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ABSTRACT· 

" 

Bus1ne88 and industry are COMMitting evèr incresaing 'aMounta to educa-

tion .nd training both w1 ~~(in and ~without t'l,.eir orgenizati ona. • ln the lut 

few yearll, the nUMber and vàl\,iety of theà-e-learning activitiea have grown 

'aubstantiall y. Hiatoricell y, theae ecUvi t ha have ~een ~ubordin~ to the 

~ . 
personnel or HRO ,function but they are now ellerging aa an important .aoa-

gerial reaponaibility becauae of the expenditurea bei~g ,ude and their 

importance to the Individual and to the company. 

This ia a study of one cOMpany's experience oyer a three year period as 

1 
"'i t pertai,ns to educat Ion and training. It wa" round that there ",as a major 

need for an organized spproach to aIl learn~ng activit~ea'within an organl-

'1 

zBt 10n and that they lIIust accoillmodate He long-range pl an as weIl 8S the 

requirelllents of the individual in a dynsMically changing technicll ~nd eco-

noml'c environlIIent. 8esed upon the flndings of this study, there is a dls,,; 

tinct difference between 'th~ educat~onal ~strator in a achooI and in 8 

corporst1on and in sddit ion, thè cOMpetencles required 'of a corporats educa-

tional adllliniatrator were identified. 

The positionlng of the corporste adMiniatrator in an o'rganizstionsl 

context re.sined unreaolved. 
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- L'industrie et le !Ion de de. ffaires s' ngagent. dl!bourser continuel­

• 1 elunt et de pAs en pl ua po ur le ét udea et/la_ forlut ion tant à 1'1nt6r leur 

ion. Au, cours des dernières snnles, le 

lUs ont Ipria 'une tllctension eonsidl!rable. 

qu" l'extér~eur de leur 

nom~ra et la diversitl de.ces
l 
aeti 

. 1 
Dsns le. pess6, èes activités I!tai nt pl ut 01:. ~d~e88des e~8er ice du per8on~ 

ou du dév-eloppement des resaourcea hu alnes; m8ia, au OUl'd'h{ elles nel 

t 1 
surgissent ~utot comme une respon sbi11t~ itportante de gestion k 8use dea 

déboursés encourusC-'et de leur lm ortsnce à \l'~gard 'de l 'in iVid·~~ t d6' la 

compsgnie. 
, ' 

L',Hude, dont il eat ici question, porte sur 1 es expér i ences d'une 

compagnie échelonnée aur une période de troi a ans. On constate princ~p81e-

ment ls nlcessité d'organIser daa .,thodes d 'spproche pour ces scttl/t.téa de 

formation à l'intérieur d'une organisation. BS8é sur les résu·ltata de 
'( 

l'dtude, on eat iilrri\(é li ls conclusion qU'il.y a une différence marquée 

ent:re 'le 'directeur des études d'une école et celui ,d'une corporation. De . '. 

plus, les c~pétences requises d'un directeur des études ont été 'tsbiies. 

Le poste de directeur corporatif des études à l'intérieur de l'organi-
p 

sation reste encore. fi définir. 
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CHA PTE R 1 

INTRODUCTION 

... .. 
• 01 The debate on coMpany base9 education 

1 
, . 

NI . 
During the ninetaen sixtiea and early nLnetaen seventies the debate 

rsged: "Should lnduetry educat~?" 90th sidas argued strenuously in support 

) 

of thair positions ana duw on a11 kinds of experts to uphold their argu-

menta. Harder tIIaintai-ned t-hat the corporation wa8 and' has been 8n educa-

tionai inatitution: 

"The role playe.d by the American Corporation ae the generator of 
econotllic growth an~ t~e provider of material beneXits is widely recog­
nized and gênerally accepted. But hSB notlced ls anothe~ easentiel 
raIe: the corporation aa a contributor ta aocial values. In our soci­
ety the ultimate Meaaura of the worth of any institution - and~e teat 
of ifs s~rvival - continues to be the contribution it makes to he wel­
ra-1'a of the indiViduel hUllan bsing. Sa it is with the cor ration. 
Today a 'naw ganeration of' corporats lunagellent faces the chllliange of 
tIIaking a difficult adJuatment once again in an era of pervaaive snd ac­
calarating change and complexity that ia una~r~aaaed in th! hiatory of 
man. As the American buainess cOIiMunity haB repeatedly demonetrated 
ovar the yeara, the challenge of ch'ange can only be met by developing 
ne,. sttitudes, by trafning for new akilla and by 'inatilling. new 
learning - in s word, by" education. Ioday's education challenge to the 
càrporstion reflects the acope and intenslty of the impending changea, 
and the rsaponae must be proportionetely i •• ena~ and penetrating n • 1 

y 

o 
On the other hand, Robert Townaend stated ln hie book "Up the' 

Organizat.lon": 

1. Howard, C. Ha~er, "The Corp'oration:, An Educational Ins"titution," FrOIi 

Prep.ring To.ôrro.'s 9usiness Lftladers Todsy, Peter r. Drucker, ad., 
(New Jeraey: Prentice-Hall, Inc. 1969) 1 pp 95-96 
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"rire the Training Depart.~nt - we have no naad of thell - l'le ~8ve 

no need of encouraging a kindergarten."2 
/ 

Th, argullent is now p-aet, and it h'8T been won, overwheillingly by thoae 

in the a'ffinsU·ve.' Il ia no longer should industry educate but how and 

~ 

by 1 how muchl 

.-02 The gro'Wth in cOllpany education and training involvallent 
e7 

" In the United States the gro,wth in cOIllp'any educational and training 

prograA1à Is wldeapread and a d011l1 nant trend. Although public and para-

publIC organizat.ions aa a rule .donate lIore Ume, money and staff ta training 

thon doea the prlvate sector 4 nevertfreles9 Kathe-une' BeaI states that: 

"Employee education sponsored by ~usinells and industry h_ Hself b.!,come b'i~ 

business. It now represents a subata~t4a1 part of the nation' s system of 

Il 
h1gher education". In 1978 approximately four million Americana l'lere parti-

'tI 

cipatlng in coursea within thelr COllpany on working time and almost one mil-

~ 

lIon more l'lere enrolled in, company courses ·during the off-hours. The total 

2. Robert Town~end, Up the Organlzatlon, (!.ondon: M. Joseph, 1970) p. 89 

J. Linda Sue Trollan, A Descriptive Study of Training Progralls in Selected 
Busi nesses in Csnt rIal 1 IIi noi s, D.oct oral T ~8 1979 Uni vers il y of 
Illinois, 320pp. 

1- 1\. Margaret Jean Wheat ley-Pesci, [quaI EMploy.snt Opportuni t)' Awarenes8 
Training: The Influence of T"eoriea of Attitude Change and Adult 
learning in the Oorporate Setting, Doctoral Thesis, 1979, Harvard 
University 174pp. 
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direct cost of thes~ activities ha8 been 8aliiruted i!" exc6aa of two billion 

dollars .5 

." " ..J Individual induatries are apending vast auma on broader educational and 

developllental progrslla for t'heir, ellployees. General Motors budgets $1 

billion annually on traihing and AT & T and IBM each ", .pend over $3/4 

billion. ' It' is expected that the money allocated for training and education . 
l'Ii U nearly, dodble be4;ween 1976 and' 1982, 

6' 
and that lIanage'nlent trai ning 

. departllenta will 9row by salle 80 p"rcent. 6 

.. 

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

tian ln business h. the notable incress8 ln the member'l!!le in the American 

Society for Training and Development 1 the memberehip ie now over twenty-one 

thoueand having 8Y'eraged an incre8se of 15,.. per yasr over the last - five 

ye8r8 7 • 

.03 Growth in Canada 

The trend ln Canada Is upward as wall which ia raflected in the v~riet~ 

and nUllber of workshopa and courses in bUIJines8 subject" offerad by most 

un~veraities and col~8. 

5. Katherina Beâl, "Twenty Checkpoints 
Man age.ant Pocus (New York: Peate, 

~Nove.ber-Dece.ber, 1979), p.49 

for E,ffective 't:ducati!»n," 
Marwick, Mitchell & Co., 

6. Diane Gsyeaki, "Educating the Training Professional," Training and 
Developllent Journal, August 1981, p. 60 ,,;' 

7. National Report. for Training and Devalop.ent. Vol. 7, no. 4 Publ~cation 
of the AMerican 'Society for Training and Developllent, February 20, 
1981, p.l 
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The F' inanci al Poat 

\.mil1ioo dollara in 1979 
, 

'1 

-: 
\ \ 

has esti~ated that Canadian business ap.ent over 40 

·"'61«~ o(.~~e tra"ining8 \Ill th inf! ation and .growth 

added, e cOJlls~rvative'flgurè for 1980 would top'45l1illion ând ths:tI,is no, 

• 
s1gn of it abetil1g. Thia repreaenta"anlY'8 'siull part of "the total nUllber 

• • ~. l1li 

of people taking part in company ~ponl3ared 'tra+ning." Many mar:.e are partict-

pat:ing ,in in-houae training as well as tsking edvent"age of cOÎ1lplfn~ funded 
i7 • 

educational s,Id. 

\ 
.04 Reaaons for business involvellent in training and education 

, ' 

There are a numbQr of pl'eBaing reas'ona why Cahadian lndustry ls b~sül1g 
, 

the coat for employae education and lqtining in an ever increasing \OIay. .,' 

'Throug'hout North America \here., ,ie a ~undamental change in the indue-

.. 
trial base taking' place 'resulting in a shift in the econolllic Eitructure. . ." ~ . 

The 

service Bector la growing ~n illportance end lB prpapering " J at a Ume when 

1 \ 

ather'lIIars traditionel industries are either in the dol'dru~ or in a etats 

\ 

of deep reces8ion., This is particularly true of Canada which ta 80 

dependent on r8source industries and on 'branch o~l!Irationll. An lncr,easinqly 

luger ~hare of- the gross nati~nal product 'ls being - taken by a11 'levsla of 
, \ 

governunt ta t.he detrillent of pr}vate inveetunt. lhere la gro.-fing --
i~,terf~ by govarnlIIent in sn ever \OIidening range of business aC,tiviti'8s 

1 • 

' .... _-

, 

, 
nI 

, , 
i' 

l 
~, 

. ...-r l . 
/ 1 

/' 1 

. . 

8. Jaaes L. SlIIi th, "How ta Decide if Trai.,ning 18 th~An8wer ta a Staff 
Problem," The F'inancie1 Post, (Toronto), January 13, 1979, p. 11 '\ 
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and the lack of consenaus on a national econollle policy further eomplieates 

e rapldly dehriorating and unstable situation. 

On top of theee diffi.eulties CanediBn business must strugg1e with tech-

nologies1 changes end foreign competition that are unpreeedented in the his-

~ 

tory of IIIsnklnd. Theae conditions are affecting\' every Canadien enterprise. 

Toda)' Canadien businesamen must eope with a bewilderi~number of factora 
~ '\. 

ând in an envlronlll8nt of growing uncertainty the)' must manage, teke 

deciaions and Bet. Al! Ievela of management are affected e~d involved. The 

'survive!, and growth of every -Canadian enterpr~ae 5n thiB day and age de­

pends largel)' on the eapaeity of Hs menagement to develop plans end make 

decisiona of the highest or,der. Survivel and growth reat on the q,;,alit)' of 

these aetiona. Although these eKtel'nal avents ara plecing evar increasing 
~ 

demanda upon management, the i nabllity of a 'J company' s executive ta reaet 

effectiYt1Y to' the .. will l'eault 

~ /-", 
in the demise of their buainess" 

\P 

"" 
Ten years aga, Zand 

~ , ) 

predicted that uny organizat,ions woulcÎ beeome 

"particulal'ly vulnerable to managers who w1eld power and who are knowledge' 

incompe~ent8'"i This prophes~ has becolle lrue. The lIIaJority of industries 

are being hel~ ,b8ék ln itllpleunt ing the lateet robolle teehnology becauee BO 
, / '. 

fewnn9 • have the 

;:-;:;1 ... " 

knowledge to apply ft eff.iciently ancf effeetively.l0 

, --

\ 
9. Dale E. Zand, "Man8g10g the Knowledge Organization," (rom Prepering 

10. 

TOMorrow'a Buaineae Leadera Today, Peter F. Drucker, ed. (New Jeraey: 
Prentice-Hall Ine. 1969) p. 132 

"f'llling the Gap J.n Robot Training," Bualneaà 
McGraw-Hill Inc.) february 15,1982, p. 5tH 
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. The illpacl of compulerization i8 only now being exper.ienced by the large 

lIIajority of Canadian businesses. 'IIHh computerization will çome quantita-

tive methods baaed on mathematicsl concepts not cammonly ueed berore in 

busiJ:less. Furtharmore, these quantitative methods loi! Il impose a discipline 

on aIl managera where gU8stimalss and "crystal ball" mathods were sdefluate 

ln the put. few managera are equipped ta handle quant Hllt i va rnethods and 

muet be trained to do so. Vendel! sta.tes that a company mu.~t bulld ana1r-

tical and quan~itative cOlRpetencies ln s broadening number of management 

areas to b~ successful in the future 11 • 

On the horizon, further Bcceleratiog the rate of change are new forma 

" of communication which will radically transform a11 me!.hods af carrying on. 

business. Video phones, and !'in-casting" will subetant1811y alter ge11in9 

and marketing methads. Hulti stage cOllputer networks will contract billing 

and payment tlme 80 that s11 tran,sactiona will be aimultanea,ulay carf.ied 

out. 10 pratect their capi tal and msnage a sali afactory return, businesamen 

will be forced ta forecaet and monitor ca8h flow with an accuracy far sur-

pusing todaya standarda1Z • 

, Addlng ta the cOllplicatione cauaed by econamic uncertainty and t echno-

10gical change are those induced by energy conatraints. Attantion will have 
1 

ta be giun to what the operations raaearch people terra allocation 

problelu. Llnear, non-11neer and dynamic prograllllling methods will hava ta 

~ . ~. 
be underatoad and applhd effectlvely to 118xillize earnings and 'profits. 

, .~ 

11. Robert F. Vendell, I1HanagBlllent EvolutIon in the Quantitative Warld," 
Harvard Business Raview, January-f"eb;uary 1970, Vol. 48, No. 1, p".'B9 

12. "Computer Graphics Can Add Fïrapawer ta the Corporate Arsenal," 
rinaoeisl Poat, (Toronto), October 10, 19B1, p. R1 
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Ta those slready in the work force, there la the feeling of lnse,curity 

sccompsnying these dyn8llic changea. The threat of obsolescence la fseing 

many lIIanagers and profeasiona1 staffa, and can reault in serious performance 

or personal problslIIs. Profess,ionalS are finding that a know1edge base will 

sfford the .. on1y ten years at the lIIost. Managera within a few years of 

retirement can no 1"Onger count on experience, exiating knowledge or ski118 
" 

to csrry them through for the relllainder of their working !ivea.. The rea11-

zation is starting ta dswn on a11 Ievele of management that they will have 

ta update lheir knowledge and akilla continually throughout their businese 

Nor is th ls obso~eacence rSf4t ricted to management. The same 

for 8 wide vuiety of skilled and seml-skilled posltions 14 • The 

"position of''''om8n in induatry la particular1y worrisome 15 • Among women in 

induatry largest number hsve been~em~loyed in information gathering and 

processing. Here wOlIIen account for over 90 percent of the workforce BS 

stenogl'ap era, secretar1es, receptioniats, 
:-' 

account ants, bookkeepers, and in 

numerous taska of s 811111lar nature. tlecaus8 of micro~electronic technology ,," 
and ,the lectronic automating of man y of these laeks, jobs are being e1im1-

nated wh'le othere sre being radically changed. As women constitute 50~ of 

the workforce these technical c~anges have far reaching implications, not 

only for woraen workers but also for the "cono",y 8a s IIhole. 

_.--1 

13. Williu R. oi11, Wallace B.S. Crolfston', and Edwin J. Elton, "Strategies 
for Self Education," Harvard Business Revisw, Novslllber~Decefllber 1965, 
Vo 1. 43, No. 6, pp 119~ 130 

14. Ji III Travera, "Retain laid-off workel'a, Ontèrio Liberal demanda," 
Montreal Gazeth, (Montreal) Wednesdsy, Novellber 18, 1981,. p. 40 

15. Heather Menzies, Woun and the Chip, (Montreal: The Instituts for 
Research on Public PO,lic.y, 1981) pp. 98 
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ln the United Kingdolll 81l1Rloyllent has declined becaua8 of lIicro-

electronica. Th. impact on ellploy..,tnt ~hrough tbe uae ~f computer aided 

manufecturlng systems has been psrticularly' severe in th.e watch, electronic 
, 

and IIschlne tool IndustrÜe. If micro-electronice '. continZe t'o diaplace 
1 

labour"or inhibi.! the gfo\Olth in employunt, the United Kingdolll could have 

lIore then r~ur "'IIIHlion unelllployed by the 'lIiddle of thia decade 16. 

'" 
The chang"s foetered by theae social, poliUesl, and· aconomlc ahi fta 

which bagan in the 70' sand. which are continulng unabated in the 80's are 

o 

f,Jainlng mOllentum. Creater" attention to the needs of individuels ln relation 

to their workplaces le of critiça! importance. 8uslno8s le fln~ing that it 

ie incraasingly neceasery "to build' bridges qetween the individual'e aspira-

tians and the compeny's objectives."17 

.05 Shortcolllings of the publ1c educatlonal system and governllent 

hg.! alat i on 

In the put, Canadian business relied heavily on the, school system and 

{, 

immigration to aupply akilled trades.en and the universitlea to provide Hs 

profu8ional staffs., But Canada remaina chronically short of akilled labour 

for three reesona. As education la within the juriadl.ction of the 

16. Clive Jenkina, The Inatitute for Reae&reh on Public poliey, Vol. J, 
No. 4, April 6, 1981 

17. Kap Caeunl, "The Management Education Needa of 8usiness," Manage.ent 
Education in the 80'a. Intérnational Sellinar La Hulpe, 881g1uII '24-26 
February, 1978 (AlESEe, À.erican Managellent Al!lao~iation 1979), p. 41 
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provinces, il 1acks a nstional focua and perspective. Education offered in 

one province frequently doee not equlp the" individual to work in snother 

8S evidenced by the insbil!ty of greduates rrom other provinces to work 

in french i~ Quebec, and conversely Quebec graduates to worle in Engl1sh in 

the rBst of Canada. Often a province has not hsd the foresight to tra.l.n Hs 

ollln citizens ta take advântage of work opportunitlee w!thin Ha ollln 

bordera. An eX811ple today la Newfound'lBnd in joba and professions related 

to the petroleum induatry. Induatries have falled 8a the Bricklln COlllpany 

did in ne,., Brunswick prillarly because of e,lack of 8ufficiently trsined and 

skilled personnel to build autollobiles. With, rare exception, provincial1y \ 

based education le naither intereated nor politically l1Iotlvated to provide 

an educationel base which .enables the individuel to take advantsge of. 

opportunities that are beyond Ha bordera. Another f8ctor~ although not ln 

Haelf a cauae of a ahortage of akilled labour are insufficiently trained 

workera grJlduated by vocational inatitutions. Many provincial vocations1 

prograllllJ train studenta on outlloded equipllent and, the facilities are not 

at at a-of - the-art. 

Not aIl blalle caf.) be levled at the provincial educatlonal aystem. The 

federaI govarncaent must ahate the ble.s. Federal ,illl1ligration pollcies re­

strict the nUinber of akilled workera entaring Canada, thu~ further" limiting 

A 
the supp1y of adequataly akilled peraonne1 1B • Although the federsl govern-

ment contribuha ovar $800 Million a yasr to retraining, tluch of it is 

If!lsted es there exista 1 i ttle co-operation or co-ordinatlon betwee~ ottawa 

18. Jalles Bagnal1, "Skill Needs May force Migrant doore Wider," The 
financial Poat, (Toronto), October 10,1981, p. 1 
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and the provinces. The federal taak force on retrairylng describes, it a8, 

"scanda10uB".19 

\ "d 

Ihe unlversities are a1so a contrlbutor ta the shartsge of profesalonal 

, 
manager laI talent. Jhere ia an over abundance of gt'sdustea ln art, and 

social sciences but s dearth of engineering graduates, which affects not 

only industry but university teaching ,ln not having availab1e competent en-

gineers snd scientists to .eet the manpower needa of industry or to teach or 

retrai n them. 20 F"urther cOllpounding the prablu, much of what fs being 

taught in the business schoola is either outmoded, lacks relevanee or 

actually omits those topics that are relevant ta business practice ·tod~y. 

In other wsys the msjority of Canadian universitiea fail to meet the needa 

of many full-time employed individuels by steadfastly refusing to essist , 
them in the pursuit of a professiona1 degree on a part time basia. Horeover 

they are totally inflexible and unreasonable în their ineistence on coursee 

for degree purposes thst are nei ther pertinent nor essentiel for cOlllpet.,oce 

. 
ln a particular discipline., Nor are the curriculum and teaching tailored ta 

the needs and tiMe limitations of the adult full-tille eMployed learner. How 

much tille can the indlVidual spend atudying and prepari ng for 8 degree when 

one must work a full Job 8 ho ur dar. and thentl go ta clase? The situation 18 

not only ridiculous, it 18 a aerious itlpedillent to providing an adeQuate 

r'\ 
suppl y of profea~~Dnals and runagere. The universltie8 have ch~8~'~~~her 

to forget or overloq.,k the faet that they snd the educational systeM are 

. '-., 
19. Edito'~al, "Refocus on 'Job Retralning," loronto Star, (Toronto), 

f.rlday, Oetober 16, 1981"p. AB 

ZOo lriah Crawford, "Professors Prepare for "War" with ottawa," loronto 
~, (loronto), f'riday, October 15, ,1981, p. A10 

• 
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" . 
1argely l'aeponsib1 e that lIost Canadiens tend ta l:!Iork st Jobs for which they 

were not epecifically trained. 

~ 

.06 Oeve1oping trends in co.pany baead edutlaH~ 

• 
A pattern .ia sterting to .ellerge~ In spI te> of the fsct that univer-

their a~e.t'r: si,tiea\are ,lIIaint"ining 

Canada ~ lac ks a nat 10nal perspective 

8100,fnes8, and that education in 

becaua8 the provinces conbinue to 

. . 
jealously guard their prerogatives, business and the professiona1 a8socls-

tionÈl in the face CYr these difficulties are talckling education and training 

within their own
r 

purview with ever 1ncre8sing 
Q-\ ' 
vlgour. A Conference Board 

bulletin indicBhs that 85" of five lIajor induat\riss in lIIanufacturing, uti-
j~./' ", 

liUes, retail trade, bank1ng and .lnaurance in the U.S. had on-site training 

and educstion programs while 90" provided tuition aid to aIl e'" 10yees. 21 

r 
" 

Unf~rtunately CanacUan universities are either not awai-e of what le 

happening or c~oose to ignore thls trend 8S few are ta~ing Bdvantage of il. 

Dr. Odriorne daboratea on th1a poirlt in his book on ManE!gellltent by 

Objectives. He agrees that education lm industry cont lnues t<? g'row. at an 

ll1nprecendl!llted rate but 88 the educ8tion81'~"atitutions ar& not reacting ta 

the apportunitiea that th!a offers, business based education will take over 

continuing education ta a lIajor degree. 

21. 

) 
"Ouring the a8ventiea the training revolution and hUlllan-resourcea 

development lIoveMent csught on; they will becolle even more pronounced .. 

Harriet Gorlin, "Personnel Practices 1: Recruitllent, 
T.raining, COMllunicat!on.," InforMation Bulletin No. 89, The 
Board, 845 Third Avenue, New york, N.Y. 10022 
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in the eightiea. ,J.B.M.'s. he8vy co •• itunt ta {edUCatiOn as a ",ay of 
running 8 businesa, weIl eatablished during the aeventiee, will ~eoollle 

lIore conll80n in the eighties for large fiua. Xerox"a learning center, 
• E8stllan Kodak's giant trs,ining snd ~deYelop.ent center, the C.M. 

