manager, For different games &nd problems, the team
‘members will alternate in these positions. This gives each participant
an opportunity of approaching the varl?us problems” from different men-
agerial perapectives and affords each participant a learning ®xperience
outside his own immediate work-related expsrience., The tot'al cost is
eat imated when all exigencies are added in to be 335,000.“20

%
.13 Problems encountered with lesson units

t§

-

Difficulties continued to plague the tesms working on sdherviaion and

marketing. Marketing in particular proved troublesome. Market and market

(8
segments were extremely difficult to define. Maerket segmentation had never
A}

been adequeiely addressed in the chemical disrributihndinduatry and conse-
quently much of what was developed for Ehe training program wase material’ of
an’ original netyre. That there was no subatantial literature or prior

research to draw upon accesioned excessive amounts of overtime to meet cri-

o

tical path deadlines. Furthermore, as the material came ‘in it was in draft
r’ - ‘ ”

form requiring extensive rewriting end editing. Other complications arose

with the financial section. While the accounting systems were well stand-
® .

ardized, they were nasw to many of the bta%gz\uanagsra as they had been

P

instituted less tﬁgn six months previously.' It wes thought best to provide
‘ 1

as many examples as possible laeid out in meticulous detail so that they
o s ) \
could be essily understood and worked through on an individual basis.

Lo
A o]

)

20. Black, Report to the Management Committee, May 16, 1978
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fFinancial and operating repbrts were taken and'dissected _item b{ item.
The method of calculating the results on each item were explained in the
greatest detail. In ad\ditlon, self-tests of calculations were considered

all important. The taam?raaponaible for this unit met consistently over a
. , .

a

clarified and many ddded. The unit was divided into easy-fo—read sections,

In the end eight sub-sections were developed for the financial section.
[ . .
Throughout each of the sub-gections students could_check on their progress

by means of self-tests at the end of svery sub-sed¢tion, Great sttention was

¢ x

paid to sequencing and the student was unable to proceed to the next sub-

sectibn without 8 th orough underetanding of the prsvious one.
a4 % o
t‘ '

As the financial unit evolved it became evident that the whole pro-

gram was going to revolve around it, as it téduched qn’all agspects of a

branch or a divisional opefation. Mackenzie re¢alized that it was going to

- s

be necessary to incorporate slements of the finencial section in each of the

other sections in order to ensure complete continuity throughout the pro-
gram. On his suggestion, Black formed a review cé%mittee for this purpose.

Both Mackenzie and Black were members and the curriculum designers and mem-
3 -

bera of the verious teams were also included. In order to minimize time

L4

_spent in meetings, only the team whose subject was to be reviewed would

Oy ‘
3

attend that particular meeting.

- 3
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For future referance Black with Mackenzie's help formulated the follow~

A

4
ing flow diagram:

N ’

~

EXHIBIT &

1Y

FLOW DIAGRAN FOR PRODUCTION OF BRAHCHyHANAétR'S PROGRANS

FES

’

-

°

Course //
Outline . . ‘ . i
B )
1 <} Text *
Development |2 Review Curriculum Writers
Teams 3 Committes Producers
4 (Screening) Designers |
Media
2 | Designers r
Delivery
v ‘ system

(Teaching Method)

As the-qnlta took shape, they were in Mackenzie's opinion of a very

s e sn 20es

high calibre. The final drafts were well written, well illustreted and well
5 .

5

documented.

’

There wers over 2,000 psgesvof text, and the printed material

was well ﬁresented and attractively packaged,
1

v

A progress report, given to the management committee; ellicited the sug-
. N
gestian that the program shoulJ be designed in such a way . ,so that each unit

[}

of the course could be given separetely to different groups of supervisors
and managers.21 Yn ¢h§g w8y gieafer uge could be made of the program, the

cost cgp%d be spread over 8 much wider enployéa bsse and benefits woﬁld be

s
1

wider ‘ranging. ‘ -

»

a

21, Minutes: Management Committee April 21, 1978 \

-
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- .14 Professional designation suggested

°
P =~ . -
I % . N

It was also suggested that this program be considered certification or/

-

accreditation to the professional designation of Branch Manager. .his was
+

both an wunusual and interesting\suggestion. From the discussion that® fol-

lowed the.intent was clear that manajement wanted to instill the idea aof

1 | 4 -

professionalism in their managers and this might be one way to do it. There |

was another benefit; the recognition and- status value such certification

. -~
7

might bring.22

3

.
A general policy wees also enunciated at this meeting. ° No manager

»

could attend advanced management courses such as those put on by the univer-
gities without firat‘having successfully completed \'tﬁe company's branch
® W -

managers' development program. 25

- N -

-~ . ®

Black took thess suggestions under advisement. Apart from the certifi-
\/ . . ’
cation issue, Black was interested in getting some form of sacademic credit

for the participants on their successful conclusion of the couise. A number

3

" of the prospective participants were underthing degree programs and it

D o-

would be nmost helpful to them if they could obtain credits for Iin-house
programs. The 3uggeation was turned daown by the university as not meeting

« their academic requirements. DOiscussions at the very higheaﬂt level of the
7 *
/

university proved fruitless. They wnuld\under no circumstances grant any
]

+

22, ibid, - p~ 8

I3

23, ibid - p. 10 - Also reitesrated in the Company policy manual under
"Training and Education”
¥
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academic credit notwfthstending the fact that Black offered them the oppor-

tunity of final appioval on course content, setting the academic standards

v
.

and .sanctioning the final examinations., Hawever, they did agree to issue a

&

certificate from the department of continuing education to each participant-

Y

upon successful completion of the course.

A

-

So distressed was Blacklovgr the university's rejection of giving aca-

demic credits that he launched an investigation into private institutions
" @ .
. A -
such as the General Electric Institute aqg the General Motors Institute,. At

the writing of this thesis, a-proposal- has been made to the bodrd of direc-

tors that the company set up its own institute.

~

-

In his report to the directors, Black was very critical of the academic

*

institutions. In his opinion they were refusing to meet the present reality

of the workplace and were not meeting the needs of industi%, or for that
A

matter }he workforce generally. Although the university was a partner in

the present management program, it had been left ta the company to do its

own évaluation of the course, the agsessment of the :orkshop leaders and the

+

appraisal of the participants, The univefsity had nad%\no'provisioﬁ to do
any evaluation whatsoever. According to Black by the dompany maintaining
its own institute ‘it would make it easier for its employees to oﬁtain the
kind and type of education tgey and management fa1€ was necessary for their

careera with the company. Communication with some U.S. universities indi-
14

cated that degree credits could be '‘obtained in their programs and Black
~

reported on his correspondence with a number of them, To ensure academic

reepectabiiity and credibility, B8lack set out. the following poliay guide-

—_—
N v
9 i

!
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lines for all courses that might be accredited by the company's inetitute:
' {

%

-

s

a) A recognized sducaticnal éufhority would evaluate course content
pass, upaon its ascademic standard. ‘ o »

b) This standard had to be of university level.
. <
¢) Testing had to conform to_university practices and standards.Z?

.15 Privata academic institution considered

Black's suggestion of a private accredited educational institution was
met with a fair amount of skepticism. Both the management committee and the

board were a&mpathetic to Black's proposal to create a company apon!‘ied

'1natitution, but they. felt it was both beyond the company's financial

A}

resources and staff capabilities. In addltiéﬁ a satisfactory return on in-

vestment would be sxtremely difficult to achieve. However there was general

»

agreement that Black's proposal had merit a.n& he was encouraged to pursue

s
the matter further and report back to the committee at & later date.

®
Although not a true academic institution as Black had conceived it, it was

syggested that in the meantime the training and educational programe falling

, : A
-under Black's responsibility could be considred as emanating from the

"management institute®., The institute was in fact a paper organization. In

o

time it was to become the centre' for most of tﬁz//pﬂhpany's learning

activities. .

"24. Black, "Report on e Compgny Management Institute®™ April 15, 1978

- ’
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Black alao expanded on the progreas of the branch managers' program

~ 1

stating that it had been siow owing to a shortage of trade material to aug-

‘

ment curricula in all subjecta. Much of what was being developed was of an
f - ~~

originel naturs. A revised schedule was p'resentad and acceptad.sz
{

v

.
- el

J -+

From the managsment committee's meeting of March 31at, Black took up

with - HMackenzie the suggestion of constructing the program in separate

modules. No undue problems were foreseen except with the financial elements
- A1
relating to each unit. After studying thﬁ' problem, a solution was arrived

o

at ~by producing a supplementary booklet explaining gancisely "the accaunting

y

interrelationships,

) " .

o

As the program neared completion, it became necessary to select work-

-

shop leaders, It was decided to use faculty members for the maerketing,

» N .

‘supervision and long-range strategic planning wunits, and to have company

staff handle the Ffinance and MBO units because of their familiarity with

cbnpany practice. As the workshop was being o'rganized; it wss suddenly

realized that the compadny”ataff involved in the workshop had never had

' i

experience in teaching much less teacher training. A crash program "Teach-

ing the Trainer" wde organized through the faculty of education of, a local

N

university for those staff members who were to act as workshop leaders, It

proved t‘; be an ungqualified success and a:;,tranely rewarding, to the staff

’
taking it, As a consequence of this training, they were able tlo make cer-

tain significant leerning improvements in their units, as well as modifying

the workshop presentstian to maeke them a more meaningful learning

N .
experience. N .

A}

25, Minutea, Management Committee, April 21, 1978 .

v
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gt was aenz%aut, to have it mailed out on time, tg follow it up with each

PR

24

> 4
.16 Managsment program launched o0

u
]

Facilities were obtained at a local hotel for five days and the progréi

.

& 5 ' Y
launched. Fourteen who had been selactesd by the management committes were

enrolled in the program and after a six month delay it gbt undef way in
September 1978. A number of very dlffldhlt.adminfatrativé probl;na=uore

encountared. It requirsd a great deal cof effort to monitor the m,geriil as

v

N . T

participant to ensdre that the assignments came in on schedule and have the
a . \ £

university return the corracted'nork‘to the participant. The lodistica were

"
very involved. Through trial and error, a procedure was developed that

worked moderetely well, despite the fact that it, added considaerably” to the

4

v

work of the secretarial staeff. ‘The program was well recefved, posgibly due

3
v

to the advance p&p}lcity it had peen'given and its whole-hearted endorsement

by senior management. A great deal of attention had beangivantofcomnunl-

cating the objectives of the course and it was made clear that-the aim of
Coe 9

the prograd'was to help each one make their job easd%r and to help them
. w
prosper as a branch manager. Ancother quite serious problem that surfaced

. J -
was The dates set for the workshap period. These wers set two:weseks prior
ety '

to Christmas and it mq@nt taking staff away frun'yheir families at a tradi-

i

tional family time, As the program was underway it wes impossible to changa

+

- s

the dates but it was an error that Black and Strﬁthars recognized. Black

0

noted the mistaske in a memo to éhe preaiyedt and that steBsawould be @ak;n

to ensure that it nould,noi -happen again. ®It was found that timing was ah
B + ., ¢ . ~

important factor in achieving success fqr in-house programs. As axpeéted,

-

there were two drop-outs and the policy of over booking the course ﬁaa con-

" . s -
: \-100- ‘ ,
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"pidered well founded. "Each unit was af forded one workahop day with finance

given twoc evenings as well. As the holiday seasson was approaching and in
recoglnit;on of‘thu sfforts expgnded by the participants, graduation exsr-
cises er:d a dPnner slong with diploma-giving were instituted. This was so
well accepted by all and beyond anyone's expectation that it i:ecame an out -

standing feature of future programa.

a

*

.17 Evaluation procedures needed

“1

In order to improve the program in the future, each part}cipant wds

PEi

askt;d, through the use of an evaluation f'o}ni, to evaluate sac section of
the program, the curriculum materisl and the workshop leader| Based on
these evalu'atlons, a number of changes were mede in the progranm. 0§ the

basig of subjective evaluation, the program “was rated very successaful.
AR L 3

However, when the final cost was tabulated, it came to just over $42,000;

$27,000 over what had been budgeted! Although the cost aoverrun was well

-~ v -

documented, it showed serious misjudgment in estimating in-house custom

tailored educational programs. In Struther's opinion there had to be a

means of naaléuring the return on inveatment for such a large expenditure.

-
i

4
Struthers reinatituted the task force on training end gave them the problem

of developing s cost-benefit formula for treining. After two lengthy meest-
¥

’

inge, they found it impossible to resclve. j‘.it:l:uthers then asked Black to

study the situation end report his findings on how in-service programs could

be evaluated on a8 cost-benefit basis in the future. .

~ .- 101
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In & report to the president in May, Black stated that the present

state of esvaluating management training was still very much in its infancy

no one best method had yet heen dsveloped. According to Black, the 'main
reasons for the failure of the evaluation methods have been design sheort-
coming%\and difficulties in developing rigorous staiti'stical methodology.
';oat designs are ex-p‘ost facto and these are statisticslly wet;k. Referring

td a recent sgeriss of research projscts ong evaluation sponsored by the
. e .
* Agarjcan Society for Training and Development Black found that they had been

inconclusive and no satiafactory method had been revealed. One project

faigled to show an advantage for training because the control group and the

newly trained group shdwed the same improvement, Another was unable to find

any correlation between performance after training and a reduction in oper-
o

ating costs, while a third could not conclude their study because of faults

“

in the training design. To measure management training effectively, it was

atsted that six prereguisite co‘nditiuna,nus—t exist- T R
- @t » % N
. Q- N

"1, Some unit of performance must be defined in measurable terms such
as sales, return on capital employed, or investment, claims, staff
turnover, operation costs, etc.

2. The manager must have a degree of control over this unit' of perfor-
mance. It must also be related to knowledge or a skill which can
be identified, such as work scheduling, inventory wmanipulation,

" method of handling complaints, snd so on. :

N 3. The training progra_n’ must be designed to ‘correct apecific skill
and knowledge deficiencies which &affect performance in defined
areas. '

4. Factors beyond the nanagem_ control must be regpgnized and either
corrected or accounted for. '
’ <G
5. The manager must be glven every opportunity to appiy new faund
leerning which in turn must be ra{lected in mespgurable terms
defined in the first condition, .

6. The impraved performance must continue over time."
.
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There are,, Black added, a number of contingencies which must be nptedi
Training without organizetional support will have little or no affect,

Training'thgt is ganeralvaa compaered to training that is sapecific will have.

low if any revenue effect. Lastly, the economic effects of training cannot

be gauged immediately aa there is always a time lag for changes to

davelop.26

. 1

An interesting discussion took place between Struthers and Black as to

whether or not examinations could be a means of evaluating a treining pro-

[y s

‘gram, It was Struthers feeling that teating in an adult situation was usu-
ally fruwned'qpon and in the case of a company sponsored pi:gram, gs this
s .

one was, it°'was feared that testing might have a very adver and negative

ef fect. In any event, Black pointed out that tesating could éyaluate the
progqram from the atand:oint of assessaing its ability to impaert knowledge ;a
the individual but it need not hame&hny releyance to the individﬁal'a per-
formance. Essentially it was the.individugl's performance tWat the company
wished to measure and to improve, The president encouraged Black to con-

tinue his attempts to establish evaluation procedures based on performance

criteria. He was of the opinion that something was better than nothing.27

»
In order to develop a basis for evaluation, Black returned to the work

that he had done on identifying the major functions of a branch manager's

Job. If khe evaluation of the course was to be based on cost-benefit, it

M -

26; . Black, "Report on the Effective Measurement of Training Programs™, May
20, 1978 .

27. Interview: Black, June 19, 1979
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_there¥ore had to be baaed on performance and performance must be measured in

() terms of some comparetive criteria. Furtyervmore, the criteria must be de-
Fined in such a way that degrees or differencies would be recognizable. For
!
. example, perfarmance may be described as being good or bad, but t?:is means
nothing until good andgbad are rigorously defined.
" ’
Black isolated the following operating statistics  as performance
measurement criteria, ’ -
EXHIBIT 7
) CRITERIA-REFERENCED DATA
FUNCTION BRANCH BRANCH
BEING PERFORMANCE PERFORMANCE.

MEASURED SOURCE PRE COURSE - (BECTIVE VARIANCE PARMMETERS  POST CDURSE
A. Supervision . >
) Employse Turnover Terainat ion Report '
b) Absentesism Absertee Report
¢) Productivity Sales Report .

. (# of orders per day)
(7 d) Safety Safety Report
; s) Complaints Credit Notee

f) Reporting Deadlines  Schedules
B. Finencial "
a) Return on Irwestmert  Finerciel Statessnt .
b) A/R Days Outstanding Finencial Statemment
c) Budget & Cost Cortrol Finencial Statement + °
d) Inventory Turnover Operations Statement
Co w M
a) Sales @ Sales Report o K
b) Market Share Sales Report
¢) Mariet Gain Sales Report .

Although not statistically valid, Black felt that this was a starting
peint. In any cese, large variations would be immediately noted and further
more detailed investigation could be undertaken to sssess more accurately

N : : :

the cause of the variation, It® wes hoped that gradustes of the program

would ow 8ignificant improvement over their past records and against

o

ob jective, For the time bsing this performance evaluation Tiedura was

( v

., ..
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adopted and all managers both tﬂhoao who had attended the branch manager's

gourse and those who had not would be evaluated against the critsria every

\

“

x\ix months,
. d

Studying the evaluation reports made by the participants and reviewing

the axparienéa that hsd besn gained through the first program, Black and

Mackenzie uncovered @ number of weaknesses that needed correction and that a

v
.

nusber of\improve‘nants were necessary in many aregs. The opinions of the
participanta were also solicited as to what they thought should be added to
the program. There was guneralbissatiafuction with the management-by-
ot')jectivea unit and it was sugg;!stad that it be redesigned and rewritten
to be more applicable tao hthe practice of branch management and to those
areas over which a manager hnd‘contrul. Time management had be&n touched
upon in this unit, and they recommended that this be expanded into a full
unit as it was one of the greateat problems encountered by~ all managers.
-They criticized the marketing program as being far too gen;ral and nbt
gpecific snough, The text and material had to relate more claosaly to the
company's operations in the field and to the marketa* on which the company
dapended.za : @ ’

In responas to theae evaluations and suggestions the merketing section
&
was completely rgvised and rewritten with particylar attention given to

apscific markets and marketing problems associated with the wholesale chen-
ical businsss. -Examples were drawn from ectual case histories that h&d

occurred in the company. Greater attention was given to the pricing func-

tion, - its effecta upon sales, profits and competitive activity,

28. Corrsspongence: Black-Meckenzie, May 1,2, 1979
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»17 Strategy and long range plana - jmplications ,

&

~

The company had recently embarked on strategic and long-range plan-
ning. The Business Agsist Group had been given the responsibility of draw-

ing up the first version. Much of their efforts were given to ressarch in

marketing sctiyiéiea. Marksts were classiflied as stable, growing or dimin-
ishing and they were more clesrly defined fnd categorized., This material
‘was invaluable to the redesign of the marketing unit,

From their work an marketing and on strategic planning, the Business
ARssist Group suggested that the unit on planning incorporate str;tegic plan-

ning as well. Aa much of the strategy in planning had to be worked out at

the branch level, the Business Assist Group were asked to take on the task

of setting up = sub-section of the planning unit. Based on their own

ressarch and effort in developing an overall company setratégic plan, they
were able to put together a very comprehensible, but at the game time a
remarkably condensed version involving only branch or divisional spheres of

activity.