Inatitute ln Flint 'and ahlUar cOlllpany scho018 that flowsred dtlring. the 
seventiss will be copied widely, expanct,.ed and made lIore innovative. 
Adult education ao widely touted as their'yuture growth aras by t~day's 
collages and unhera!tiea, will prob8b~y ue !te full flowering in the 
private sector rather then in the univers1tiee. For one thing the uni­
verailies ate responding defensively to a 10ss of undergradua 
graduate studenta rather than sggre8sively building up sdult e ca­
tion. For another, the univere1tiea are sa bound up' in aéade ic 
restraints, includlng a generally ine'fective organhational lIodei 
known as the extenaton division, that they are lIIoat unlikely to reapond 
actively and intelligently to the situation. The corporation,. the 
trade association and the ·trade union will do 1II0st of the creative and 
continuing education, and only the (overnow froID thon prograllls, will 
appear on the callpuses which will be rented out as i vr-covered hotels 
for corporate clients du,ring the aUntlle<t ta help pay off the dorl'litory' 
bonds" .22 " 

/ 
Professor Odriorne's observations unquestionab.ly have 8 great desl of 

merit, but at ~~or college level both here and in the United Ststes 

educationalretitUtions are awakening ta the '80t that opportunitiea do 

exiat in ~evelOPing cooperative prograllls with industries and have taken 

~!epa ta become involved. 23 And the growth in privah educational schoole -" 

22. Gao r 9 aS. Gdr i 0 r ne, ::--M __ ~-:-B __ ._O_.-:-l_I_I ___ A_S_y .... a_t-:::-e-:-.:--o_f_M~._n~ag"e_r~i _a_l_L:-e_a_d_e_r_a-:-h-:-i~p~_f_o_r 
the 80'a (Belmont Californlal fearon Pit",an PubUahera Inc., 1919) pp 
23-24 

23. Stephen K. Stroback, "Use your lOCI'l CO"lIIunity College," "Busin6lls snd 
Post Secondary linkag8ll," lraining and Develop.ent Journal, Vol. JO, 
No.- 12. Decnber 1916', pp 8-11 1> 

[ \ 
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and education consultants' to business in the la8t~re~ years hS8 been nothing 

Ilus8 than meteoric. 24 

lnduatry's endoraement of aIl forma of education and training ls no way 

to be conaidered altruistic. It ls motivated by neeessily and s(rVival. 

r ~ 

In arder to survive and grow, buainess is aware that it flust be 

fleJible and reeponsive to the dynsAlics of 80cial snd technd"olOgieal ehan.ge. 

AdLng to aocial pollution ia as damaging to business as it Îs to society 
1 

an~ to the country. In an age of rapid technologieal change ataff obsoles-

cenee ia a problem for m'ost orgsnizations. Ta msintain ila vitality it must 

o i 
have a solid foundation of a.ployees who are sufficiantly weil trained and 

educated ta cope with change and take advantsge of the opportunities pre-

aented. Education IIIust be seen 8S continuing throughout an indivldual's 

work 11fa. A cOlllpany that neglects education doea so at severe rlsk to its 

future • \ 

• 07 The nsed for standsrds snd ofganization in co.pany educational 

ahtivitiea 

Through the increasing 8Ulla that are 8pent~ business ~nd psrapubllc or-

ganl za.tiona 8cknow1edge the importsnce of education and t r ai ning but th ere 

sre sOllle hard questions stertlng to be raised. Business is becollllng aware 

24. Recession-Proof Business-Trade Schools ad appeanng in the flnsnclal 
~, October 4,1980. Excerpt: "The number of graduates 'rom trade 
sChoola haB tripled ln the lest ten yaara. Dlsillusioned college 
graduetes lIake up the bulk of the lIarket." 

- 1J -
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of the ~e 8UMS invol~ed in employee education and human' resource develap-

ment and ia starting to look at its return but it hes still not organized 

the education function either to make it more profitable to the individual 

or to optimize its effectivenes8 for the orgsnization 8S 8 whole. A recent 

8"urvey of large corporations in the United S'tates indic.st&8 that les8 th!ln 

hal f of those surveyed had anyone assigned full-tlme ta education. Hore 

remar~ably, weIl over one-third empl.,oyed neither education nor training 

specialists. 25 An excell ent exeMpl e in Canada is Air Canada where no 

central authority for the education - training function exists,26 

Although there is some eviden~e to support the contention thet aIl as-

pects of education, including training snd career directed educstional aid 

are cOlllin, together under one authority the fact still rem81ns that in. the 

majority of orgsnizations the educat10nal"function la still 
). 

disjointed snd 

remaina unorganized. 27 

A great desl hS8 been written on the management af the ~rsining fune-

tion by Tracey, Denovs and many others, but aurprisingly little has been 

written on the ",anagelllent of l!!srning in a work setting and. nothing on the 

administration of the entire educationai function. 28 
, 

25. BeaI, op. cH., p. 49 

26. Bét ty [ngl iah t "Training Np:da in the Transportation Indu~try," MBA 
Thesia (Montreal: HcGilI ~nlver8ity, April.1974) 

27. Ronald W. Cle.snt, Ja.es W Walker, and 
Delllanda on the Training Professional," 
Journal, Vol. 33, March 1979, pp 3-7 

j 

Partick R. 
Training 

Pinto, "Changing 
and Oevelopllsnt 

28. David Lloyd George Yule, Manage.ent of learning in Mork Settings, 
(Toronto: University of Toronto) Ph.O. Thesls, 1979 
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Tracey, one or the leading '8uthoritiea on training in induatry ollita 

any mention' r f -the function of education in the raIe of the training 

manager. 

"What le the' role of the trai'ning Manager?"", ls he a etaff 
officer1 Specialiat1 Consultant? InBtructor? Co-Ordinat9r? Salea­
man' for training? Evalua~or? Manager? If he i8 a manager ahould he 
operlte a8 a bureaucrat or an entrepreneur? Should he be ,a riek 
taker1 Should he be a crisia manager or an architect of the future? 
Should he be theory-oriented? HUlian relationa_or~nJed? Shou,ld he 
place ellphaeis on individu.al akilla? lndfvidual de elopmant? Or98ni­
zation illprove.ent and renewal? To fulr11 hie role what skilla does he 
need? Pereonal? Technical? Human? Concep ual? Perauasive? 
Liatening? Innovative? leadership? HQrketing?"" .Who ahould conduct 
training? Professional trei,nera?~ tine auper.visora and aenior Qpera-
tive elllployaea? Managers? Outside consultante? Contract trainera? 
How do you dacide7 1 f in-h,?uae trsinera are to be uaed, how ahould 
they be trained? Trained in what? Who should train them? What ia the 
role of outaide trainlng agenciea? Profeàsional organizations? Tech­
nicsl schools. colleges and univeraitiee1,,29 

\ 
Trsdilionally the adMinistration of the training and educational func-

tiona were the reep~neibillty of the peraonnel dep8rt~ent. Aa the pereonnel 

department has been and lS 'èstill regarded a8 '.a staff function aupporting 

operationa, il has not besn privy to corporate strategies and plana devel-

oped by the executive group although thi9 i9 chBnging in many companie9. 

Moet cOllpBnies of any siz.e are today engaged in strategic and long rsnge 

planning in an environment of ever increasing econo.lc, aociel and technolo-

29. WilliaM R. Tracey; Managin, Training snd Devalop.ent Syate.a (New York. 
AMSCO. 1974) }rd Printing pp. 44-~5 
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glcal change. Aa 8 reauIt, lIanagelllent 18 being forced to a8sess Hs hUlian 

( . 
• -éi' , 

re80u~es in order te illplement its planning successfully. Human capital is 

now being given the attention that ether as~~ of the company were given in 

the paet •. The developllent of human reaourcea ia atarting to taks !ts place 

in overail company etrategy, aharlng with equal importance the managelllent of 

~ other principal reaourcas of the company. 

The lIanagelient of human capital 8S an laaset is bssed on the bottom 

li ne. 1 n thi s, i t i s no di f rarent rro. any other aeset of a company. Con-

sequently, the basie for th~ lIanagelient of hUlIsn reaourcea ia productlvity, 
• 

which i8 8 function of effJ.ciency, coat cu~t[ng and quantity produced in a 

given time. These in turn are affected by the social and psychological en-

vironmenta ?f the organization, auch as physical working conditions, super-

viaion, quality of work life snd, intangibles 8uch sa health, competence and 

motivation. The p~rsonnel department "las never meant ta structure job 

content or to reslign production systella, and- in" {llproving productivity 

there i9 slways the hUAlsn factor. To concent,.rate on this factol'"msnagement 

established the hUMBn resources funétion, with the intention of rocusin9 on 

the hUl1lan factor in ,the production of goods snd services. 

In ael'vice oriented organizationa such ss the Allerican Telephone and 

Telegraph, this functiDn has been delegated to a new senior vice-president 

1 

called the ",vice-president, hUllan resources developllle'nt". In a large 

insurance firll the responeibility rests,with the "vice-presIdent, mana~t 
sérvic8a" while i~aCUring company it is- part of the job of the 

"vice-preSIdent, production services". General Motora set up a neH position 

~ enfitled "vice-president, personnel administration and developlleQt". 

- 16 -



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

production, operationa and marketing lDanage~ent human rsaources adllinistr~-

tian l'laa been deflned as "developing and managing hUlun resources at work 

towarda new goals of greater sharing of personal t social and economic 

values".30 Baaic ta this definitlon la the principle of human resource 

developlllent, the most cO/llmon activities being training and" development".31 

In re'porting ,pt'ocedur.es, p thera are almost as many '(Briations BS there 
\. 

are titles. At' Burlington Mills hu~an relations reports to, a senior line 

) 
o{ficer. while at Weyerhauser the human tesources v ice.president reports to 

the aenior vice-president, labor relatlons, a( staff posit~on.' In another 

mul t i-nat i ooal company the senl.or 0 ff iesr reaponsi ble for human resourC8S 

'matters 
, 1 

doea', hot have a title but reports' directly to the president. As 

Milla obaerves there are a' bewildering range of titles snd offices to ideh-

tif Y where the human reeources function shoula be placed and there is an 

equally (.Qew-flderingly nUl.ber of organizational atructures to accommodats 
.~ ., 

Small wonder then that the basic slement of human de.yelopment, eduea-

tion and training ltjats shrift. ta short Not only thera confusion BS 
\ 

l.8 .. 
where the human' resourcea fuactl.on should be placed, there i8 B comparable 

30. Tad Milla, Human ResQuree - Why tha New Concern? (Harvard Business 
Ravl.ew, Vol. 52, No. 2, ,Mar h-April 1975) p. 123 

31. Leonard Nadler, Developing HUllan ReBourees, 20d Edition (Austin, Texas: 
Lsarning Concepts 1979) p. J 

32. HUIs, op. cit., p. 122 .. 
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educat i~n eid traini ng lIShOUld fit: 

human resources, within personnel or on lh own? CC!nsequently, ,the 
# ~ 

degree of confueion as to''''where withi n 

impor-

tance of training and e~cation is often- overloOked" or at best ,given low 
... 

priority. 

.oa The broeder ~apectl 
• 

educational administration in industry 

, , 

, " A number of Canadian businasaes are struggl,ing wi th the adm~ni8trative 

problems Inherent in human reaourcs development. T'hey arè also "fUlly\awsre 

of the proposaI of the parliamentary taa\! force on job retraining that 

requirS's "every employer to est O.5~, of the tomp,any payroll for retraining 

or face tax penaltiea, and (thoae) firms' that seel( ta import 'sk!lled workers 

to draw up a comprehensive ~raining plan and a five-yeer menpower forecast 

to avert auch a problem ln the future".JJ 

Fundamental ta these i8sues is training and education and it ws thsse 

re8ponaibilities that Canadien bû'slnees must adminieter efficiently, if they 
~ 

ere ta etaye off governlunt intervention, i,f they are to ,flurvive end if the y 

are ta maintein Caneda's position es an industriel and commer~al nation • 

. ' 

• 

• 1'. 

33. op. cit., Editorial, Toronto Star, p. A8 
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THE PURP~SE OF THE STUDY 

.01 Human reBOUrCe! and learning activitiee 

\: ' 

1 

lnduatry ~~ now ~"akening to the fact that better ~anagement of a co .. -

/ .Cm:; ~\ 
pany'e hUMan re80urces la no lLnger a low priorit~ de~ire bu~ a must. uman 

resource management atarta with the aelection of the rlght persan for the 

. 
right job as it is then conatituted.. If the wrong person ia chosen, there 

la no supervisory or management system that can overrlde or ev~n improve the 

situstIon. The second elelllent in hUilan resource management la compen-

sation. 1 Wagea more than any l' other factor can 

quickl/ and 1I0re destructivity than any other cause. 

create dias at 1a (-set ion 

Once these have been 

sddress~d the ongoing runction ~n hUlRan resouree management la hUllfln re-

aource development which ia predicated on aound training and educational ad-

lIiniatration. Howenr as Ted HUle atatea the whole activity of hUllan re-

source,· development is fil! ill dafined and ae Ha position in the organiza­

tianal hierarchy ia atill unrssolved, it la little wonder that human re­
-/ 

aource developlReftt la Ineffactuall~ and Inefficlently adminiatered ~nd w1th 

it education~and training. 2 

1. fred K. foulkea, "The Expandlng Role of the Peraonal function," Harvard 
Business Review, Vol. 52, No. 1, Harch-April 1975, p. " 

2. M11la, op.,cit., p. 12' 

, , 
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.02 The e.organce of 1eerning activities as a distinct Job function 

The responsibility for all foua of learn!ng as a lIajor executive acti-

v it Y in a côrporat i on has 'as yet not occurred. But it is evolving in that 

directïon# . ln the~ past, éducation and training ",are the reapoflsib!lHy of 
• 

the p~rsonnel department. Aa a fûnction. of the personnel deparhent it was 

one of meny functions •. In personnel it wae forced to compete with other 

activlties for resources and for attention. Education ana training suffered 

becauas of Ha subordination to personnel. Not only does peraonnel aeldoll 
• 

have influence ln inner executive circlea, but personnel managera have 

lUt le or no appreciation of learning concepts and few have Ilny background 

ln education. 

( .03 Importance of learning activities ~n 8 business setting 

The importance of learning to 8 cOllpany for Hs overall perf~rl'llance :If 

not for ils ongoing' existence fa becoming apparent.' There are two forcea at 

l 
work bot.h cOlllplillsnting and reinforcing Executivee them8el~e8 

" 
each other. 

are cOllling to reali"Ze the illtportance of continuing educMlon for their o",n 

benefit ilnd their own advan·cellent. In a world and a" society thst ie ever 

changing ne", knowledge and'new skills are requ~red ta handle cOllplex organi­

• zational cproblsllB in conditions of varying uncertainty. Th la la forcing 

them ta consider their o",n and their fellow employee'e develop .. ent ~s an on-

g~"proce8s. As a consequence they are allocating increasingly large 8uras 

ta sducation and training. Because of the sums involved, attentlon ~s being 

( 
drawn to this hu.an resources function. 

- 20 -
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In arder ta administer the educatiohal funetion effectively, Man~ge.ent 

must fiut answer a number of questions relating to learning activities 

occuring within ita operations. 

a) Kow are learning activitiea defined? 

b) Who !las the primary (executive) reaponsibility 
aetivities? 

for learnlng 

c) Where is this person plaeed in the organization structu\s? 

d) Have Job performance and competency atandards .besn developed snd 
are performance evaluation techniquea in plac~? 

e) How sre problema on conflicts rssolved between line and staff 
reaulting, fro~ short-circuits .within the IIBnBgerial networks and 
defined authority responsibilities? 

1-

f) Ho" are lssrning activitiea used as management strategy? le there 
a strategie plan and la there ,a long range plan clearl~ statinJ) the 
present and future l1Ianpower neede of the company? Hae the impact 
of teehnology on present and future staff been assessed and 
addressed? 

g) Has l1Ianagement- endorsed the arguments for retraining, updating 
knowledge anQ ekille, and t~8chin9 new ,~killB? 

• 
h) Have l~arning activitiea been integrated with operating functions 

sueh aB marketin~! manufacturing and data proceaslng? 
'\ 

i) What degree (or lack of degree) of control has the exscutive in 
charge of leaining activi~ie8 over policy? Whpt degree of 
influence has this person on overall company plans and pollcies? 

j) 18 there an adequate budget availabli and 18 it adhered ta? 

.05 learning aetivitiea interwoven with hu.an reaource development 

As Vet management has not fully addreaaed these quest!on~. 
L 

Their 

attention has been teken up ",ith the more eluaive concept of human reaouree 

development. lt was Nadler who cO'ined the ter. hUllan reaouree development 
F-

in the 1960'8 and he origlnally defined it aa educative, training and devel-

21 -
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opmsnt • 3 Since then, human resourcs developlII,nt now known silDply by ita 

( 
acronyn HRO has been enlarged to embrace such concepts 8S quallty of working 

1 i fe, partlcipatory decision lIIaking, organi zat ion developmsnt and personnel 
• 

aetivitisa. 4 Learning activitiea have baen lost in the ehuffle • 

j • 06 The nsad ta organile learning 8ctivities and assi90 aecount~bility 

-Ho •• yer, loarn~lti.a ar. atarting to ·r ••••• rt th.ir iMpor-

tance. As they gain in importance, they are aequ.tring a greatsr ahars of an 

organization's financial reeourees and as their stature grows 8S sn 

,integral part of ft company's strateg.le and long range plans the necessity ia 

bscoming' obvioue that th" responeibil it'Y for the learning fuctlon muet be 

fixed at a level of sallie seniori ty. Having aeeorded the ,rssponsibllity for 

learn~ng BC'tivities ta a, specifie position in the organizational structure, 

it w.tll then be nec8ssary to deflne very clearly how th.ts rssponsibillty 18 

to be exercised and whet mseMa of control will be à.netÜuted fo"r achleving 

the resul ta expeetad. 

J. Nadler, op. cit." - Oeveloping HUllan Resourees, p. J 

( ~. Hills, op. cit., p. 123 

- 22 -

, , 



( 

( 

: 

.07 The absence of adminiatrative Modela or paradig.a 

(, 

The f 

resource problem of where ta place the responsibility for human 

develoPlllent surfacee frequently in ths literature. 5 ' 6 It ha8 rellained 

largely attellpta unre.~ Thïs 'ha,s bssn a numbs, of 

but t'hese have-~ot met with a great deal of 

ta build HRO 

modela aucceS8. The lIIain 

obstacle arises froll the difficulty of defining HRD in concrete teue. 7 8 

" t".. • J ~ery reference to HRD luthsr in terMe of /lodels, Job descriptions, roles, 

andauthorlty structures acknowledges the iMportance of the functio~ of edu-

cation and training, but nowhere in the 11terature is there any reference t~ 

learning activities 8S a distinct and separate functiona1 entity in Hs own 

r ight. It appears that is01 sUng aIl dut ies, tasks, and responsibil i t ies 

asaoclated with lesr~ing in a business setting and classifylng them into a 

unique and functional'administrative position has escaped the attention of 

management theoriata, organlzs~ional experts and management in genersl. 

l) With the vast sUlla expended by business on education thia ia unwarranted and 

a major overaight. It ia hoped that this research will shed 80;'e light on 

what the se activities are and how they mey be grouped to form an administro-

tive poslt~on of responsibility. 

5.-1' ibid., MIlle, p. 1ZZ 

6. Leonard Nadler, "Implications of the H.R.D. Concept", Trainin9~ 

Oevelop.snt Journal. June 1981. p. 14 -
7. Geoffrey 8el1 .. an, "8uildlng H.R.D. l1Iodels for fun and Profit", Training 

and Develop.erit Journal, Hay 1981, Vol. 35, No. 5, pp 31-34 

8. Thomas Hack1 in "Remodel ing HRD", Training and Developlunt Journal. 
June 1982, Vol. 36, No. 6, pp. 44-52 
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.08 The objective of the ,tudy 

The purpose of this research i's to etudy one co.pany'a activities in 

and experience with aIl facets of education, training and learning. It la 

hoped that a clearer underatanding of what thea8 aotivities are will be 

f9rthcoMing end that 80Me aenae of their importance .ay be derived. 

furtherllore, based on the research findings it is preaullled that these acti­

vitias are unique unto theaselves and can be co.bined into s single adllini-

strative responsibility. Thus having identified snd grouped aIl the 

learning activitiea in this faahion it •• y saaist the placing of the posi­

tion in the organiza~ion structure and according il the authorlty that it 

lIerits. 

The unit chosen for study will be deacribed ~n Chapter four on 

Hethodology. 



( 

CHAPTER ] 

DEFINITION Of TERMS 

In order la be clear. and precise il 18 necessary to define educat ion 

and training, hUllan reaource development, and management and administration, 
# 

human resourees and human relations and levels of msnagement • 

• 01 Education.and Training 

,Nolwithstandl ng Richmonds deflnHion of educat ion, 1-2 educat ioo la 

here defioed as the systslI.,atic instruction, schooling and training glven to 

an ellployee erabracing aIl elements of Instruction, on-the-Job·'training, in-

house trsining, outslde selllioars, courses, career dlrected edlJcation and 

..,.. 
educational ald. In Hs broadest sense il includes aIl aapects of an 

~ 
ellployee'a education which ia sponsored by the company. 

Nevertheleu, Jhroughout this work reference is usually made to educa-. 
tion and training nat aillply to education. 

\ 
~ 

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

2. Jean M. Dieu, "Training do we know what it lIIuns?" Education Report, 
(Graphic Arta hchnical Foundation Inc.) No. 21,1978 
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.02 Hu.an re_ource devalop.ant (HRD) 

Another term frequently ueed 18 hu.an reaourca develop.ent. Thi 8 has 

been dafined in ehapter two aa edueativa, training, and development Inclu-

ding lIanagelient poliey to iIIlprove the quality of working lHe generally and 

pefsonnel activities. fro. tille to tille other 8ct~vities aueh as labour 

Telatione, benafita and wage 8d~inistr8tion are accredited to it. 

Ther" ie 80llle confuaion 8S to whether or not "resource" should be 

singular or plural. NodIer prefera the singuler while Mille the plural. 

, 
for the purposa of this thesia the aingular wiU be used • 

. 0' Manage.ent and Ad.iniatration 

Host writera acknowledge that the distinction between IIsnagelllent and 

a'dllinistration ia obscur. although Hodgkinaon differentiatee administration 

a8 being enda-oriented contrasted' to I .. nage.ent 88 bsing msana-orisntad. 3 

for the purpose of thie thseia the opinion of moat authoritiss will be 

aceepted. 

Adminiatration ia synonylllous with Il8na'1ing. It la the exerciee and 

cont.rol of authority, the IMplementation of poliey, the direction end dis-

tribution of work, the coordination of effort, the 

U8e of reaoureee, the ... negelllent of rssources and Baaets. 

J. Christopher Hodgkinaon, Towarda 8 Philo8ophy of Ad.iniatration (New 
York: st. Martin' 8 Presa, 1978) p. 5 
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illpliu respon'~~bil1ty and accountability for reaulla and for operating 

/~ 
wl,thin budget conatrltints. Bogue 'and Ssunders, in the ,Educationsl Manager, 

support this definition of sdllliniatration. 4 

Sdjniat r:tla: 

initiatiof), as 

are cansidered interchangeable and executive action cannat es 

well as illpleluntatian and eXf)lcutlon. 

.04 HUllan relationa and hu.an reaource. 

HUlllan relationa ~8nagelllent atreeaea the illlportance of the individual'. 

effort ta the total cause. lta baalc objective le ta lIIake the a.ployee 

aware of being 8 userul and Integral part of the averall effort to attain an 

organization's goal. It seeks to treat" the "whole lIIan", skills. aptltudea 

snd payche but limita participation in deCl810n .. aking. 

4i' 

HUlllan rssourcea 

IIsnsgement on the other hand streasee participation in decision lIIaking and 

,encourages the indlVidual' a control over hia or her awn job runctlons. The 

hUlisn relations'" 1I0dei IIlIintal na .anagelllent prerogat ivea. while the hUllan 

resourcea modal attelllpts ta 1I1nl11iz'e thell. 5 

.05 level. of ManageMent 

Reference 18 .ade to variouB lèvela of •• nage •• nt throughout the text. 

Leval 1 refera ta tha chief execut!ve offlcer or president, levei 2 to the 

4. E • G. -Ba gue and Rob e r t l. 58 und e r B , _T_h_e_,:,E,:""d_U_C,:,~_t_l~n~._I_:-M_Ii_n_a .. g ... e_r-=-: Ar li • t 
and Practitioner, (Worthington, Ohio: Charles A. Jones Publlahing 
COllpeny, 1976) pp. 12-14 

5. Rayllond E.· Mille, "Hu.a~ Relatiape or HUllan ReBourcea", Harvard 
Bualnen Review, Vol. 4', No. 4, July-Auguat 1965, pp 14B-'6J 
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, 
executive group or vice-pre.idents, lev el l to senior .anagera reporting to 

'J vice-presidente and level 4 to tholle report.ing ta level l. Thil is gener-

ally oontrery to custoli but waa und ta avoid confusion aa thera were dif-

ferent levela in the founding co.panies. li; ia aore cuato.ury to find th.t 

the higher the level the higher the 0ffl;er. 

~----~,~----._.~--,--,_.-------­~ .. ',~r 

" 
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CHA P T [R 4 

METHOOOLOGY 

" Thera ia trernendoua impetua ip management today ta aMploy ~labor8te 

atatlatical and mathaluticaI analyses to an ever expanding variety of cor­
ol 

porate activitiea. Thia la slao true of the researcher atudylng managemënt ,. 
and administrative behavior. What ia Frequently avarlooked 19 that lIIanage-

lient la atill an art and nat a sfiance ragardlesa of how hard the behav-

louraI ecientiste try ta m8ke it. 

Very many lIIodala developed fralll controlled r8search do not hald up 88 

the .. aasurement and evaluatian criteria are Frequently unatable avar time. 

Standards used ta Meaaure effectivene8~ and performance at ons point in ti,.e 

"May be inapprapriate or 1II1sleading at a later time."' 

In the paat, case methad teaching da,.~n8ted busine8s education. Gen-

aralization waa eatieractory and 'revle~d ta 8ult the occaaion. Management 

W8a saan ta be dyna.ic and constantly ch8n~ng. In recant yearl!, thara haa 

developed an aMphas!a on naw toola of management founded on lIathamatlcal and 

behavioural acience. The value of these is very dDubt fuI. Aa Theo~ 

Lavitt points out: 

1. Richard M. Steera, "Prable.a in the MeasureMent of Organizatlo.nal 
(ffecUvenu8," AdMinistrative Science Quarterly, Oecellber 19H, Vol. 
20, p. 552 
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"Inc~eaeingly, echo18etici.. replaces co •• on ,sen.t. 'orMetlon 

auperaedea dexterity, orgQliz..tional r'outines becolle IIOr.. torturoue, 
and the sts'f dOMinates the line, "Hethode" rivet the attention a. much 
as resulta! Entropy threatens energy."2 

• " ......... } ,-
Yule in his dtoctoral the ais quotee frolll "The Tools 0' Social Science" 

b.y John Madgs: "Some aocial .cientists will do anythlng rather than study . 
men et firat hand in their natural sUMounding).uJ 

Administrative practicea do not lend thuaelvea well ta expert.ental 
'. ~ r' 

methodology. AdminIstrative ecience le not trul y an ~l disci-

and culture de~ent, "a. weIl pline. Adminiatration ia bath time dependent 

e8 being dependent on externe1 influences beyond HI control, leadership 

capabilities and initiatIve. 

, 
Vickera commenta ln hie article on "Practice and Research ln Managing 

..---

' ••• what are conatraints ta one are goals of policy ta 

others and the choice between confl icting goals ia the easence of policy 

making.,,4 He adde that in the economic field, control of events subject to 

politicsl conatrsinta are at beet imperfect becau~e they contsin cultural 

elellents • .5 

, 
2. Theodore Levitt, "A' Heretiesl View of Management "Science" ,It Fortune 

Hagazin,e, Oece.ber 18, 1978, p. 50 

J. Yule, op. CIL, p. 27 

4. Geoffrey Vickers, "Practice and Resesrch in H1Inaging Human Systellls 
Four' Problelle of Relationship,~ Policy Sciences 1978, Vql. 9, p. 6 

5. ibid, pp. 1-8 
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White atatea in his .onograph in tontinulng Hanàg8llent for 

"HeaIth Care Personnel: 

"It muat be readily apparent that evaluat10n in the aellse of 
numericel meeaur ellent is' dif'f icuH if not Illpo8eible ta apply .. in the 
fie-Id of lIanageliant education, where the precise uthods of the 
physicel sciences are 80 ineppropriate" • 6 

No two companiee are exactly silke nor do they oparate in the sall8 

economic environl1lent, with the same sllployse oomplement, or with ,the 881l1e 

degree of manager1a1 competence. Wh'8t works for one cOllpany conceivably 

will not work for anoth.er. What la good for <Ceneral Motors la not nscessar-

ily good for Ford. If ft l'lere, the automobile industry might no,!; be in 

quite the difficult atraite it, ~8 llaelf todsy. 

The aituationa th'at an sdminiatrator meets in day-ta-dey operatiana are 

seldom similar and almost 91w'ays uni qué. An action' taksn on one occasion 19 

unlikely ta be appropriete on another. As Glover and Hower obeerved:. 

'Io.:"J 'Oh 
r 

" ... we do not think that 8 hUllan situation, by a whll11 on the part 
of the administrator, csn be channelled into s aillple predetllflllinsd 
course of evolution ••• But ",hst folIo",. then, depend. on the auccessive 
r~actlone thst the admlnistrator encounters and what the adMini.tfatof 
himsei f (or her"el f) doss in respect to theBS rescUons. He (ahe). can 
stert a series of interactions, but no one can sde very far into the 
future, what the course o.f events lIay be. Accordingly, we think that 
the ".ery idea of an adllinistrative solution or anawer to a 8i~u8tion -
8specislly a solution or answer can be applisd to oth1r situations - is 
easentially misleading cannot be correlational."7 

6 Donald 1<. White, Continuing EducatioA in Hanagnent ~Q.r Health Car 

7. 

Personnel, (Chicago: Hospital ReasarcK and Educational TrlJst, 1975)" 
p. 1 

Stephen Isaac, in collaboration with 
Reaesrch and Evaluation, (San Diego, 
12 th printing, Septellber 1979) p. 1.4 
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Q\loting froID, Tholllpson. HodgkinBon states that administration can b\ 

considered as a rational approach to social relations and at tt-re S8111e qlDe a ~ 

system that is artificiel and conaequently alwaya contentious. furthermore. 

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

attempta to rstionalize a science of admHlistration is undergoing' increa8-

oingly critical appra1sal. Studies c~ncentrating on the human component of 

administration are uncovering facta which point to the les8 logical cha-

ra'eter of administratlvB b~h~viour.8 Burns concurs' stating that "few 

statist1cal procedures. are speci fic "to the study of organization,s;,.9 

-It can be seen from the author.Itlee ~uoted that there are strong argu-

ments to aUPPc:'rt the proposition that administrative "pl'act~?e8 and ol'ganiza..-

tional investigation are bl,lst suited ta case study or survey methodology. 

Survey etudies tend to examine a 0 sQ!all number.,of variables 'ac~oss s large 

number of unita whila caae atudJ..es examine a large number of varlabl es 

aeross a l im! tad number of uni t s. As there ia only one company involve,d, 

\ 
case study methodolq,gy was chosen 8S the moat appropr~ate. In this reaearch 

study, pa~ticipant observation ie 8\1pported by the gatharing and anal'ysia of 

documents and written material aa weIl as extensiv'8 open ended Inter-

viewing. Theae materials farm a base for the description of wh st actueIl y 

happened ~n the unit chosen 10 study. 

8. Hodgk~nson. op. cit., p. 10 

9. Tom Burns, "The Comparative Study of Organizations", Methode of 
Orgsnizational Reeearch, ad.' Victor H. vr6olll, (Pittsburg: Universlty 
of Pittaburg Press, 1964L p. 151 
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The chOics of case study .. ethodology is further eupported by Cl'onbach' s 

... 

observation in the te-xt "Toward Reform' of "Prograll Evaluation": 

"The possipil i t Y of uaing intensive quaI it ative etudies of local 
sites la weIl illustrated by the worl( of a cO/llnlittee of the National. 
Research Couneil. The COIII.Utee on "Evaluation of Employmsnt and Train­
ing Progralla "'88 eatabl iahed ta rev hw the impact a~d potenUa,1 ties of 
the Comprehensive E .. ploy.ent and Training Act (CETA) of 197}. Caae .... 
studiea of local projecta dra/llatized bath the variation in experiances 
and the probleu that agencies hsd in responding" ta naw responsi­
bllitiëa".n10 

Unlike the emplrical sciences the object.1ve of the case atudy la not to 

'8atabliah ca8ual relationahipe by subjecting none or more environraental 

groups to on" or more treatment conditions and comparing the results to one 

~j( , 
or more control groups not receIving the treatment t1 urrder rig~dly controlled 

random98s8i9nlllent of group componenta. 11 for the 8.~me reason. quss ~-

ex~erimental designs are alao ruled 'Out. General patterns or "truths t1 cao-

not be demonatreted by retJeated experiment. 

Case studies are particularly vulnerable to subjective bias, and in 

thls case possibly sven more sa a8~ t~e obs8r~er \'lbs also an active partic~­

On the other hand, the researcher involved as a participant (,(.0 the pant. 

case cao and do es provide valuable inside information, and information that 

/IIighll other",ise be withheld as being t",o sensitive or tao damaging. rur-

1. 

10. Lee J. Cron'bach and Associates, TOIf.rd Refou of Progtall Evaluation, 
(San rranc1sco: Joaeey-8ass Inc., 1980) pp. 222-223 

11. stephen Isaac, op. cit., p. 14 
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thermore, 'the researcher tends "ta preserve the feH texture of events" and 

to recognlze them in their true content 8a happening becauae of plan"ning, 

chance or conditions. 12 13 

, 
The alm ~f s case ahldy of a group or organization 18 fourfold. F irat , 

it alms to extr8ct data as it u'nfolda 'on a dey ta dey basis. rrom these 

observations and data, an evaluation' and approach can be made 90 that other 

group.s or organizations faced witti sim11ar conditions can uae or adapt theae 

findinga ta their own operations. Second, 'a csee atudy prov ides grounded 

material from a perspective that ia'derived from experience. A case atudy 

1 
i9 excellent in exhlbiting the grounded data that ·derives from the context 

and thUB contrasta with "a priori" experImentation. Thlrd, a csse atudy 

reduces and simplifIes the diversity of data and focuaes on th'e information 

that ls consldered essential. Fourth, it leBds to SSBler interpretation and 

permita hunches or inspired 1nference to play an impo1"'tant role. 14 Quoting , 

Kaplan, Fiacher wrItes, "By pressing meth~logical norme t,oil far, we may 1n-

tlibit bold and lI1Iaginative adventure of Ideas" and Bdds his own observation 

"logical and methodological techniques are not ends but mean8.,,15 Notwith-

1 2. - Art h urS chI e a i n 9 e r , J r ., " The His t 0 r la n a sPa r tic i pan t ," H is t-a r 1 c al 
Studiea Todar, Editors Felix Gilbert anq Stephen" B. Graubaro, (New 
york: W. W. Norton and Compa.ny lnc. t 1972) p. 408 

~ 13. 

14. 

15. 

E. Hoyle, "The Study of Schools as 
in Britein 3. Editora, H.J. 
University of<4london Press, 1973), 

Organizat ions," Educat ional 
Butcher and H • B. Pont, 

p. 36 

Research 
(London: 

Egon G. Guba and Yvonne 5. Lincoln, Effective Evaluation 
t ranciaco: Jossey-Bass Publiahersl " 1981), pp. 375-376 

Davld Hackett Fischer, Toward a Logic of Historical Thought, (New York: 
Harper Torch Books, Harper and Row Publ1shers, 1970), Introduction, p. 
LXX 
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stand~ng the deficienchs of the case stud)' lIle~hod, for the reasons cHed 

-h.ere, it W8S aelected e8 the best method For this r8ssarch. 

The intention of th'is research is to develop s complete and wall or-

ganized picture of one co.pany' a experience in administaring learning scti­. ~ 

vities through inveatigation and participant observation. 

. 
The unit that l'laa chosen to st~dy was a medium-ta-large firm which had 

rec.ent l Y undergone amalg81l1st ion. It ia engageq prlmarily in distribution 

but has f8irly extensive \'Ianufacturing and converti~ operations. The com-

pany le a wholl)'-owned ~anadian c'o~paration ",ith ite head office in 

Moptreal, The cOIRpany has approximate,ly 1,250 empIoyees, sixt Y percent of 

",hom are empIoyed in Qu~bec and Ontario. There are twent y-thr ee di str tbu-

tian centrea situated in the largest cHiea in Canada with three manufac-

H 

turing o{lerations, two in Quâbec, and one ln Ontario. Esch di stnbut ing 

cèntre' has its own warehous8, delivery operation and operatio·ns and sales 

staffs. 6i11iog ie centralized through an on-li ne computer~ network system. 

The company ls a falrly typical wholesale distributor of which there 

are thousands in the United States and Canada. Their trade 8ssociation ia 

the National Association of Wholeaalera, Washington', D.C. 

The C8se stud)' covera a three year period, rra .. the pe>riod of allalga-

lIation of two cOllpanies to the present, specifically from December 1978 ti! 
"- / 

the present t 111e. lt seeka ta describe existing cond1tions~ ho", the)' 

, 
evolved and managementts justification for actions which were teken. 
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F"urthermore,' problells will 
., 

be identi fied and the manner in which this 

company' a management resolved them. 

) 
Ta pr,eserve anonyrlity the nSIWa of the ,company has beèn---diaguised 88" 

have the names of its offlcera. The company exista in real life and Ha 

management had and ia hav 1 ng ta face problema discuassd in the case 

preaented here. Theae co"panies bath here and 

ln the United States. 

Thia~ case study don not attalllpt ta cover 'the larger issue of human 

reaouree management ,b.vt concentratea on the functions of employae education 

and training, incl4ding l1Ianage'."ent development. Because only one o,rganiza-

tian haa been chosen for study. the study and i ta findl ng8 csn. in no l'lay, 

() be considered representative of a larger population. Valld'\.generalizations 

cannat be drawn unUl more intensive research i8 dons on a number of sillil-ar 

organizations, 

.... 

( 
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CHAP TER 5 

REVIEW Of THE lITERATURE 

or anlzationa1 relatlonahips 8ctivities 

Learning 8ctivities wHhin a company have traditionally been assoeiated 

with the personnel department usually ln- structural term8 8S a subelement 

A new trend ,however is dev'eloping as the personnel function is in a period 

of tranaition and learnlng activities have been caught up ln the humsn 

reaouree development web. A't preaent the area8 of personnel 'and human 

reBouree development are in ,a state of flux and educatlona1 responsibilities 

are caught in between. 1-2 

.02 The present status of the personnel function 

Personnel iB moving in one of two directions. It is be~oming either an 

active partner in human resource management or strictly and solely an admin-

istrative activity. Levinson eloquently states "personnel ... is not people". 

He c1aiIIIs 
,il 

aS8igned -

it 18 an "sdded on" activity and personnel rBsponslbilitiea 

not chosen. 
j 

~ 

furthermore, lev 10aon continues, personnlll sta ff 

are 

inadequstel y trained ànd their role and funct.i,.on are difficu.lt to deflne. , 

( 
1. Willism C. Byham, "Applying a Systems Approach ta Personnel Activities" 

2. 

Train! n9 and oevelop_snt Journal, Vo. • 36, No. 1, Januar y 1982, 
pp 70-75 

Thomas Hacklin, op. eH., pp. 48-49 
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They are in the main bureaucrata and they "have no ayste.atic theory of 

hUllan behaviour". He la highly criticsl of the personnel function and of 

Inadequat el y trai néd personnel execut ives in general. He waa one of the 

firet to note the di fference betwen the personnel function and hUllan 

resourcss. few colltpanies have been able to 1ntegrate the personnel function 

weIl and according to Levinaon, aociologists and teachers in business admin-
r 

istrat10n have deacrlbed the position of the peraonnel' depart.ent as being 

ambiguous: "in the organization but not of It".' Consequently; aGlRe COIII,-

pan~ea have divided their personnel responsibilitles; one to deal \luth per-

.. 
sonnel lIIatters, 'the other to concentrate on ellployee development • 

• OJ The emergence of the human reaourc~ developllent functlon 

As a consequence there has developed an entirely new functional entity 

known as human resource development. ThIS function has elther been a spin-

off from personnel or a new one crested ta encompa8s the burgeoning taaks Jo1~ 

re18t1ng to human relations. This human rssource development function, a 

notIon of 90me ambiguity is vying wlth peraonnel for recognItion and poai-

tion in the corporate establishlllent. The ldea of human r,esouree development 

has arisen FrOM managements growing swareneaa of the importance of the human 

elelllent in work. This change in msnagement direction started ln the 1960'8 

which elllph8sized the hUlllan resources concept in 1118na9in9 people through a 

lIIore dellocratic approach. Based on the reaearch work of HcGregor and likert 

ft wa8 a radical departure frolll the traditlonsl management thought and 

J. Harry LeVInson, The Except~onal Executive, (New York: Mentor Book -
Now AMericsn library/Times Mirror, 1968) pp. 260-274 
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practlce of the time. 4- 5 HUlisn resourcea as it ls generally known, 

aapires to have all employeea ahare in i SBues that invol ves ~ .. di'r~t1y 
~ :;.' 

and ta have participation 1n decision making at aIl levels. It seeka t,O tap 

each and every employaels talents and creative abil1t1es. Its aim ia ta 

encourage the employeea ta sxercise sel f direct ion and ss1 f control 8S they 

" develop and show greater insight and abll ity. 
,,"'" .. 1:, 

" 

In keeping w!th this philoaophy Hertzbe~g brought a new perspective to 

l1Ianagement theory. He made a dist inct ion between mot !vatora and satis-

fiers. It wss h1s contention that wages, surroundings and quality of super-

vision were satiBfiers while challenges and responsibilit,y were motlvatorB. 

Combining motivators with satiafiers would optlmize performance. 6 

, There evolved from Illl thie research the concept of human resource 

development a terni f l.rst uaed by Nadler. In lts original sense it centered 

on training, education and experience. 7 The accent on learning ta adopt 

human relations theories to the workplsce undoubtedl)l prompted the notion of 

"" human reeouree '>development. But recentl y i t haB becolle ~ ~onv enient 

repos! tory for aIl human relations activities. Such activities S8 

---------
4. Dougla8 HcGregor, the HUllan Side of Enterprise, (New York, HcGraw-H1l1 

Book ComP.sny, lne. 1960) 

5. RenaIS likert, New Patterna of Hanagement, (New York. HcGraw-Hill Book 
Company Inc., 1961)-

6. ~. Hertzberg, "Work Relations or HURlan Resourcea?," Harvard Bus.1nesa 
Revie"" JulY-August 1965, Vol. 43, No. 4, p. 163 

7. Nadler, op. cit., Developing Hu.an Reaoureea, 2nd Edition (Austin, 
Tex a a: L earning Concept 8 1979) 
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organization developllent,' quality of work life, quality circ1ea, wellnau, 

fitneaa, addiction eounaa,lllng, eatate planning, streaa management and lIan)' 

IItore have bun added to the hUM an resOutee development function. lad Milla 

discuss8S thia phenollenon and the increasing eoncern and attention that 

business is 'living ta sIl hUlian 'factors as the)' relate to performance and 

productivity. He draws a distinction between the peraonnel functlon whieh 

18 IIsinly concerned with e .. ployee relations- and human resource developlllent 

which he deacr-ibea as 8 !Jovement eharscterized by a ei'lnlficant change in 

management phllosophy. Mille chooses to calI il sÎIllply HRO and he has pre-

pared a glossary of COlllllon HRD terma: industriel democracy, Job enlarge-

ment, enrichment, redesign and rotation, organizational development partici-

pation, particIpative lIanagemsnt, produetivity, quality control circlea, 

quality of work life, and aoeiotechnical aystelll8. B And so initially, hUlun 

resource developllent, involved the developmental aspecta of education and 

training but, latterly has come to ombrace the wideat aapecta of work life 
.' 

baaed on the principles espauaed by behavioursl science and the human 

reaources school, but Milea warns: 

B. 

9. 

"There is no quiek and eaay answer ••• that the human reaoure8S 
!Jodel lB lIore adaptable ta and 1II0re eaail)' applied with 80lle groups 
than with others ••• the human r:sources l1Iodel ••• cannot be put into 
full-blown pract!ee overnlght 1n any situation, particularly wher~ 

subordlnates have baen conditioned by years of traditionai or paeudo­
participative techniques of leadership.,,9 

lad Mille, "Human ReBoureea Why t'he New Concern, n Harvard Buai neee 
Review, March-Apri 1 1975, Vol. 5:5, No. 2, pp. 120-1 :54 

RaYliond E. Mlles, "HuM an Relations or HUllan Reaourcèa?" Har vard 
Bueiness Review, July-Augus~ 1965, Vol. 4', No. 4, p. 16:5 
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.04 Tha i.p.ct of hu.an re_ource davalop.ent on learning activitiea 
# 

As companies gradually lIIoved in the direction of the hUlian rBsources 

.odel a dichoto.y haa developed in the personnel function. HUlian relat: i ona 

had traditionally been 8 rBaponsibility of the personnel departl1lBnt, but 

hu .. an reeources a8 a new.lllanagel1lent concept appeated to be l1Iiaplaced 8S ft 

sought to change the l1Ianner of lIanag1ng. The il1lpl elllent at ion of the human 

reaourcea !IIodel 
'~ 

requlted ruaSI ve doses of training snd educatIon. 

sa.e time il brought about a major shift in 

(\ 

training, ,from 
v 

a 

At the 

funct ion 

largely devoted ta teaching new akills, ta one devoled to Illlparting a 

knowledge of the behavioural sciences and people skills. e 

HRD has musnroolled Into a bewildering number of sc'tiv1tlee, IIIsny that 

",ere once personnel activitil!ls have now become an HRD responsibility. As 

yet there 18 no char indIcation of which function, peraonnel or HRD will 
..,.,.. 

prevail a8 a major adllliniatrative re8ponaibllity. Although HRD lB very l1Iuch 

in the a8cendency, peraonnel is tensciously holdIng ItS own and moet 

personnel departmenta are trying ta retain the Ir stake in HRD • 

• 05 Organizational statue and authority of peraonnel 

There are two recurring thellles in the literature on hUlllan reaource 

dev~loplllent and peraonnel. The f1rst le lack of positional deflnition or 

hOlielesane9S of the position in lIIany cOl1lpsnies •• Whlle this la tr-uer of 

hUlian resource developraent then it is of personnel whlch haB held a tradi-

tional place in the organization, with the acquisition of HRD operatione it 

( -
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too la finding its organl.zst1onal relationshipa obscure. The second theme 

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

, 
development people possesse 

re are a number of possible reasons why this is so. Personnel has 

not reckoned a major executive function because its authority. and 

respo ibility were indIrect. But Levinson pOInts out, aè human resources 

planning and development become ever more important the exerCIse oF suthor-

1 
ity tnd1rectly 18 .holly Inadequate for the Implementation and establishment 

of sound human re,eources programs. Hueh of it cuts directly 8cr088 organi-

zational Ilne8 m!1king it neCeS8!uy ta have a source of dIrect Influence or 

cont~ol over line management responslble for the programs ln their depart-

RIent a. Although titles range frolll viee-presl.dent. personnel, to personnel 

director. the se inchvlduala have very little power within the organlzatlon 

and w~re and P0881bly stIll are the poorest pald executlves. levl.nson sùg-

geste that these executlvea must not only be I?rofessl<1nally traine~ wlth a" 

, 
background 1n the behaviourial sciences but must have the abillty t-o dlag-

nose the organizat ion in i te total it_y. Equally important, the personnel 

execut1ve lIIust have the" po_wer within tne orgenl.zation ta ~arry out the human \ 

rsaourcea functlons. 10 , 

----~ ~. L.Yln~n_put. H, 

10. 

"The ~hief executive lIIuet therefore not 
of per"orma~e Froa the personnel executive, 

Levinson, op. cit., pp. 260-267 
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.ake it p08sible for such perfor_snce to occur •. As in other work rela­
tionahipe •••• , the two are angaged in a task in which they nead ea'th 
other and "the" organization needa their combined talenta."11 

.' , 

Foulkes echoea much of what Levinson ssys in his article on the expand-

ing raIe of the personnel department. He t~o e.phssizes the requirement for' 

posi t ion1n9 the personnel funct io'; at a lèvel where i t ls sble to affect 

cOllpany policy.12 Furtherlllore, it should "!,e a strategic and asserUv'e 

one". Not only should the personnel mansger b~ involved ln long range plan-

'ning but be suppoœted snd slded by the chief executive. 13 

.06 Executive status required for personnel function 
• 

Acçording to Foulkes it is nece!lsary thst the plf.rsonnel function have 
t: 

executive status with .the mesns and authority ta implement sound and crea-

tive programs. ln order to bring the maximua power of the organization to 

the function a number of )arge companies have indeed made personnel s senior 

level executive function. foulke, lista a number of human relat~on8 activ~-

tiea as baing peraonnel reponaibilitisa su ch a8 attltude surveys, communic8-

tions, work life, career planning and developm~nt, salary administration, 

benefits, and aupplementary usas of facilities, but he ollita education and 

trsiningl 14 

11 • ~, p. 

12. Fred K. 
Harvard 

13. ~I p. 

14. ~, p. 