.18 MBO implications

.

For many ysears, Awﬁggal's managanent-by-objactivaa‘p;ogqam had been the
cornerstone of their management philosophy. It ceme as something of a sur-

prise and nollittleeablriassncntto Bleck to find that the participants were

somewhat less than anthusiastic abou} this unit. Black personally conducted

a number of interviews to sssess whers the dnjor criticisms lay. Based on

e it
.
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‘these findings a systems approach to MB0 was sdopted and the interrslation-
]
ships with the company's goals and strategies. and long range” plans were

expanded upon in greater depgh. Means of establishing congruence between

§

all three activities were illustrated and programmed examples were

o

included. The number of exercises in. goal setting techniques were increased

N -

in order tq gain greater facility in developing attainable objaétivqa. The
\, :

,use of MBO a4 8 mechaniasm for feedback, a system of control and an appraisal

tool was explaiped in detail and finally & simulation exercise combining all

v

these. elementa tied the unit together as an intagrat}d whole.

’
v
~

CA

~

A module on time mansgement was drafted. It incorporsted a number of

typical” situations faced by branch managers and managers in general., A num-

. . ¢
ber of standard texts on the subject were used in its design.

Those areas in the other units where the participanta had demagndtrated
that they had had difficulty or where the material 'was obviously misunder-

atood, were rewritten. Every eoffort wes made to remove ambiguities and

every effort made to simplify, condense and clarify. . .

&5
.19 Learning ob’jectives - to be added to future programs

LS

Learning objectives had been omwitted in the first courss.: This was re-
garded as a very serious deficiemcy. Learning objectives were established
for each unit and sub unit and tests were rephrased to correlate with the

*

learning objectives.

I3

[T,



As the marketing section was now much larger than it had been,(lnd with

£
the addition of strategic planning and time management as antirilx new

* . ?

units, the course had expanded to over 2,500 pages of text natoqkiff“)The

first class had difficulty in covering this material in the time allotted. -

bl
2

A decision was reached to extend the home atud} period by two weeks and the

.

norksh?p period by three deya.29
? L% i

During the free evenings at the first workshop, Black noticed that

} -

there was a great deal of discussion involving not only sports, but also
A

politics, Many of these discussions wers extremely interesting as they

- L

brought viswpointe }rou all across Canada, Black decided to invite a Can-

adian historian and & political scientist \Q?m the univerdity to address the

»
participants on two of their free evenings. This innovation was so well

received by the participants that it was continued in future programs.3°

3

i
.20 Second mansgement progrem held |

The second branch manager's program commenced on January 15th, 1979 and
was completed on June 15th, 1979, Evalustion by participants of teachers
and material left no doubt that it was a resounding success., Six months
later, the performances of those branch mansgers completing the course as
measured by Black's criteria showed posit{va geins for nfarly every partici-

pant. Particularly gratifying were the results on return on inveatment and

29, Memo, Black to Struthers, May 5, 1979

30. Interview: Black, June 15,.1%81
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staff turnover.>? However, there was no statistical significance attached

“

to these rssults nor could there be, Nevertheless, senior nanagananf were

satisfied thaet the program had succeeded and had met the objesctives thg}

)

ere get. Black was instructed to continue the program for the remaining &
- .

branch managers and to have the program tranbklated infb French, The major

criticism voiced of the second program wes the treme dous amount of wg;ting
' B

~

that had to be dane by the participants and "the number of time consuming

7 -
essays thast were rpquired. Many stated that they had insufficient time to
~ -~ . -
do justice to thﬂ course for this reason. As a result of these findings,

the post tests né;e campletely fevamped and most questions demanding essay

answers were replaced by more objective ones.

.21 Inadequacy of workahop‘Facilitiaa

T |

il

Another matterS;f some concern was that of workshop facilities. The

S

. -
firat program was held at a local haotel., The meeting rooms were inadequate

and the distractions associated with a downtown hotel detracted from a

=
-

satisfactory learning environment. The second course was held outside the

-

city. (While the facilities were vastly superior to those of the hotel,
workshop leaders found the travelling both unneceéaerily exhausting and tiwme
consuming. The company is presently searching for more suitsble facilities

that will accommodate all needs.

- 31, ~. Appendix B
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.22 Growth of interest in other‘ptograna and tresining department considered

The success of the branch manager's program coupled with the success of
the teacher's training program brought both recognition and attention to the

company's training endeavours, Throughout the balance of 1979 Black

“received numerous requests for other types of courses on safety,. language

and supervision, Requests came from the executive group, the’ personnel

[

department and divisional managers. Some even originated from the personnel

department for help in locating outside programs for . specific
individuals .32
i
Stt;thera questionad Black on the progress of the menagement institute
concept and was infarmed that the project was in abeyance for the time being

owing to workload and pressure. Struthers then asked Black to examine the

feseibility of establishing a treining department headed up by a training

t 2

¢

executivb.

5

Black drafted a report wherein he stated - that inservice training had
three distinct functions, none of which were mutually exclusive, One dealt
with teaching technical skills necessary to perform s specific task, another
was to laprove performance in menaging and supervising °”d]P third was to

i
provide an adequate pool of talent for the company to draw on,

32, Ffrom July 1979 to December 1979 over 35 interoffice memos requested
information, assiatance and help in management, superviaion, selling

and safety courses. P
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Training, continued Black, was one of the most 1mportgnt factors if not

() . .
; the most important, in human resource development. To be effective, ‘it had

B to meet both the individual's needs as well as those of the company's.How-

ever, it is the compsny's human resource requirements, both in the present

.,

; and in the future, predicated on projactedborganizational changes, psrasonnel

1 ’

replgcaucnt and new technology that is peramount. Theae factore dictdte the

' type and variety of training thet should take place. But, Black added, it

N

frequently goes unnoticed that training also has four other viery important

attributes. fraining can be a very powerful tool in promoting morale

» 4 N .
i throughout an organization. Secondly, it is an inveluable communication

: medium for management. Thirdly, it can cultivete and sustain high levels of

\\\/motivation in periods of tight budgets and adverse economic conditions,

E

Fourthly, treining as management strategy, develops human resources in &

; ,uénner most sffective for an organization to achieve its objectives., Black
- p

then went on to outlin; the major functions and responsibilities of a

)

‘company training officer,’>

Black concluded by saying that the poéition was an extremely difficult-

ane to fill, There arg écoording to Black few qualified people available

)

and ‘the position required a person of considerable personal stature, strong
analytical competence, great self confidence end an ability.te win the -can-
fidence of all levels of uanaghnant. A major aversight in Black's reporting

waa his omission of orgeanizational relationships. Unfortunately he did not

say to whom the training officer should report.’“

-

( ’ 333. v. Appendix C

J ) .
5 34, Black: "Report on a Caorporate Training Officer" September 28, 1979.
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As the organization of the company was undergoing e¥tensive modifica-

]

tion end gs there had been a number of problems arising from management's
poilicy of ei}anding dece'ntralization which required 1mmediate attention,
nothing further was done‘ on a :;onpany training officer. T;m project was
’ ahglved for the time being. However, it was found necessary to act on

requests originating with divisional sales managemanta'anq‘:‘sn‘t,rongly endorsed
by a surveyr conducted by Black. for the construction of""(‘a;“;;'roduct knowledge
course. Struthers asked Black to study the possibility of such 8 project.
'Struthers_ asked for a rep;y in time for the Octoéer management committee
meeting. ‘ It was to include fairl; accurate cost estimates so that |if

approved at this meeting it could be ir'wcluded 1n the following year\s .

budget.

.23 Product knowledge course instituted

-~ .

Black convened a meeting of head office merchandising staff and divi-

sional ssles manasgers to discuss the development of s ;)roduct knov;;edge
course. At this meeting_ and aubsequent meetirigs the group classified mater-
ial,,pro:ducts and end uses' that should be included in such a course. It'uas—'
an aaa’ie;‘ task than that of developing the branch managers' program as a
number of, foreign and domestic associations and manufacturers had estab-—ﬁ
lished a variety of educational and training progrems but none embrecing all
- producte.nerchandiaed)by U.A“.C.. Black .appointed thre; of the group to act

.

‘a8 curriculum committee and to screen the material as it was received, It

was agreed that the taerget pgpulation would be all new euploy'ees involved in
1 . .
sales, marketing, purchaking and order processing. It would slso include

- 12 -
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-all managers with

o s b

sons who “had been

3

less than three years service with the company, sales per-

identified as requiring e refresher course on products and

: sales persons who were moving from one sales category to another. A rough

count of possible pariicipenta exceeded three ,hundred and seventy-five

3

employees, two hundred and fifty were English speaking, while one hundred

and twenty-five were French speaking.

there were:

—
in Manitobae, 161 in Ontario,122 in Quebec, 5 .in New Brunswick, 6 in Nova e

1

Broken down by geographic location

25 in British Columbia, 22 in in Alberta, 3 in Saskatchewan, 17

SEotia and 14 in Newfoundland.In each province the numbers were divided

between the citiea)where the branches or divisions were located.

although there were 160 1likely participants

»

Thus

in Ontaria, they were spread

between OQOttawa, London, Hamilton and Toronto, with the bulk located in

Toronto. Based on the projected growth of the company contained in the long

%
RN
EY

>
7

) range plan, ~it was estimated that a minimum of one hundred employees could

be expected to take the course esch year thereafter.
gpread across the countrLApnd

English. As_ézﬁroduct knowledge

tiona' progrems, limited as they

course was extensive and voluminous,

B

These too would be

would 8lso be a wmixture of French and
course of this type- was entirely new . to the
chemical distributing industry, a number of manufacturers' and associa-

were, would serve as ussful guides .3’

@

The amount of material that ‘came in and .accepted for inclusion in the

The curriculum cpmnlttee did a master-

ful jpb in digesting and editing the material and putting it into manageable

order. As they completed their work it was recognized that it was going to )

e

- 35,

)

v
Y

“

Black's Agsnde and Minutes - October &, 1979
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. be a lengthy course. The cost - of producing such-a program¥ smérged as. a
deterrent, . ! . - ’

g
i - . T '

. In surveying the student éopulation, anoiheroproblem was evident. 'The
employees, in many ,cases, had only e moderate degree of schooling. This

fact demanded that the written material be composed in simple, easily under-

S ot o3 B0 8 e G A A 4 S

) a&nod language, preferably in small, easily digestible units.
!

3 ' ¢
4 ‘ '

Various types:of, format and learning delivery sfétema were considered

an

~ and most were rejected. It wae cost prohibitive to have the students attend
clesses on-a full time basis. Apart from the trainer and transportation
costs being forbidding, the hidden expense of keeping such large numbers of

employees off work precluded any consideration of this type of format. The ’
- .

correspondence format without the workshop, which had been so successful in

v

the branch manager's program was considered but ruled out. Although prac-
g\\\\\\\rﬁsal from a cost standpoint, learning solely from written material ‘Was
: [
thought to be too difficult, too time consuming snd too onsrous for the ma-
4

3

jority of the perticipants with limited schooling. There were also cost im-

[

plications for reprinting new editions of the text materiel in order to keep

sbreast of technological changes and it was acknowledged that of any indus-
try the chemical inéustry was subject to change far more rapidly than most. :
Video teping was . also considered but Biacobnted as -being too axpeng}ve.~

* ]

T

To help him decide on a format, Black listed the main objectives of the

fop
.- JJ ~

program. Thesf have been abridged as follows:

- 118 - ' :
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Primary objehtiv;a were: -
8) The casts had to be acceptable to management.

‘ Q
b) The curriculum and text material had to be suitsble for all partici-
pants, for warehouse personnel as well as menagerial staff,

¢} The instructionsl material hed to have the feature of heing easy and
inexpensive to revise  and update in order to remain current.

d) It had to be availsble in English and French.

e) It had to bs besed on @gund instructional methodology. .

e i i ak MEALA b e STt TS e £ ke o Mt v o

f) It would lend itself to normative and summative evaluation.n
Secondary objectives were: .

g) Thé course should not infringe on regular working hours, - ?
/ N

»
Q\ o

h) The course should be manageable on the employée's awn time. , .

FJ

-

.24 Audio casaettes with workbooks selected as instructional medium

&

'

e ey

After studying various alternatives, Black decided to recommend a for-

mat utilizing audio cassettes and workbooka., Bleck’'s research-uncoverad an :
' [y i

article in Adult Educastion on the use of audioc cassettes in professional ;

traeining. While no method is without its drawbacks, sudio cassettes, at R }
i

N Iy

_least met five of the objectives thst he had set. As the article stated: j

A

. . '"Audio cassettes make - laarning possible on an individualized
“besis, since the tape may be ataopped and replayed to fit the needs of.
the individual and compansate for’ differences in learner capabilities .
and background ... audio cassettes can be ussd to reach & large number j

- of people over a large geographic ares ...using cassettes, it is pps. ,
sible to reach individuals who cannot leave their work or family ‘
responsibilities to ettend on-campuse prograus."3 )

v

v

36. Jemes E. Muth, "Audio Cesssettes as a asana of Professiofal Continuting
Education for Phermacista," Adult Education, Vol. XXIX, No. &4, 1979,
pp. 243-244 (Taken from Black's ressarch notes)

3

Y
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To -ftigate the disadvanteges of one-way communication, a schedule was

-

,drawn up for a limited number of conference cells in each location to essist

those students who might have difficulties. The workbooka were to be

-

deasigned using both pre and post test features, They would also contain

samples of common chemical pradutts so that the atudent could ses, test and

feel the actual product. Black was aware that’ examinations could be a nega-

tive factor as most adult learners are very apprehensive of tests, none-the-

less some means had to be established in order to evaluate the sffectiveness

of the program as a learning instrument -and to assess the students' know-

-
1

ledge. GOne method proposed was through complete anonymity but after Qeigh-
ing a%l the ;dvantagea and disadvantages, Black decided to adopt regular
examination procedures. In order to lessen tha'apprehanaiun associated wltﬂ
testing priority would be given to‘briefing all particlpants‘?arefully and

completely before taking the course and .everyone would be given every assur-

ance thet their results would be kept in the strictest confidence.

“

a ¥
' »
. © ~

.25 Decision taken to contract product knowledge course

" This program wses entirely beyond Black's means to producé’in~house. A

decision to dontract the complete program to an autside institution was

agreed to by Struthers.

@

.26 Selection procedure for contractors

N

With the assistance of the curriculum committes, Black ptepareh a re-

quest to tender and sent it to an number of colleges ‘and priVate compenies,
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4
As some American companies were included, he also took the o;aportunit); of
sending it to three U.S. colleges. The quotations ranged widely; a spread
of over $75,000 separated the highest from the lowest bidder. Surprisingly,
U.S. educational inatitutions were without sxception cheaper than their
Canadian equivalents, frequently by thousér;;ia of dollars. As the.quot'ationa
>\
were received :ha question arose as to what criteria should be used to judge

the merits and competence of esach bidder, The curriculum committee set

forth the following as a means of judging each bid.>7

EXHIBIT 8

MEASUREMENT CRITERIA FOR CONTRACT ACCEPITANCE
*

\

a) Total cost
i) cost per lesson
ii) cost of updating and revision

b) Number of lessons recommended
i) sverage length of lesson
ii) estimated content based on length

T30 =EO XM
QOO Mm W<

c) Semples of previous work
ig quality of printed material, layout, etc.
ii) quslity of audio
iii) quality of writing and language
iv) structural quality

et or—— cot——ry sttt sntomonemtnt®
ttin ot trar— sr——

———— ———— op——— —— —

d) Extent of formative and smnativ&xevaluation

——— ——— o sttt et

e) Endorsement by previous clients

f) “Academic qualifications of designers Ph.D. M.A. B.A.
g) Production time

h) Basis of guarantes for msterial

i) Number of company personnel required
i) for technicel content
ii) for liason .
iii) for administration R

37. Minutes: Curriculum Committee Heetiﬁg, December 10, 1979

“
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The submissions were rated individually by Black and each member of the
curriculum committee and the merits of each were debated in committee. The
tender finally selacted by the committee was from a relatively new local
organization with excellent a'cademic credentials. The selection was rati-
fied by the manegement committes onuaaﬁuary 14, 1980 and s contract awarded

»

shortly afterwards, 9

.27 Design and curriculuf:s;:::k\ controls estesblished

- 1

A procedure was set down and follgwed. The curriculum committee sub-

mitted the material well edited and arranged in proper order to the program

designers. The program designers composed rough drafts of the scripts which

the curriculum committee checked for accuyracy. Technicel terms, chemical
processes ind sequencing were all verified. Committee members were assigned

responsibility for each lesson, On approval, the designers tested their

R
.

material on test’ groups, Based on the results of the testing, the final
scripting was recorded and workbook copy completed. The master recording

and the workbook manuscript then went to production.

Because the program was eagsentimlly distance education, Black recom-

3 .
mended that a number of hands-on units be included. Black's Special Pro-
jects department developed two. One aimed at teaching the ?tudent how to

build models of simple polymers using plasticene for molecules and drinking

straws for chemical bonds. The dther was a very elementary chemistry set

) -

38. MHinutes: Management Committee, January 14, 1980
i . -

s
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whereby the students were to perform basic experiments which demonstrated
slementary chemical reactions.
It required approximately ane ysar to produce the course. ¥hen com-

pleted, it conprih forty lesaons and two kits, Each instructional package

contained one workbook of lessons, twenty cassettes each with two les- ~
sons of approximately twenty-five uingtaa and two kits. Study time of each
lesaon. was considered to be one week and two weeks were allowed for the'
practical lessons, With holidays and other interruptions it was expoifed

that the course would take one year to complete. The course was available

in both languages.

At the writing of this case-) study, the product knowledge courae\ia
underway. It has been well accepted and is progressing very well. However,
the administration of wsuch a co{respondance program was not fully eppre-
ciated and Black was doing hialbeet to cope with it. Communicating by cor-
respondence and the corraciing of individual essignments are both time con-
auming and demanding. As an interim solution, Black contracted this work

out but }t is his intention to employ & person full time to essist in the

administration of this program and cthers that are being considered,

.28 Other company programs assigned tq executive responsible for management

and product knonledge‘proq;ale

A

As Black was emergying as the company's expert on educational matters,

Struther s delegated the responsibility for the administration of the
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Kepner-Tregoe progrsms to him. The Kepner-Toegee pragrams had proven to be

very successful st Amalgam and Struthers wanted them continued in the new

N o

company.
g
4
These programs aim at teaching a. menager how to observe, how to
apﬁraiae and haw ta investigate situations and préblena that arise and how

to develop a rational solution. In short it is a course in ;ntional situa-

tion appraisal and problem solving.
L

’
o

Two of Amalgam's employees had received training in teaching Kepner-

Tregoe principles and had been duly certified as trainera by Kepner-Tregoe.
They performed this training on a part time basis only. Their major respon-

sibilities were in marketing and systems management respectively.