274 

foulkes, "The 
Businesa Review, 

75 

79 

Expanding Role of the Personnel function," 
Harch-Aprii 1915, Vol. 53, No. 2, p. '73 
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..:.El.... Or9anizat~ional status of HRD/hullan resouree develop.ent 

In the case of human reeoures development or HRD, Nadler has rsissd the 

question of where the authority and responsibility for human resoutee d~vel-

oplIIent should lie in organizational terma .. any timea, In his book on human 

resource develop.ent, he sske: , 
"Which J.ob is to get donel? If it la merely to support the person­

nel function, then ta puraue thl.s fun..ctl.on is indeed a waste of Ume, t 

IF the development of human resources -has beeome someth,ing di Fferent 
from the traditional personnel function then pfaeemsnt within the or­
ganization needa ta be reexamined\ Operational placement ia crucial ln 
terme o~ who the HRD direetor reports lo wl.thin the organizatl.on.,15 . , 

FIve years late"r, he la still seek1ng an answer and ln 1979 he poses It 

as a research problem. 16- 17 Althouqh the implication 0 f HRD aa the medium 

- for comb Ining ., int erdependent SOCIal and mechanical syst ema" and .l.S equated 

with the nature of work i tasl f, is not of concè'rn here, !ts place in the 

organizational hlerarchy is of major importsnce as one of Its prIncIpal 

functions is still educatiqn and training, HRD r.emaina somewhat ~in 1 imbo 

and has not yet baen accorded a position of any slgniflcance ln the organl-

zation. It is "searching for a corporate home". Hill s does acknowl edge 

that in a few instances lt haB been given executive status Ibut Jthese are the 

exceptions and not the rul e. Nevertheles8, there ia avidence ln the 1 

15. Nadler, op. cit., Deve10ping HUillan Resourcea, p. 169 

16. 
\ 

Nadl er t _o..:.p_, __ c_i_t_., n I.pl lcstlonsi of th? HRD Concept t n 

Developllent, Vol. 35,' No. 6, June 1981, pp. 12-22 
c-

Trainl.ng and 

17. Leonard Nadlar, "Research: An HRD Activity Area," Training and 
OevelopRlent Journalt Vol. 33, No. 5, Hay 1979, p, 62 

- 44 -



CJ 

( 

literature tha~ it ia sterting to rec~iv~ top management endoraement and an 

increaaing nUlllber of c~~nie8 have appolnted human reaource committeea. 18-., 
, 9-20 

u 

N~twithstandil1,g theae developments, the slotti-ng of the human reaource 

development function in most organizstlons remaina largely unresolved. In 

the majority of cOlllpanies it Is still subordinated td ,the personnel 

function. SOllle authorities cl aim that the importent tt)ing ia to get the job 

done, not to worry about positioning tf:le function. The on1 y thing wrong i8 

that this clsim hes no eVldence to support it and lt runs counter to 

, 
contemporary reseerch in organl zat lonal behav lour. In order to get the 

right job do~e, the right job hss to be determ.lned. Host agree that the 

peraonnel fun"btion di ffers froln the human resources functlon. Who then 

d.etermines what , the right job la? Therefore says Nadl er, if the two 

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

d~partment bs 8 distinct and separate reeponslbility.21 

1 

18. Hllls, op. cit., p. 12j, and p. -12,5 

19. "Training Talka to the Top", Training/HRD, Vol. 18, No. 10, pp 40-44,' 
Odober 1981 

20. Jallea R. Nininger, "Hullan Resource Priorities in the 1980's" The 
Canadian Busine88 Review, Winter 1980, p. 12 

2'1. Nadler, op. cit., Developing HUllan Àeeources, p. 169 
• 
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.08 Organizationsl statue of training and education 

This leaves the education and training functlon ~n something of 8 quan-
... 

dary. The question "that now must be answered is where ahould training and 

education be placed and 1'n general a11 forllIaI learn.tng activities within a 

company? A common sOI,ution has~ not as y:,et been found. They are either 

linked to personnél or HRD and no two campanies have placed the HRD function 

in the same position. 22 1 f it ls impossible to pl sce hUlun resou rce deve-

lapment in the hierarchy, how much more difficult ls it going to be to alot 

educational ~ctivitie8? Tracey, ,l.n hie textbook on training ~management, 

,avolds any mention of human resouree developmen~ and restrlctlng himself ta 

traiping and development places the training function at a senior management 

level. In the example cited by Tracey th~ manager of trainlng and develop-

~ent reports to the vice-preSIdent of personnel. 
/-

This lS equivalent to a 

third level positlon. furthermore, Tracey'a eummary of responsibilltles and 

job description for a training manager and hie illustrations of typlcal 

\ 

organizatlon charts for training departments of dlfferent SlZ8S would 

certify ta its senior statue. n , 

put, Odriorne would dis8gree with this. Training should rep'ort to any-

body but 'the peraonnel director. Hpwever, t)'ecauee of legislative changes in 

, 

22. Mille, op. cit., pp 1'Z2-123 

23. Tracey, op. cit;, Chapter 4 
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employment hw, he has modified hie opinion. He suggests Instead thst 

personnel report lo HROl 24 

EIsftwhere in the liter sture there ls only occasionsl mention oT where trsln-

Ing and the educatlonal function ahould be placed in the organization and ta 

whom it should report. Johnson hae the training manager report ta the human 

resources, offi~er, while the CT'lllit'tee for management trainioong and develop­

ment has either the head of the company or a ee~ior executive take reaponsi-

bility for Management training. 25 - 26 

.09 Reasons for non-atatua position of training and education 

i"l 

There are raan{1 reasons why training and education has not aCQuired s 

more senior statua in the hierarchy, not the least being the general 1ncom-

pétence of the average_ training IRsnager. 27 '" But there sre equally valld 

,reaeons which hold hue not only for training and education but human re-

source development aa weIl. Eseentially they revolve around senior lIIansge-

.. .msnt' s ambivalent attit!lde ovar their worth. 

.. 

2'4. Ron Zellke "GeQ.l'ge Odiornel Fa.tPer of HBO", Tra1ning/HRO, Vol. 18, No. ,/'- -
10, October 1981, p. 68--J 

25. Richard B. Johnaon "Organization and~anagell~nt of Training" Managelllent 
Develop.ant and Training Handbook, Edttors: Bernard Taylor and Gordon 
Uppitt, (London and New York: Hc~ral!-Hill, 1976), p, 2.5 

26. "Managelllent Training and Oeve!opllan,t COlllllli the," 
T rai ni ng and Ondop.tlnt 0 f Managera t (t ondon: 
1968), 2nd printing, p. , 

An approach ta ~e 
Mpliatry of Labo r, 

, 
1 

:n. Bob Jones "A Caution Signal for HRO;" Training and Deve'lopment 'L0urnal, 
April 1981, Vol. '5, No. 4, pp. 42-46 
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Although m08t writere on the aubject have noted the 'importance of edu-

cation and training to organizational design and management strategy, one 

roason why educationel activit~e8 have ,not emerged as a major executive 

function and possibly the Moat important one 1s the chief executive's , 
att~tude. 

"The degree to which trainIng and continuing education can be uaed 
effectively in any organization ia to a considerable extent dependent 
on the management perspective of thé chief administrator for he 1 more 
then snyone e1se, sete the tons and ph'tloaophy of ~the. organizat ion. In 
some instances management ia perceived 88 the controlling of hUMan 
energies; iij others it is seen more as the develapment and releasing of 
human energies to accampliah the orgsnizstion'a goa19."28 

In addItion thpre are a number of other ressons why education, trainIng 

and learning activlties have not been recognized as a major executlve 

function. 

One ressan may derive From the fact that it' Il importanoe to the organi-

1 
zation haa aimply baen ovarlooked by management or has been, given e very ll)w 

priority. Tirrell and Cowell contend that one of the major problems.,e!1cou[l-

tered by human, resource,s programs is the insufficient allocat i'on of money, , 
people, lime and facilitiea becauae management cannat 8S8e88 its return on 

inveatl1lent. 29 Morrie expresses this same ldea from the standpoint of 

educat~on and training: 

28. Daniel S. 
(ducati on, 
1970), pp. 

Schechhr ci 
(Chicago Ill: 
1-2 

" 

Tho •• s H. O'farell, TraInIng and Contlnuing 
the Hospital Research and Educational Trust 

29. John A. Tirrell and ThoM •• H. Cowell, "Human ~e8aurce DMvelopment - A 
JI 

Huahroo.7", Training and DevelopMent Journal, Vol. 35, No. 3, Harch 
1981, p. 22 
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"The businet1! world on the other Hltnd has alwaya been very much 
eoncerned about f~e coat effectivenes8 of its own educati~n and train­
ing activitl.es. UnhapPlly, thie intereat haa often been rathel' neg8-
tive, mainly beeause senior managers have lacked personal experience of 
the problema of education and training, and have doubted l.ta relevance 
and effectiveneas. HJO • 

Another reason, cited by Bellman, ia that management. slmply doean 1 t 

underst and the humsn resouree development funet lon. 31 Vet another reason 

ie its relationship with personnel 
,J 

which still remains in many companies sn 

organ12cational stepchild, It too l.S trsated slmilarly.J2 

.10 Reasons for laek of authority ln human reaouree positions 

The second theme Is really an extenSIon of the first. A major com-

plaInt of aIl human reaouree msnagers includlng personnel, human reBource 

development and educatlon is the lack of authorlty and l.nfluenee ,that they 

have wIthln their organlzatlon. Wh!le some of thia has already been 

covered, there are some additional observations that ehould be made. 

Calabria relates how dlfficult it la for. them ta maintain theIr leadership 

among their pears and among other managers both at higher and Iower levels. 

The main causes he cites stem from short career ladders, organlzs~ional 

politics and ~ing placed ln an advlBory role and because they are staff 

JO. J.F.- Morris, "Education for Buairiesl!lc and Management," Educational 
Re's8arch in Britain 2, Editors: H.J. 8utcher, H.B. Pont (london, 
England, University of london Press, 1979), p. 227 

31. Geoffrey Bellman, "Building HRD Modela for Fun and Profit," Training 
and Oevelop.snt Journal, Ha y 19B 1, p. 34 

32. levinso!l, op. eit., p. 260 
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they receive insuff Icient support From higher author i ty.:n As the impor-

t~nce of the HRD function continues' ta gro,"" as it has been within the last 
\ 

flve years, these issues should be resolved'. With illlportance will cOllIe 

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

position. 
1,' 

hae found in her studies on relationships withln an organization 

that it is reque~tly the position not the person that determines the degree 

and authority that a manager can exerciae. 34 The oft en repeated 

cOlllplaint that the HRD department has insufficient authority ta carry 

, 
thraugh ita programa and achieve objectlVea la partially the reault of !ta 

poaItion in the hierarehy. 35 The same thing msy be S8Id of education and 

traInIng. 

Another principal cause of pdwerlessnsas resuita From the faet that the 
\ 

- HRD activity as weIl as education remain staff functiona. for ataff members 

to get thi.ngs done frequently requires the use of someone else's authorlty 

but thlS may be dlfficult or impossible ta obtain. Aa Kanter explaina: 

, \' 

" ••• working under conditions that can lead to organization power-
1ea8ness are etaff specialiste. Ae advieor behind the Bcene, ataff 
peopl e ,must 8ell their progrslll8 and bargain for reaourcea that unI eaa .... " 
they gat thellselvea entrenched in organlzational power networks, they 
have little in the way of favora to exchange. n36 

33. DaVId C. OÎllabria, "Power and the Training Manager," Training and 
DevelOplllent Journal, Dscelllber 1980, Vol. 34, No. 2, pp. 54-56 

34. Roaabeth M088 Kanter, uP0"t,er Fa~lure in Management Cll'cuita," H3rvard, 
Bueiness ~eview, July - ~gU8t 197:, Vo. 57, No. 4, pp.65-70 

"How ta Gain Organizstlonsl Power for HRD," 
pp. 104-111 

36. Kanter, op. ciL, p. ~O 
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.11 The role of the trainin 

\,,-

HUillan resource specialiste will ttierefore re.ain relatively powerleaa 

until both poaition and execut1ve recognition s're achieved. Hawever, it 

,.uat be borne out lit this point that t..tr'e-t'i-terature refers ta a training 

director, ,.anag~r or officer. There are no rsferences ta a corporete educa-

tionai ad,.i nistrator. The two are not identicel. As el1hib it 1 dellon-

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

two authorities identify the same set of major functions. 

" 
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AJlIHOR Olaldf*t U.S. Civil Service .lh19On (1976) A.S,T. D. (1978) ItUte (1 
,Il 3t1 • nNj" ~~Oi~1975) Calnisaion (1976) 
-, 

" MA.JOR 
JUNCTION 

[DUCATION Learnirg Learning Keep ..., ,",1 th eciJ::a- DeteI1line ~iate lÀ!liver 
o!c TRAINING 5peciaUst !:pecialist tion & training traWng~. Oevelop!l 

tedYliqœs DeGlgl 4: devel~ E6<llla A 
~_. CaW::t Oevelopr 

, 
perfo~ ra- fesslO/lll 

l lated. Corldu± clas8 expeItis 

" roOII training. fè... aRt <bYe , 

search training field i::i Pro] 
ma erial 

COte s' .. L T " T ION, Consultart CorBultart Consultart -
CA "o[ E R - Career CotnBellor Develop m ~lemert Career Cou1aellor Mvl8ing 

OEYEl PMENT career pat tel'f'B. Urg. 

"ANAGING PdIIinistrator PrograI Manager strœture trBiniA;j Henaga irt.ernal !rd Manage t 
Progr- (added by .brz & operation. extemal reaourœe. 
Manager Richards 1977) .. ManeJe the ttBlnirg 

/ 

, 
BUDGET - - flllployee ~rstJons -

CONTROL anal ysis & cœt ra-
dld:ion tecfTùQÙJ9 
buciJ't. ari.ro1. 

ORGANIZATIOHAL 
;/, 

Manages \IOl'ki~ rela- Haint81n - - Wotics with laI1jB ruIl-
RELATIONSHIPS ber of ~le tl"C'c:ujl- t.ion3hip with IBlBgBr tJonal r 

W: the orgIWlization. &rd clierts. 

J 
HISCELLANEOUS - - Estdllieh & lIIIIirtain GI:1:lqI I!f'd organite- kIalyze 

1 . atatdBrdB. ~lect, t.icnal œvelClplll!li:. 

, 11 Canmiss10n (1976) train and motivats. ~)'Itia needa. 
,1 Evah.ate perfOl1lBDt. SelfœveI~. 

/lœess ~r needB. 
l'cUve ~feBSionally . 

c . 
*Adapted FroM Diane Gayeaki, Educating The Training Profes8ionalj Training and Oevelopment 

,1 , 
( 

• 
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The ro~e of training ie pertinent to ·thia atudy liI8 it forlls the founda-

tion on which corporate e-ducational administration can be built. Horeover, 

there ia an absence in the literature on any""reference to corporate educa-

tional admini~tration. Referring to exhiblt 1 of imllediate interest ls that 

of intra-company relatl.onships aa theae form a critical element ln adlll.ni-

atrative practlca. Johnson, ASTO, White and NadIe.r aIl recognize Hs exie-

tance but describe it in different ways. 

f 
With.Dl.lt a doubt, 
./ 

there are co •• on funet 10na, but msny othera di f fer 

widely end the relationahlps between functlons are ill defined. It ie no 

wonder then that senl.or management hae found it extremely dlff1cult ta 

aaaeas the wo~th of tralning and education and to assign direct executive 

responeibllity; a faet cryptIcally noted ln Bellman's artIcle on bUl1dl.ng 

HRD models: 

"Our common complaint ia that management doeen't understand what 
our function is about n37 

Nadler elllphaaizea that reporting relationships and positlon w!thin the 

orgsnizatlon have a corresponding influence and power of suthOtlty t~rough-

out the organization. Sl.lIIply, the hlgher the funct ion lS pl aced within the 
~ 

organizatl.on, the 1II0re will be Ha prestige 
\ , 

and its activities will more 

readlly be aecepted by aIl operatlons of the organization. (very op\!Irat ion 

is touched by human resouree development aetivitiee and it muat be able to 

react to present, future and pl anned operat ions. 18 

J7. BelIman, op. ciL, p. J1 

JB. Na,dler, op. cit., Developing Human Resourees, p. 170 
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Exhibit 1 alao containe another interestlng fact. That la the Impo-r-

tance of the learning function to the position. This is also borne out by 

lIIany of the wri tere who have wrl tten on the subject of the cOlllpentenci es 

required by human resource apeclalists. Not only ia learning the ory comlllon 

throughout their work, but also curriculum davelopment, lnstructional 

design, evaluation methods and research methodology.39 

An ASTD Conference on the academic preparation of the HRD professionsl 

also concurs that a core element in the curriculum la adult learn.lng and be-

hav loural change b88ed on adul t learning. In addItion, advancement in HRO 

practice demanda management and ,adminiatratlve akills, and ahould include 

the academic foundationa for career coun8el1ing and development,design tech-

nolog1es and professional gelf-development. 40 . 

l'V· There are al ao ~any books and articles deal ing with manag1ng the 

training function. Tracey la probably the 91ngle, greatest authority on the 

8ubject. Hia textbook "Hanaging the Training Function" 18 generally 

regarded as the most authoritatlve on t-he subject. Al though Tracey recog-
« 

nizea the dlfficultisB the training manager haB in exercising Buthority out-

side the training department, hie Bolution lB one of co-operstion, 
l' 

compro-

mise and persuasion, ra.ther then direct control.'41 He doeen't go to the 

Patricia A. NcLagan, ".The ASTO Training and Developlllent COllpetency 
Study: A Madel Building Challenge," Training and Development Journal, 
May 1982, Vol. 36, No. S, p. 19-24 

40. Eliz;abeth OIson, "CurriculuM for HRD Practltioners," Tra1nin9 and 
Oevelopunt Journal, Vol. 35, No. 7, July 1981, pp. 32-33 

41. T.rscey, op. cit., p. 194 
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extent of granting the tralning funetion executlve statua althou~h he doea 

cOMbine the ain.ilarlties of the controller's job to that of the training 

1/1 a n a g.e r ' a • Thia is an intereating observation as a aimilar relationshi'p in 

the two functions was uncovered by the e)(ecutive In charge of training and 

,educat ion in the case atudy. Tracey also notee that training must be in 

concert with the company' s present and f~erationà. 

correlats, endorse and promote the pol ieiea and object l vea 

\Trainlng must 

of the company, 

aiming at aIl timee to optimlze the reaourcee of the company. It must, 

'--tracey aoya have "unlty and pur-poae" with theae goo18. 42 

Agaln Denova in hie book "Eetablishing a Trslnlng Functl0n" laya down 

..,yi 

aIl the functiona lhat are ta be performed by a trainlng manager or director 

but omits any mention of hlS span of authority.43 

.12 Executi~e administrative taake sdded to educatlonal role 

Another important fsct ia the shifting emphasis to administrative 

chores. In addition to being 8 learning apecial lst, the training director 

is becoming both an administrator and a consultant to management. The actl­

vHies of a training Manager now include helping lR~nagement dia~oo$e and 

80lve organizational probl ellls. The keynote here ia that the function and 

the particul ar cOl1lpetenciea of the training manager are becomlng lIore and 

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

Charles De NoA Eatabl ishlng a Tr.ainlng Functl-on, 
N.J.:'j [dUcati?1 Technology Publications, 1973) 
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more impprtant to senior manag~ment.44 luth knowledge cOllea power and the 

training lIanager ia movlng in this direction. 

The training professionals are alao g8in1ng statua, recognition and 

authority from their involvement in manpower planning and development. This 

expanded function i8 bringing them into the inner ,Cfnclav8S of 8X8cutiv8 

planning S8SSIons and ClOS8 associstion wlth s8nior management in follow up 

activit1ea. ,In fact, it 10 becoming increaslngly important for aIl involved 

in human reaourcea to keep infornred on aIl saclal, economlc, technologieal 

and 8clentific developments not only ~ithln thler own fields but 8100 those 

relating to their organlzatlon. 45 

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

of the manager of training than the tranaitl0n from purely training to t.he 
-) 

concept of human r"~aource dS,velopment. Human reaource development i~olves 

every aspect of organizational life not the leaat Important being atrategy 

and long range planning. 46 The HRD head 19 a key player in theae functl0n. 

44. Gordon L. Lippitt and Leonard Nadler, [lIer9iog RaIes of the Training 
Director, Training and Development Journal, June 1979 

45. Ronald \II. ClalIIent, Jalles W. Walker 
De.ands on the Training Professional, 
Match 1979, pp~ 3-7 ::; 

and Patrick R. Pl.nto, Changing 
Training and Development Journal, 

46. D.r. Dimick and V. V. Murray, "Personnel Polei y a8 8 form of Strategie 
Decision Making," International 5tudiea of Man and Or9anizatio~, Vol. 
IX, No. 4, 1979, pp. 78-99 
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Growing importance of hu.an- reaources functions 

The lLterature supporta the contention that the human reaources 

functions are increeslng in importance, that they are outpaci~g the 

personnel function and that their activities are be.lng recognized by à 

gr owing nu.ber 0 F orgenizat ions. With its growth in importance, H' is 

,gr-owing in et"ture to the extent that l1Iany companles now have executives 

",hose responsibilites include human~ reeource development with a major 

co •• itmen,t to tS4Gcation and tra~ning. ~ 

An ind1.cation oF the trend that human re90urce development 19 taklng 

which ls somewhat at odds wi th Hilla, can be gathered From the articles 

• 1 

deal--lng with acadelllic preparatlCM for the field. The core programs are 

adult education 3 behavioural science, organizational development, communic8-

tion8, business management and admLniatration. 47 However, 80me would 

, 
stress one discipline' over another. HcAlindon stresses education, while 

Levinson stresses aPl'lied behavl.oural science' at the graduate level, while 
1) 

ot'hers vacillate between the two. 48 - 49 The importance of training in 

education, 9t-111 appears ta be the 81.ngle mo'st il1lportant discl.pline. Huch 

of the function revolves around educational methodology such as curriculum, 

47. OIson, op. cit. 

48. H-arold R. HcAlindon, "Education For Self-Actualization," Training and 
Develop.ent Journal, October 1981, Vol. }5" No. la, pp. 85-91 

49. Harry Levinson, "Executive Developnrent What you Need to 
Training and Develop.ent Journal, September 1981, Vol. '5, 
pp. 84-85 
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teaching, evalua,tion and particularly adult learning theory,50 but 1t must 

be recognized that the educ'ational functlon in industry encompassrea not ,only 

training, but aIl aspects of education; education for professional certifl-

cation, general academic education for degrees, diplomas and certifi<:ates, 

skill t"'raining, on-the-job training. career counselfing and development, 

special education for alcoho.\,. and drug abuse, and p08sibly organizational 

development. 

Thia aection on the role of trainIng cannot 'be complete without special 

attention being drawn 'ta Yule' s work on education in a business settlng. 

1 

From a study of a number of trainlng managers he has classified all the 

activities undertsken by the se managers on a day-ta-day basis. It is an 

,invaluable source of Information for the student of educational activltiea 

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

performance of a reaponsibllity need not be and frequently are sup.erfluoua 

to and not pertlnent "to'}the job. 

There ia also a teqo~ that can be diacerned ln the t-eadings. Human 

reaource development evol ved , From the trainlng function. In turn human 

reaource development emet'ged to embrace aIl human resource functione under 

an umbrella ~\!:rm HRO •• In the proces8 learning actlvitles- were 8ubmerged ln 
t..,,' , • 

8. sea of hl.llllan resource functiona. l~arning activitiee now a~pear to have 

50. Gayeski, ~p. ciL, p. 64 

51. Oa~Hd Lloyd George Yüle, Manage.snt of Lsarning in Work Settings, 
Ph.D. Thesis, University of Toronto, 1979 

...; 58 
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come full' cyçle and in their own right and as a unIque and separate runct~ 

di.stinct From HRD an.d human reaource development, are achieving if not exe­

cutive off.l.ee, .then at leaet tlPp.:;,r middle management status. 52 

.14 Organizational dynamic8 

SOllle mentIon should be made of orgenizational dynamics as they' best on 

administrative practice. Kanter 1 s findings should be noted in the context 

of authorlty within an organization, namely that il la the p081tiO-n rsther 

than the individual th"at often determines a manager 1 s power base. 53 A 

chief e)(scutive can also be powsrlsas If he or she Hicks stlff~cient informa-

tion and aupport. The baat executivea, sre therefore lesrning to remain 

spproachable ta those 'around them and at the same tIme te ahare power. In 
.,{< 

IIIsn)' ways the hUlllatl resource development group are the eyea and esrs of t'he 

internaI organizatlon and none more 80 th an thoee activeI)' engaged in educa-

tian and trainiOl;l' The competent executive ia coming ta reai Ize !ta impor-
,. " 

tance to hie or her IHJCCeasful management of the company. 
/ 

,.Chlef executi ... e officers muat rely a great deal more in their profea-

9dona~ly trained staffs. Chief executlvea no longer have the knowledge or 

understanding of technical mattera that their' aubordlnatea possess. Theae 

execut ivea therefore depend upon and not infrequently dofer to their SUbOf-

~ 

52. it HRD or Nadhr, "Deflning the Field - ls 
and Developllent Journal, Vol. 

Leonard 
'Training 
pp. 66-68 

'4, No. 12. 

53. Kantor, op. cit.,"p. 72 
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dinatea' deciaions. 54 .TrB~nin9 and edu;.ation offlcers are,,, beg innlng ;o 
find thnsetves -in th1e ralatianship with their illlllediate 8uperiors. These 

~xecutives are yet a lIIinority, but there ia ample evidence that their nWD-

. '--
bers are growing. As the literature beara out, the training and education 

functlon ia and ln .any instances hae 8xpanded into the hUllan reaource func-

tian. lUth it, the training lIanager ha8 .oved, and the raIe of the manager 

hSB changed bath in ,I;ontent and 'in 1I1!,portanc&. If lt .haB not yet attained 

\{~ 
executive statua the trends i'ndicate that il 18 headed very BWif'tly in that 

1. 

direction. 55 

1 

.15. Halrix structdrea 

On thls Bubject of organizational dynsmics, structural innotation 19 

alwayB a p08s1bility and in this rUpect there are a number ofaxcèllent 

"." tu,CleS r' on thia tepic,56 One in particulBr discusses the use of dual and 

triple hierarchiea and theae IIIsy be p08alb.ilitiea ",!th the educstlonal 

54. 