It was expected that there would be a minimum of administrative work
associated with these programs with the exception of acheduling, participant
registration and budgetary control. Th; progran; had a well prepared curri-
culum, ;ccoupaniad by well presented printed material and texts. Much of
the adqiniutrative burden was removed from Black as the troinQrs erranged
for facilities, requisitioned teaching aids and classroom equipment and
auperviueq the distribution of preconference material,

13

«29 Problems with psrt-time. trainers

As events were to show the use of employees as part-time trlfhera,

whose major responsibilities lay seslsewhere proved to be an extremely poor
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nrranaenant. ,On s8ix separate occasions they were unable to fulfill their
teaching commitments because of more pressing obligstions to thc&r regular

work. Not only did thess cancellations cause a great deal of waated effort

b

in work ruachoddllng, but four times the company's hotsl deposit- had to be
forfeited. It was also upsetting to uanf participanta who had to reschesdule
transportation and rearrange work schedules and back up arrangements as well

as domestic raaponéibilitiaa. i

Black put his complaints in writing to the presiyent, stating that if
the company was going to continue to oxp;nd ite training function, it was
going to be necesasary to enpl;y full time trainers whose sole responsibility
was training.39 Struthers agreed that the uase of part-time trainers had
severe limitations but stated that he wanted to give the whole matter of

education and training more thought and in view of executive changes that

were being planned. he was conaidering asking King to prepsre a full report

.

on the subject later in the year.

-t
.30 Executive changes affecting educational activities ¢

A number of executive and organizational changes were being planned for
the end of 1980. Struethers wanted to decrease the number of managerial
levels and decentralize daci;ion making. The position of executive vice-

i‘wp::-e(o!.dant was to be discontinued. King, who had been the vice-president of
edministration was within months of retirement and Struthers took the

opportunity of combining the responsibilities and functiona of the Director

39, Memo: Blsck-Struthers, April 5, 19BQ
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of Corporate Planning with that of administration. The ‘new position was

Charles

o '

titled Vice President Corporate and Human Resource Development .

Peters was appointed to this post., No attempt was made to define the human

resource function and eventually it was a saurce of confusion with Black's

-

regponailbilities in training and education. |

]
L)

¢

The new organizational structure as approved by the board was asa

follows:

EXHIBIT 9
NEW ORGANIZATION U.A.C.

LTOD. ¢

: BOARD OF DIRECTORS

PRESIDENT AND CHIEF EXECUTIVE OFFICER
) J.R. Struthers

\

¥ ICE-PRESIDENT VICE-PRESIDENT SECRETARY VICE-PRESIDENT VICE~-PRESIDENT
CORPORATE AND . SENIOR o

_HUMAN RESQURCE FINANCE VICE-PRESIDENT MANUFACTURING MARKETING
DEVELOPMENT

Charles Peters M.1. Chester Willism Black Malcolm Issacs

SPECTAL
PROJECTS

L4

VICE-PRESIDENTS DISTRIBUTION DPERATIONS

BRANCH OPERATIONS

Andrew Cox

TORONTO DIVISION

John Willigms

MONTREAL DIVISION

Pierre Deguise

o Pt o A 1 A5 s it Sty et T s o

e
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Prior to the creation of the new position of Corporate and Human Resource
Devslopment and to Peter's promotion to it, Black's ectivities in training
and eddcating were limited Lo specisl projects. It did not enteil a general
sducational responsibility or accountability. Up to the time that Peters
took over his new-poat Black was involved in only three programs; Kepner-

7

Tregoe, the branch managers program and the product knowledge course. Under

Black's supervision Fheae prograas haé met with consi?erabla success, 80
much so that they hi& achieved a high degree of prominence and stature
within the organization. The quality of the progrems hsd popularized train-
ing throughout the company, As a result there were a growing number of

questions, requests for assistance and problems relating to treining, educs-

tion and development being referred to Black.

In order to regolve the confusion and conflicts that were arising between

Peters' and 8lack's educational responsibilities Struthers suggested that

a g%orough study be made of all the company's educational andouvou;s.“u As

King was greduajly being relieved of his responsibilities and duties by
Peters, Struthers asked Xing to undertake this study.

N -

Prior to amalgamation both companies carried on training after =a

fashion, At United training and education were the responsibility of the

\

personnel mansger and reported to King.

.

40. Memo: Struthers-Black, May 5, 1980 »
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EXHIBIT 10

ADMINISTRATION DEPARTMENT ORGANIZATION - UNITED CHEMICAL INCORPORATED

N

. VICE-PRESIDENT ADMINISTRATION (KING)

| ]
Manager Administration Serviceas Persannel Manager
. Property Adminlstration § . Personnel Policies
. Risk Management (Insurance) . Banefits, Pensions
« Public Relations . Salary & Wage Administration
. Transportation Services , Induatrial Relations
. Leasing . Safety
. Office Management Head Office . Personnel Records
. Training
. Education Aid
g . Management Development

.31 Survey of all company training and educational activities undertaken

\

Traiﬁing and education had received little atfention. They carried on

a number of programs intermittently which were all purchased from private
organizations. On 8 regular basia they sponsored a first }ine supervisasors
course, a safety course and & selling course, These were the only 1in-house
courses put on by United, but they often sent their employees to outside
courses of fered by the American Management Association, AMR , the

a

universities and the colleges,

Th:;aituation at Amalgam had been different. The personnel manager who
A

reported directly to the president was reasponsible for all educational
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"
sctivities in the company with the exceptionf%f the Professionel Selling

‘

Skill courses which were under the jurisdiction of the divisional

a
-

menagements,

EXHIBIT 11

o

s PERSONNEL DEPARTMENT ORGANIZATION -~ AMALGAM LIMITED

-

[}
4 President (Struthers)

™

Personnel Manager -

&1'0 s
- *
4

. Personnel Policies

. Benefits
. Salary & Wage Administration
. Safety

. Personnel Records

. 1Training, education

. Management development

. Education Aid (in_coqaultation with divisional
V.P.'s - joint responsibility)

The training and educational.efforts at Amalgam were more extenaive and
one\program, Kepner-Tregoe has already been described. Théy attempted to
develop their own training pgggrams and‘regularly conducted courses on first
a1d, safety, performance appreisal, MBO and oriéhtation: Ihe} had dgiven &
great deal of thought to the praper method of introducing new .,employees to
their jobs and to the company. T;a'aasist supsrvisors and managers in
orientation procedures, they had created an @pduction frnining program
complete with handbook, benefit booklst and audiovisual. Just prior to
their merger with United, they had completed 8 training, progrem for

supervisors on exit interviewing. As Amalgam's head office was in Montreal

they also conducted language courses requlsrly.

- 125 -
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After amslgametion, King brought a}ll the training programs togsther ?
! N\
under the personnel nana&er, excluding those under B8lack's authoriiy.
United's aelling course was delegated td the head office marketing depart- .

ment and King combined and rationalized those courses remaining.

R QY

L]

Although given regularly, no attempt had been made to evaluate these

courses, It was assumed that they were meetling both the company's and

» .

employee's needs. 41 (//// . ;

Both Black and King's department were heavily involved in educational :

o

and training endeavours. ¥Were there any others? The company was a large

-

one spread across the country and it was boasible that other organized pro- '
grams were taking place which were not reported in official correspandence

or in interviews. King began by surveying sach opergﬁ}ng unit,

The surveys were most enlightening, A qutreal based aubsidiary was '
enqaged in a number of training programs for machine operators.In this gpe;
were assisted by Canada Manpower and the Quebec Department of Education,
fh;}programu |paratihg under the aguspices of these agencies had some moni-

toring and some performance standards set. At the Valleyfield menufacturing

.
IS

plant on-the-job training was being conducted for conteiner machine opefa-

tors, packaging technicians and maintenance mechanics.
2

’

t
The major diviaions were in ths throes of converting to computer based ,

operations and had developed extensive twa-month training programs on i

)

41. Interview: King, May 10, 1980
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computer in-putting and on-line procedures. The’ two managers in charge of

the training programs were not only specialista in computer systems design

)

but had previously been Ebroqgh Black's "Training-the-Trainer" coursé. They

had also attandgﬁ f}i;san-Kdye's ingtructional deaign workshop in Ottawa.

o

Throughout their courses they applied the instructional methods advocated by
Friesen.2?’ Well defined learning and performwmance objectives were written
and although a programmed text was not developed, well constructed

performance aides 'with detailed instructions were ‘ produced, The format

-

employed was that of ,the‘ lecture, which was kept to & nminimum and

supplemented by numercus simulation and "hands-on" exercises.

v

b 3

Performance evaluation indicated that the instructional programs were

very successful. Employees with no knowledge of the computer or computer

opefétiana ware able to operate the system with productivity rates
8 .

subatantially \EVBr\\those of the previous system and errors, claime and

-

—

incorrect pricing were radd;;H\te\g}most nil.
e " T .

' - a 2
° t r
© The wanagers informed King that they thought that the great success

the company experienced with 1its computer programs compared to the
horrendous experiences of other companiee 'was due entirely. to the type of

~

training that they had received in instructional methodalogy snd teaching

principles.

42, Paul A, Friesen, The Systems Approach to Lesson Planning, Publisher
Friesen, Kaye Asociates, Ottawa, Ontario, 1974, Paul A. Frissen,
Designing Instruction, Publishers Frisasen, Kaye & Associates, Ottaws,
Ontario
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M " King found the diviaions enq@gud in. gther treining programs as well.

o s

3 g , )
(wf Both ﬂontreEl and Toronto were conducting Xerox's Professional Selling

'Skills course on a regular basis, Montreal was also-.giving Xeréx'; 5ar£ic;-

fo -pative Management course while Toronto was engaged in training in "qualify

Winnipeg was conducting safety courses with the aid of the

The surveys disclosed an extensive’ number
v PR |

of educational training programs were being carried on regularly thoughout

circles",

Manitoba Department of Industry,

L

the Company. King summarized his findings in the following table,

" o
.

EXHIBIT 12

SURVEY GF TRAININE AND EDUCATIONAL COURSES IN OPERATION AT ﬁﬂVfHBER 14 1980

B

LOCATION ORIGINATOR COURSE TEACHING 'NETHOD
Central - Black's Branch Managers Correapondance & J
Head 0ffice Department Program - Seminar

- ; *Media Appearance . Workshop
Product Knowledge | Tapes & Corres-

Programs pondence

#Stress Allevistion Workshop

and Fitness )
_Training the . " Seminar

Trainer

' \ *Pre-Retirement Seminar-Workshop
P 3
*in development rogram

Centrael - King's (Peter's) Languageu Small Group -
Head Office ‘ Department English Tutorial X
(Personnel Dept) french AN
- 0 Safaty Workshop
Orientation Lecture
" _Machine Operstor Lecture +
. Training On-the-job
k) - I(—’. hd
Special Training ohfﬁﬁgfjoﬁ
Central - Chester's Dept. On-line-entry Lecture +

W T kA

’

Head O0ffice (Computer Order Proceasing: Simulation
Operat iong) : .
Montreal Div. Saleg Dept. Xerox P.S.S. Classroom/Tapes
Workshop/Workbook
Personnel Dept. Xerox Tapes + ’
Participative Workshop
. , | Management L
Toronto Div. . Personnel Dept. Job Rotation
' Salps Dept. Xerox P.S.S. Classroom/JTapes
, Workshop/Workbook
Quality, Circles Lectures +
‘ ¢ Workshap
Facilitatar ! Outside
( Trgining ¢ Caonsultant
Winnipeg Operation Dept. Safety Workshop
Branch ' o
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.32 Company's totalﬁ,axpenditui-e on sducational activities costed -

v

L

When cost figures were gathered, King estimated the total exceeded $280

-

thousand dollars. A remarkable amount when only $160 thousand had been bud-

n -

geted! When the cost of outeside progrems, travel, hotels, educstion aid and

time-off wers added in the cost exceeded $500 thousand dallars.

-~
-

ot

.33 Proposal to establish & training manager

.

King noted in his report that during his tenurs, the personnel depart-
ment was gradually moving away from the traditional ‘roles of hiring, record

%
maintenance and bengflta»to en active role in keeping people in Jjobs in

o
times of technolpgical change, improving productivity through better perfor-

mance and building talent for the future. Employee appraisal procedures
'vﬁ
- Y

were therefore taking qvnuch greater proportion of their time and King found
f
that tgamﬂg and education were receiving more attention, Hawever neither

the company nor the personnel department had rescted in s coherent fashion
. \

- !
with the result that the progrems bore 1ittle relationship to the company's

o

lang range goals ’and had .neither a unified thrust nor an organized aim.

#

[ “‘
N

King proposed that all training and educatien be the responsibility of

v

one perapn who would report to e director of personnel. and suggested that

‘
= L A
.
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the position of vice-president corporate and human resource development be

modified as follows: %33

MMMMMM - M o A B sl | st s

EXH IBIT 13

‘DEPARINE“& ORGANIZATION PLAN: CORPORATE AND HUMAN RESDURCE DEVELOPMENT

B ol e

VICE PRESIDENT

CORPORATE AND HUMAN. RESOURCE DEVELOPME“T

Leyel 2
[ ’
HUMAN RESOURCE
GROUP
Level 3 . L :
DIRECTOR DIRECTOR ;
INDUSTRIAL oF ,
* | RELATIONS PERSONNEL ‘
!
]
RESPONSIBILITIES

Negot iations
Contractsa

Safety

1.
2.
3. Grisvance Procedures
4.

-

CORPORATE PL ANNING
GROUP

CORPORATE PLANNING
FUNCTION
(Businesa Assist

Group)

Level 4

Personnel Mgr.

Benefits Mgr. Education Mgr.
I 1 1
Responsibilities Responsibilities Responsibilities

- * {1.Fringe Benefits
2 .Heslth
3.Insurance

4 .Pengions

.34 Report on training manager and department discussed

1.Hiring/Termination

2 .Records

3 .Government Repor-
ting

4 .Wage - Salary
Administration

5.Communications

1.In House Pro-

grams
2,0ut-of-House Programs
J.Education Aid
4.Career Counselling

' ¥

b3

s

[

\

&
King's report was tsbled at a special meeting. in Struthers' offics,
v =

Chester, Black,

plete surprise to these executives

43, Memaoa: King-SE;uthera, May 29,

King and Struthers

were in agtendnnce.

It came as a com-

that the company was engaged 1in so wmany

1

ff;“C
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progrems and its training efforts were so extensive.” It encouraged many
hidder costs for which there had been no budget aset. It slso demonstrated a
serious lack of overall control and for all the money spent there had been

no ettempt to have these activities relate to the company's present or

»

future needs in an organizéd way. In the discussion that followed a number

of observations were made that had a direct bearing on what had and was hap-
o

pening. Some of which it must be noted were based on inference and
R ' {

conjecture,

The divisional and regional managers had sufficient funds availeble in
\ x
their operating budgets to finance a few bn-site programs as well as spon-

soring pelescted individusls to ocutside seminars and workshops. On-site pro-

v
~

grams were founded on what was perceived to be a trasining requirement. No

attempts wers made to conduc% needs analyses: Outside courses for indivi-

- Il
duals were chosen in mwch the same way and often with the vague intention of

v

» providing some form of management or professional development, At ‘neither

the divisiogal nor company level had any coherent pattern evolved.

.

Two rather interesting observations were made on how Tﬁr?onnel were

selected to attend management and executive courses. These courses in many

- .

instances were regarded as "perks" particularly when they were held in the
southern United States in the wintertime. These courses were always nego-
tiated on a on;-to-one basis between the employee and his immediate super-

ior. The out-of-town courses normally were restricted to middle and senior
4 <’

management. Certainly the extended four to s8ix weeks programs offered by

many universities always were. A request to(attend these coursesa could
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originate with either the employee or their superior. The courses were

generally chosen on the basis of the éoutsa description cnntainedz in tha’.
institution's br;chure, t;a reputation of the 1netitu;ion and wh;rﬂ/Qt was
held. When questioned “on this point, King said that he had uncovered no
evidence that any of these courses had been e;ther partially or rigorously

appraised. Course selection was seldom, if evern, based on any criteris or,

if it was, it was only in a very rudimentary way.

—
N
|,

Another observation by King was very interesting. He 8uggeated that

"at times the resason 8 manager was sent to an outside course, particularly to

a prestigious university,. was to improve that mansger's status among his or

her peers, but as noted by Struthers, there was no evidence to support this

3

centention.

. \

King also implied thst the head office was not without its share of the

blame. Not only did they conduct a number of courses which were never eval-
N Y

uated but some were of queationable value. Many were carry-overs from the

original companies and had not been revised to meet the realities of the new

company.

It was, howsver, acknowlsdged that some of the programs were sound and

performance measures had besn established. The computer training course and
M

the branch managers' program were cases in point. - But Chester, the chief

financial officer, was very critical of the aituatiop and inaisted that

greater control of spending on training and education be instituted immedi-
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ately and that the approval of a program be based on a cost-benafit analy-

sis. The merits of cost-benefit analysis were lrgue(d but remained

.35 Controls in educaetional activities imposed \(’*7 N
\ ‘

Although there ware 2 number of more pressing priorities, there was
aufficient‘ concern that controls on training be imposed as quickly as pos-
sible. Struthers delegated this task to Black and asksd him to devise a
system to bat’iar direct the company's training and education expenses. AL
the same time he wa\nted an sccduntability procedure for all spending.
Struthers asked for e final report in three months' time with bi-monthly

]

updates, 44

As King's repartcdembnstrated, the company's activities in education

and training were carried on by five separste departments; the perscnnel

departments at the head office and in the divisions, Black's department and
. .

the informat ion systems group. There were also numerous on-the-job training
achemes catgied on throughout the company. In addi‘tion to thege activities
many employeés were taking advantage of the comp;\ny's tuition aid program,
Bleck adopted Kir;g'a sugges\tion and grouped all these ac:ivitiea under a

general function which he described es the educational function. |

In snalyzing the orjgin of training requests, and wﬁere the decision

was made on who would take what, no coherent pattern emerged; in fact, it

44, Minutes: Black, June 6, 1980
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;vas very haphazard, Where educatdional nid/uas involved, the requeat almost
always originated with the employee, endorsed by the immediete supervisor
and app;uvud by personnel. It wes only in the rarest instance that the
supervisor or manager would recommend a course of study to thes employes,
This occurred only when the employee had been singled oaut for aouel future
pasition that required specific training.

-

" In discussing the educational function with the management group,- Black
found that many managers jealously guarded their prerogative in choosing
participants to attend trsinivng and educationsl courses, Bla‘ck discovered
that it was not an insigniflicant scurce of power and authority; at least it
was perceived so by many of the managers and supervisora. He reasoned that
if this prerogative was withdrawn or asppeared to be curtahled, considerable
resistance would be met for any co-ordinated system that the company might
wish to initiate. In expresaing his views in his first bi-monthly memd to
the president, 8lack atlte:! that uanagenent.ir;volvement in the educetional
f\unction at all levela was desirsble. By doing 8o, the exacutive in charge
of educational administration would bhe b;tter able to ‘gain their acceptance

and commitment and this would aid substantially in improving the overall

effectivenesas of the educational function.

~

In his second memo, Black isolated a number of control mechanisms which
he thought would help in the administretion of the educational functlon.
One was budgetary control. He suggested an overall budget be established
for the company ss a whale, but broken down for esch operasting unit. The
head of’fice-q_gninigtratiur; b’udget would cover corparate programs while

£
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operating unit budgets would cover thoss apecific training needs relsting to

the opsrating units exclusive of corporatja progrems. Moreover, ths budgets

of the operating units should include travel and hotel expenses for all pro-

grams. Black ressoned that, if part of the esducationsl Ffunction was charged
against a manager's budget, it wouldﬁ secure his or her interest in it, How-
ever, the final approvel and allocation of individual budgets for educa-
“tional activities would be under the jurisdiction of the executive in charge
of educational a.ctivitias. Thus central authority would know whet was being
apent where and for what purpose and, at the same time, would encourage the
individual mansger's interest in those programa\ against which their dabnrt-

ments were charged. U;xder thia system it would be easier to eatablish

results oriented education and training.

&

In subsequent bi-monthly memos Blaeck outlined a number of other means

to requlate and guide educational activities,.

A second means of control would be to establish standards throughout
the company for a‘llﬂin—houae programs, Black suggested th;t all‘co-pany
training be conducted by trainers who had received tescher training and head
reached a prescribed standard; thet curriculum for compeny programs be
audited and approved by the exscutive charged with the rasponaibil;ty for
the administration of educationsl activities and that all programs be eval-

vated both by the participant and when thought advisable by examination.

Every attempt was to be made to evaluate against pe‘rfm'nance standards.
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A third meane of contro’]‘. would be through learning contracts and thay
should be encoursged and used whenever feasible, This would involve
evaluating outaide courses on the basis of the perceived benefit to the
individuasl and benefit to the company. Before attending"a cm;rua, the

¢

individual and the individuasl's supervisor would set down in writing what

the individusl would be expected to lesrn and how this learning woauld be
translated into either present or future job requirements, . How this
laar.ning would be measured in performance terms was to be agreed on

mutually."5

.36 Steering Committee proposed

King had proposed that a new posit‘ion be created, titled the

educational msnager,' whase responsibility would be the educational
function. But, with a limited staff and limited resources, Black thought
that control uould.! be difficult. A possible anawer was to institute a
permanent educational steering committee to assist in this task. The

steering committee's mandate would be to filter the various educational and

training demands that were made on the company. They would slso study the

»
7

needs analyses that were prepared, snd would recommend needs analyses where
th%y saw Fit, They would slso assist in monitoring results. Another

feature of the steering committee, could be @& rotating membership which

"'would expose more people to educational sctivities and continuing education

)

as well as getting them directly involved in th\a sducational process.

~ !

|

i

45. Black-Struther's memoe: June 9 - September 12, 1980
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.37 Controls for ed@ational function

In his memo, Black attempted to design & framework for control of the

educstional function:

¥

4 ] ; 2 EXHIBIT 14

CONTROL FORMS - EDUCATIONAL ADMINISTRATION
4

EDUCATIONAL ADNINISTRATIOM: ATTENDANCE APPROVAL FORM

1

FORM A

Origin of request:

Management Level:1{ 1, 2[ 1, 3( 1, &4[ ]  Steering Committee:[ ]

Education Dept.: [ ] Employee: {1

Personnel Dept.: [ 1] Other: , [ 1]
Name: Position: !

Courde description:

In-house program [ ]: -
Education Dept.(Head Office)[ ] Division [ ] Personnel [ ]

Qut-of-house program [ ]:
Name of inatitution:

. Educational A1d [ }:
Name of institution:

_Degree/certificate/diploma

Specific user requeat:

Cost: . Has it been budgeted: Yes [ ] No [ ]
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( APPROVAL GUIDELIME: (To be complsted by superinr/manager)
Individusl's Wansgewent * &
Position: - Yes No Position:
1.Does the individual have [ } [ ] 1.Nil1l thia courae
a clear understanding of improve the indi-
why he or she is parti- vidual's perform-
clpating in this course? ‘ ance?

2.Have akill/knowledge {10 ] 2.Will thia course

} standerds in the course improve the indiv-
; been established? idual’s promota-
' bility

{ 3.Have performgnce stand- [ ] [ ]
ards on the completion
! of the course been
estab 1ished? ‘ ;

FURN C

el

COST CHECK LIST: (For Educstidnal Depertment use only)

i
5

Steff
Contract-Sub contract”™
Materials
Medis
Program Cost
- Travel

[T

TIME PARMMETERS :

Start / "’\\ Comp
. Y
/r critical path chart sppliceble -

b o

Compeny's
Yes No Position: Yes No

[3¢1 1.18 this course { ] [ ]
in line with the
company *s HRD
progrems?

[ 10 2.1s this course [ ][ ]
ih line with the
company's L.R.P.?

3.1s this course [ ][ ]
in line with the
company's projected
Manpower needa?,

Administretion
Secretarial
Misc:

1]

Sub Total:

. Total:

let ion

'

sttach to this fom.

Bl%/iae{uded a functional description for a Steering Committee with his outline of control

procedures. \
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.38 Administrative role for educational activities studied

In ssarching for an answer to the administrative role of educational

activities within a company, Black reasoned thst th; educaetional function
)
was not unlike that of the controllership function, He thought it best to

decentralize education and training activities as much as possible bﬁf/ﬁt

the same time try to maintain maximum control over dpending and results. He

.

adapted the major areas of reaponsibilit} aof the controllership function to
the training and education function. He isclated the critical responsibi-
lities as accountability for educational atandards and reaults against theae
standards: ‘budget and cost control, administration, panniBg and consulta-

tion, These responsibilities he summerized as follows:

%

" a) Planning: To plan educational and training activities in
accordance with the company's manpower requirements, long range plans
and nepds assessments.

b) tontrul: To establish, co-ordinate and administer overall
educational activities for the company. ‘

¢) Standards of Education: To establish standards and measures of
performance against which educationsl results csn be measured and on
which coet-benefit analysis can be based,

rd) Consultation and Counﬁallxﬁb: To conault with and counsel
asnior and middle management on all aspects of the company's training,
educational and staff development requirements.
ta
e) Environmental Analysis: To manitor, apprsise and analyze, on =
continuous basis, legislaetion, economic, technological .and social
changes that may have impliceations on company operations, an staff at
all levels, on development and on training and education.

f) Adminietration: To administer those training and eaducation
programs under direct control and to administer educational policy
throughout the company.

‘* g) Government Relations: To prepare reports and liase with
government manpower and sducation agencies.

h) Budgetary Control: To maintain budgets within limits approved.
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The creation of a ateering committee would be of invalueble aasistance
to the educational administrator and not an ~inaign1f1cant adjunct for
effective control of educatiog,///ﬁoreuver a steering committes Black felt,,

y . J
would go a long way to keeping managor; and supervisors interest peaked in

*
’

the company's educationsal activities. And in,order to maintain interest at

all levels, he propéaed that a quarterly newsletter ba published providing
* T
relevant information on all aspects of‘educatign within the company along

with participant ratings and opinions on all courses, %7 King suggeated -

that short reviewa be included by participants on major outside courses they

had recently attended.%8

’

But. Black was no closer to developing & satisfactory solution to the

H

organizational structure problem. The best he could conceive was B standard

5

structure.

47. ibid, p. 5 p

48. Interview: King, July 7, 1981
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.39 smpt to poeition educationsl authority in structure

X

EXHIBI1T 15

—

POSSIBLE ALIG

LEVEL 1: PRESIDENT \
-~ - /—ﬂ’/ r.

- \
MANAGEMENT COMMITTEE(|

0

FOR EDUCATIONAL AUTHORITY

LEVEL 2: v.P. V.P. V.P. v.P, V.P. V.P. V.P.

(EDUCATIONAL AUTHORITY)

| l

LEVELS 3,4,5: STAFF STEERING COMMITITEE

King had placed the educational administrator at the fourth level.
This wgs a second management level junior to ‘the executive level. 8lack,

after his study of the educational function, was reaching the conclusion

that it was primerily an executive one.

In presenting his recommendations to the president, Black explained

3

v

that a typically functional orgesnization structurs was not, in his opinion,

suitable for the édpcétional function as it cut ascross many jurisdictions.
, . ‘ ')
In this respect it wss very similar to the controllership function but,

-

whereas the controller's suthority was exercised through e tangible and con-

crete resource, finance, that of the educational administrator's was not.
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Educetion was an intangible resource; difficult to evaluate and measurs. In

v .

another important area it differed from the controller's position. In all

K‘/’
cases an financial matters, final authority rested with the president, how-
|

4 .

ever, on educstional matto.rs, it appearesd to rest almost entirbly with the
. o [ ) . -
executive or manager who had cantrol of a budget. Finance is critical to

the earnings of the company, education never is. Ca'pital appropriations
over $50,000 required board approval, educational expenditures never did.

8lack argued that, ae far as control of expenditures for education were con-

s
-

cerned, this should be an executive 'rasponsibili“ty.

-
~

Would a matrix structure enhance ';)r degrade ‘the pogi}ion? Black found
2
the matrix concept to have a great deal of merit in many educational sctivi-

ties andupro,jects. It cauld be a logicai structure in developing curricu-

lum, text matori;l and programs where the ret;o”;fcea and staff of various
groups such as sales, accouqtiné, -manufacturing and operations could be
used, On the other hand, it would be of no use in administering a number of
functions. Black concluded that temporary matrix\ structures would be satis-
factory but that they added naothing to where educational administration
ahoyld be placed in the hierarchy., As far as a matrix structure was con-
cerned, the position of the project ad“miniatrator did not matter, and
Q,!la,refol;e,ﬂ it added nothing to solving the pr‘\obllem of where the admini-
st_rator should be placed normally. :

0

But the poaition of the educational administrator did matter when it or

!
was necessary to counsel senior management on theit own educational neesds

-~

and to recommend executive programs for .their own development or require-

"

Yt e < e T % Yt S XK o
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A

menta. Moreover, in order to analyze. executive needs and recommend appro-
’ /

priate actioh, it is necesaary that the pera?n doing this be of a senior
’ >

level., It is unlikely that a‘paraon at a lawer lever would have much influ-
)

ence. or would have the requisjke prestige to be consulted on a personal
bagies by individual executives. /

&

)

. ’ . v
Finally Black concluded that gll the compafty's. educational efforts
\ T ‘
should be directed tgghupporting the company's gosls. To accomplia@ this

effectively it is necessary that the educational administrator be involved

in and part of long range and | trategic planning. These are uaually:aenior
{ £

management functions and to Ekvconaulted and intimately involved in these

plans would demand senior atatuaf\

- i ﬁ
i Y
Black summarized his findings in his final report.to Struthprs. In it

, ¢ : o o
ne endorsed King's grouping of educational activities as bo eensible .and
¢
-
’ [
workable arrangement. As he stated: "It had one very grgat advantage, it

was simple”. But Black continued "the. education euthority should be a

-

senior reaponsibility and have confrofhof the tompany's entlire education

L

budget", A division or branch could still have an educn;ion budget but its

~

.

use would be predicated on the educatio;al adminisfrator's approgal.
Throughf this precedure, co-ordination could be achieved Qnd’a14 activities

would‘ & focused on the company!s 6bjectives and on its leng range plan,

\"Unneceaaary and expensive duplication would be avoided". Programs devel-

N ,
xpad by one division would be made avgilable to all opersting units in the 4

R {

1Y

L 2 ¢ > \
coﬁpgny. Moreover, progrems originated by head office departments sqﬁh as
. N P ? RN

finance and personnel would be more essily co-ordinated and -maintaided.

1
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Finally, standards could be controlled, evaluations performed and sunset

Tules establiahéd to discard oaut-of-date pragrams. In short, it would . .

provide a more orderly and efficient administrative framework n49

Struthers discussed Black'as proposal with Black and King. He did not

2

endorse Black's rectmmendations immediately and postponed a decision for a
later date as there were a number of pressing situations that needed his
attention., He did, however, approve the steerinﬁ committee and reébmmended

that it also perform the function of an audit committee and report yearly to

?

the management committee on educational sctivities. The specific responsi-
bility of the sudit would be to make a systematic svalua?&on of the quality

of educational and training programs as reflected 1in f::?% s against per-

t
i H

formance standards and on the quality of training in géciiiy.

I3

‘

B8lack and Kxﬁg were also concerned that not enough consideration had
!

+ been élven to the hopes and aspirations of the individual empld}‘e. If the
company was going to promote education on an on-going bas&s,'it was neces-
sary that the individual!s interests not be excluded. They raconnanaed that -

\q~\ ) .
all employees should be encouraged to take advantage of the ogportunities

that wers offered. They suggested that education and training although

inextricably associated with human resource development, could be considered’

an executive position in its own right and not necessarily subordinate to it
t

- 1t.50  struthers turned the matter back to Black and Peters, the newly

H
sppointed Vice-President of Corporate and Human Resource Development.

‘

-

49, Memo: Black-Struthers, September 29, 1980, p. 11

.

50, King's Notes: Meeting Struthers, Black, King, October 13, 1580
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When King retired, his administrative responaibilities gera transferred
to Peters. These responsibilities were principally those of personnel
administretion. As Peters was to continue with corporate development the
decision was taken to lsbel those responsibilities which had b?en ;cauired
from King as human resource davelopmant; King's Zriginal suggestion was
adopted and hid& position deaiénated —'vieé-president, corporate and human
resourcse development .. There had been no .sttempt to define its Ffunction.

o

Black discussed the guestion with Paéera. Both agreed from the outset
ghat the perso;nel function, aas far gs the company was .concerned, wasg
saéerate and distinct from an employee .development function. Personnel in
their minds embraced selection, benefits, pensions, working conditions,
grievance procedures, relocation policies and the like. Personnel was more
concerned with the so-called "hygiene" factors and included shployee dacu-
mentation and record keeping. Wage and salary administration was a grey
area and could be associsted with either parPonne} or human resourceas. It
was preaenQZy;a function of the personnel department, Peters felt that in
the event of the company schieving its long range goal of doubling in size
in five years tiqe, that wage and salary administration could become 3
separate department at whicH time it coulg be remévad as 8 subsidiery func-

°

tion of personnel.

I

.40 Attempt to resolve human resource development and the educationsl

function

They then considered those activities that could be associaeted with

&

humen resouyrce development, The most obvious were training and education.
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But tralﬁing and education were just part of a much broader picture. The

aims of training and education were to improve‘onLthe-job performance, to

provido‘a talent pool to meet the company's needs for replacements and ex-

. pansion and to prevent individual obsolescence. In their opinion, training

and .education were t§ imprave ‘the campany's present,performance'and to help

\
it achieve its future goals.

concept of human resource development.

a

FACTORS

EXHIBIT

16

IN HUMAN RESOURCE DEVELOPMENT

ACTIVITY CONCENTRATION

Training New Employee/
New Position
. y

cost
ALLOCATION

Expense

°

EVALUATION .

1. Performance Standards
2. Productivity Indices

In order to clarffy their thinking, Bleck and Peters adopted Nadler's

VALUE

High

Training Current Position

Expense but
cost benefit

1. Performance Stendards
2. Productivity Indices

High

Retraining 0ld Emploype/
New Position

Expense

1. Performance Standards
2. Productivity Indices

Moderate
to high

Education  0ld Employee/
Current Posi-
tion
Obsolence Prone

Expensge

Subjective ¢

Moderaste

Education Future Position

Investment

Subjective based on
L.R.P,

Moderate
riak

Development Future organi-
. zational needs

’

Investment
i

Subjective based on
L.R.P,

High
risk

'

Development Employee's own

Expense

L

.

None

Extreme-
ly high

1ap. Cit, Nedler, Human Resource S&velopuenf p. 298

/
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Nadler's concept was narraw and more regitricted than much of what was

appearing in the current literature. Much of what was\hying written on the

deveidpment of human resoures contained a bewildering arrsy of concepts suth
as organization design, organization development, and work force planning.
It was extremely confusing to Black and Peters. Didn't development work up
the linerfs well as down? Didn't more devPlopment take place on-the-jab

than sanywhere else? And 1f so, who was responsible for thls phase of

devcl&pment?

" Peters suggested that e distinction be maede between human resource

development and human rescurce utilization. Human rescurce utilization is
‘ &
concerned with who ias going to be placed where for the maximum benefit of

the organization. It is really having the right person in the right place
at the right time. As they struggled through the exercise of trying ta
define human ;asource developmen;, it gradually occurred to them that all
the company's preaent/end future plans were expressed in largely financial
terms., Capitel and financial resources had been fdlly accounted for, but if

human capital could be considered a resource then would it be helpful in

clarifying the concept of human resource development? Considering human

N

J -
resources as a resource much like finance, capital equipment and fixad

aasets did 'help them to understand better the human resource development
AT

function,

By changing the word utilization to management, they conceived the con-

cept .of human resource managemant. This appeared Lo them to be the bridge

between personnel and human resourcs development for which they had been’
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searching. Human resource menagement meant the utilization of .the sakills,

talenta a;d abilities of eaéh individual for tﬁe maximum advantage ta the
company. Not only does human resource management attempt to have the right
people 1n the ri;ht Juob Bt the right time, but it also attenpts"to make max-
imum use of all talents within the comﬁany for its and the individual's
ultimate advantage, This {s the primary re;ponsibility of all managers,
Working in concert with human resource management, the goal of human
resource development should be to grovide through training and education and
experience those skilla and ‘knogledge necesgary for the individual to
perforn competently now ‘and in the future. Ig should also&provide indivi-
duals the opportunity of achkgfing satiafaction and security in their pre-
sent jobs and ta prepare them for the future if they are so motivated. Thus
its aim 3Aould be tu\ﬂpet the present and future nesds of the company for a
capable and préductive )brkforce and help to provide the foundation for esch
inglvidual'a cares; agspirations,

a

Peters and Black decided to restrict humen resource development to edu-

cational and personnel activities. The former was to include education,

%
training, an-the~-job training and career planning while personnel activities
would include benefit administretion and industrial relations as listed in

exhibit 13. , The larger issues of experience, quality of work life, and

organization develapment that were usually included in human resource devel.