55. 

56. 

Î 

Edgar H. Schein, "Incrus.rng 
_Bett~r HUll8n· Reaouré., Planning 

Organizational Effectivaneas through 
and Oevelopllent. ft rro. Manage.ent 

Preview Strat., ha for t 
Sloan Managellènt 
p 20 

A Collection of Reprints froll the 
Institute of Technology, 1979, 

(f 

~ ~ 

John P. ~otter, "Power, Dependence and Effective Manage.ent," 
Business Review, '(.01. 5~J., No. 4, July-Augul.t 1977,. pp. 125-1)6 

Harvard 

Preacrlptive Modela of Organizat1ons, Editour Paul C. Nyetroll an~ 
WilliaM Shrb\lck, Studias in M,nage.ent ~ .. riu, Vol. 5,. Editor: Martin 
K. Starr, (AMsterdaM, New York, Ox·fordl North Holland Publishing 
COllpany, 197]) \ 

\ 
\ 

\ 
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functiQn in busIness .51 
l 

No roference on thiB subject l'fould bo cOMplete 

without mention of Mintzberg's definitive work- on organizational design. 58 

And lastly, there are hundreds of articles on matrlX management but for the 

uninitiated the erticlee by Wright in the Management Raview and Davis and 

Lawre,.ce in the Harvsrd Business Raview give very char and conciee over-

v!ews of this subject. 59- 60 

.16 SteeÎ'ing cO •• Utees and taek forcu 

L!ppitt suggests thet Il matrix structure would probably be a preferable 

mOdel for human reeouree practitionera ta operate in, but there 10 nothing 

in the lite'rature thet would support thiB contention. 61 There are however 

some articles on task forces and steering cOlIImittees which are akin to 

project management. Theil' a,dvocates are of the opinion thet they are 

57. Janet Schrieshei .. , Mary Anne Von Glinow and Steven Kerr, "Profeaaionsls 
in BUI'!Iauersciee:, A Structural Alternativf,l" Prescr.l,pt!ve Modela of 

% Organizatione, Editora: Paul C. Nystroll and William Starbuck, Studiea 
in !Ranage.ent Seriea, Vol. 5, Editor: Hartin K. Starr, (AlIIsterdall, New 
York, Oxford: North Holland Publishing Company) pp. 55-69 ,. 

58. Henry Hintzberg, The Structuring of Organizat.ions, <.Englewood CUffa, 
N.J.: Prentice,Hall Ine., 1919) 

59. Norman H. Wright, Jr., "Hatrh Management", Manage .. ent Review, Vol. 68, 
No. 4, April 1919, pp. 58-61 

60 •. > Stanley M. 'Davis and Peul R. Lawrence, "Problems of "atrh 
\" . 

Orgal'llzationa, Harvard Business Réview, May-June 1978, pp. 131-142 .. ~ 

61. Dave Ja .. ieson, "Developing HRD and 00: The Profeaaipn and the 
,Professional A Dialogue with Gordon L.~ Lippitt", Training and 
Developunt, Vol. 36, No. 1, January 1982, p. 25 
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inva1uable in asauring that training and deve10pment are consistent with 

organizational goals. 62-6'-64 They &!hav&- another advantage in that they 
.,... 

promote eontinuing intereet and support throughout the l18oage1'181 1'8nk8. 65 

. • .17 lnduetry-univerei t y co;..op developnnts 

Businese-univers! ty co-operation is another theme on which there are a 
." \ 

growing number of articlea appearing. The Allui'can Caune!l on Education hae 

a task force to study Ha implications. The moat Buthoritlltive articles 
, 

have appeared in ASTO' a National Report and the aubject dose _appe8l' OCC88-. ~ 

.. 

-----'dn~ 

, 62. 

63. 

Richard A. 
Commi ttee", 
3-6 

Headley, "How ta Design a manage.ent DeveloplJent Stesring 
Training and Devalop.ent, Vol. 32, No. 6, June 1979, pp. 

1 

P.R. Beavan'/ G.J.L. Green, J.G. Rusaell, "Daveloping a Strategy for an 
Induetria1,.'{Training Board A Participative Approach" Long Range 
Planning;' Vol. 12, february 1979, pp. 41-55 

"Task force · ..... Hanage .. ent 1 a way 't~ T ackle the Human 
Saptsmber 1973 J Reprint No.' 

I-f 

of EffecUve Inaervlce Education,'-" Florida Deparhent of 
Tallahassee, F,lorid., 1974, p. 20 
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8iona11 y in' pro feasion81 per iodica 18. 66- 67 -68-;69 There are a8 yet no 

cl ear cut patterns emergin9. 
\ 

1 

/ 
), 

'\ 1 "':\!I( 
lfl.:concluding tllia review oF the literalure it must be atressed once 

aga!.n that nelther the concept nor the Function of .co'i'porate educational 

adllliniàtratlon ie ta be found in the litel'sture. Leorning sctiv Hies are 

not solaly trainIng. They ambrace auch areaa as career education, co-

operative education, professional accreditation, e)(ecutive education, 

management development and 80 on. At present thase aet i v Hies are apread 

among many depar'tAlents including training and personnel and if one exista 

the human resourc~~evel opment department. At Urnes they can b~ and are the 

rssponsibil ity of line management. But there la the grow1ng reaIl.zation by 

management lhat\ a more cohesive and organized approach ta' educetlon must be 

t'aken. 1 t ta hoped that data gathered From thla research will point the 

l'lay. 

66. ASTO, National Report, Vol. 7, No. 1, Jsnuary 9, 1981, Vol. 7, No. 7 
April J, 1981; Vol. 7, No. 12, July 13, 1981; Vol. 7, No. 17, Vol. 7, 
No. 19, October 31, 1981, Nov. 20, 1981, etc. 

67. OO,nald O. rrench and Theodore r. Gautschi, "Mainhining Professional 
Vitallty Thro.ugh CônUnuing Education" T.A.P.P.!. Magazine, Vol. 58, 
No. 8, August 19H, pp. 162-164 

6B. Roman Hohol, Il l'fIterview with Doctor Harden", Canadien Pulp and Paper 
Industry. 

69. Jalles W. WUson, "Modele for Collaboration: Oeveloplng .Work-Education 
Ties", (Boeton: Cooperative Education Reaearch Center, Northsaatern 
University and ASTO, Auguat 1 ~80) 
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THE CASE STUDY 

a.ckground ta th. C ••• 

,.01 Histo;ry 

On January 1at, 1978" two of Canada's largest chemical diat~ibutors. 

Alllaigam limi~J'd and United Challical Incorporated, am~lgarllBted ta form a new 

company, United Amalgam Chemicale Limited, whiçh wlis ahortened to U.A.C • 

ltd. . ,The amalgamation wa8 braught about by the principal share~older of 

both companies as a nUl.ber of profitable joint ventures and synergies l'lere 

seen to exi st. 

~oth companies had been 'long ,eetab 1 ish'ed. Amalgall limitsd! began buai-

,nsss prior to the first Iforld war snd United Chemic1l1s had its origin in"1 the 

lets 1920'e. Each company 1'188 i tael f the product of a n~ber Of combi n-

ations and acquisitions of other ama11 chellical wholeaalera, agents and dis-
e --" 

tributora. United Chemical olso had a manufacturing \operation in Valley-

J ; 
field. The lIerger of Alulgalll'\aA,d United made it the largeat distributor; of---

Ha kind ln Canada w!th aales in excea8 of 250 million dollars and ovar 

1,500 employeee. 

. ( 

- 64 i 



( 

/ 
Ama1ga. Che~icsis had had a hlstory of strong consistent growth during 

the postwar period matched by excellent profit performance. MèaBured in 

terlRs of return on investIRent it consistently outperformed ItS competHors 

as reported in the trade press. 
\ 

Although I/ery young, sveraging 38 years of 

age, its ex~cut1ve staff wss considered both sound and dynalllic but lt \oISS 
1-

recognized that it lacked depth. 1 

Steps l'lere being taken ta improvs this situation with the establi8h~ent 

of an internaI consulting group known as the Bus:lness Assist
o 

Group. This 

unit l'laa to comprise no more thsn four senior staff members who were con-

sidered S8 hal/lng exscutive potential. It wss to provide four essential 

functions: one, it wou1d prol/lde sn opportunity for the member ta study, 

lssrn and become( falRllisr with aIl sspecta of the company; two, il would 

bring to besr exceptional s)(psrtiae and knowiedge on special projects; 
'-',' 

'" three, it would g1ve the msnagement committee an opportunity of apprsieing 

'each member's potential; four, 

talent. 2 

it would provlde a source of executive 
1 

Ouring the period 1969 to 1974, Amlllgam gre" Bubatantially by acquiai-

! 
tion snd aggresail/e marketing. By the end of 1977, lt had tlfO llIajor dlvi-

~ 
siona, one located in Montreal, the other in Toronto and branch operationa 

in Hallfsx, Quebec City, Ottawa and Winnipeg. A dll/iaion waa claaaified as 

8 distribution cOlllplex with ont 150 elllployeea, whlle a branch WBS a lIIuch 

sllaller operation with no lIore than 50 elllployees. Divisions were headed by' 

1; Struthera, Report to Dirl!fctore" February 21, 1978, p. :5 

2. Interview: Struthera 
r 

June ,oth, 1978 
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vice-preaidents and branches by 1118nagers. A.ulgalll concentratea on the pure 

and organic chemical ll18rketa and rarely venlured lnto non-relatad areae. 

t 
When it did, il Wllls only in a very linlited wsy. Whan a venture proved in 

any way unpro fHable, ft WS8 qUickly terlilnated. Ae one of the executivea 

stated, they were low risk bakera. J 
") 

AlIlalgall over~ yeers. dBvelopad a 

well thought out corporate philosophy on their baais of operations. Thia ) 
( . 

waa of inesti.uble ass1stance in defining their pollciea towards the four 

cornerstonea of their busineas: e .. ployeea, suppliera, shsz;eholdera and 

customera. \ 

Uni tad 'Chemicals wss also a chemical d1Stributor~ 

competition with Amaigalll. The 'basia of its busineas was 

but no) ln dl~ 

enzymes ~t'hetic ----------

v 
reains,and industrial chemicals. (At the time of marger il had 14 distribu-

tion centras of branch size in, St. Joh!l' s Nswfoundland, Saint John, New 

Brunswick, Quebec City, Montreal, Ottawa, Toronto, Hamilton, London, 

.~ 
Winnipeg, Regina, Edmonton, Calgary, Va,nçouver and Victoria. ln addition it 

had a fs1rly lsrge and profitable lIIanufacturing plant in Valleyfield. 

In contrast ta A.81gell Umited, United's senior 8xecutlvea were 

approsching r~e .. en~1 and replacellentSlware' belng' sought for them. Unlted'e 

operation was national in 8cope, whersas Analgall's WS8 nat. 
~ 

This was ta 

have very ilnportant consequences for training snd Il8nage .. ent ed~cation in 

the futurs. 

4, 

3. Proposai ta "Establish an InternaI Consulting Group", Hinutesr 
H.nagslunt COMMittee, January 8, 1978 
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As bath operations had 8 cOII.on parent, IIsny advantBgee were foreaeen 

for lurgihg the two companies. The proble. of replaclng United'a retired 

e)(ecut!ves W88 solved by Allalgam's youthful Illnagement c;adr'e who had a pro-

ven track record. Business expanaion and activity wers increasing tremen-

dously in the west and United 1 s branches gave AIIBlgall accese ta this, moat 

dynsmic 11I8rket. Un1ted'~ I118nufactur!ng plant Blso decreased the dependency 

on outeide manufacturera and suppliera. OtheI' say Inge were ant !cipated in 

st aff, management syatems and computer!zation. 

~ 

Arter a great deal of thought, Montreal wss chosen as the aite for th~ 

hesd office. It was feit that ~ommunlcstion w!th auch a lsrge body of fran-

cophone elllployees would be easier frOID Montreal and bilingual Bupport staff 

easier to obta!n and lIIaintain. 

COlllblning hesd office operstions meant a rat!onalization of stsff at , 
aIl levels. Liberal retirement allowances were offered snd most senior man-

• 

agers approaching s1xty-flve took early retirellent. The United Bosrd was 

diasolved a9 it WSB only an inside board; thst ls aIl board /Dembere were 

o .. ployeea of the cOMpany. The AlIslgam Bosrd wae retained as the official 

board of ~e new cOllpsny. lt wu, cOlllprieed all1loat entlrely of outside 11\8111-

bers who provided management with a wide variety of business k,:!owledge and 

e)(pertise. 
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.02 The newly for_ed corporation 

As the president and the chief flnancial officer of UnIted took Barly 

retirement,:.. the board appointed J.R.,Struthera, Preeldent and M.T. Chester, 

Vice President.finance of the naw company which were the sallie positions 

these men held at Alll8lgam. An inter!m organizational structure was cstsb-

li shed as shown in e)(hibit 2. 

, 
1 

, 
1 

VICE PRESIDENT 
ADMINISTRAT ION 

Richard King 

1 

tPERSONI€LI 

~ " 
VICE PRESIDENT 

BRANCH OPERATION 
Andrew Cox 

E'HIBIT Z 

œGANIZATlIIW. atMT U.A.C. 

U AC l T D. 

11 

BOARD IF DIRECTœS 
, 

1 
PRESIDENT AND CHIEf EXECUTIVES OffICER 

J.R. Struthars 

1 -------------- DIRECTOO Of CORPORATE 
MJ 1 PlANNI 

0 

1 
VICE PRESIDENT CDRPORATE SECRETARY 1 

fINANCE SENlOO VICE PRESIOENT BUSINESS ASS IST GROUP 
SRli th H.T. Chester WHli. Black 

~ 

l 
, 

LABOUR J 
RELATIONS 

1 SPECIAL J 
PROJECTS 

1 
EXECUTIVE VICE PRESIDENT 
CHIEf OPERATING OffICIER 

R.J. Stee1e 

1 
l 1 1 

VICE PRESIDENT VICE PRESIDENT VICE PRESIOENT 
MARKEq~ MANUfACTURE TmONTO DIVISION 

David Pratt Malcolnl laaaca John Willilll8 
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MONTREAL DIVISION 
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R.J. Steele, the former Vice-President of Operations at AIII81gam becallle 

the new Executive Vice PresIdent. l..---The branch operations of both companies 

were grouped under a vice-president. This W88 a new position and one of the 

!loet critical as branch operations were key to the profitabil~ty of the new 

company. ThlS importa~t post was given to Andrew Cox wh? had been V 1ce-

Presldent, Marketing at Amalgam. The executive marketing ~~ition was chan-' 

ged tQ a staff function and Une authority over sales waa delegated to the 

divl810nal vice-preSIdents and the vice-president, branch operations. DavId 

Pratt, Vice-Pre~ident, Marketing of United was appointed to this 
" 

positIon. 
<L~ 

8S ViCr:.:;/ John Williams, Toronto, /.6and Pierre Deguise, Montreal, remained 

presidents of their respectlve divisions. Malcolm I8sac8 the former V 108-

President of Manufacturing at United retalned this posltion in the new oom-

pany • 

• 03 Rationalizatlon of administrative functions-

The g~eatest changes thst took place were those relating to the sdmini-

strative functione. Theae re8pon8~bilitie8 were split between' the admini-

~l: 
strative vice-presidents in the original oompanies. Two positions were 

""'" created. 'Administrative responsib:ilitiea were allocated to each position 

and the positions were designaled: Vice-President, Admin~strat4on and 

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

at Uni tad was appoi nted Vice Presl dent, Ad~in~trstion and Wi lliam Blsck, 

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

1 ," 

\, 
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A new position, director of corporste planning ",sa eatabliahed. Allal-

( 
gall h'ad been experimenting with short, long-term end strategic planning.Its 

irlportance to the co.pany to chut Hs future growth and profitabil1 ty with 

a great deal of.~r~claion and forethought had been realized recent~y ~nd at 

, 
the time of amalgalllation the process was becolaing forl1lalized. It was 

decided that thss8 functions be the reeponaibility of one ~erson in the new-

company. AB the poel tion W88 8 new one and as the functions had nel ther 

been clearly eatabliehed or defined, it l'las not accorded executive status at 

the outset. The incumbent WSB to be at the senior management level but not 

8 vice-president or an officer. lhe title given to the department l'las Cor-

porete Planning. On the recommendations of the management commit tee , the 

Dire.ctor of Corporate Planning l'laa given responsibility for , the Business 

Aasist 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 Direct or of Corporate Planning. 

King's, Black'a and Peters' responsibllltles a11 have a dlrect bearing 

, 4 

on the case and it la nece,ssary to expand upon them. 

Both United and Alllaigam had administrstive executive positions whose 

reaponsibilities and functions were charly def.lned. Although the Htles 

were identical, there were significant differences in responaibilitles. 
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EXHIBIT } 

COMPARlSON Of ADMINISTRATIYE RESPONSIBILITIES " " . 
(, 

UNITED (KING) AllALGAH ( BLACK) 

TiUe Vice-President', Administration Vice-President, Ad~ini8tration 
&: Corporate Secretary 

Reeponeibilitiee Personnel (banefite) 
labour Relations 

Property 
General insuranee 
"Vehicle administration 
Corporate 
Training &: management 
development 

Pension administration 
Public relations &: communica­

tions 
General insurance 
Vehiele administration 
Corporate secretarial 
Sp ee laI, pr oj eet s 

The amslgalllation was seen to :impose an extremely heavy burden and 

workload on administration as it was going ta be nec888ary ta merge 

beneflts, 8alary and wage administration, personnel polleies, pensiona and 

1 

so forth. The merger was going ta affect the adminiatrative functions more 

than any other. 

Two of Klng's main responsibilities hsd been personnel and labour rela-
r _ 

tions as United had bargaining groups. Arulgslll dld not' have any unions snd 

their personnel depsrtment was emaU, reporting direetly to the president .On 

the other hand, United' s pension administration W88 eontracted out wherese 

Alllaigam's was handled internally. 

The positIons were re-aligned based upon the know1edge, competenciee 

and busi ne88 experi ence 0 f King and Black in respective aress. 

Responsibilities were divided 8S f0110wa: 

71 -



~I 

l' 

( 

EXHIBIT 

ADMINISTRATIVE RESPONSIBILITIES IN NEW COMPANr ... 

KING BlACK 
-

litle Vice-President, Adm1ni stratlon' Vice-Prssid';!'t 1 Administrstion , 
& Corpora~e Secretary 

R •• ponaibilities Personnel (benefils) Legal, affairs, 
5alary and wage administration PensIons 
Labour relations Risk managament (ineurance) 
Jiroperty Management Vehicle adlllinistration 

Public relatidha 
Special projects 

At the out set training and management development wère glven a very low 

priority and had in het been dropped From the original drafting of the job 

descriptions for Ktng and Black. As will be seen From the case this sitùs-

tion was ta changê dramatically. 

Peter' 9 responsibility for corporate plannl~g involved him in manpower 

planning 1 a fundam~ntal element in corporate planning. Amalgam had ln place 
\ 

prior to the merger B rudll11entary succession planning procedure termed 

"T.R .P" an acrony .. - standlng for "to recognize potenti,sl." Thie feature. of 

the corporate planning function would have S lIIajor, effect up'on the educatIon 

function in the company in the future as 'ft aought to identify the number of 

lIanagera ne-eded at any given time, the moet promiaing candidatea, their eta-

te of readinees and their developCllental and edulrational needs. 

, , 

,The -organizational structure "aa ·very corplex but for the purposBs of 

this study, il hss baen abridged. 
--'1 

~t .... 9 

This explanation of the org8nization ia 
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required 8S il la necessary to be :familiar with it in order to appreciate 

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

developed. 

The Ca." 

") 
.04 The ~eed identified for management development 

Prior to amslgamation, Al1Ialgam's board establ1shed s "merger steering 

committee" comprising three directors undar the chaÙmanship of the 

pre9~dent. The ateering committee'a mandate \'Iaa to study operatlona at 

Uni ted and to prepare a plan in' depth to merge the two companies. They 

enliated the help of the public auditing firM that served bath companies and 

the mansgement comllittees of the two companles. On July 4, 1977, they 

presented a seventy page recommendation outlining s course of sction which 

W88 endorUd by the Amalgam board."4 

,In the pre8111ble to the action plan, a lJumber of m.jor problems were 

cited, two of which relste directly to training: 

" ••••• the backbone of our type of distribution business is the 
branch manager. ln this reapect, we find a number of weakness~s a't 
United Chellica!. There are 1R8(ly deficiencies noted in branch 
operations; lIanagemont of assots 8S reflected ln return on investllent 
is poor, salea efforts lack direction and control, and ellIployee 
turnover is too high. While' part of the8S prob1em8 are clearly 
inadequate control, supervision and guidance by senior management, ft 
llIust be atated that 8 principal re8son la due ta a 18ck of Bufficlent 
management training." 

4. Board Minutea' - A_elge .. , July 11, 1977 ... 
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,and furthero on in the report: 

fi 
'1 

" 

". '," .etandardized 
re~uire , l~piementation 
training ~ill have ta be 

operatin'g ~~d secounting procedures Wi~-
<J 1 0(, 

and muet recei vs priouty ••••• on-the-J,ob 
instituted~"5 ~ ~ 

\ 
\ 
\ 

A discussion on trai~i,!g and develop .. ent thst took, place at ~he board 

lIIe.t~in9 on July 11th, in r~sponse to these sectiona of the report la inte- '---J 
;' 

resting beca,use of ita length and the time given to the subject. There "as' 

no doubt that the president coneidered training and development of managers 
, " 

s~ one or the most important factors in maintaining and buildlng earoioga. 

c.\ He e.~ rongly recommeoded that the new company comll·it itself' ta implementing 

" 

at the earliest date possible a management development program that would 

concentrate on' b",anch manageme':lt initislly 

nagers I.j'p to but not'C excludlng the senior 

and then be eX'1nded for aIl ma­

level. The preLdent aIso noted 

t1'l8~ by bringing together two relatively. large companiee, there would be 

opportunitJ.es to carry on formaI" training and educational progralls on a con-

, tlnuing basis l"1th~n the company, ,observing this had oot been possible in' 

t~e past as nsither Amalgam nor United were large enough to carry on euch 

progralIIs Qn their own. Thi B "88 ae the president phraaed it "just. one of 

~ 

the 11tany ~nergiea" that wou,J.d reault From bringlng ,the two cOlllpaniee 

tog~the r. 6 

ln diëtribution operations United added 'greetly to Ama1gall ' a nations1 

expoaure. "T'here "er8 econolliea of scale and size; eevings frolll- cOllbining 

eystell8 and cOllputerQ proceduree as well aa ln he8d office operetion~. In 

.addition, United brought "ith the. 8 .snufacturin~ atm which waa in Iteelf a 
, 0 

5. 1 "Marger Steering COlIIIittee" Report, July 4, 1977 

6 • ~, p. 11 
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very profitabl e unit • It also gave a lIeasure of control aver Bupply, a 

q 
vary critical factor for chellicsl wholesalera as they are usually not 

protected by the manufacturer • 

• 05 Previoua programs identified 

Historicall y, both cOlllpanies had attempted to carry on training pro-

grsms. United had a very elaborate and costly 

previous year, lt 'a managellent had instltuted 

managera.' ,One of it'~ ·atajor emphaaee was ta 

atated and therefore could not be considered 

did indicate intente 

a C. Y. A;' ,rogra .. 

d8~1 people. How wae not 

in,~y \IIsy effective, but it 

Allalga .. had a nu.ber oF progralIIs that had been in operstion for a nUII-

ber or years which created an awaraness for the need for training and devel-

o pillent. One waa lIanagement by objectives in which an action pl en was set 

out. Wheu staff developllent was part of a manager'8 Objective it 10188 

neceuary ta deacribe how that objective \lias to be sHainad and how ft wu 

to be measured in terma of auccess. 

Another l'las the T .R.P. exercise and al.though lt h88 been noted that ft 

was canductsd in s rudiMentary fuhlon it pointed out the need to have 

avallable capable" and skilled people for thon poeHions cOlling vacant or 

naw positions on the horizon aa ~ reault of growth and acquiaitio~.8 

7. C.Y.A. Critical Vital Activity 

8. lac. cit., p. 70 
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AlII.algall already had underway a nUlIlber of \'unagelllent and s81e8 courses. 

Twice a yéar, Kepner-Tregoe courses were hald for 20 to 25 employeee at the 

, 
superviaory level and Ilbove. This courss sought to teach ratIonsl technî-

ques of problel'l sohing and decision maklng. The Montreal division con-

ducted the Xl!:rox èourae on participative management. In addi tion to these 

e.:, 
were courses on sales training, such aB the Xerox Professionsl 5e11ing 

Ski Ils course which waB given to aIl sales personnel. Other more technical 

couraes "ere given through a trade aasociation. These deslt solely with 

\ 
technical mattera and re)ated technical problems • 

. ,' 

Amalgam Blso had a formaI on-the-job JrBlning program for s11 elllpla'yees 

who "ere slated for a81ea. These ~lIlployees would atart in the warehouse and 
" 

w,oI:k se helpers in batching and laying out ordere. This period wou~d la8t 
t,\ 

for three monthe at which time the)' would mave to the 881e8 prolIIotion and 

adver\!sing depart/lent for six lIontha. 
~ 

They were then ssaigned ei ther to 

the purchasing department, the salea service departlIIent, ,or the data procee-

aiog department where the y would rellain unt li a vacancy occured on th" in-

aide aalea. On ineide 8alee they could .ove through thre.e levels to senior 

Ineide 88lesperson o~ two levels and then be traneferred ta outeide salee. 

This progrsli had worked quite succeaafully for AMl\lgali et the divh10nal 

level. It could not be implellented at the branch level 88 the branches Nere 

too B1I8l1. 

/ 
.. 
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As A_algamle head office was in Montreal, there were of course a nu.ber 

of lsnguage coursesl offered at varioûs levels. It is intaresting to note 

that these on the whole had not besn to'o success fuI. 9-1 0 

/ 

At the rirat management co.mittae meeting of the newly amalgel'llated C08-

pany convened on Jar'tuary 4,1978, the president tsbled the steering COl'llllit-

tee's .erger report. 8ecause of the pressing urgancy of merging systems and 

procedures, ss weIl a~ reeolving Many difficultiea that had arisen over le8-

ses, contracta ,and ataff dislocation and relocatlon, the reco~mendation fo~ 

l'IIanagel'llent trsining received s very low priority. However, the president 

did ask the cOlIImittee to review the recoillmendations on management training 

and be prepared to discuse th~1I at the next meeting. He also aaked King and 

Black ta report jointly on "how to impleMent management training throughout 

the company."" 

This report was presented at the second l'IIanagement committee meetipg on 

february 14th, 1978 at which Ume, there was a great deai of disCussion on 

the subject. The melllbera had an opportunity of deliberating on the 

suggestions contai ned in the report and each one had a vi ew ta ex pound. 

There waa general agreement that management traliüng wae required but no 

consensua could be resched on how it ehould be imple.ented. 

9. Memol Black ta Struthere, April "14th, 1977 

10. Interview: I<ing, June 16, 1979 

" Minute8: Management Com.Utae, January 4th, 1978 
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.05 Comparison between management training and management development 

The report drafted by King and Black waa fairly apecific and detaHed. 

They made a distinction between ~anabement development and management 
') 

~raining and while management development involved management training, they 
;. 

claimed it embraced many more e!ementa such es job rotation 'and experience 

in a number of different 'aupervisory and managenal positions Whel'l88S 

management training was reatricted to a more 'atructure~ approach to 

learning. They commented on the executive administrative workloada and came 

to a conclusion that the establishlllent of a training department weB not 

feaBible at this time. They conc1uded their report by suggesting ,that for 

the time being, the diviaions continue with ~heir training programs and that 

emploYCles at other locations be referred ta these programa. Although head 

office wss unable at this time ta èstsbliah a tra~ning department)prsssed by 

the president, King and Black agreed that head office might be' able ta 

develop a management training program for branch IIsnagers. Reviewing the 

workload of the various e~ecutives, the president proposed that thls task be 

1 
undertaken by the Special Projscts departœsnt reporting to the senior vice-

president • 

• 06 Progra. assigned snd task force eal.bliahed 

Black wes therefore asked to sesu.e the reaponaibility for the develop-

.ent of a branch managera' progra •• In arder to aasist. hill, in developing 

thh prograll, the president augguted that ~ taak force be set up to defin. 

progra. contente. Black reco •• anded that the taak forca work inde?endently 

/ 

, 



/ " 

() 

) 

"of hia department. Th19 'would permit two independent approache8 to be' 

developed, which could then be compared and the b~8t approach adopted. This 

wae agreed ta, meeting dates l'lere sehe,duled, the pr~eident hbaelf wee to be 
Iv 

the chairman of the task force, 'and a final format for"a training program 

l'lee ta be ready for preaentation ta the management cOlIl\li~tee on March' 

2Bth. 12 

A situation had ariaen earlier with the Special Projects department to 

whom Black had delegated mueh of hia work on job analyeis snd work stan-

dards. It became evident thet the taak WBS bayond the abilities and capa-

bilities of this staff. It wea far too difficult for them, as they' laeked 

the neceseery experience and training in this field. Black removed the work 

from the department and with the help of a part time assistant cerried on 

th~ wark hil1leelf. 13 

Aecarding to Bleck, a detailed and very specifie job anslysis l'las 

necessary ta develop a course on branch management and neither he nor the 

lIanagement eOl1ll1littee 'realized hait diffieult and tIme consulling 1t waa. It 

involved organlzational analyaie, operatIons snalysis snd task analysie. It 

alao required an understanding of the busineas itaelf and hait ft fune-

tioned. Black did not want ta be .ialed by h81/1ng tha job analysh lIeraly 

reveel what a branch manager waa eccuetamad to do but he wented ta identify 

what taaks a branch 'llanager ahould do and how they ahould be done ln the 

moat effective and efficient qanner. Black wanted the training prograll ta 

12. Minutes: Manage.ent COlillittee, February 14, 1978 

13. Mellal Btack t'o King, "arch 12',1\7,8 
' . 
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p\omote manageri~l competence and the 'applicatIon of the best management and 

adminietrative practices. Black updated the functional description of the 

branch manager bssed on previoualy prepared C.V.A.,IS .14 

.07 Analysie of a .anagsment position 

The approach taken by Black l'laa ta analyze ver>} carefully the branch 

lIanage1r' 8 job. The duties or major segmenta of the work perforllsd and the 

taske or the Bub-elementa of a dut Y l'lere collecled,' tabulated and graded ln 

arder of priority end tille conaumption. Data "ere gathered by analyzing 

cOllmunication flowa 8UC~ a& reporte and reporting procedurea, by interview~ 
1,' 

l'tith branch managera, by queetionairea and by observation. \ The d!lta gather-

Ing proved ta be longer then expected and scheduled dates for reporte ta the 

management group and meetinga wera not met. 

from the data 88sembled, major functions "ere isolated. The firat 

thing Black dld wss to ",rite up a generai Job desc,ription in which he set 

do",n aa e genersl atatelllent whst a branch lIIanager did on the job and attemp-

'1 '----; '-
tad to describe in aOllle datail the conditions under which the branch manager 

worked. From this general state.ent, he then broke do",n the Major functions 

l,nta dul188 and tasks. : Thaae duties and teska WtHe studied and anelyzed by 

Black in an .ttellpt to idantify l'that skille, knowledge and personal attribu-

tes were needed ta perforll the ... 

14. Interview: Black, January 15,1981 
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A graat deal of effort went into defining the major eleménte of thé job 

concisaly and Bome difficulty wae experienced in action or acUvity terme. 

Every attempt wss llIade ta snaure that unuaual or Bpecial conditiona associa": 

ted with a particular job ware not overlooked. 

The intent of the exercia8 wss in Black's words, "tOI 

a. Detine by priority the lIajor functions of a branch lIan8ger'a Job. 
b. ldentify duties and tssks; nSlllaly the work components of the raajor 

functions. ,t 

c. Carry Dut a task analyeie. A job deacription doea not provide 
sufficient detai! upon which ta build a training plan. 1"5 

d. ldentify and describe concisaly Bach task and Ha frequency. 

e. Place tsska in order of importance and priority. 

f. Reaolve skilla, knowledga and personai aHributes required ta per-

forlll '''the functions of a branch manager." 

A grast desl of effort, wsnt into definlng charly the knowledge and 

skill ,content - of each taak. Many arguments appear to have take" place be-

fore a concenaua waa reached between Black and hie stsff, particularly the 

relationship beçween forlIIsl education snd experience. A continuaI prable. 

aroae in equating the two. '6 

15. Taak analyais aHen reve.led autpated and inefficient actlvitlea and 
work lIethoda. An added valua of Black'a efforta wsa the opportunity it 
afforded lIanage.ent ta atrealllino and sillplify IIsny branch procedures 
s8 weIl S8 d18contlnulng others tnat had ~allen into dlauee. 

16. Interview: ah!.;>-, January 15, 1~81 
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From the job description that he developed, Black wse able ta deflne an 

optimum IIIsn profile for the job. 
, r 

He then set out ta compare this prOfile 

wlth the individusl profiles of each of the branch managere. From the COIII-

parison, he was sble ta ssseas knowledge and skl11 deflciencies of the 

incUllbents. These deficienciee were broadly cluatered into fairly genersl 

categories euch as "insbility to calculate return on investme~tH indicating 
-8 

a 1ack of underslanding in finance snd essentiel sccounting principles. 

1110gic81 or poor sssignment of sales terrilories imp1ied a failing in mar-

keting snd excesai ve slaff turnover 'lias judged lo be s sign of superv iaory 

wesknes8 • 

• 08 Courss oulline estab1ished 

Black drew up 8 course 

cOlllllendstlons thàt were to 

oulline as a basie for cOllpsrison with the tl!!­

be forlhc~tlling, From the\sinlng task force. 

Hesnwhile, the training tssk force wss convened by the president. In addi-

tion ta Struthers who acled aa chairllan, il consisted of A-ndrew Cox, the 

executive responsible for branch operations, Chesler, the chief financlal 

officer of the COMpany, Steele, the executlVe vice-preaidentra IDsliber of 

the Business A-ssiat Group, the Montreal divisions! sales manager who had had 
~ 

8 great deal of experlance in sslling throllgh branch channels, and the 

Toronto~ divisionsl personnel manager engaged in training at the Toronto di-

v lalon. 

p 
The task force identifieJ"supervision, operations and accounting a8 the 

princip al functiona of a branch lIan898r. 'However, these areas were too 
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broad and needed a reflnement in definitlon. The chief financial officer 

whoae taak waa tQ revie" the operatlng and financial reports subllitted by 
~ 

thé branch managers, ci ted examples where many of the reports were incor-

rect. This was partic~18rl)' true in reporting return on inyeetment. In his 

opinIon, the errors were the reault of not clearly understanding the finan-

cial concepts of aeset lIanagement. furthermore, he stated that grester 

problems· snd dHficult.iee were anticipateCl as the installation of new 

systems and procedures "ere in progress. 

Super v ision was another area which appeared weak aa reflected in high 

atsff turn-oYer. In moat branches the aversge length of serVlce was leas 

than three years/ It was Steele's contention that unlese contlnuity waa es-

tablished at the branch level it would be illlpo&sible for t.he branch ta ope-

rate at lts maximum efficiency. 

~"" 
Marketing was anather aree singled out where brench management was re-

garded as being relatively weak. In surveying sales reaults and reports 

oyer s periad of four yeara, Bishop, the 'Divisional Sales Manager, and 

Grant;, a 1118111ber of the Buaineas Aasist Group, \IIere of the opinion that the 

aales and marketing efforts had besn, at beet, undirected and haphazard.They 

stated that it could be aeen Frofll the reporte that salea efforts hsd not 

'" besn organlzed along major lIarket seg.enta. Why the lIIarketi,ng effort had 

not bae-n .. o,ra ot'ganized \1188 not wholly the failing of the branch lIanager. 

'The fauH of the branch lIanagera ta recognize liS jar lIarket 8egllenta within 

their territories and their failure ta develop a Marketing atrstegy of 
1 

pro.oUon and 8811ing to penetrate thelll WBB not nec8asarily theira, but 
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rather central marketing' s, in not giving eufficient gUldance and training 

to branch management. 17 Horeover, il had been proposed and accept'ed that 

branch management wss to play a much grester role in short and long-range 

planning. Thus the managers hsd to be able to 8eseae the market 8ccurately 

and be able ta forecaet, 'with some precision future salea activltles and 

growth potential. 

The operationsl base of the COlllpany was warehousing and distribution. 

Consequently, a thorough understanding of operations snd distribution l'lere 

·'alao cHad as being neceassry to manage a branch effectively. 

The tssk force submltted its findings to Black. 
\ 

These l'lere compared 

with his anslysiB snd they were ~emarkably similsr in content. Arter 

studying the two outlinea, lt l'las dec1ded to concentrste on flnancial and 

fundamenlal accounting practice, ss thesa appeared to be the moat criticsl 
~ 

areas and l'lere the aresa in which thare wae genersl agreement. Distribution 

çoncept~ l'lere mora troublesollle in resolving, aa they touched on aIl arsss of 

the business snd the size of the branch or division dietsted the form thal 

'operat 10ns took. Becauae of -this dlveraity in opera't~na, 

tssk, but its illlportance to branch 

simpli f lcation 

was aeen ta be a difficult lIIanagellent waa 

17. There la good evidence revealed in notes taken by s lIe.ber of the tssk 
forca that a very heeted argu~ent took place on this point batween the 
Vice Presldenl of Marketing and the V lee Prelllident of Brench Opera­
tione. The raet that thie observation prond ta be correct l'In borne 
out by aubeequent research done on the I18rketing unit by the graduste 
etudent 8ssigned to it. 
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paramount and theref~re had ta be included. ,There was no question that mar-

keting was al! important and ranked wi th finance in significance. It too 

waa included. 

It w-as al50 decided to include s unit on mansgement by objectivea, a 

management preoccupation From the president down. 

When the final oourse outline took ahape and the aubjects had been se-

• 
leoted, it beca/ll9 apparent that neither sufficient expertiso nor staff oxia~ 

ted w Ùh i n the company. 18 A number of packaged programa available from 

universitiea, collegea, and private trsining compsnies l'lere exemined. 50m8 

sssiatance l'las obtained frol,ll' the National Association of Wholeaelers, the 

American Society for Trainirtg and Development, snd the Canadien Management 

Association. In finance, marketing and supervision, it weB round that there 

were innulllerable coursea available both ln Canada ànd ln the United States. 

Many were ~nvestigated by 8lack. T}.ee institutions offering the moat 

promuing looking coursea l'lere aaked to send !lIore extensi've details on the 

course content. In every caae they l'le e round to be tao generai ln nature 

and none releted specifically to wholeaale dlstribution. F'urthermore U.5. 

courses had the sdded disadvsntage in not relating to Canadisn opera-

tlng condltibns. The co.p~ny's operations and markets Just di~ not pareilei 

those offered in the courses. H~reover of great concern to management was 

the fact that none of theae courses eaphasized whet they considered l'lere the-

outstanding characteristica of ita Management, na.sly decentràlized .:oPjre­

tiona, with the accent ~n dechion Il.king at the loweat hvels POSSlbl~ and 

'\ 

." 
18. v. AppendlX A 
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~ 85 -



( 

\1 
a profit sharing concept unique ta its industrie ThlS posed a problem that 

had not been anticipated. King and Black in preparing their joint report on 

training had assumed that a selectlon of outside courses would meet the com­

r 
pany's training requirements for branch managers. In view of what had been 

learned about these programs they clearly did not me et the company' s train-

ing exigencle~. One solution suggeated was to contract the complete program 

with an outslde agency. A number of private organizatlons and colleges were 

contacted and asked to quote on a customi:t:ed progrslII. From the number of 

organizationa contacted, three were selected as ha~ing the greatest ",erit 

a'Ôd were aak.ed t\ aubmil their proposals in grester detail. AH were 

rejec'ted 8S bei ng beyond the company' a meana at the tlme, as quotat Ions ran 

from $90,000 tà' over $140,000. The pres1dent requested Black to give the 

matter further study and ta ssarch out other alternat ives • 

• 09 Co-op arrangement with university selected 

After discussion with other training experts ln the fleld, Black dec1-

ded to investigate establishing a co-operative program with a continuing 
J 

educatIon department of a Canadlan college or university. Discusslons were 

entered into with a number of thesa institutions. 

The best proposaIs were received from two institutlons ln Ontario and 

one in Manitoba. However, there waa a serious drawback with these institu-

tions in their Inability to provide progra.a ~n bath Engliah and French. For 

" / 

t"l.s reason and the advantages offered ln tille end tr8\1el cost 88vings, 8 
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Quebec institution l'las chosen. This aveou~ l'les fo'und ta be' the most reason-

able snd of co'st Ir/ere weIl within the company' s cost considera-

tians. 

eventuall y 8cceptsd set down ths main areae of 

The university would provide a senior 1II11111ber of 

faculty ta supervise the academic portion of the progralll, 

ourse outline, contained four mai~ Bubjects: supervision, finance, 

and distribution. On this basil!, 1t WBS proposed that one gradu-

ate student, academically competent in a pèftipulsr aubJect, be aasigned ta 'Ilt 

each subject. ; Their reapons~bilit~ea would be fa gather subject material 

for the curriculs. The proposaI contained s provision for four graduate 

+tudents. The university would o1eo develop the curricula and two curricu-

lum designers l'lere ta be aasigned to the whole program. Finsll y, the uni-

versity would also provide business faculty membere ta lead the ~orkshops. 

It ,'(as agreed and so stated ln the proposaI that the cOlllpany woul d be 

responsible for developing snd drafting subject matarial on operations, COIII-

pany'policy and systelll8 and procedurea • 

• 10 Workshop forlllat choaen 

for thia type of progrslll, the best delivery syste. in the university's 

opinion l'laa thrQugh a workahôp forNat. They eetilllated that the lIIaterial 

cauld be covered adequately in a three day session. They did not expect to 
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have' Muoh work in deva!'oping written material as they intended to lIodify .. 
their atandard short selllinar couraes whioh they a ffered regularly to indue-

,try ta the company'a specific opera.tione. 

'1 

The coat quoted by this university was $15,000 for services and $2,000 

for lIate~iala. The o.1?"psny set the nUlllber of participants. at any one pro­
.... 

gram at twshe, and on thia supposition, estillated thst travel and hotel 

costa would,be $4,000. The initial progrsm was oosted out at $21,OQO, wh~le 

aubsequent pro~rams wera eetimated ta cast $6,500. 

A contract W88 drawn up and accepted by the company. lllmediately on' 

si9nin9, the university 8uigned Dr. J.R. Ha,cksnzie, Professor of Marketing, 

to head 'up their participation in the prograll. 

A series of meetings, frequently many of them extending over ten houia, 

were hÊlld bat",een Hackanzie ,and Black ta organize the praguli. Initially, 

four objectives fo. the program were set: 

dt,. 10 comllunicata and help provide an undaratanding of the new 
company's philosophy, basla of operation and pol~cles. 

2,. To teach na", procedurea and systems. 
3. Ta help illprove branoh management performance. 
4. Ta insti11 a sense of profeasionalisl1I in the manag,er. 

The prinCipal aim of these objectivee WS8 ta increase ~eturn on invest-

ment, i.prove gro",th, attain greater .arket ahare and bat ter quality of work 

li fa at the branoh level. 
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.11 Method of colIect!ng curriculuM .8t~r!al outlined 

Out of these meetings" an overall plan was drafted to 9-,\her SUbj~ 
.nterlai on which curricula cauld be baaed. Teams were organized by Bub.ject 

ta assemble an pertinent mat erial based upan Black' s and t'he \tà~rce' ~ 

identification of the lIIajor segments of a branch lIIanager's Job and their 
• 

essessment of the' branch 1118nager's \ra1ning needs. Eech team W1lS ta be 

" 
hesded by a company m.nag~r speclfically chosen for hls or her expertise in ... 

a particular subject, 8upport~d by a graduate student, and other e.ployees 

chosen to aeelst. Thu8 Oyeon l. who wa8 a geni(~r a,ccountant: hea~ uP. th'e 

. 
finence team and to asaist him, he had an Msi atudent majoring in finance. 

The teams ",ere made up 8S fo11o",s: 
.' 

EXHIBIT 5' • 0 

ruatIClLUN 0EYEl.0PIDT TEMS - 8RMI:It lIMWiERS PROCRM 

TEAM 1 T E AM Z TE A M ) TEAM.f',4 T E AM 5 

, 

Marketing " finance Supervision Dietr ibution Company 
related topics Ope,rations 

. 
c.J.peny ..... Brown, Sales Oyson, Senia~ Melache, Pers. CuUer, Bua. Black 

" Manager Accountant Manager Aesist Cr~p 
, Q 

~te. atudent HoJ:ton Fergueon Maxwell Rolland None 

• 

Ae ,the reporta and lIIaterial atarted ta calle il'\ froll the teall8, it 

became apparent that ft WBe going ta be a lIIuch larger job t,ha!! anyorie had 
.. " .. J 

~, 

fareaaltn. COllpletely unexpected W8a the hct that rauch 'oew ground waa being' , 

... 
braken. The lIarketing teata round United Chelliesla had nè'ver attellpted to 

• • • 
isolat! and identify their Markets. This luant thaf lIueh resea-t'ch wa8 \ 

req~ired ~8nd a great dea1 of tille \1188 spent in delving int,o trade and 8880-
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ciation p~iCldicala, qU8ationing aalea lIanagera and aurveying cu~tomet8. ,II'! 

finance, nothing had been written on haw' to calculate return on investltent 

or how to omanage the principal aaaèt~ of a branch, which ar~ accounts 

. 
receivable and inventorie8. Per~,onne! pol1c~ea and practicas, '"ere under 

review and were undergoing change-. 
'" \~heae had ta b~ ruened ta be cOllphted 

, 1 

ln ordar ta fIIut the progralll sc}1edule. 1 

A l'ev iew meeting waB held a lDonth later. BcPth el~8ck and Iolackenzie were 

" in attandance dong wit~ thé taaRl leaders and the curricult1il1 designers. It 

. 
had becolle apparent that the work involved in putting, t~a progUIi together 

'had bun grossly underestilllated, and that it was going ta be a masaive task 
) . , 

to put ft together. The cont~ibution ~ each teat" analyzed and teu 

leeders were asked ta foreceet tima and èffort raq red' to com'p~eta their 

\ 

a88ignmants 8!)d pre'8~nt the mst"erial in 8 fornl uaable ta the curr1cl-lluM 

des igne"r 8. 

.. 
r~o. the. informat ion garnered at thia meeting, Black and 

( . 
Mackenzie re-ll8tiJllatad tiMe frallee and daveloped a critical peth. Ueinq 

thia as their baaia,'instead of the original two .onths estillated ta ga~her 

and cOMpile lIeteri .. l, it was 90in9 to taka seven months. Secondly, the in-

hnt10n of covering the lIateria} in a tluee day workahop W.BS round ta be 

totally unJ:eel1stic. The reparts gillen br eac'h tea. Indicâted thatiP there 

wae juat tao much .aterialPt~ preaent in a thru ... oey s8111nar-workahap. Con-

sequently, both the budget and the teaching lIethodolagy hsd to be reviaed 

and adapted ta the,realitie. of the aituation. 
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.12 Correepond.nce aection added to workahop forllat 

The taaIIIe were, inatruchd 
f. 

ta cont inue work. 81acK end 

Mackenzie reviewed veriou. alternatives and coated. thell out. 
) 

Thll,1I08t cast 

effective al'ternative was to base the whole cout:~e on correspondance study 
t.,. ,,'" L/ 

sccolIP~nhd 8t the end of the correspondan~e period with a five day work-

shop. Thla IIIeant that the partiçipante had ta be furniehed ,,!th a greaf 

deal of text material, placing a very heavy burden on not only the curricu-.. 
lUit deaigners, but al80 on the individual te811 1IIembers, as ~ey wauld be 

expected to supply material that could be eaaily edited or condenaed. 

Reviewing the critleal path and the eatillated content of each course, 1t 

appeared that the prograll. would take, 8t 1 eaat 14 week~ tor the avarage stu-

0' 
dent ta cOMpl ete. Black and Mackenzie finally adopted sixteen weeks ss 

being more realiatic. and convenient for the participant. ft could not') be 
, à 

overlooked that the participant was carrying on wo!king during the day in a 

~ 

della~ding and reapon~ible position and conflicts were bound to ariae b~cauae 

of vacations snd holidaya. 

~ 

1 he budget .a. n' .... d .nd , , .. .( .,~\ •• end •• nt .... gn.d to .Hh 

the university. A lIeao froll Slack ta the'pre~dent ill~lied that the cast of 

the prog~a. was likely, to double. 19 

When Black preeented the ne" forMat to the management coallittee, ft did 

~. 
not receive unani.oua approval. Theu waa Balle heaitsncy on the patt. of 

.uri)' of the .ellbera to have their ataff work after hours on a COli pany 

19. Me.al Blsck to Struthera, May', 197B 
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aponao$ed manageMent prograll. However, when Black ahowed coat co.pariaona 

• against bringing the participants togettfer in one location in sa8tern 

Canada, for an eathlated aix week period thet was eaU.ated ta l:ie'.t leut 

aix weeke in arder ta caver aIl the material that waa nOIf being generated, 

they reluctantly accepted a program largely baaad upun correspondance 8~udy. 
l 

., , 
-The follolfing is an excerpt from Black 'a sUlllmary ta th, management 

cOllmitteel 

1 

Il It has been decisjed ta base the program on correspondance study 
bscauae of the eoEtte involved in bringing people to a cen'tral location 
and putting th~n. up for an extended period. ,The Mechanica are "rela­
tively sillple. Text material la provi~ed for each unit. There la a 
teat at the end of each unit which thè participant aenda to the univer­
s ft y for correction. The participant' a prob1e1ll8- and knowl edge ' ahort­
cOl1lings csn be diacerned frOIi hi~ hOllework aaaignllumts and adcUliona1 

" 1 material .~ill be aent ta the studenta if neceaury to aid theM in over-
coming their difricu1tiea which they are having. It la very silllilar to 
a private tutoriel ayatell run by .any correspondance 8choola. ThiB 
method a}ao serves a8 a Meana ot evaluating the cl~rity a~d the ease of 
underatanding of the tut and the eXSlRp1es contained in the text 
material. 