N

opment were too large to cope with and for the present set aside. 0On the
other hand they agreed that humsn resource management was different from
|

human resource development. Human ' resource management was a basic and

esgential responsibility of all managers. In its broadest sense it was to

.
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make the most of esch employee's talents for their’'s and the coupanyﬂs

mutual benefit.

o

In ordef to balance human needs ;ith those of the company'a; Peters and

Black recognized that there had to be some form of career plannina, includ-

ing planning for retirement. However, career plans were usually founded on

personal neada,'sapirntions and perceptions, and thg& did net necessarily

and frequently did not correspond to the compeny's manpower requirements.

Although individual needs were recognized as being important,they coﬁld not

be beyond the resources of the/company. In fairness, they thought that the

Jecompany's needs should tske priority, Career planning was therefore conai-
dered to be the responsibility of the 1ndividuai and wheerar possible and

within its means the company would assist the employee in thia'regard.

Having satisfied themselves on nhft human resource development pegnt;

Black and Peteras then considered the implications of combining the edhch-
tional and the career development duties with Peters' present ones. It was
beyond the capability of one person to handle the sdministrestive workload of
thegs activities as well as the ca;por-te and ;hunan resource development
qﬁ%eeponaibil}tiea. Secondly, Peters did not have the knowledge and exper-
ience to carry o; the apeciilized duties that were required in education and
tralning. Peters' solution’'was to follow King's recommendations and to set
up a sesparate department headed up by a director of education, a third level
position. This was oppo;ad by Black who maintained that the position should

be at the executive level. Agein, Black reiterated his argument that educs-

tion end training functions encompassed the company's entire worﬁ%orce in-
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cluding all levels of management. It slso involved c?rpornte development,
88 well as strategic end long range plenning. 1t also regquired 8 knowledge
of the latest technological, economic and so;ial changes and how these
changes would likely affect the company. . Thia was no third level responsi-
bility, thia de-a;ded a very intimste knewledge of ths company's operatians
and markets. Major suma were being alloceted to educetion and this demanded
both the support a&d cooperation of the executive group and the endorsement
of the entire manageuent\group throughout the company. It was in Black's

terms an executive responsibility and a major ona,”?

.41 Educational responsibilities assigned

Struthers met with Peters and Black. He agreed that to impose the
responaibilities for educational activities on Peters would be too heavy a

workload without additional staff. But he did not want to incur the'e;pqnse

of setting up a new department and employ an additicnal senior manager at

1

;his time. He wanted to wait and sse how the educational function was going
to develop. Struthers suggested that Black continue with his involvement in
education and training and over ths next six months to pull togethar~bﬁe
various aducat*onal and tralning activities. He suggested that once these
were grouped and organized in a recognizable and meaningful way) that it

would be easier to position the function accordingly.52

51. Interview: Black and Peters, October 30, 1961

$52. Interview: Struthers-Black and Pétéra, November 6, 1980 !
ELLL A i
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+42 Educational activities organized

Using King's surveys as source material Black's first task was to list

all courses and programs that were bsing sponsored. These were classified

on the basis of present company neseds and meeting future company require-

ments. He alapo listed all personnel receiving tuition sid and used the same

‘

classifications as noted but in addition he added aub-classifications of

v

professional, buainess and "o;her" and 8 -third minor classification pertain-
f ing to the individual's needs and career asplirations. The amounts spent
were subtotalled For regions snd totalled for the company as & whole., Thie , .
provided an overview on how much was being spent, where it was being apent,

on what and why. '

Black's next step was to advise all managers who had the authority to
approve edugg(hianal expenditures to submit them to head office for- finsal

approval, All expenditures received s general ledger numerical code which,

) /

permitted a double check on all spending for educational activities /
\ fan O
L4 o
By taking these measures Black was able to exercise a high degree of
control over the educetional function, He 'now knew what courses and pro- ¢

grama' were being taken., Based on this knowledge hs began the process of re-
lating these programs to the company's present needs and possible future
rﬁquiremants implied in the long rainge plan. Black recognized that this
effort would be extvranaly imprecise as accuracy could only raeu],lhégom a |

well conducted aeries of needs analyses. " Nevertheless patterns did begin to

show up, and back up deficiencies became very conspicuous. Nat anly was

—
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massive computer illiteracy uncovered, thers were {nsufficient numbers of
trained staff to fill posts that would become vscant within relatively short
periods, Black recommended courses of actien which the mansgement committee

acted” upon.

-

The larger aspects of cost-benefit analysis angr accurate perf&rmance

standards had to be postponed for the time being hese required the assis-~

3

tance of the personnel department and line management and the development of

'
b

Job descriptions for all positions, This was a massive undertaking and

bheyond Black's means. It had to be an overall objective and fit into the
]

priorities of the company~

43 Career development progranm

In order tq‘ accummodate' a limited career development program, Black
started to develop a job information system with the help of the personnel
department and the computer resource group. This was limited to mld;level
supervisery posts and up. fFuture positions based on the long range plan
along with projected vacancies in present positions were igcluded. It had
only attained an initiel stage and only preliminary trials Had been com-
pleted. The intention wes to make it more elaborate but s number of. diffi-
culties were being encountered that were proving very difficult and time
gonsuming to resolve. Bne difficulty was developing a skill-experience-

knowledge profile for each position and for each employee, But in Black's

words 1t was a start.
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The next step was to afford the individual an opportunity of developing
his or her own career plan. Until sufficient funds snd resources were
avhilable Black follo&ed the policyﬂof placing the regponsibility for career
planning on the individual. 7The company could only assist in a Ve;y limited
way end it remained up to the individual to initiate the action. To ;ssist
the employee in eastabliashing a career plan, Black developed a Falf day
workshop-seminar, which would be made available in every centre across the
countryq: The program had been pui together veryirepidly, but at the‘tima
this thesis was being written two seminar-workshops were scheduled on non-
company time, one in Montreal, the other in Toronto and preliminary aepplicsa-
tions to sttend had met with considerable enthusiasm. It wes based almost
entirely on the University of Wisconsin's "Planning your Caraer Development

'

Program“.53

.44 Learning contracts instituted

The other procedure that Black introduced was the learning and the. per-

formance contract. He fealt thet to help employees exercise maximum control

s

over, their learning pursuits, learning contracts should be encouraged for
all company sponsored education including those relating to degree and dip-
loma progrsms. With the aasistance of his staff, he. developed a learning

contract. The performance aspect of the contract was emphasized on all in-

house and outside programs, These programs were for the most part courses,

; .
seminars or workshaps that an emplayee had attended or had requested attend-

AN

53. Dick Berry, Planning Yaur Carser Develophent Progrem, (Madison, Wisc.,
Department of Business and Management, Univ. of Wisconsin, 1272) pp. 16
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ing for the main purpose of inproJing performance in a current job or

acquiring specific skills for a job about to be entered. The learning out-

come of theae courses was to be measurable in performance ‘terms. Applying

thie procedure with rigour the company's intareuf would be- protected and

-

management could agseas the worth of the progrems in a tangible way. - On

_diploma, degree, and professional certification courses performance was

judged on successfully atteining the particular certificate,”?

+

A

,

At the annual management gonference, Black was asked to freaent,to the
managefs of the company the training and educational progrems that the com-
pany we; spongoring and was plenning in the future. Black's presentation

“was met with great anthuainsn and interest. At the end of the two-day con-
ference, suggestions were made that the educational function be expanded

congiderably and the newest techniquea of video tape, disc and networking be

used more extensively to cut travelling and hotel costs.>?

Further endorasement of the company's educational activities was given
by the board of directors. Struthers requested Black prepars and present a
report on these activities to the board. Ffollowing Black's report a discus-

sion took place on the whole issue of human resource development. (One of

the directora astated that HRD was 8o locsely defined as to make it useslsssa

“ as 8 functional description. They cancurred with the management committee

that quality of work life and on the job development was every manager's

responsibility. However, they were not prepared to accept the suggestion

54, Black, Orafts and memas .

55. Minutes: Managdment Conference, October 16,17,18, 1980
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1
that education, treining and career planning be a separate and distinct

executive responsibility. There was great reluctance to congider it an
‘
executive function at all, although they were strongly of the opinion that

1

education as it related to the individ;al involved the executive ranks
4 %
equally as well as it involved all otheraaf‘The board was in cumplete agree-

ment that the educational activities included executive develapment ks well .

.
«
T

but there was no consensus that they were 3§§:xecutive stature,>$

Black not only had difficulty in persuading the board of the executive
status of the educationsl administrative position, he also had no success
with his peers. He decideé to draw up =a job description from which respon-
sibilities should be ranked, a man-profile could be developed and a better
idea of the competenciﬁs required to‘ fill such a position could be ob-

tained. It would also be invaluable as a duide in deciding at what level

the position should be slotted.

¥ ~

7

.45 Job description written for educational activities

Although King hsd retired, Black enlisted King's help. Together they

examined - what Black had been doing in developing the various educational
hv]

programs, Not only had Black been concerned with curriculum development,

{

modes of inatruct'ion and the creation of complete programs, but he was also

v

accaountable -for the contracting out of various educational programs; the use

and training of part-time trainers, the purchase of packaged programs, the
&

administration of these programs as well as their eJaluation, revision and

“

56. Minutes: Board.-of Directors Meeting, October 28, 1980
7
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“up-dating. In addition, he was counselling and giyrng direction to other
. o
departments whichH were independantly giving couraes. And, as they checked

through some of Black's éctivitieh, they realized because of schsduling con-

w
t

flicts, Black was resolving“priorit{ issues as well. On an on-going basis

3

he was attempting to evaluate curriculum and taaeher';.perfnrnanca and was
adniniat;ring a fairly large budget. More recently, as directed by
Struthers, hP was btlnging‘ under control thruygg central authority and
through new procedures the entire educational activitiss of the compeny.
Classifying these activities in order of priority Black and King drew up a
job description.57 Needs analysia, chairing the steering committee, long
range and afraéegic planni;g, career planning, systematizing_ and program
solving were other msjor functions either directly related go ar assotiated

with educational activities performed by Black

'

T
The job description helped 1immeasurably 1in revealing the scaope of the

-~

position and the competencies that were reqhired but it did not help Black
and King to place it in the “darganization. They were unable to put s value

on it and hence could not establish its relative lmportanca‘to other posi-

o

tionsa.

N .
They turned to reporting relationships and communicetion networks for

posaible clues as to where education and training might be placed. The var-
ious studies taat had been undertaken and all the correspondence written on

the subject was reviewed. If the educational function was going to operate

.
<

ofFecti;aly, there had to be some nmethod to set priorities. Priority set-

57. «~. Appendix D

] v
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Y ting has a direct relationship to suthority. But King's study haé been un- .

} , @ v ) . ”
(»' able to identify who requested training and educational assistance. Thare

Supervisors, managers and siecutives all requested specific

'

was no pattern.
programs for their ataffs. Often the rsqueat came directly froam the employ-

-

an, This was certainly the cese®l. for tuitieon ald at univarsity or college.

3
s 1
The management “group wp"a' gensrally instrumentsal in requesting management

. o

training for the company's nanargers end it was' the principal force in want-

ing product knowledge treining. Not only did senior nnnagamant_’.' want¢ train-

H

ing for others, they wanted it For themmelves as well. Managers also wanted

1

: 2
educational programs for themselves 'and for their sypervigors and for?un.

»

Training and educat¥on were perceived as neceasary not only for subordinates

but also for self development and lsprovement. One fact, however, wasa borne

out by King's study; 2 sampling of the reque‘ate for 1natruce<ion and training

'

} revealed that number atemmed from supervisory or systems related prablens.

N o

For those reqests that were well founded, a uethod' had to be established to

But this was
rd

analy.ze the amount and kind of training that was nec?aaary.
not @&ll, easch progrsk had to hava/a priority set, Up to this t}-‘o/ the

P -
; higher the level the request originated from the higher {:riority it was

§ ]

P
given. With such a liyfted staff, it wea impossible to do e detaile{,

P
axnnlysia of each-training request.

-

the eatablishment of a steering committee.

~

Sutside consultants,
v

2 b s § AR e 0 - -

]

8lack in

h

o\

< N
1‘3 capecity as

Ong, practilcal solution had been found in

The other solution was to use

g

of, edy-
[

adminietrator

.
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cational activities controlled both the steering committee and the hiring

i

and direction of the consultante.58

Furthermore, #nalysis of the requests ret;;eived revealed that thesre was
a very real peed to assist and advise individuals on specific educational
programs. In some cases it meant advising on the institution or university,

in others it meant aseaisting with the selection of a course. These had not
. N
been the result of the career development pragram as it was only in the pro-

cesg of getting started. Once it was underway it would appear that the num-
ber of requests would qrow pubstantially. This indicated thet in the ,educa-

tional administration function there was going to be an element of counsel-

v

ling that would intrease markedly over time. .

There wag another interesting fact uncovered. A number of requests had
been made by individual executives for their own needs. “These had been re-

ferred to Black who had been able to recommend a number ofwsenior level pro-

-

grams at AMA, CMA and at the universities. In a period of one year "he had

recommended over 22 individual programs at 14 different universities and
o .

organizations which met as closely as possible that .particular execut ive's

-

neesds, : ‘ ,

%

A3
»

/

There was no denying that communication flow and feporting relation-

ships indicated to King and Black that the central authority for education

A

. #

v
58, Ed. Notes: Qutside consultanta had been tried and found to be reli-
able., A policy was adopted whereby consultanta would be employed if
sither the stsering committee or Black was uneble to process all the
requests or if the request was beyond either of their capabilities.

. -
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shed to be at a i’airly senjior level. This contention was further substan-

tiated in other areas. Discrepancies in manp&wer @nd deficiencies in know-
- o
ledge and competencies were being disclosed in the company's atrategic and

long range plans. They were also divulged in the company's annual exercise
' "

on successian planning. The educational administration function was there-

"4

'Fo%ﬁ seen to embrace this area as well. 4s contaiged in a report from King

to Struthers:

Lind

"...another area in which the activity of the aducational admini-
stration iBs paremount is the area of developing programs and strategies
to deal with the development of individuals who ‘will be able to Func-
tion successfully in & new, more senior position in the future as well
a8 being able to cope effectq&ively with technological change now and
tomorrow."2? ¢

Because of the limitations of time and étaf‘f‘ Black had found that the
only way to accommodate many of the/traiﬁning requests in the past was to use
local sources, either ;:rofesaional 'training ofganizatioqs or local univer-
sitiss and colleges. Th‘@vmeant that Black as cn-—or;:linatcxt had '*toﬁ have and
maintain current information on all progrems offered in those cities where
the company had operations, To operate efficiently he also had to be
extremely knowledgeable about thaqcontenc of these programs. He was in
fact a clearing house for information on educational matterﬁs. Black had
developed 8 simple aystem. The various organizations and institutions were

/

asked to place the company gpﬂ.»their mailing lists. As the brochures wére

]

received they were cataloguad according to subject matter and filed for

reference. [t was then relatively easy to select an appropriaste program to
v v o

v

anawer a traini’ng or educational enquiry of this sort.

\ -

v
u 13
59. op, ecit, Report King-Struthers ° .
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Before aubm‘itting vuthe Job daacr‘iption to Struthers, Black discussed the‘}‘
positioning of the oxec’ut’iva in charge of educational activities w'ith' the
vice-praaiz;ents of marketing and ma&ufncturing. They added another dimen-
sion to the educational administration function; much of the development of
new products and meny of the new products that were being brought to market

.

by the company were of a classified nature., If knowledge of them was leaked

»
¢

to competitors, it coald danage'the company considerably. Howev'cr. some of
these products required spccializad_training not only to manufacture but
also to sell and service., It wds therefors nacoasary‘ in their opinion that
ec{ucational edminist\i\ation must understand and appreciate what hed to be
classified and what \v}g sangitive, Moreover, by bein§ privy to }what was
being developed the uedux:atiunal administrator could better create thoroughly

\ . .
tested training programs well in advance and not be the cause of a delay in

the introduction of theseinew products.

Based on the job deacription of the educaltional functions and the
studies that had taken place and of all as%ects of education and training,
Black in presenting the job description to the president atated thet =all
elements of the educational Funct;ion could be delineated and clearly
defined, f:hat they were closely interrelated, and could be grouped together
into a position with distinctly determined parsmeters. He suggested that
the title "sducational adninistr;tor“ be given to this Jjob. Howo\;er, he
concluded that after a gfeat deal of thought and consideration he wae still

unable to recommend unequivocally where this ppaitit;n should sit in the

3

) organization structure. 60

60. Report: ’Black—struthera, September 15, 1980
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.46 Educstion function sssigned

“@

af

Struthers decided to dslegate the entire educetiogaf function to Black
and removed some of Black's “ther minor responsibilities relating to

insurance and sundry administrative chores,

1

At the director's meeting, on February 25, 1981, immediately follaowing

4

the .annual meeting of shareholders, in the appointihent of officers that took
place, Struthers in summarizing the dutiws of the officers of the company,
mentioned that the educatlion administration function was secaonded to Black

v
but did not commit himeelf/ on its executive nature or position.

»

It is too early‘to appraise the effsctiveness of the educational fune-
tion. There appesrs to be general satisfaction with the concept but this is
based on a limited number of interviews and is in no way definitive. Budge-
tary controls are now in place and the pra;edurea on learning and perform-
ance contracts are to commence shaortly. The company now pgbiishes a calen-

dar of all the courses it offers including thosé originating at the regiona}

«

and divisional levels. A ssnior management davelopment program is underway,

n

and the company's management institute isiongoing.

{

Sy

A close working relationship is developing in training and educstion

S
with a large U.S5. chemical distributor and it is hoped that co-operative

‘programe will be forthcoming in the next year or so.

PN
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But there have been a number of problems. The audit function of the

steering committee has been dropped. The members of tl{e steering committee

——
-

do not have the educational and academic background to be able to audit
education and training programs. The idea was copied from the accounting

model but in the accounéing model there are psople within the campany who

~

have had years of experience in accounting and have advanced degrees in the
1

subject. ~They are in every way experts in their field. The same is not
true of educationsl]l activities in industry, Experts and knowledgeable

individuals in this field are extremely rare’.

'

,f/ The other area where consigierable concern exists is in translation, and

>

particularly in delivering a program in a language originally written in

b}

another. Invariably conceptual relstionships are improperly conveyed.

Costs of translation frequently run to 40 to 50% of a training budget. In a

a
]

training and educational sense if means a complete duplication of all

material, plus translation costs. The company is none-the-less adhering to
its policy of offering all programs in both French and English.

. ) .
Another cost factor is’ travel and hotel accomodation. The conpﬁ%y has
)

one ' series of product knowledge courses utilizing cassette tapes and
programmed workbooks. This has been well subseribed to and is performing
adequately for the present. However, the company has a computer s):ata-a
natn;:rk and Black is 1n§eatigat1ng computer assisted instruction (C;\I).
With the new authoring languages this appears to be a logical choice for the
company in the future. There are 1nd1cgtiona that with new technology
coming on atream that; the educational function will grow accordingly. if

the suggeation of . :

Lk
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using video tape and discs is found to be cost effective then the functiaon

will expand even more, But this is conjecture at this point,

L
As this case study was being completed, there is yet no commitment by

-

either the president of the company or the management committee to accord
S
the educational function sxecutive status. Although Struthers admits to its

growing importance, he is not prepared in the lmmeliate future t& set up a

separate executive department to accommodate it,

- &
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CHAPTER 7

DISCUSSION

.01 The increasing importance of education and training to business.

¢

The educational function in buasineas is increasing in importance, par-

ticularly in those industries that are in the forefront of new technolo-
k]

giss. The universities are fast falling behind in up-to-date facilities and

scientific equipment.

"The obsolescence of laboratory instrumentation and computer capa-
bilities and the deteriorstion of the tools of advanced work are debi-
litating consequences of the fiscal crisea. Faced with budget prob-
lems, universities cannot maint'ain laboratories in the physical or 1life
sciences at the advanced state of the art",!

-

¢
.

High technology companies now find themselves in the unenviable posi-

i
tion of having to train their own sclentista. The same thing is happening

in less éophisticated industries such as the gra;hic arts. Advancements in

computers ahd electronic word processing are also having a major impact on

clerjcal and manageria£ work. Busineas is faced with having to. train evep’

greater numbers of»eméiuyees in the use of this new technology. However,

the growing‘conélexity of thoﬁe technological changes and the increasingly

rapid pace of these chanéea are not the only reasons that industry is being
, .

forced into more treining and educetion. There are social forces at work as

well. The concept of the quality of work life hasﬁ%ntered the workplace and

g

1. Charles J. Ping, "Bigger Stake for Business in Higher Educstian,”™
Harvard Business Review, Vol, 59, No, 5, September ~ October 1981,

p. 128 .

»
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supervisors, managers and executives must learn and adopt approprinta(;;g}/
*

dership styles to accommodate it. Again the nesd for training and esducation

is apparent and, generally, industry is moving to meet this need but not in

a cohesive and orderly manner.

+02 The purpose restated.

The purpose was to undertaks a case study of a medium sized company in
order to get a better understanding of its educational activities, their

scope and where the 7u1timate responsibility for these activities would

likely lie.

«03° The evaluation of the educational function.

Few companies have attempted to define their educational activities
with any eraclsion. Instead, théy seem content to assign the bulk of them
to a subsidiary responsibility of the personnel department and let the
balance fall under the authority of other departne?ta. Moreover, education-
al ;nd training activities are infrequently integrated and co-ordinated with
8 company’'s long range plans and a:%don, if sver, with the individual's own
career development and aspirations. {n the compsny under study this was the

case until epecific skill and knowledge deficiencies of a large number of

ite branch managsrs were brought to the attention of senior management in

[ I3

the process of amalgamating two companies.
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The Ffull appreciation of ths company's educational activitiss eavolved
from the need for training these branch managers and to integrate them as
smoothly as possible after a merger. This training project was given prior-
ity and a senior exscutive given the responsibility for carrying it out.
Because the project was so aucceaafq&, attention was drawn to oth;r training

{
and educational activities that were wither taking place in the canpaﬁ% or

}
were perceived to be required. As time passed mote needs were recognhized.
Not only were more training and educational programs developed and under-
taken but the range of programs grew to include executive development, coun-

selling and career development. By gha and of the case study practically

all educational activities wer; the direct responsibility of a senior

executive,

.04 Proliferation of programe and coat consequences.

The study demonstrates how unaware management had been of the extent

and growth of training and educational activities within the company. These

—— t

activities had gone largely unnoticed and costs were hidden in dapartnant's~

miécell&heous-budgets}w When the programs were identified and the costs iso-

lated the sums and numilers wers impressive for a company of its size. The

seniar vice-president had been experimenting with Q@ charts and the dramatic

incresase ‘in cost is graphically portrayed in the Q chart in appendix E.

}
Ie ~

B

Management recognized the need to bring both its training end educa-

tional coats and activities into line and undor_contro{.

r -

3 H
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.05 Control mechanisms.

There had to be greater control of the budget. 1In two instances pro-
Jects exceeded budget. There should have been "a fixed and managed cost bud-
get and s capital budget for equipment, These were missing from the e#uca-
tional activities carried out by the senior vice-president. At one point,

much to the concern of the president, the expenditures on education and

training greatly exceeded expectations.

’

The firast and most obvious thing to do was to amend budget corntrols.
This was done by removing treining and educational budgets from a miscellan-
esous administration account and having them identified as a separate item in
each dedaftment'a budget, Where applicsble each budget was broken down into
a, managed and a capital budget.

. ‘ iy

The cost benefit procedure was /more difficult to establish. Management
was not very successful in implementing cost-benefit procedur%a. In cost-
benefit analysis, it must be management who spells out what benefits are
wanted and how they are to belmeasuréd. It is the educational and training

administration's task to guide and advise management in developing realistic

measurements.

It might have been helpful to have a contribution budget or alterna-
tively a revenue cbjective. This is only possible if the educational opera-
tion is considered @& profit center, end it should be. Many education and

training departments are ataéting to sell their services, nat only to their
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own organization, buq'to outsiders as well. This approach has the added
<3

advantage of encouraging management's interest as it is to their benefit to .
ensure that they get their money's worth as it comes out of their operating

o

budget.

%

.06 Evaluation.q .

The attempt that was made at evaluation was noteworthy. Such efforts
are generally lapking’frou most msnagement development ;rograms. However,
.the inability to randqm select the participesnts automaticélly ruled out a
quantitative measurement based on statistical 1levels of significance.
Moreover, results from management training are not immediately apparent.
There is invariably a time lag of many mo;tha, and frequently years, before
performance changes c¢an be ascertained, during which time other change Wy

]
agents enter the picture abscuring the original teaching.

The state of the art precludes the use of elaborate statistical
methods., The best that is available is summative evalua;ion on curriculum

content and subjective evaluation of outcomes.?2

3

2., Determining the Pay fo’ of Management Training, Richard 0.
Peterson, ed. Paper No. 3, ASTD. Research Series (Madison, Wisc.
A.S.T.D., 1979)
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.07 The move to central authority s
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The study indicates that the company was moviog towards a more cen-
tralized approach to its educational activities ‘in order to gain greater
control over these activities. In the initial stages, educational activi-
ties were fragmented, dacentraliied. unorganized and unccordinated. No cen-
tral authority existed. The delegation of a high profl"lenand ‘a high ?riot-—
ity progream to a sanio;r erxar:utive undoubtedly pased the‘,move to cona.olidate
all educational activities under one head. The fact th-et the person who
eventually ended up as head of the majority of the sducational activities
was a senior executive is perhaps unigue and, consequently, educational

activities were accorded status and importance that they would not normally

have' had.

*,08 An’ emerging role; the business educstiopal administrator.

At the‘outset of ltha case study the compseny's educational and training
activities were carried out by different departments and divisions, The
managers in charge of these activities were not held accountable for them
other than ensuring they were within -a budget that was at best only 'an
approqxinatian. Only one pro/gran came under the diroct gupervision of a
genior executive, The fact that this program had to be custom buj:lt to meet”
the specific needs of a group of menagers started a chain of events that was

a

to lead to ths discovery of a th of new functions, that of an educational

2

administrator, - ’ .
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The creation of this new program requffed needs anslysis, curriculum

1

development, pre and post testing of text material and the gelection of a

suitable learning system. Its implementation necessitated teacher training,

the production of Eaaching aids, purchase of outside courses and the
establishment of a procedure for cooperation with a local university. The
executive in charge tquk on these reaponaibl{ltiea and was held aécountabla
for them. In add}tion, he was responsible for the cholice of facilities,

budgetary control and the complete administration of the program, including

scheduling and the co-ordinstion of faculty reaponsibilities.

Early in the planning stages of this pregram a task force and,
latterly, a steering committee were establgshed. Chairmanship of the
steering committee devolved upon this exscutive.

By the second year the development of a product knowledge course was
added to this executive's responsibilities. This required the selection of
an 1nstructional design that would meet the needs of the company's-

geographiec. character and its manpower allocation. It alsc meant thg

sslection of and contracting with instructional designers to develop the

course.

In the third yeer not only were more programs being edded, but this

o

individual was engaged in consulting, counselling, manpower planning and
career development. Aa a consultant, he was working with other departments

helping and advising them on their training activities. As an educsational

counsellar he was a&vising managers and executives on what outside programs

»
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were avgilabla, whan they were available, :their cost and their suitebility.

\ ' As a saenior member of uanabguent he was involved in long r?nga planning and

its adjunct, manpower planning.” As this study was enaﬁng he was engaged .in

i establishing™a procedures for career development. ",
\ .
! . )
.09 ,Develapingﬁpattern of responsibilities » Ty
Q -

A~ “
A discernible pﬁttern can be seen developing in the study. As the

Q
/gﬁ ! Lexecutive's roeponsih;litioslgreu and equnded for educational matters, his
role was gradually chsnging to that of an adﬁinigtrator. Although, from the

beginning, it was a working rogle that required competencies in such subjects

as curriculum development, instructional design, teaching methodologies,
q i - ~

needs analysis and other educational disciplines, it was a single commitment

'
© i

. . with a limited-time fréae. But: as the case progressed more re@éonaibilltiea
N 7
apd activities wefe added. In a. short periocd "of three years the position

¢ 5

had grown to include staffiﬁg, delegstion, teacher supervision, teacher

\ training, buhget, cost-benefit analysis and executive policy formulation
. v, A i

-

. . ,
relating to course and program content and selection, establishment of

performance criteria and learning contract procedures. Notwithatanding the

L aduiniatrativd‘%ole, there were unfolding non-administrative roles sauch as

program creation, counselling and carser development as well. The poaiklon
Yo ;nd the role H;é(undargun;‘rndibal change. The fact that the work carried
out by this executive in educstional activitieg was endorsed and rqcognize&
byssanior -;paga-qu is testimony that the work was considered iamportant to

- the *company. Further “evidence of senior sanagement's interest in these

sctivities is' their work in developing & job description and the effort

’ - 171 -
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é taken to define and better underatand sducationsl activities within the
, . ¢

( t =3
| corporation.

¢

]
. N o
i ’ .10 ,Differences between school administrator and industry equivalent
;
§

The study‘alao illustrates that the task of educational administration
in a business organization is entirely different from that of educational
administration in schools and colleges. Certainly there are a number of
similarities relating to learning and both sere involved in ovur;eoing the

impartiﬁg of skills and knowledge and some forms of administration but the

positions are essentially different. The school administrator is involved

»

in labour relations, community affairs, public relations, facilitiss main-

"
v

tenance and disciplinary activity; the buasiness educator seldom, if ever,

.

t , is. Supervision of the school administretor is at a distance but is subject
to review and assessment comamittees. The business educator®s source of

supervision and authority are ususlly on-site. . o

fhe business sducator, as the study denonaktatea, is intimately in-
volved in asll aspects of the learning process from progranm plann;ng, cur-
riculum development, course design and delivery methods through to comple-
tion. Business educators are amore accountable in terms of performance out-
comes, budgetary controls, salaries and staffing. They are aleo involved to
a greater Qegrao with:.counselling, consultation and cereer desvelopment. A
major difference bstwesn ths two - jobs ia the responsibility the bdsinosa
educator has in selecting outside courses and material, natcﬁ}ng them té the

compeny's needs and modifying them if necessary. The business educator also

! ) has complete freedom in the use of outside resources. Therefore the
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atudy indicates that an sducational adninistrative‘functiaﬁ exists in indus-

try but it differs significantly in education administration as it applies

- I
to schools and the ecademic world generally.

5

.11 Organizational poaitioninq of the sducational function.

The question of plecing the educational function in an organizational

context is more difficult to answer. The problem resta in the diffiéulty in
4

assessing the worth of educational activities in terms of coast and benefit

‘to the company. In the atudy, senior management struggled with the problem

and warqfunabla to raaol;e it. Had they not shown the educstional function
to be ’distinctly different from the hugan resgurce development function
their task might have been easier as there is sufficient evidence in the
litaraturq to igglcata that the human resource function or the personnel

4
function is 8 senior management responsibility.

In a ptudy of twenty six uﬁion free companies, foulkes found that one
common characteristic of these firms was ths fact that their persénnel
departments had access to and many were part of senior managesent. Many of
the department heads were vica-presiden&a and half reported direcdtly to the
president. Some were members of the board of directors.’ An example drawn

from the American Management Associations Organization Planning Manual

3. Fred K. Foulkes, "How Top Non-Unicn Companies Manage Their
Employees, Harvard Busipness Review, Vol. 59, No. 5, September-
October 1981,.p., 128 -

&,
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places the human resources function at a senior executive under the control

of a vice-president who reports to the president.%,’

¥ ; '
According to foulkes Gnd Morgan, the formulation of personnel policy is

a senior management responsibility. They cite Honeywell as an example of a

better run company where there exists an executive employee group reiations
committee made up of ten vice-presidents, five from group operations and
Five from staff. This cognlttee is aﬁsantially 8 policy forming board.and
employee relatlon; proposals, once approved, have almost immediate accep-
tance throughout the organization and are readily impleMQnéed.so Tﬁia con-
firms the flnding in the case study that the influence of the management
committee was a factor in the sauccess thyt the ‘educational programs were

having.

Foulkes' writing on how top non-union companies manage their employees

enumerates job security end profit shering as being major contributors. A;
additlon%l way is through innovative training programs as carried out by
Hewlett-?acdard. According to Foulkes, the personnel'dapartnent is extre;a-
ly influential in succesaful companies and is centralized ta a high

degraa.6

4. Joseph J. Famularo, Organizing Planning Manuel, (New York, Amacon,
a Division of American Management Associations), 1979 revised
edition, p. 59, chart 26.

5. Frederick K. Foulkes and Henry M. Morgan, "Orqenizaing and Staffing
the Personnel Function,” Harvard Business Review, Vol. 55, No.3,
May~June 1977, p. 146 ) »

6."Fou1kee, op. cit. "How Top Non-Union Companies Manage Their
Employees,” p. 93 .
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However, there is ample evidence in the study to indicate that educaa

tional activities can ba grnuped-toqether into a comprehenaible, distinctive

and coheaive function, separate from personnel and can be considered a major

executive responsibility in its own right. Unfortunately, the study does

e
,not shed any light on the relative position of the educational function in

o

relationship to other senior maﬁégonent functions. Therefore, it

*

is

necessary to refer to the literature to get some idea as to where the

educational function might be positioned.

.12 Differences between human resource development/personnel and
7

education/training.

2

It has been the custom to deleggte education and training to either the

personnel department or to the human resouice development department.

Thia

-hag had the effect of minimizing the importance of the educational function.

According to Bowen organizations confuse human resource development, manage-

I

el
ment

management development is educetion or training.

develcopment and education.

Neither human resource desvelopment

—

nor

Management development is

the growth in an individual's ability to make the right decisions under

pressure and adversity while human resource development is the increaedng~

improvesent in performanbe and productivity.? Education and training

vide the basic knowledge and skill for developament to take place.

= st e et b =

t

|

!

Charles P. Bowen, Jr., "Let's put resalism into' management

development®, Harvard Business
"Training and Developing Execut

Review Reprint Series No. 21196,
ives” s P 59
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5
Human resource development involves all levels of menagement and is

basic to the taak of managing. In managing human resources there are numer-

.

ous conflicts and dichotomies, These conflicta‘ derive mainly from the
difference between a corporatlon's goals and.those of i\ta employees. The
goals of the corporation are long “term while Lt; staffs' are more immediate
.
and short term. The corporstion’s objectives are profit\, growth and aurvi-’
val; the individuall'a needs relate to wages, v‘mrki)ng conditions and promo-
tion. There are also many conflicts in human relstions thesories, They
m
range from human relations, behaviourism, orgar;izntional development, laboaur
relationse to personnel management am; industrisel angineaiing. A
comprehensive unifying concept has yet to be found.8 Human resource
development and personnel departments are attempting to apply all these
theoriss to business situations and sometimes all at the same time. The
regults to.date have been far from aa‘tisfpctory.
It ia Skinner's contention that "critical problems in the corporate
management of psrsonnel, such as the place of human resources management in
corporate. decision making, the role of personnal ateff, and a lack of

sufficient human resources management know-how at top management levels,

remain 1gtgel4yﬂun,ruaolved."9 Therefore, even if persannel management is
[

8, Wickham Skinner, "Big Hnt,{wNo Cattle: Managing ‘Human Resources,
Harvard Business Reviaw, Vol. 59, No. 5, September-October 1981, pp
i

108-114

9, ibid, p. 108

fy
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placed at the &enior level of ,the hierarchy, the exscutive respansible must

be competent in human relations theory and behavioural sciences, 10

n There are therefore major differences in the competencies required to
perform either the HRD/personnel function, the HRD/training function or

simply the education function. The research uncovers the competencies

3
LY

required to carry out the educational function. They range from the prac-
tice of educat{on to the practice of administration. Competencies needed
for the personnel or the human resource development function .are rooted
principally in- humaen relations theory and behavisursl science. The educa-
tional function rp;uirelants,are-based on the appiicatlon of the principles
of edbcatid% and™ the administration of learni;g activities throughout an

organization. Based on competenciea alone there is @ distinct difference in

the functions.

The arguments supporting the personnel function ag an executive respon-

sibility cannot be used to support the educational function in a like mapner
]

as It is suggested from the research that the educational function is s

unique and separate function. The following inventory of competencies

underlie the administration of educetional activities,

10. Jay W. Lé;ach, "Making Behaviourial Scisnce More Useful,” Harverd
Business Revisw, Vo, 57, No. 2, March-April 1979, pp 171-180 .
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.13 Inventory of ‘competencies for corporati educational administration

(m ' 1daﬁtifiad from the case study

,A-

e

rh g e

w e e ey v

Education and training
a) Educational psychology

Learning theory (learning and cognitive processes in adult

Essentials and applicability of psychological testing (in

1)
education)
ii)
) an adult environment)
iii)

b)

c)

Use and application of examination procedures (also design
of tests)

Curriculum development (Including evaluation teéhnlquaa)

\

Methods of delivering ihstruction

(action learning, tescher-

classroom, group learning techniques, correspondernce etc.

i)

tii)

Instructional design.
Instructional technology (Media techniques etc.)

d) Competency based education.