In view of tHe faet that the Major portion 'lIr the course lB 
Btudylng rrolll printed text and as there la very little interaction wlth 
either other atùdents or te.ching Bt.ft:;eXCltPt through a8signllenta, 
it ha.a been reco •• ended that the progr incorpora te 8 five day work­
.hop'. Theu reco.lllendationa have bee COBtad out. The .Mount of 
luteriàl involved indicatea ,th.t production coata will be at leut 
double 8S there \ fa additi.onal 8upport .t.,f' required ta aSBiat in the F' 

pfoduction of the lIIateri81.· A reviaed budget la esti.ated: 

CurriculuM and writ1ng: 
AsaeMbÙng and collating of IIIt&ria1 
Univeraity faculty end ataff 
Production ~ 

Matedtl Coat 

$20,000 
$ 4,000 
$ 6,000 
$ ',000 
$ 2,000 

ln arder to, curtail workshop-ae.inar costa, ft ha8 been decided 
ta lillit the nUlllber of participants to 12 aB ori9ioa11y pl8'nned. But 
in anticipation of 'drop-ouh, 14 !fUI be .Bigned up: ~t la 8ugg'eat8d 
that during ~he workahop a nu.ber of exerciaea be.givan, including two 

\ 
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bue!ne .. galles and, that these ahould be worke-d. on in t~alla. Having a 
cOllple.ent of 12 pal'tlcip'anta, IUlana tha,t thera -are 4-hTee ,halls of 
four. ·lhi a hae the addé'd value of allo",ing each tu. ta have a deslg­
nated general lIan8g.~, salee lIIanager, operations and distribution man­
ager and finance Il.nager. F'or different g .. es !nd probleMs, the teall 

°Ullbera will altarnate in thll88 poaition.. Ihia gives "a.;h participant 
an opportunity of approaching the varioue problua' rroll different lIIan-

• 1 

a~er ia! perspectives, and sffords each participant a 1earn1n9 'elCperience 
outside hla awn -~tI.ediate work-related experienee. The tot'al coat 18 
e~tillated when a~l ex1gencies are addad in to be $3S,OOO.qZO 

,. 
.13 Problea. encountered with 1eeaon unite 

Oifflculties continued to plague the tesms ",.orking on ~u~erVision srd 

marketing. Marketing in particular praved troubleeome. Market and market 

I\l\, 

segmenta wera extreluly dJfficult ta define. Market aeglIIentation had never 

, 
been adequately addressed in the chellica! dis"ributian. industry and oonse-

quently much of what l'laa deve10p8d for the training progr'BIl l'las lIatariel' of 
1 

an; original naturs. 
/ 

That there l'las no substantial literature or priaI' 

reeeareh to draw upon occaaioned excessive a.ounta of ovartiMe to meet cri-

tica~ path deadlines. F'urtharmore, as the lIIater1al calle 'in it was in draft , 
t' 

forlll requiring extensive rewriting and editing. Other COMplications arase 

witJI the (.1nancia1 section. While the sccounting SY,8t.IIS' were .well stand-

*" ard izèd, the~ l'le ra nsw ota IIsny 

in8tituted lS88 than six monthe 
, tbo ~ 

had beèn of the bra~ lIanager8 88 they 

previou"'8lyo' It was thought bS8t to prov ide 

aIS possible laid Dut 1'n lIIeticuloua detail 80 that they 
" 

could bs e8sUy undel'8tood and workad through on sn individual basie., 

p 

20. Black, Report ta the Managellent en ... atss, May 16, 19,78 
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financial and oper Il!: i ng reports were taken and'diasected,item by 
c 

i t ent • 

The method of calculating the reau,lts on each item were axplaine~ in the 

greatest datai!. 
, \ . 
In addition, self.;.teets of calcu'1atione were conaidered 

aIl important. The tee. reaponeible for this unit met conaistently ovar a , 
'1 ? 

period of rive 
'.r;' :-l 

months 'lfJ.:..~ôg and re-writing the materisl. Exsllplee were, 

clarified and II/any édded. The unit wae divided into eaey-to-read aections • 

. In the end eight sub-sectiona were de'4'eloped for the financial section. 

" 
Throughout each of th,e suh-sections studenta could check on their progress 

by means of self-tests at the end of every sUb-Sf.to~. Great attention wae 

psid to sequencing and the student wse unsble to proc,;,ad to the next sub-

sectiOn without a th orough underatanding of the previous one. 

As the financial unit evolved 1t- becalIIe evident thst the whole pro-

gr~m was g01ng to revolve around it, 8S it tÔuched qn' aIl aspects of a 

br'anch or a divisionsl operation. Mackenzie tealized that it was going to 

be necessary to incorpor~te e~elDents of the financ1al section in each of the 

other 

gram. 

sections in order to ensl,lre complete continuity throughout 

On hie 8~9geetiOn, Black rorm~d a review c.2mitt88 for this 

the pro-

purpose. 

Both Mackenzie and Black were members and the curriculum designers and 118m-

, ber8 of the vsrious te8.1118 were slso included. In orfJer to l1Iinimi~e time 

. spent in meetings. only the tea. wh08e subj'ect W8S to be reviewed would 

sttend that particular meeting. 

" . 
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For future reference Black with Mackenzie' 8 he1p for.ulated the follow-

~ 
ing flow diagulIl . . 

E' X " 1 8 1 , 6 

" 
FLOW DIAGRAN FOR PRODUCT ION OF BRANCH MANAGER' 5 PROGRAJIS 

. 

/ Couree 
Outline - • . , . 

. 

1 / Text 
Developllent 2 Rev 101'1 Curriculum - Wri ters 1---

Teama J Co .. mittee Producera 
4 ( Screening) Designera -

1 
Media 

1 
0 

t 
,.,. 

1 Deaigners 

< Oelivery 
• . 

aystem 
/ J ( Teaching Method) 

0 

As the 'fnita too~ shape, the)' were in Hackenzie'e opinion of a very 

high calibre. The final drarta l'lere weIl wrltten, well illuatrated and well 
~ 

documented. Thore l'lere over 2,000 pages of text, snd the printed mat8l'ial 

, 
wsa weIl presented and attractively packaged. 

1 

'"A progre88 report. given to the /l8n8gems'ht co .... it,tee, elicited the aU9-
.~ 

, l.~'" 

gestion that the progra .. should be dfsigned in such a' l'lay ,BO thst each unit 

of the couras could be given separately to diffsrenl groupa of lIupsrviaors 

snd managera. Zl )In .th'a l'lay greater use could be lIade of the progrelll, the 

coat c~ be apuad over a much wider ellploy~e baae and benefite ",o'~ld be 
, 

wider 'unging. 

21. Minutes: Manage_,:nt Commilles April 21,1978 
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• 14 Profea~onal design.tion 8uggssted 

'i 
It waa 81ao suggeated that thi~ prograll be conaiderad certificatio: or~ 

sccreditation to the professional designation of Branch Hanage~. oThis wss 

both an unu8ual a"d i nteresting \ suggestion. Fro. the di 8eu8sion that' f01-

10wad the, intent wae clear that lIana~ell8nt \IIan'ted to InstUl the ide'a of-

pr~feaaionalia. in thelr managera and this .ight ~e one ~ay ta do it. Thare 

was snothsr benefit; the r'ecognition and- statua value aueh certificat~on 

mlght bring. 22 

( , 

A geners1 palicy W8S slso enunciated at this meeting. ' No lIànager 

courd attend advsneed IIsnagellent courses au ch ae those put on by the univer-

silies without firet having sueceasfully cOllpleted ,the cOfllpsnyls brsnch 

m,anagara l development progralll. 23 

Black took these suggestions under advisement. Apart (roll' the eertifi-, 

cation iS8ue, Blaek-----;:.._s interealed in getting sOlle forll of aeadel1lie credit 

for the participants on their suecessful conclusion of the course. A OUlllber 

, of the prospe~t ive part icipantll were undertJking degre8 programa and il .... 
would be l'Iast helpful to thelll if they could obtain credita for i'n-houae 

progralle. The suggestion wa8 
~ 

• their acadellie requi rellenta. 
; 

) 

university proved fruit1ess. 

22.' ibid, 

turned down by the university Ba not meeting 
\ . 

Discussions st the very highsst 'le-vel of the 

They 
~ 

would under no ci reullstancea 
'\ 

• 

grant any .. 

23. ibid - p. 10 - Alao reiterated in the COli pany policy iIIsnual under 
"Training and Education" 
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aClidemie credit notllf.fthstanding the fact that Black o'fared them the oppor-

1 

tunity of final approval on course content, aetting the aeade.ic standards 

and.sanctioning the final èX8minatioi1s. However, they did sgr"ee ta isaue a 

.. ~ 
c"rtificate fro .. the departllent of continuing education ta each participant"' 

upon succeasful co_pletion of the course. 

50 distussed was Black ove-r the university's rejection of giving sca-
r • 

delli-c 'Credita that he .launched an investigation into privata institutions 
. l , ,> , • 

8uch a8 the General t1ect~lc Institute and the General Motore Instltute. At 

the writing of this thesis', a -proposaI' has. besn luds to the boêrd of direc-

tors lhat the company set up.its own inatituts. 

In hie report to tne directore, Black wa8 very critical of the acade.ic 

Institutions. In his opinion they were refusing to'",eet the present rsality 

of the workplace and were not ~eting the needs of indu8t'r~, or for that 

matter the workforce generally. 
(' , 

Although th,e university w,ae a partner in 

the present .anage.ent progralll, il had been left ta the COMpany ta do i ta 

-Jo 
own évaluation of t~e courae, the a$a~sament of the workahop leaders and the 

appraiaal of the p,,!rticipants. The univeraity had .ad\ no, provision to do 

sny evaluation whatsoever. According ta Black by the è!ollpany lIalntaining 

ita o"n inati'tute 'it would Il18ke il easier for Hs employees to obtain the 

kind and type of education they and ",snegellent felt "sa necessary for their 

csreera wi th the company. COII.unication with 80118 U.S. universitiea indi-
Q 

cated that degree credite could be 'obtained in their prograllla and Black 
/ 

reported on hie correspondance w!th s number of the._ Ta snsure academic 

respectability and ccredibility, Black set out. the fo11owing poliey guide-
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linl!t!l fo." all courses that might be accred'rted by the eo.pany' a inat'Huta: 
1 

- .. 
a) A recognized educational authority would evaluate course content 

pas~ upon It8 acsde.ic etandard. • 

b) This standard had to be of un~veraity level. 

ei Testing had to confor. to.univerait~ practicea and atand.rd~.24 

~ 
.15 Privat~ academie institution eonsidered , , 

B'.lack' s aU'ggeaUon of' a pri vate accredited educational inat 1 tution was 

met with a fair aMoynt of skepticislII. Both the luna.ge/lent cOlillittee and the 

board were syllpathetic to -Black' s propoaal to create a cO/lpany BPon"ed 

institution, but they_ (eH 1t walt both beyond the eompany's flnancial 

reBourees and staff eapabilitiea. 
6-

In addition a satisfactory 'return on i.n-

vestllsnt would be extrellely difficult to achfeve. HDwev~r there was gen!Sal 

agl"eejllent that BI aek la propoaal had lIterit 8.n. he waa encouraged to pur sue 

~ , 

the mat,ter further and report back to the cO/l.lttee at a later date. 
li> 

A1though not a true academie institution 8S Black had eonceived It, it wes 

s~ggested that in the lIeentilla th~ training ând ëducational programa fa111ng 

, \î 
,under Black's rasponsibil~ty, cou1d be considred aa eaanating f,roll the 

"1II8nog8l1ent instituts". The instituts W8S in fact a paper organization. In 

till8 it was to becoae tha centre' for most of ~panyl8 learning 

set iv it les. 

24. Black, "Report on a COllp.ny Managellent ,Institute" April 15, 1978 

\ 
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'Iy' 
Black a1lao expanded 0'; thé progre'as of the brsf,lch managera' pl'ogr ail 

atating that it had bun alow owing to a short age of trade mahdal ta aug-

ment curricula in a11 aubJects. Much of whst was being developsd was of an 
-~ 

original nature. A revlsed schedule litas Il'resented and accepted. 25 --, 

Fra", the IIsnageunt cOIII"Utee' a meeting of March " st, Black took up 

with ,Mackenzie the suggestion of conatructing the program in aeparate 

.lIIodules. No undue problellla were foreaeen except with the financial eleunts 

rela-ting ta Bech unit. After atudying t\f'j problem, a 801ution was arrived 

at by proyuc}.ttg a 8upplelllentary booklat axplaining (!Qnciaely 'the 'accounting 

interrelationships. 

Aa the progralll nured completion, it becalIIe necessary to select work-

shop leaders. It waa decided ta use faculty mombers for the fIIsrketing, 

. supervision and long-range strategic planning units, and to have company "P 

ataff handle the finance and HBO units becaus8 of th~ir fsrailiar1ty with 

company prectiee. As the workshop was being o'rganized, il waa suddenly 

realized that the eOIllP~py' ataff involved in the workshop had never hed 

experience in teeching much le88 teacher training. A crash program "Teach-

Ing the Trainer" wàe organized through the faculty, of education ofe a local 

university for thoae staff lIet.bere who were ta Bet as workahop leaders. It 

• pral/ed ta be an ,unqualified 8uecess and e~re.ely rewarding,\ ta the ataff 
J • taking it. As a con~equénce of this training, they were able to make cer-

tain signifieant leerning iIIprovellents in their unite, aa well aa modifying 

the warkshop presentation ta make thu 8 lIore meaningful leern!ng 

\ 
experience. 

25. Minutes, Hanagemen,t COIlIlli~tee, April 21,1978 
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Hanagellent prograll launehed 

_T'--~"",,,_ -~~"'''''-'-''''_~o>~~ ... ...,..~ .... 

r 

rac1lHies were ~bta+ned 'at a ~ècal hotel for Flve days an"d the progral'll 

l aUllche,d. 
( cf , 

fourhen who had bun selected by the Il8nageMent cOlltlittee wete" 

enrolled fn the prograll and after a 8ix 1I0nth delay il glft unde; Ifay in 

" 
A nutlber of very dHfie'ult, adll1nistratiVè ,problel'lls' were 

encount ered. It required a great deal vof effort ta monitor the lU~eria'l 8a 

-,~d~ waa sent',out, ta have it Il8iled out on tirle, to follow it up with e-Ilch 
~ ,fI, . >, 

<0... 
participant ta enadre that the assignllents ca.e in on schadule and hava the 

" university returln the corrected'work,to the parbéipant. The 10~iatic8 were 

very involved. Through trial and error, a procedure was developed that 

" worked moderately wall, despite the faet that iti add~ed considarablyO to the 

work of the secreter!al staff'. '}he prograll was well recetve.d·, posaibly,due 

ta the adva~ce pÜb,liCity it had been given and Ha whole-heartad en'dorsement 

by ~enior lIanagellent. ~ great· desl of' attention had ~ae~ given to ,colliluni-

cating t~e objectivae of 'the courae and it wU lude cleer that' the aim of 

the progra'" waa ta hélp each one IIIake theil" job eUIHfr and to, help them 
r!' 

prosper as a branch lIanager. Anothet qu>lte aerioua problera that surfaced 

",aa 'the dates set far 'the warkanap period. 
,,~) 

J • 

lhese wer" set t"O"'),aeks pl'ior 

to Chrietllaa and it IIltant t.~ing etaff a"ay 'roll' theif fa.ilies at a t.rsdi-

tiona! faally tillB. As. tha progra. l'las underway it loi .. illlpossible to change 
lA 
~ .. 

ths dates but it W88 sn -arror that Black and Struthers recognized. Black 
, 

noted the Illetake in a lIaliO ta the preei~erÎt and that eteps, ",ould .be taken •• 

. , ~ 

to ensure that ft wou14, not .happan again-. n ",as round thst titlling wais aft 

iMportant factor in achieving suceesa ror In:'house progralU. As expected t 

there ",ere two drop-outs and the poliey of over booking the coutae wae con-
-. "~ 

~oo 
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. aldered wall foundad. "E.ch unit "'I\s afforded one workahop day w!th finance 

given two eveninga 88 weIl'. A8 the holiday seuan waa approaching and in 

recog,nHion of the efforts elCpendsd by the participante, graduation sXl!lr­

ciaes and 8 d'tnnar 8lon9 with diploll8-giv~ng were instituted. lhis wss 80 

weIl acclllptèd by aIl and beyond soyone' 8 expectaUon that it beca .. e an out-

atanding feature of future progralla • 

• 11 Evaluat ion procedures needed 

-, 

In arder ta illprove the progrsli in the 

aek;d, through the ùae of an evaluation 
,.I! ! 

fo'ria , 

the prograll, the curriculum IIsterlaI and the 

future, each participant was 
1 
1 

ta evaluate eac::.r. section of 

workshop leader. Based on 

theae evalu'ations, s nUllber of changea were lIade in the prograll. o. the 

basia of aubjecti ve evaluation. the progrsil W88 rated very auccessful. 

1 
Howe'v'~r, ~when the final coat \IIae tabulated', it came to Just over $42,000; 

$27,000 over what had been budgetedl Although the coat overrun was weIl 

". " " ' 
docullentBd, it ahowed aerious lIIisjudgllent in estillating in-houee -cuetom 

taUored educalional progralla. In Struther '8 opinion there had to be a 

. , 

lua(la of lIIea$uring the return on fnveatlIIent ror auch 8 large expendi ture. 

t 

Struthera reinatituted the taak force on training" and gave them ~he problell 

of developing a eoat-benefit for.uls for tr8'ining. .\Her twa lengthy luet-

~ 
inge, they foun~ it illpoes~ble ta l'nolv8. ) Struthera then asked Black to 

t study the situation and report hie rindings on how in-service progralll9 could 

be evaluated on a coat-bene fit baala in the future. , 

( . 
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In 8 report to the president in May, Black stated th st the present 

stste of' evaluating .. anagement training was atill very much in Ha infancy 

no one best method had yet been devsloped. According to Black, the 'main 

rusons for the fai lure of the evaluation Rlsthode have bun deaign short_ 

~Olling, and di fficultiee in developing rigorous atat ietical methodology. 

Most designs are ex-post facto and theae are atatiatically weak. Referring 

td a recent series of rssBarch projecta o~ evaluaUon aponsored by the 
)~ 

A;erican Society for Training and Development Black round that they hed been 

inconclusive and 11'0 satlafactory method had been revealed. One proJect 

fai,led to' show an advsntage for training because the control group and the 

newly trained group shôwed the 8ame improvelllent. Another waa unable ta find 

any correlation between performance after training and a reduction in oper-

sUng coata, while a third could not concl-ude their study because of (auIta 

in the tra·ining design. To lIIea8ure managellent training effectiv~ly, it waB 

stated ·that alx pre'rellUi~ite conditions,lIust axist-. .. ..,~ . \ 

"1. SOllle unit of perforllance muet be deFined in measurable terlla slIch 
88 ""alee, return on capital employed, or inveetllent, claillls, staff 
turnover, operation costa, etc. 

z. 

5. 

6. 

Th, lIanager lIust have a degree of control ovar thia uni t'of perfor­
runee. It .. uat also be related to knowledge or s skill which can 
he identified, such es work acheduling, inventory lIIanipulatlon, 
luthod of handHng cOMplainta, snd so on. 

) 

The training progr~1II must be designed to 'corr~ct 'specific skUl 
and knowledge deficiencies which affect parforllance in ,defined 
araes. 

Jactors beyond the 118nage~_ cC?nt rol "'ust be re~~gnized and ei ther 
corrected or accounted for. 

Tha .. anager lIuat he given every 
lesrning which in turn lIIuet be 
defined in the ffret condition. 

opportunity to 
raflected in 

The illproved perforMance must cont inue ovar tille. ft 
\, 
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Thare are" Black added, a nUlllber of contingenciea which must be noted: 

( ) 

( \ 
, 1 

Training wlthout organizational support will have little or no affect. 

Training - th,t ia general' as cOIDpared to training that ia apecifie will have. 

10101 if any revenue effect. Laatly, the eêonollli~ effect~ of training cannot 

be gauged ilillediatoly as there iB ahaYB a tilIIe 18g for changea to 

develop.26 " 

An interesting di~cueeion took place between Struth!Hs and Black as to 

whether' or not exallination,a could be a l1I,ean~ of evaluating a training pro-
, . 

'gralII. lt W88 StrutherB feeling that teating in' an adult situation wae ueu-

ally :rowned' '1pon and in the caee of a company sponsored p~ogram, a8 this 

one was, it'wes feared that teeting mignt have a very 8dver!a and ne.gative 

affect. In aoy event. Black pointed out that tsating could eyaluate the 
4' 

program Frol1l the standpoint of 88seaaing 'its ability ta impart knowledge ta 

the individual but it need not hav,e "'any rele~ance to the individual 'a per­

formance. Eaaentially lt lIaa the, individual 's performance tnat the company 

wiahed to' lIusure and to Il1prove. The president encouraged BI ack to oon-

ti nue hie attampta to eatabl ish eval uat10n proceduree based on performance 

cri~erh. He waa of the opinion that aouthfng ",as better than nothing. 27 

., 
ln order ta develop a basia for evaluation, Black rel:urned to the work 

that he had done on identifying the l1Iajor funct.iona of a branch runager' 8 

'7 

job. If the evaluat10n of the COUfse waa to be b8sed on coat-benefit, it 

26. "~, "Report on the Effective He88urellent of Training Progralla"', May 
20, 1978 

27. Interviewl Black, June 19,' 1979 
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thereto-re had to be baeed 'on performance and performance must be measured in 

terms of some comparative criteria. FurtyerlIIore. tha criteria must be de-

fined in euch a wey that dagues or diffarancies would ba recognizable •. for 
" 

example, performance IIIay bs desctibed 8S being good or bad. but t'th meSl'l8 

nothing unt11 good and,Ebad are rigorously defined. 

Black isolated' the following operating statisJi.cs as perforlllance 

measùrement criteria. 

POCTlCt4 
BElNO 

l€ASlftD 

A. ~ieion 
a) 6IIployee Tu:l"llPJer 
b) ,!baerteeiall 
c) Prodœtivity 

(lof orders par dey) 
d) Sefety 
a) CaIIplairts 
r) Report irg Deadlines 

B. firwciai 
a} Ièturn a: lnYaet.t 
b) iVR Daye C1Jtsbniirg 
c) Budget .\ Coat Cortrol 
d) Inventory Tum1V81' 

c. HarIœt~ 
a) Salee ê 

b) Market 9lare 
c) Harlœt Gain 

EXHIBIT 7 

~RITERIA-REFE~ENCED DATA 

SIl.Rl: 

Tal'llination Report 
ltJaertee Report 
Sales Report 

Safety Report 
Credit tiee 
S:h!d.ùes 

F.inln:ial Stat.ert; 
F1Iwlcial !l~ 
Filwr:ial State.nt 
~ions State.ent 

Sales Report 
Salee Report 
SaI es Report 

l!WOf 
PERfIHWŒ 
PlI: 1ll.RiE' ClŒCTIVE VPRINŒ PARMTERS 

AIthaugh not statisticall y valid, ,Black feIt that thia was a atarling 

point. In any case, large varlations would bè illiudlately noted Bnd further 
( 

more delalled inve~tigation could be undertaken la Bsseas lIore accuratel y , . 
the cause of the variation. It~ W88 hoped that ,graduetes 01 the program 

would slow sign if icant i.provellent over their past records Bnd sgainat 

objective. For the ti.e being thia perrorllsnce evaluation was 
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adopted and aIl lIan8gera both thoae who had ettended the branch lIen8ger'e 

fourae and thon who had not would be "valuated againat the criteria every 

\'ix Montha. 

.j 

Studying the evaluation reporta ~ade by the participants and reviewing 

the experience that had been geined through the Firat progJ,"81'1, Black and 

Mackenzie uncovered 8 number of weaknesa8s that needed correction and that a 

nu.ber of illprovetlents l'lere neces8ary in many ar>eqs. The opinions of the 

participants were alao BolicHed es tn what they thought should be added to 

the program. lhere was general~iasstiBfsction with , the managellent-by-

objectives unit and it was suggested thst il be redesigned and rewritten 

to be more applicable to the prac.t1ce of branch l'unagement and to those 

areaa over which a lIanager had control. Tills management had be~n touched 

upon in this unit, and they recollmended that this be expsnded into a full 

unit 8S it was one of the greateat problella encoun,tered by~ a11 118nagere. 