Research Methodology

a) Nseds analysis methods and procedures .
b) Educaticnal resasarch methodologies

c) Analysis of learning tasks

Evaluation Methodologies
Teacher/trainer evaluation

a)
b)

¢)
d)

Program/course

svaluatidn {in-house, outside programs and

courses) ,
Educational/academic organizations
Cost-benefit analysis

Counselling

a) Csreer ‘counselling
b) Academic counselling
c¢) On<the-job programs

Administration

a) Policy, formulation (developing sducation/training policies)

i)

o Wk e o

learning contracts

- 178 -
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b) Organization and management
i) staff including part-time
ii) programe and educational activities
c¢) Long range and strategic planning techniques:

i) educational activities
, ) i) educational role in manpower planning
“ d) Supervision of ‘on-the-job training programs

e) Joint programs:
i) co-op programs with acaqinic institutions
ii) ahareg programs with other inatitubeona
f) Comunication: -
i) methaods of keeping management and employeea informed of
" educational activities
ii) promotion of educational activities
iii1) reporting methodology
g) Group dynamics -
i) steering committee, task force, etc.
h) Management information systems
i) financial control (budgets, etc.)

o

F. Legal and government
a) Contract law . ¢ .
b) Mapaging shared cost programs with government agencies
¢) Human rights legislation

G. Organizational Subjects (minor)
a) Organization theory

b) Organizational behaviour
¢) Theories and methods of organizational change

>
These competencies indicate that the position of educational admini-
stration implies a professional status that demands a strong academic back-

ground. They also suggest that the position is a senior management one.

Could they in fact indicate what that position should be?

+14 Competenciss and organizational position:

. -

Because educstion and training esre usually sssociated with either the
human resource development or the personnel department, training manageras

also have a power ﬁrobla-.? The reason %@at training and education staff

]
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executives do not have sufficient power or autharity within an organization

is because of their dependence on other managers, particularly those af wham
RN

are line,!! This was not evident in the case as the person in charge. of

N
e

training was a gsenior vice-president.

However, their lack of authority results not only from their dependency

on aother managers for support, but bscause of their lack of professionalism

%an competency in learning theory and educational practice., Few, if any,

bpply appropriate mathodology'and instead rely on theories that are either
out of date, or have not been properly tested. They succumb to fads, either
ignore evaluation or carry it out in s very haphazard fashion, seldom if

ever engage “in research and infrequently define pegfarmance that is

-
[

sought.12 At lékest, the actors in the case recognized their shortcomings
and did meke an attempt at evaluation based on performance criteris,

although the findings were inconclusive.

According to Hultman, the road to greater power for the educationalist
is to deveélop training and education chjectives very clesrly, ta elicit the

suppart of managecrs whose staff is involved, and to evsluate results against

3

both laarning abjectives and parformance ob,jactives.13

11. Oevid C. Cslabrie, "Power and The Training Manager™ Training and
Devalopment Journal, Vol. 34, No. 12, December 1980, p. 54

\

12. Jdack ?angar, "The Painful Turnabout in Training", Training and
Development Journal, Vol. 34, No. 12, December 1980, pp. 36-49

13. Kenneth E. Hultman, "Increasing Your Leaverage with Line Managers“,
fraining and Developmant Journal, Vol. 35, No. 9, September 1981,

pp. 99-105
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Therefore‘a professional and disciplined approach supported by a sound
academic background is the first step for gaining ststure in a position and
gxecutive potential. Examining the coppeteneiaa required to fill the posi-
Qion of educational administretor adequately indicates that professional
training in education is a8 necessary prerequisite. If the position requires
profeasional status it cannot be regarded as anything ,less than an upper
middle management position. As the case study showa, not only must the man-
ager responsible for educational activities have a strong background in

educational theory snd practice but must be a competent administrator.

Furthermore a professionel standing will enhance the role,

S

.15 Role as a contributor to suthority

\

Today there is a steady movement éway from hierarchical organizations
to more informal matrix type structures. In a hierarchy, role is confused
with level. The higaer the level in the hierarchy the greater fhe authority
and power. Usually the financial rewards and promotion are asequential,
roles are never. However, some individual's roles have much greater influ-

ence than their levels might indicate, A famous example in history is

Cardinal Richeliesu, "L'imminence grise” and his influence with King Louis

. xiii and the Frénch court. In many ways, the key to an educational admini-

atrator's position within an organization is dictated not so much by the
position but by- the role he might play. For the individual to be able to
sttain a great deal of‘nuthority through the medium of a role is extremely

difficult and tenuous at best but it can be aided and abetted greatly by the

"aurs of professional credentials®,

;



T

In any eYant, authority through role manipulation may be a workable
strategy in theory, in practice it demands the wtmost skill and astuteness.
Business organizations have not evolved culturally to a state to support
such a relationship. It was noted earlier tﬁat} power aeems to rest in the
position and not in the individual. As Kanter states, staff specialists are

particularly prone to powerlessness within an organization.1a

"As advisors behind the' scenes, staff people must sell their pro-
grams and bargain for resources, but wunless they get themselves
-entrenched in organizational power networks, they have little in the
way of favours to exchange."15

° Throughout the study there existed ffequent communication with managers
“and executives at all levels concerning all aspects of educationsl activi-
ties that "would be or were tasking place. Through the management and

steering committees this person was in conastant touch with the key decision

makers within the company.

»+16 The roles of consulting and counselling

But the case study uncovers 8 very interesting factor which has been
overlooked in the JIiterature. The executive in charge of special educa-
tional programs although he is in the study an executive had to deal with
the executive groLp 1ncluding the president on a one-to-one basis. At
U.A.C., this person was consulted and counselled on the selection of execu-

tive and management development programs. In addition, he developed a media

4

%

14. Kanter, op . cit., p. 70

15. idem. p. 72 . )
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apﬁearance course designed exclusively far the company'; executives. Coun-
selling and advising ,i" this fashion, whot only brought the e%ucational
'administrator in dir;;t contect with the executives involved, but also built
an inter-personal relationship® not unlike a lawye$~cliant or a doctor-
patient one. This alone is a source of tremendous power and leaverage with-
in the organization.

The role therefore has potenﬁ}al for gathering unto itself a gresat deal

of authority, statue and recognition but it is a moot pgint if this poten-

tial cean in practice place the p&aition at a senior level in an organiza-

N +
w

tional sense. There is sufficient evidence from the research that role can
play an important paert in according status to a position but perscnality,
experience and competency would also be important factors,

B}

.17 Other attributes promoting executive status:

3

Other factors suggest that the ?ducational function merits executive
statud. Through his educational activities, the executive responsible was
becoming involved in strategic, long range and manpower ‘planning. These
activities are all senior management functions and it is important to note
that this executive had not been involved in them prior to his participation

in education and training.

Although it is far from definitive in the case study, the individual
directing training and education is gegorally responaible for the integra-

tion of the company's management and leadership styles in training

-
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programs. In addition, he is also accountable for explaining and commﬁnica-

ting the goals, aims, objectives and yaluea'Jf the company through all pro-
grams. He is possibly the one individual within the organization who is in
fairly constant touch with most employees at all levels. Coneaqu;ntly, in
arder to articulate the company's objnctives,‘goéls and values, he should be

%

in intimate contact with top management.

fherefore, the person in chérge of educational activities must not only
have a broad range of profesaional a?d academic competenciss but must also

~ 5
be intimate with the company's long, and ‘g‘::;\ térm goals, straddle many
~

lavels of management, accommodate nanQ\eud/t s leqdarahip style, 'interpret, %
apply and explain company policies. These are all- attributes of a senior
manager. )
.18 Allocation and control of finencial resources

Nothing will accord a position more status than the amount of financial
resources, capital and staff that the incumbent in tﬁe position receives and
controls. As greater sums are 'spent -in education and as larger facilities

*

are acquired, greater status and position will logically follow,

)

.19 Positioning of the educational function in the oganization:

From this atudy a pattern of educational activities emerges that

appears to have gone unnoticed by experts in the fleld. Most aughoritiua %n

the subject of company training have restricted themselves to the training

-
a

T
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.function and have omitted many of the other areas of educational activi-
(. . ' \ ! . & |
’ ties. This study ‘uncovers and identifies many more facets of the education- .

:
. -~ 2 )

al” function in an organization. These' activities encompass management and

Torgay

technological education, coaperetive programs, in-house and externa)l
s . \

. courses, career development, educational counselling, consultation on educa-

ki
LY <
tional metters, on-tha-Jbb training, executive development, establishment of

N a

i 4 standardse and the administrative reepénaibilitlea aasociated with these
activities. 'm»{hey were identified in such a mann;r that they could be
grouped together es a single functioning responsibility. ﬁﬁhnagement in the

- study was able to eatablish)e job description for this position to which

-

* they gave the title of educational administrator. .

P

/
From the analysis of various components or segments of this job it is

posaible to state that the position- warrants senior management status,

Placing the position in the organizational structure is more difficult to do
I u

and in thep study remaﬂged unresolved, Were some clues to its positioning
. - - re

5y

overlooked by the actors in.,this case? 7o answer the queation it.is neces-

sary to review the company's present organization atructure and current

literature on patterns of organization.

‘ )

- g

N R ~
From a atandpoin@ of ,evolutionary change, U.A.C. can be considered in a'

"revolutionary” phaee.'6 This 1is to say, the organization is undergoing

» 7

repid change because of the merger. Thise makes it even more difficult to

\

decide where the educational functian should be placed, .

nd - A .
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16. Larry :E. Greiner, "Patterns ,of Organizational bhanga," Harvard
( Business Review, Vol.-45, No. 3, May-June 1967, pp. 119-130 — ;
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5%‘ In reviewing the literature, a number of writers have suggested that

the current hierarchic organiZstions have had their day. Some, such aa'
£

~

Warren G. Bennis, suggest that they are on fhe deciihe and have reported as
. Y

4
» - .

much. A shift' to more partlicipative, matrix and praject’, type approaqheé is
’ ' !

consistent with present management attitudes and Eheory. Those promoting

- Y '
the participative approach, ~such as Harold Levitt of Stanford University,

» .
v © *

advocate, . . N

v

I

"decenfrallzati&h, wide spans of control, - flat® structures,
expanded jobs, the eXimination of job analysis, expanded use of commit-
tees, the creation of temporary project teams, the elimination of line-
staff differentials, more group decision making, the aboligion of con-
tro}l procedures, increased horjzontal and‘two ~-way communication, accep-
tance structures rather than formal authority structures and above all
ala%, gredter equalization of power throughout the organizetion."17

a

¢

e
N i
.

~

Others appegr to seek the abolition of structure almost enti%ely and.

4y
substitute-an informail ord%nization for a formal ane, From the,K evidence

“

a;ailable; it seems premature to conclude that a participative style will

« 3

prove effective for most lerge organizations, A .
1

-

e
p C
It is impossible to plan tomorrow's organizations on today's exper-

ience. There are indications thatf organizations 'are increasingly donsidered

' .

a community rather than a bureaucracy. Thus, if a participative style of.
/ : .

. »

management is impossible contractural forms of fndividual and group employ-

e ! ©

ment sre likely directions in which organizatioﬁs are headed. 1In this ress
¥ B
. & N =
pect, Black's suggestion that the management institute be ‘established as a
e ' . N »>

.

.
.. ¢

17. Robert N. McMurray, "Power, and the Ambitious Executive", Harvard
Business Review, Vol. 51, No. 6, Nowember-December 1973, p. 155

\
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J * peparate eq&lty in its own right with its own steff, in effect a_pubsidiary:

' 1 < .

O ©is in gccurdance‘with'thia view, As-a subsidiary it would have complete

3
s b . N - R

s

i
P } autonomy and could sell its aervicea'te the rest of the corporation and
; N - -

’

maintain its own pfbfit and ﬁccountinq. Managers could/pay for the insti-
tute's services out of their own budgets. The inatékute coyld be headed by

a president (a full. Qime‘executiva devoted solely td the administration of

.

the institutes and) whg would ‘also be a member of the company's managameﬁt

.

committee. The institute would be placed onla profit footing and its
. < » ]

. : . ?
" services could be marketed outside the company. : e -

»

¢ N . . 4 "

B . LA
h ¢

Spinning off the educational fuéctXOn as a separate organization cer;

tainly has merit. In addition to”the points é@ready noted it would operate

wiﬁp a. fair asmount of lnpunity at all levels of thé organization and it

- 14

could receive additiénpl powerT, prestige and leverage,by hgvidg a board, of

atind

3

Ta et R s g o S o e o

B . 1.
governors made %p of the senior exscutives of the cumpanyf Perhaps, this is
3 - - ‘ s v
tHe ‘solution for most companies with extensive educational involvement to

. [ 4

follow. In U.A.C.'s }aee, it is poasibly too early to make such a commit-

ment as the educational function could undergo further change and modifica-
i - - ’

tion as the company enters its stable evolutionary stage. But the asuggesti-

on dohé warrant consideration and a protatype model uight‘\e tried wn an

L]

! ‘interim basis, . .

-

' A alternate model to the inetitute, would be a separate educational

department, but the drawbacks of a subservisnt role would exist and would

~

have 9’ be overcome, :

a

-
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Three organizetional structures are possible,

’
\ ’ . L /
. # , - ' . s
_\.4 \

EXHIBIT 17

#POSSIBLE STRUCTURES FOR EDUCATIONAL- ADNINISTRATION
—

. ' ; / “\.

’ t 2 AR 3
- » [0
Vice-President - Human Junior Vice-President- Management Instifute
Resources .Development Education & Training (Subsidiary-Pargnt’)
[ T . N \
, -
Manager Manager . o ‘ foard of Governors
Personnel Education .
Department & Training 1 - l ,
Institute President (or Director)|

.

As Daniel makes clehr, whatever etruc%gre is - chosen, it must be
remembered that:

4

&
"The principles of organization, in short, are a double edged
sword. Employed with skill and with discretion, they can be useful in
g defining and refining an organizetion structure. Applied insistently
and inflexibly, they can result in @& rigid bureasucratié¢ organizatjion
structure poorly attuned to a company's unique needs." 18

a

4

.20 Benefite of separasting the educational function:

" ﬂ i
Not only does the physical sepafation of the educational function
overcome many int;a~or§snizational drawbacks, which were shown to exist in

.

‘the case, but also extends to the educational administrator's exscutive

3 -
atat?ﬁb,gqg N

s

18. D. Donald Daniel, "Reorganizing For Results,” Harvard Business
Review, Vol. 44, No. 6, November-December 1966, p. 97

. -
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thfe is an added advantage to a&,sapaggpe and distinct ucatiogal
function. Businesses look to e&ucgtional e;tabli&h@entaafor aasirggﬁ;e. It

fallows that it would be easier Tor e&uca;ional institutions to relate to an

*” [y

]
industry based one. Regardless of the difficqitica in business-academia

collaboration, it is a growing trend agd there are many‘thouaand; of #o-

s

operative programs presently undarwax.’g

L3

: Wherever the educational function is placed, one thing is certain, it

muat support the organization's goals and objectives. All progrems and -all

educational effo{fs must therefore be effectively administered. It cannot
LY

function in isolation and must relate direbtly L0 the survival and growth of

+ -

the coppuny.zn ) s
/

3
[

.21 Other observations on the.csass - study: -
I Y
¢

The company was far ahead of itsntime in examining learning contracts

and making a start with them on outside management courses. It will assist

management greatly in assessing the worth nf(qi:~:pending on educational

gaetivities..

K ? ,
19. James W. Wilson, Models for Collaboration:  Developing Work
Education 7Ties, American Society for Jraining and. Development,
August 1980, Monograph - .

20. William W. King and Robert A. Rﬁth,'"lupnct - Directed T}nining,%
* Training and Development Jaurnal, Vol. 35; No. 11, Novenmber 1981,°
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.22 -Sunnnry of didcuasion: ~ . ’ ] ’ .

a

1l N\ . - »

’ . . Y
o ‘ . \ . "
The case 'study found that there are a group of activitiss that can be
: ' ‘ - 7 5 ‘

€

N ~

» , . L. o
pﬁifibility. It documented tha\ggflution in one organization, the "devel -

f - ]
opment of a new position, the corporate educabional administrator, -

- 1
- - o ¥ b ,

- .( Ay
An axaminﬁtipn of th; various tasks that made up this pﬁ:itiun estab.

lishes the fact that the person filllng this‘post requires a wide range of

professional and afademic conpaéonciea.
' %

- 3

, . .
- N O
Based upon sn anlaysis of these tasks and the knowledge-skill® compon-
f . P
enta required to carry them out indicates that the position is an upper man,
; .
agement one but its relationship to other senior management 'positions was

. not raaolfod. . %%; . TN,
AN

[}
s

of equaf importance is the fact that the relationship of educational

-

2 . .
! activitiee as a separste and distinet responsibility with the personnel or

human resource developament fupction remains unresolved. The case atdd} did

L -

not eslaborate on the peraonnel function ,or the human resocurce development
<] ® ’ N

one. Although these activities and responsibilities were not examined in

I
detail there are indicationes that. the educational function differs from

personnel and -HRD ones. It is’ evident that educetion and training were

cqnsidered'important 40 the éﬁpwth and auiylv-l af the company. The number

s ~

of refarences to it in the management committee and board minuktes attests to

this fact. The interest of the prealdontfin educational matters within the

‘ . - \ s
isolated, identified and brought together under a single functional res- .

.

v e e W
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company is yet another, indicstion of e,;(acutive‘ racogqition of ita

« ** importance, Another ,indicatidn of management's acknowladgene-n\f‘ of the

unctionis importance is their ~rfecognition of the management

~

adu}at ion

=

inatltute.i.

. e :
@
. -
* . @

» Final‘lyz the function of the corpweducaior.ﬂ alfhough siuilaz: in

some ways to that of the school gadministratox;w diverges in many important

t
L3

areas, and its maJor. characteristié‘; demondtrate it to- be » fundamentally
.- ; “oeor a ) )
and Uniquely different profession. /

t p

The outcome "of the study wes threefold: it identified all educational

. - '
F

actiivities within an orgenization, it grouped these ectg'vities into :a
¢

discrete and recognizable function, it demonstrated that this educationdl ’

function is unique to most enterprises and that the peraon>responsible must

' ¢

;wve a wide range~ of very specific competencies. ’

s .

ar
]
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" The study opens jup a number of interesting and timely avenues for

further research and investigation. Some of these issyes haye far. reaching

-~ -
[ »

1nplicatiogn‘for the country's post-secondary schools, lifelong sducation

]

and quality of work life in general, .

The first issue raised is paramount to the whole aueation of in-service
- -

and business sponsored education. Is business invalvement iﬁbeducation 052;
temporary’ nature or is it a permanent .long term feature in business opera-
- o !

tions gnd is it an increasingly commited one? The material gathered -in the

N -

case study and supported by the literature would indicate that such was the

case, The egidence supports the contention that business’ commitment to and

*

purtlcipatio:'in educational activitiea is not only rising. but is a positive

and a permanent‘phanomanon. Moreover, it appears that it will be 8o far

into the future. But ies what is happening at the company in the case study

-
\

t
typics)l of most industrial eaend commercial enterprises? To answer these

\ 4
o

questions mnore intensive research is required at the earliest posasible date

to establish the trend accurately, to assess ths extent of business involve«

¢ -

ment ih educational aEt?Vitlee and to examine its posasible effect on post-
( .

secondarfy education.

\ 14 NI N
.

'
+ »

A second iasue follows as 8 condition of the Ffirat. If business

involvement in educstional activitids is a permanent ang growing condition,
: / ]
- . ! J
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"
how should sducation be administersd within a buaﬁ%aas organizatlod%v And

== s

the corollary of this question negeds to be answered as well, How should the

&

function be structured and where should its responsibility lie? -Findings in

‘the ,cases study would indicate that the educational function is'a deparate

and distinct colléction of interrelated functions that fit into ‘a logical

™ L B

’ .
and functional ua%agariai position. However, is this ﬁho only slternative
!

. )
available? Are there other squally logicsl possibilities? Is in fact a new

- -~

3

role of corporate educational adniniettgﬁlon oneréing? "These questions
- ?

raiae the necessity for- further resesrch. The diaéuug}on suggeats that e

research method for resplving these questions would be to construct proto-

type modéle;and‘test them under actual bualana conditions.

3

* ’ ‘o,

A third is;ua that the study reveals is the difficulty in resolving the
interrelationship between the personnsl, human resogrce development and sdu-
catjonal Functé@ns.' These relationshipa proved difficult to determine in

- . B

the study and, st the end, no satisfactory solution had been found, The-

literature testifies to the difficulty that business 1is having in defini--

1

tively defining the human reequrce development function. No general agree-

ment’ on job content or Jjob description exists for the function. Although

¥
outside the frame of reference of this study, a grest deal of fryitful

research can. be,undertaken in getting a better and more current under-
a )
ag;ndlng of how the human resource development function should oﬁnratu in an
J . .
7/
organizetional esetting. The study, whnle recognizing the differsgces

inherent in the human resource development function and the educational
0 *

function, gave no clues on how the former should be structured or what its

relationship should be with the latter.

¥
-
©r

i
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A fourth issue raised by th$ study is ihat of the appropristeness of
!/ . .

the }ypos of learning methodolagy tﬁat were uysed. There was wideapreid

“ , [" ! B
agreement at the %gnior managsment level .and among the board members that

N

- re N ’ ,
formal trainihg&was necessary for efficient and productive operations and to

provide a talent, pool for mahagement, technfcal and ciorical%poéitions.

> -

They aupplipd the funds necessary but nowheredia there eny e'vidence of ques-

4
tioning the learning nethodoloéy?that was adgpt;d. A nhmbar ;f interest;;g
regsedrch questions can -be ?osed ién the 1light of this lacg’ of concern.
B;oadly apeaki' ; what is the relative eff:;tligneas of the ‘various metheds
of teaching and leatning‘éurréntly in’ use, in buainess? And ?urthermore,

CC ‘ >

what is the most effective _trainlnb ﬁethodqlogy for business sponsored
education? i .

K\{ifth issue uncovered: in the case study is that of evaluation. The
work in the case study is 1ncon3}usive and points to many efuaa in which
reseaprch is required. Evaluation is a major area for research and, from the

case study, some of Bhe questions that are brought to the forefront are:

L4

3

- What is the purpose of the evalustion - praogram -improvement,
performance improvement, or what? )
A} ~ In evaluation, how can environnantal factors be controlled?
- In the absence of randomness, how can evaluation be atatisti-
cally validated?
- Can,nothods of evaluation be designed to measure the affact of
trnining and .education in organizational performance?

*

Certainly these are major ereas for inveatigation.

9

A sixth lssue raised in the case ;tudy dealt with co-operative programs-

with outside agencies and, with academic institutions. This opens up

- 194 -
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another” whole field raq_u'iring intbneive study. This p-rompts two questions

- )

” . / .
for atudy. "What are the most effective means of collaboration between

H .. . vy,
»

business snd the schoql syatam and what are the mogt effective uses of staff

@ and ‘facilities from both if;atltutiona?" " The ,establishment of satisfactory
formats to ell groups cpuld have wide .ranging and exceedingly besneficial
r;nults fur bothmind‘ustry and the educational syAatem.

o ~ N &

’ On a more phi.losophicsl plan[c, there are a number of lines of investi-

gation that might be pursued. Are we aeleing a new form of institutional
education developing and, if so, what shape is it likely to take? “Hilg'ne

" @ee in the future an interchange of staff between the business organization
. .

>
¢ L

and the academic institution? Aes business is pan nastienal and frequently

ir;ternational, what role will the respective levels of government play? It
. %
is far from certain what the precise form of work-life education will take

] k

but there is ample opportunity to "o search out present trends.

‘

Tr‘re\study also deals with a number. of other subjects which would pro-

vide material for futuyre rcaea'rc?\. One of these are learning con}.racts

¢ o

which are being inveastigated extensively by the Japanes®e, Another lo# carser

development. A greast desl of ressarch is being cnrrieJ\n.u«/in this aresa but

S

more has to be done to link it effectlively with .a company's long range plan

and manpower requirements.

Q
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In conclusion, the .data desrived from this study sirongly supports th} ,

¥ . ' '
) contention that the educational administrative function is anprgin? as -a
-

»** distinct and senior management responaibi}itya..ﬁsranver, its importance to

i ‘the organization is growing rapidly. In this case.management raaltigd that

| ' B
X ¥ - 3 - <

} the growth of the company and its survival were predicted on a well trained

) and educated staff. Finally, it is suggested that the educatianal function

? ahould be 65, rather than in, the ofgnnizatién that it have. some degrpe of
‘ .

£

nﬁtonony, that it sarve-all lgvels of the organization and that it should be

~ held sccountable for results. / v

¢

“
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BRANCH MANAGERS® TRAINING PROGRAM L |

" COURSE OUTLINE, o I : T

1. Company philosophy: o
a) Brief reSumé of the history of the Company
b) The Company orgénization

c) Definition of the Company's business |

<

2. A general reviFw of a wholesale distributor . ., o

va) A concise desériptiondof the main functions of a wholesaler

3. Financial management for branch managers

a) Understanding financial définitipns and accounting termino]ogyl

-
etk L

€ o . k]

e -

distributor that are the major contributors to the survival,
growth and profit of a branch. "

4 mﬂ\ N ~ .

v -

N B
i
2o
-
s
e el 1 D s b

B et s ki

e.g. assets, liabilities, capital, depreciatfon,"cash flow, return N
_on ihvestment and return on capital employed. . ; . :
b) Applying accounting principles to branch operations.n . v

<) Iﬁterpﬁeting an&'analyzing accounting reports. Analyzing strengths

”ddliﬁuidelines for developing a budget )

w5’

e) Financial management of assets

f)

and weaknesses, pinpointing trouble spots, etc. . ‘ . :

i)  Capital appropriations and expenditu;es_ - STl
i) Credit and collection and~accounts receivable .

ji) Invgntbry: selection of stock and turnover . :
ii1) Equipment: maintenancg vS. repl£Cgmen€ o - 2 %
Cost behaviour and Eontrol - o s,
i)  Fixed and variable costs - o I ;
iff“kgrgpk even analysis L T b H

» . ¢ -
iii) Profit graphs R - ) ) . ﬂg

- 197 - - 2
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.9) Pricing, mark-ups and standard‘ costs

. Company Policies -7

s
»

-2 - ’ Appendix A

i)  Allecation of rebates -

Systems and Procédures

a) The Sell Cycle: Customer order writing, back orders, follow-ups,
enquiries, pricing, credit, shipping, delivery, invoicing, accounts
. receivable, statements and overdue charges - computer systems.

-

b) The Buy Cycle:. Order preparation, follow-up, invéntbry control
(gardex), .inventory manageme t, costing, receiving- computer SJstems

N

orage and layout

A

ii) Delivery Systems: Delivery and routmg

c) i) MWarehouse Systems:

d). Payroll system as it applies to branch operations

e) Measuring of efficiency, monitoring the system and the use of

the operatmns check list ® \ ,

i) Service standards - 3
1‘1’) Inspection procedures

ih) Locatmg and solving problems in a malfunctwmng system-

a) Personnel Policies:

i) Salary, wages, overtime éﬁd wage adjustments, salary comp sétion,
_incentives (M.B.0.), other compensation’

" ii) Benefits; major medical, life, U.I.C., w C. C., -salary continuance,
holidays, -vacations, etc

ii1) Personnel policies and record keeping

a) Introduction to Branch Marketing. How the branches objectives relate
to those of the company. I‘aentifying the nature of the markets in
which the branch operates. Assessing market share of competition
and competitive products. . 2

b) Basic profit concepts on marketing; cost/profit analysis. Pricing
strategies open to the Branch Manager. - .

\

T - 198 - .../3
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7.

. c)

8.

c) Product Knowledge
' i) Conceni:ratioﬁ: Products that canuand do produce 80% of br'ancuqf
sales. W.A. course on jndustrial products; supplier-dealer
instruction. ., -
ii) * Sources of Supply (iJse o:f H.O. expertise and staff)
iii) Competitive products and a'lteme;tive sources of supply. .
d) Communications in marketing - the branch, head office, the customer, j
source of supply. »
5) Under;tanding the merchandising function
-f) Personal selling skills
g) Advertising and public relations -
i) . Sales promotion ‘ §
ii) Public speaking ‘
iii) Trade association membership and. involvement
Supervision and Management of Staff “ “' ' e
a). Reitrui ting ‘staff’&?l Un&e’rstanding the hir:%ng ﬁrocess within ”
Company policy.
b) Making and updating job descriptions. Defining the actual work to a
be done. ¢
Understanding supervision
i) Delegation l
- i1} Plaanng for the future; replacements.
d) Counselling and -guiding | ;
e) Motivating employees to achieve. Measuring and controlling

-3- \ Appendix A

performance using effective a%r:aisﬂ techniques, dq}veloping a
standard for measuring how well a job is done. Reviewing '

performance on a regular basis. 4

X

Communication skills for managers

- 199 - ../4.
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9. Management by Objectives:
1)  The importance of objectives

ii) Establishing priorities and avoiding pitfalls in setting

objectives

i11) Relating objectives to the Company's immediate and long-range
objectives

iv) Getting staff support : .« -

v) Getting managemen{‘s.approval

//

10. The Planning Function for Branch Managers ..

Bringing together él]Oaspects of the operation of the branch. Tying
in objectives with the day to day operations of the branch. Operating

your “own bysiness.

Plannihg and evaluation techniques necessary to manage a branch
territory. Forecasting requirements and methods.

11. Self Audit Kit for a Branch .

Rating achievements against objectives of a branch and with @ther
branches within the organization.

-4 - \_  Appendix A -
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London:
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Winnipeg:
Calgary:

Edmonton
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( ) Vancouver

Victoria
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APPENDI/NX

B

Percent Change Over 1 Year

L 21.1%

35.9%

25.8%

34.8%

21.8%

kY

u

15.2%
16.6%

(0.1)

17.1%

L]

/

" EMPLQYEE'

TURNOVER

(?2;1%)
(89.2%)
(11.1%)
(37.8%)
(41.9%)

(28.1%)

Figures in brackets indicate a decreass.

]
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APPENDTIX C

—o——te o bt o

SOURCE (OF SUPERVISION (What type of Supe-vision doessthis position
N . normally receive?)

ey

Bt o m——

(List the titles of subord 1nates reporting
directly to th1s position).. -

SCOPE OF SUPERVISION
g%%?v{%iggcgnfg educational

T, ILTLES. " ' HO. 01 ENPLOVEIS
1. A mlnlstrative assistant 1
2. Steering Committee »-- L,

3. Task Forces . ===

(Describe the extent to which the pnsition
presents opportunwtxes for producing flnanc1al
or other gains and benefits for the *
Corporation, or for preventing financial or”
other losses).

FINANCIAL RESPONSIBILITIES

l ates within budget allocated :
pproves educational 3331stance o

3 Approves head office and*divisional educatlonal charges

P “"2“1‘
|
DATE COMPLETED: APPROVED BY: )
Immediate Supervisor
SUPERSEDES : >~ APPROVED BY:
iy Department “Manager andjor
. President

- o
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(7 TRTI TRUTHORTTY
No.| . Key Responsibilities CODE

Defines those areas where training is needed - . , )

Establishep and determines job skills in which training is needed

(this presyupposes the knowledge of all occupations within the company .

and how they can be broken down into elements or stcps for ualm ng .
and learning purposes) - .
3 Reviews appraisals and staff evaluations:

«a) notes individual performance weaknesses and reconmends remedial
training . - ’

b) notes potential and in consultation with immediate supervisor or ¢
manager, recammends a course of study and/or training for future
positions to which the emplbyee is most likely to be promoted.

4 Establishes "on the job" training programugs through cooperation and
coordination with managers and supervisors directly involved. .
5 Constructs courses with content and training aids for "on the job" ;
training.
6.| Coordinates management development progranmas in consultation with
{ senior executlves.
7 Sets up training schedules for both "on the job" training and management
development. ¢ .
8 Responsible for t;he training of trainers, managers and supervisors
involved in training as well as self training
9 Evaluates training progranmes.
10 | ‘Consults and advises management on semi-anpual evdluation and appraisal
s reviews .
. ¢
11 Advises line managers on setting criteria for specific selection
decisions. ) .
12 Consults with and advises ma&gement on the use-of an external training
consultant. , g
13 Participates in group training - ‘
14 In cooperation w1th\étpor management, carries out an analysis of
managerial jobs and assesses present and future needs at’ the management

level.

" AUTIORITY CODE: 1) Full authority to act ;l
2) Act, then inform supervisor '

3) Must consult with supervisor. beforc.acting .

. . - 4) Must consult with others before action is taken. ;

NOTE* INDICATE CODES APPLICABLE IF MORE THAN ONE CODE APPLILS. -g
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(b, ) Key Responsibilities NOTTOITY
- by o CObE
‘15 Develops a system of personnel recdrds with perlodlc appralsal ‘
procedures.
16 Consults with the personnel department in recruitment, selection and
' appraisal of employees, including managers. . B
! )
17 Keeps abréast of developments in management education and ou\ié%cg!e .
' ,training courses advises executives on the use of thesc progranmes, o
‘ ks
18 Provides facilities for screening executive candidates within the
company to identify. the best qualified man for vacancies rcgardless
of their current assignment.
o. {
. 11
A
}
N ?
-~ P ) &
/
. &
e
\S
~
AUTHORITY CODE: 1) Full authority to act
- 2) Act, then inform supervisor
©3) Must consult with supervisor before acting
. 4) Must consult with others before action is takén.
NOTE* [INDICATE CODES APPLICABLE IF MORE THAN ONE CODE APPLILS. . .
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"POSITION DESCRIPTION
CORPORATE EDUCATIONAL ADMINISTRATOR

Descriptions

Basic Functions

4 4

) 1. Responsible for the administration of all the Company's
. educational activities - training (including OTJ),
management and executive development programs. .
2. Responsible for planning, creating, organizing, managing
and evaluating e various educational activities of the
Company. - )
" Financial Responsibilities / '
1. Recommends and operates within budget. & .
2. Final authority and approval of divisional educational
budgets. a :
1 ’a 1
3. [Final authority and approval of educational assistance.

Specific Responsibilities

Formulates educational policy in accordance with Company
pollcy and philosophy and ensures that pollcy is reflected
in all educational act1v1t1es.

. it '
Supervises the cqnducting of ﬁeeds analysis. -

Plans, creates and implements programs:

a) Based on needs analysis
b) As requested by corporate or divisional management

J

Communicates educational undertakings and activities to:

a) Management group -
b) Company personnel ' ;

-

and issues memorandum and reports pertinent to educational
activities. 1In addition, publishes a schedule of act1V1t1es

and an annual report.

Administers and arranges facilities and authorizes use and
purchase of equipment within budget set .

- 205 - .
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6. Administers own and‘::9gf§"ﬁ,g_qa Pr°9ram§,\\ ,
7™ Develops -and maintaifis records pertinent to educational

9.

activities .

pervises and approves: -

a

a) OTJ training
b) Divisional activities L-;S
c) Sales training

4

.//\

o

Co-ordinates management development programs for senior

1.

2.

3.

4.

5.

Organizggggnal Relationships
_> :

Reports to the President .

Maintains special relationship with Vice-President, Corporate

.~ and Human Resource Development
Member of Management Committee’
Chairman of Steering Committee /

Membek Manpower Planning Commi ttee

hY
"Non-Functional Relationships

l. Career planning: Establishes career planning procedures

2.

Pr

Consultant to:

<

a) Yine management on line o}iginating programs
b) executive group on self-development‘programs
c) managemégt group on‘self~development.programs

A

Counsellor in:

a) Source of programs from private organizations
“b) Source of programs from academic “institutions

«

@

incipal Tasks

1.

-

Lt
To develdp, plan and organize educational programs,

Al

———— —— 3 o b ] e S At N
3
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a) Curriculum: content analysis, sequencing evaluation etc.
b) 1Instructional design: selection, pre & post testing

¢) Production (P.E.R.T.)

d) Scheduling

b
General

Defines those areas where education/training is negded.
Establishes and determines job skills in which training

is needed (this pre-supposes the knowledge of all occupations
within the Company). Establishes skill-knowledge components
of tasks and jobs for training and learning purposes.

Reviews performance appraisals, noting individual performance
weaknesses and recommends: remedial training. In addition

rates potential and recommends course of study and/or training
for future positions. -

- ant o . ——

Assists with development of "on-the~job" training programs
and assumes.that they are instructionally sound and valid.

2. To evaluéte procedures of - ’
a) _Proérams
b) Performance/competence
c) Cost benefit
'd) Teacher/trainer '
3. To select tr;ini g technol?gies i

a) Management of wmedia production

4. To contract with - and select - and, liaise with
a) Sub-contractors ’
b). Academic ingtitutions
¢) Private companies
d) Consultants

5. To select and maintain -
a) PFacilities
b) Equipment

: . ’ / s .
6. To consult with personnel department on recruitment, selection
and appraisal of employees, includinc managers. )

__207_ . ) n--/4

o e s



TN RN R Y hn ™ R
T e bt A AT 54 v = e o o o

i e

[ e—

Bt LT Vi e a————

s \ -4 - . APPENDIX D

7. To provide facilities and materials for screening
executive candi@atés within the company to identify the
best qualified lfor vacancies pending. .

Direction: All or any of these tasks may be delegated but the
"final responsibility rests with the educational
administrator. Measurement and criteria of )
successful (adequate) performance will be established
in accordance with the Company's MBO procedures.

Basic functions:

1.) Responsible for planning, organizing, directing, coo
~ evaluating and administering all company in-house program.
. *2.) Responsible fgr the sslection, purchase complementarity,
bility, evalubdtion of all outside programmes.
3.) Responsible for establishing the standards for sll programmes.

~ o

14

Specifically:

1.) Formulates the objectives of all programmes.

2.} Conducts needs analyses as acquired and as requested.

3.) Ensures that all programmes follow sound and accepted educatlonal

and learning practices,

4.) Evaluates all prograsmmes sgainst cost-benefit parameters and per-
formence standards.

.) Operates within budget allocated,

) Manages staff in accordance with departmental objectives and

standards.
7.) Accountable for results against objectives aset.

Special Relationships:

1.) Adviser to management on all educstional and training matters
relating to productivity, jobeperformance and staff development,
2.) Number of strategic and long-range planning group.

i
* 4]
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