-They criticized the .arketing prograftl as being far too general a.nd nht 

speei fic enough. The text and !Dateriel had to relate more cloaely to the 

co.pany' 8 operations in the field and to the IlIlrkets' on whieh the co,pany 

depended. 28 Q 

ln r&aponse to theae, evaluationa and suggeations the marketing sect10n 
/Î, 

1'188 co.pletely rt9viaed and te"rithn' with particylar attention glven to 

specific .arket. and .arketing proble •• asaociated with the wholes.le cheM­

ical buainess. . Exa .. plea were drawn Froll actual case histories that hld 

accur rad in the cOMpany. Greder attent ion waa gi ven to the pricing func-

tion,-its effects upon sllea, profits snd cOMpetitive activity. 

28. Correapon;snce: Black-Mackenzie, May 1,2, 1979 
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.17 Strategy and long range plans - i.plicationa 

The company had recently ellbarked on strategie and long-range plan-

ning. The Business Assist Group had been given the responsibility of draw­

lng t lh. flrol •• "l.n. "och.f lh.1' .".,ta •• n glve'n t ..... .,.h ln 

• ., •• tin," •• ti Y 1(1.... H" • • t, •• ,. .I".H 1.. .. ,table. 9 uvi no " .101 n-

ishing Itnd they were more clearly defined and categorized. , This lIIaterial 

~ae invaluabl~ to the redeaign of the marketing unit • 

.-
From their work on Marketing and on strategie planning, the Business 

A~si9t Group auggeeted that the unit on planning incorporata atr;tegic plan-

ning 88 weIl. As lIIuch of the strstegy in planning had to be worked out at 

the braneh level, the Busineas Aaslat Group were aeked to take on the taek 

of eet ting up 
~ 

a eub-eection of the planning uni 1. 8aaed on their own 

reaearch and effort in deve10ping an overall cOllpany stratégie plan, they 

were 8ble to put together a very cOllprehenslble, but at the satae tille a 

rellarKab1y condeneed veraion involvlng only branch or d~viaional apherea of 

activity, • 

.18 MeO implications 

for .. any y •• rs, A~~ga.'a lIanagement-by-objectives p:og~all had been the 
...... "'~ 

corneratone of their lIanagelient philosophy. It calle as sOllething of 8 8ur-

priaa and no little a.barra.s.ent to Black to find that tha participants were 
. .~ , 
8o.ewhat 1ea8 than enthuafastic about th!8 unit. BI.~k peraonally conducted 

a nUliber of interl/ia",. ta 688888 whare the lIajor criticiBlftB 1ay. 8asad on 

- 106 -

'\ 



,--­
Il 

1 

( ) 

" 

, 
- --~---------_."..' .. ~ .. -----

() 

'theu finding8 a systells approach ta MBO \lias adopted and the interrelation-

ships ",ith the cOlllpany'a goals and atrategiea, and long ran~e" plans ",erè 

expanded upon in greater depth. Means of eetabliahing c,ongru~nce betwesn 

all three activities "ere illu8trated and programlll8d el(allp:lee ",ere 

Included. The nUllber of eKerches in. goal setting techniques ",ere increaeed 

in order tq gain greeter faoUHy in "developing attainabl~ objectiva,s. lha 
" ' 

,use of M80 à" lIIechaniam for feedback, a aystn of control and an appraiul 

tool ",ae elCplait'led in datai! and finally a silllulation uercise eOllbining a11 

theee. elelllents tied the unit together aa an integrat~d ",hale. ' 

\' 
ç~~ 

A module on tills lIIanagement W8a drafted. It incorporated ,a number of 

typical' situations (aeed by branch lIanegers and lIIanagera in genê'ral. A nUII-

ber of standard texte on the subJect ",ere used in He deaign. 

r 
Thoae araae in thè' other unite ",here the participante had dellon trated 

that they had )lad dHflculty br ",here the lIaterial 'wae obvi,ouely IIi under-

stood, were rewritbtn. Every effort waa !Dade ta nlllove alllbiguities and 

every effort lIade to eillpllfy, condenee and clarify • 

• 19 Learning o~jective8 ~ ta be added ta future progr ••• 

learning objectiv~8 h~d been o.itted in the first course. \ This waa u-

\ 
garded as a very serioue deficie~cy. Learning objectives were eetabl!ahed 

for esch unit and 8uh unit and tests ure raphraeed ta correlats with the 

learn!ng objectives. 
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As the marketing aection waa now lIIuch larger then it had besn,( and _dt" 
... \, 

the .sddi tion 0 f strategie planning a8 entirèl~ naw 
, 

.~~c...>' 
uni ta, the course had a>cpanded ta over 2, sao .pagea of telCt lIaterraI. The 

firet c1~8s h~d diffieulty in eovsring th!8 Material in the tille allot.ted." 

. 
A deciaion waa resched to 8I(tand the hORlll .:atudy pariod by ho waeka and the 

worka~pp pariod by three daya. 29 

Du.t:ing the frae avanlngs at 

there 'las a great deal of di ecuss10n 

rirst 1I0rkshop, Black noticed 

involvlhg not' only sport's .. but 
\,.. 

that 

aleo 

~ 

poIHh:s. Many of theae discussions were extrellle1y intereeting ae they 

brought viewpointe froll aIl acroee Canada. Black decided ta invite ,a Can-

ad1sn historian and a politlca1 sCi~ntiet ,\om the university to address the 

• 
particip!lnta on t'la of thslr free evenings. This. innovation l'las 80 weIl 

(} .' received by the participants that ft W8S cont.inued in future prograllls. JO 

. ! ft 
.20 Second lIanageaent progta. held ~ 

The second b~anch manager's prograll commenced on January 15th, 1979 and 

lias cOllp1eted on June 15th, 1979. Evsluat ion by partiel panta of tuchera 

and .. ateriel 1art no doubt that it was s reaounding succoess. Six months 

lat ar, the per forllancas of those branch .ana9 ers COllplet i ng the course a8 • 

luasund by Black's criteria showed positive gaina for nearly every partici-

pante Particularly grat.ifying were the l'eaults on ratutn on inveatment and 

29. ~, Black to Struthere, Hay 5, 1979 

30. Interviul Black, June 15,.1981 
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s'taff turnover:" However, thore was no stetlstieal 81gnl f ieance aUached 

to these reaults nor could there be. Nevertheleea, senior lIanagellent were 

~ 
aat~sfled thal the prograll had aucceeded and had met the objectives that 

--' 

~: 8et. Black was Inatructed to continue the prograll for the re~aining 9*" 

branch lIanagers and ta have the prograM tran1slated intà F'reneh. . ' 

criticis. voiced of the second progralll was the tre~doue allount 

The Major 

of W/i.ti~9 
Il 

that had ta be dte by the participante and (the nu.ber of Ullte consu,.1 ng 
/' u-

esaays that were r quired. Many stated that they had inaufficient UAle ta 

do justice ~o the course for this' ::aaon. As a reBuU of the se findings, 
J 

the post tests wJre co .. plete1y fev811ped and Moet questions del1l8nding easey 

anawera were replaced by ,.ore objective ones. 

" i' 
.21 Inadequacy of workahop facilities 

\ 
\ 

Another lut t er (;;. 
1 

80lle concern WBa that of workahop facll1tiea. The 
,J 

firat prograll was held at a local hotel. The l1Ieeling rooAls were Inadequate 

and the distractions 8s80ciated ",ith a downtown hotel detracted froll 8 

satisfactory learning environllent. The second course was he1d outaide the 

city. qI/hile the fecHities were vastly 8uperior ta thosa of the hoteI, 

workahop leaders found the travelling bath unneceasarily exhausl1ng and lime 

consull1ng. The COMpany ie preeenUy searching for More suiteble racilities 

that will accOMModate all neede. 
; 

\ 

, 31. v. Appendix B 
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.22 Growth of intereat in other progra •• and training depart.ent con.iderad 

The sucees. of the branch aanager's progra. coupled with the suceess of 
>'. 

the teacher'a training prograll brought both recognition and attention to the 

cOMpany'a training endeavours. Throughout the balance of 1979 Black 

- reeeived nu.ero",a requeats for. othn typea of courses on aafety,. language 

and supervision. ltequests ca.e froll the executlve group, the~ peraonnel 

depart~ent and divisional ~anager8. SOM. even originated fro. the peraonnel 

deparhent for help in locatlng out Bide programe for ,epecifie 

Lndi v iduaIe. 32 

5truthsra questioned Black on the progrees of the management institute 

, 
concept and waB infor~ed that the proJect was in abeyanee for the tille being 

owing to workload and pressure. struthers then aaked Black to eX8IIIine the 

fueibility of eetabllshing s training departJaent headed up by a training 

exeoutille. 

Black drafted a report wherein he atated, that ineerv lee training had 

three distinct functions, none o( which were lIIutually exeluatve. One deait 

wlth teaehing technieal akills neeeaaary ta perfor. 8 specifie tsak, another 

was to i.prove perfonance in .ana91ng and auperviaing and ~ third waa to 
1 

proyide an adequate pool of talent for the eo.pany to draw on. 

H. Fra. July 1979 to Oece.ber 1979 over J5 intaroffice lIe.os requeated 
infor •• tion, ea.iatance and nelp in lIanage.ent, supervision, ae111ng 
and n.r.ety coureea. / 

- 110 -

-



I! 
JI 

( ) 

( 

\ 

Training, contlnued Black, waa one of the most 

the lIoet iMportant, in puman reeource developtllent. 

î ' 

10PO,' ••• /" " 

Ta be effective, 

if not 

"it had 

ta Meat bath the individual'e needa aa weIl aa thoae of the cotllpany'a.How-

ever, i t la the company 1 s hUMan reaou~ce raquirellenta, both ln the present 

'. 
and in the future, prediceted on projected organizational changes, parsonnel 

repl~cellent and new technology that ia paraMount. Theae factora dict4te the 

type and variety of training that ahould taks place. 

frequently goes unnoticed that training also has four 

attributea. Training can be a very powerf~l tool 

But, BI a~k added, it 

othe~ viry itllportant 

in proloting morale 

throughout an organization. 
"1 

Secondly,' it ia an invaluable éotlllllunlcation 

medium for management. Thlrdly, it can cultivete and austa1n high levela of 

~!RO~ivation in periode of tight budget,a and adverae econollic conditione. 

Fourthly, training as Managetlent stz:ategy, developa human resourcea in e 

,!Rsnner lIoat effective for an organization ta achieve its objectivee,. Black 
t 

. 
then went 'on to outline the lIajor functiona and responslbilitiea of a 

'company training officer. J3 

Black conclùded by 8eying thet the position wss an extremaiy difficult-

. 
one to fill. There ar"e acoording ta Black faw qualified people availabh 

and:the poeition required a pereon of considerable peraonal atature, strong 

analytlcal co.potence, great self confidence and an ability. to win the -con-

fldence of aIl l~vels of .anag~.ent. A .ajor oversight in Black'e reportlng 

waa his olll18aion of organizational relationahipa. Unfortunately he did not , 

say ta whO. the training officer ehould report. 34 

\. 

v. Append lX C 

Black: "Report on a Corporate Training Offlcer" Septe.ber 28, 1979. 
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As the organization of the cOMpany WBS undergoing e'litensive lIIodiriea-

tion Bnd JBS there had baen 8 nutllber,of problèms arising rroll Management'a ~ 
Il.-. 

poliey of expanding deeentralization whieh required llllllediate attention, 

. L' 
nothing further wa8 done on a ~o.pBny training 0 ffleer. lhe project 10188 

shelved for the tirae being. However, it l'laa found neeesaary to aet on 

requeata origi nat! ng ,loi i th dlv!si onal salea managellents' 8nq.,!"~.rong ly andor sed 
r ... ~\, .. r' 

by -a aurvey' conduchd by Black. for the construction o("'·a produet knowledge 

course. Struthers ssked Black ta study the posaibility of sueh a projecl. 

j 

'Struthera 8sked for B reply in tise for the October management cOlllnl! t tee 

meeting. It 1'189 to include fairly aceur8~e coat eatimates 80 that if 

app'roved at thia meeting il coùld 
. 

ba included 

budgêt • 

• ZJ Produét knowl'edge course instituted 

ln the fo11ow 1n9 
\ 

years • 

Black convened a meeting of hesd office merchandi81ng staff and dlvl-

. 
alonal sales, lIIanagers to diseuss the development of a product know~edge 

course. At this Rleeting and subaequent meetings the group ehesi fied Iftater-

ial"pro'duels and end uses that should be included in such a course. It was, 

an eaaier taslc thsn that of developing the branch lIIanagel's' program as a 

nUliber of. Foreign and dOll8stie associations and manufacturera had estab-

liahej;! a variety of educational and training prograllls but none ellbrseing aIl 

producta merchandised by U.A.C.. Black ~8ppointed three of the group to Bct 
l 

'as curriculu. cO.llittee and to ser'een the lIaterial as it - wae received. It 

wae ag~eed that the targat~tion would bOa aIl new 

salea, lIarlcetin9~ purcha(ing and' order processing. It would aleo include 

8l1ploy"ee8 Involved in 
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-all lIanagera with 18SS than three )tura service with the company, salee per-

aons who"had been identified as requiring a refre~her course on produets and 

sales persona ~ho !fera lIoving frollt one sales c&tegory ta another._ A rough 

" count of possible participants exceeded three .hundred and seventy-five 

eraployees, t'110 hundred and fifty wera English apeaking, ~hile one hundrad 

and twenty-flve 

th~ wera: 

l'lere french apeaking. Broleen, down by geographic location 

25 in British Golumbia, 22 in in Alberta, J in Saskatchewan, 17 

,,----J. Manitobe, 161 in Ontario,122 in Quebee, 5 ,in New Brunswick, 6 in Nova, 

Scotia and 14 in Newfoundland-.ln each province the numbers 'l'lere dlvided 

" 
between the cHiea where the branches or diviaions l'lere loeated~ Thua 

1 

although th~re l'lere 161l 11ke1y participanta in Ontarlo, they wer.s apread 

between Ottawa, London, Hamilton and Toronto, Wit~ the bulk located in 

Toronto. Bssed on the project~d growth of the company contained in the long 
,-;",Ù 

range plan, -g was estimated that a minimum of one hundrad employeee could 

ba expected ta take the course each year theresfter. These too would be 

sp,read acroaa the countr~ ,and wou1d aIao be a mixture of french and 

English. As. a(..)roduct knowledge courae of this type<> was entire1y ne!, ,to the 

chellicsl distributing industry, a number of manufacturera' and aS80cia-

tians' progr8lls, Iimited as the y ware, would serve aa uaefui guidee. 35 

The amount of malaria1 that 'calll8 in and ·accapted for inclusion .l:n the 

coursa was extensive and volumineUB. The curriculuil cfmmittee did a ~aater-

fuI jpb in digeating and editing ~he msteriai and putting il into lIIanageab~e 

arder. As thsy cOlllpletad their work it W88 recognized that 1t W88 -going 'ta 

35. BIsek's Agenda and Minutes - October 4, 1979 
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be a lengthy course. 

deterrent. 

. . 
.' ._---_.,----- -- - ... - --~------

'1 - .. ~ ... ..:..-

, 
The~ coet . of prdducing 8UC/'.": .. , ... ,,~d 

J 
.. ~ d 

as, a 

. In surveying the atudent J:puiation, enathero pr~blell was evident •. The 

employees, in ",any,c8soe, had only 8 moderate degroe of achooling. lhls 

fact demanded that the written lIIaterial be co.~08ed in simp~e, easi1y under-

. 
alood language, preferab1y in S1II811, euily digestible units. 

\ 
) , 

\ 

Various types' O'f. for'mat and learning delivery systems l'lere considered 

" and m08t \IIere reJected. lt wae coet prOhibitive ta have the studenta attend 

clssses on' a full Ume baaÏ8. Apart fro~ the trainer and transportation 

costa being forbidding, the hidden expansé of keeping such large number,S of 

allployees off work precluded sny cOflsideration of this type of forlllat. T~e 
!l, 

correspondence forllat without the workshop, which had been so succeS8 fui in 

~ the branch manage( s ,progrslI was conaidered but ruled out. Although prac­

~al rrall 8 coat atandpoint, learn1n9 aolely rrOIi written luteriel· was 
CI 

thought ta be tao di ff lcul t, too tilIIe consulllng and too oneroua for tl'l"e 118-
f 

jority of the part'lcipanta with lillited IJchooling. There were aIea coat i.-

, 
plicationa for reprinting new edition8 of the text material in.otder tô keep 

abreaat of technologiea1 changea and it was ac~nowledged that of any indus-

try the chemicai induatry ,wlIe aubject ta change far IIOfS rapidly then lIoat. 

Video taping was ,also coneidered but diaco"unted as ,being too e)(pen~~ve. " 

Ta help hill decide on a f~rllat:', Black listed the lIain objecti~ea of the 

prograll. Theae have baen abridged a8 f0110\llS: 
\1 
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1 
Prilury objectivee weui 

a) The costa hsd ta be acceptab14t to .. nageunt. 

~ 

b) The curriculuM .nd text Material had ,to be suitable for all partici-
pants, for warehouae personnel aa wall aa msnagerial at.ff. 

, 
c} The inatruclionsl •• terlal had to have the featura of being aaey and 

inaxpanslve to ra!ia. and updata in order ta rallBin currant. 

d) It had to ba av.li.ble in Engliatt and rrenc~ • 

a) It had ta boa based on @9und instructional methodology. 
. " 

f) It would !end itee!f t-o nOrMative and a U III 1118 t ive ev aluat 10n. 
Sacondal'y objectives were: 

g) The course ahould not Infr1nge on regular ~orking houre. 
~~ . 

h) The course ahould be msnageable on the employéefa own time • 

• 24 Audio caasettes with workbook8'selecta~ S8 instructionsl medium 

Art,ar atudying varioua alternatives, Black decided to recDmmend a (or-

lut ,utilizlng audio cassettes and workbooka, Black' s raaearch· uncovered an 

'" 
article in Adult Education on the uae of audio, cassettes in professional 

/ 

training. While no lIethod 18 without Ha drawbscks, sudio cassettes, at 

least ~et five of tha objective~ t~,t he had set. Aa the article staied: 

.. 
-"Audio caaaettes lIIake· learning posaible on an individualized 

'b8~is, sinea the tspe lIIay be stopped and nplayed to fit the needa of. 
the individual and cOMpenaate for) differanc8a in lurner cspabil1tles 
and background ••• audio caaaettea can be uaed ta l'Bach s large number 

. of people over a large geographlc ares ••• ue1ng cassettes, il ia PI!JI.;.­
sibltt to reach individuals who cannot have their work or fully 
reaponaibilitiea ta .tt8n~ on-caMpua progr •••• "J6 

36. Juee E. Muth, "Audio eue.tha aa a ~eana of Profeasioflal Continuting 
Education for Phsraaciste," Adu!t Education, Vol. XXIX, No. 4, 1979, 
pp. 243-244 (Jaken (rollt Black', resaarch notee) 

. , 
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Ta .itigate the disadvantagee of one-wey co •• un1cation, ~ schedule was 

drawn up for a li.ited nu.ber of conference calls in each location ta aasiet 

thoae stll'denta who IIlght have difficul tin. The workbooka li/ere to be 

dealgned u81'1g bath pre and poat test features. They would alao contai n 

ss.ples of 1::0"1I0~ chelllcal produbta sa 'that the atudent ctiuld S8e, test and. 

feel the actual product. Black wa8 sware that' exarlinationa could b8 a nega-

.tive fsctor a8 moet sdult learnere sre very epprehenaive af teetau ' r:tone-the-

le88 some mesne had ta be established in arder ta evaluate the effectivene88 

of the progrslI ee s leerning instrument vend ta S88e88 the studenta' knaw-

ledge. One method propoaed wsa through complete snonyllUy but sfter weigh-

Ing aIl the advan'tagea and disadvanta9\'s, Black decided ta adopt raguler 

exall~nation procedures. In arder ta lesaen the apprehension aseacisted with 
1 . 

test~.ng priority would be given ta briefing aIl 

completely barore ·takil)g the course and ,everyone 

participante' ~arefully and J 
~ould be given every esaur-~ . 

\1 
ance that their resulta would be kept in the stricteat confidence. 

," 
.2S Oeciaion take" ta cantract product knowl89ge course 

\ 
.,;-

This pro gram was entirely beyond Blaok'a meana ta produce in-houae. A 

decision ta Jantract the cOllplete pragra. ta an Qutside inatitution was 

8greed ta by Struthera. 

.26 Selection ero'cedure for contractors 

('\ 

With the assistancs of the curriculul1 cOlllli ttea, Black prepare'd a re-

qusst ta tender and sent li to a.n nUllber of colleges and pri'vate cOMpanies. 
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As salle AMerican co.panies were included, he a190 took the opportunity of 

aending it ta three U.S. colleges. The quotatione rsnge"d widelYi a apread 

of over $75,000 aaparatad the highest from- the 10w8st bidder. Surprising1y, 

U.S. educational institutions were 'lfi thout exception cheaper than thelr 

Canadian equivalenta, frequently by thouaands of dollars. As the' quotations 
(" 

were received the question arase as to what criteria should be used to judge 

the .. eri te and co.petence of Bach bidder. The curriculum commHte.e set 

forth the f0110w1ng a8 a Means of judg1ng each bld. 37 

[IHIHIT 8 

MEASUREMENT CRITERIA fOR CONTRACT A~CEPTANCE .. 
a) Total coat E V 

i) coat per lesson x e 
ii) coat of updating and rev hion c r 

e y 
b) N'-'IIber of le880n8 recc:.tlended l 

i) average length of 1es80n l G ~ , f 
H) esti.sted content bssed on 1eI'YJth e 0 0 a 

n 0 0 i 
c) Sam)lss of prev10u8 work - t d d r 

i quality of printed material, layout, etc. 
ii) quality of audio 

i11) quelity of writ'1ng and language' 
Iv) structural quality 

d) Extent of fOl'1llative and sllDllativ~~ evaluation 

P 
0 
0 

r 

e) Éndorsemant by previous clients 

f)~ademic qualifications of designers Ph.D. H.A. B.A. 

g) Production ti.e 

h) Basie of guarantee for Materiel 

i) Nunber of COMpany personnel required 
i) for technical content 

fi) for liuon 
iii) for administration 

37. Minutes: Curriculu .. Co ... ittee Meeting, Decelllber 10, 1979 
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The submissions were rated individuelly by Black' and each .. eMber of the 

cU,rriculu. cOII .. ittee and the lIerita of aach wera debated in cO •• ,ittae. The 

lender finally selected by the cO.llittee W8S froll a relatlve}y ne", local 

organization with excellent s'cadellic credentiala. The selection wes rati-

fiad b')- the lIlan8g8m8nt cOllllittea on" January 14, 1980 and a contract awarded 

/ shortly afterwards. J8 

r 

.27 Oeai n controle eatablished 

A procedure was Bet down and follQwed. The curriculuM cOII.iltes sub-

mitted the."aterial weIl edited and arranged ln proper arder to the proqraM 

designers. The progra. design'era composed rough drafta of the acripts which' 

the curriculum 'committee checked for sccurac;y. Techn!cal terlls, ch.".ical 

processes ènd sequencing were ail verified. Co.mittee lIembers were aseigned 

responaibility for each hason. On approval, the designers tested their 

.. aterial on test" group8~ Based on the reaults of the testing, the final 

scripting W8S recorded 8nd workbook copy cOllpleted. The maater recording 

" and the workb~ok lIlanuecript then went to production. 

Becauee the progra. W8S essent1811y distance educalion, Black recolI­
"\ 

lIended that 8 nu.ber of hande-on uni ta be includep. Black'., Special Pro· . 
jacta department developed two. One ahed at teaching the !'tudent how to 

build lIodels of siMple poIy.ere uaing plaeticene for .. oleculee and drinldng 

strawa for chellieal bonda. The Ither waa a very elellentary chelliatry set 

38. "fnutes: Managellent COIiMittee, January 14, 1980 
\ 
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wheteby the etudenta were ta perfotll basic experillents which dellonetr.tad 

e~.entsry chellieal reBetions. 

It required approxi •• tely one ye.1' ta produee the courae. 

fort y les80n~ and tWQ kits. Each instr~ctional package 

containad one wo1'kbook of or lesaon8, twenty cassettes each with two les- ~ 

aona of approxillstely t~enty-five .inutes and two kits. Study ti.e of aach 

leaaon was cons.idered ta be ona weeJc and two weaka were allowed for the 

pract leal leaaona. "'ith holidsya and other interruptions it waa 8)(pe~ed 

that the course w·ould teke one y8ar ta cOllplele. The couree waa av ai lable 

in bath languagea. 

, 
At the writing of this case1study, the product knowledg8 course 18 

underway. It haa been wall accepted and ia prograaeing very weIl. Howevei. 

the adllinistration of 8uch a cor'respondence pl'ogl'all wes not fully appre­

[j .,.t.d .nd Bla.k ••• dOlng . hl. 

respondence and the correcting 

beat to cope with it. COllllunicating by co1'-

of individual assignllents aré bath till~ con-

8ulling and de.anding. Aa an interi .. solutIon, Black contracled this work 

\ 

out but ft is hie 1nt8nt ion ta employ a persan full tbe ta sS8iat in th~ 

adllinlstration of thia progra. and others that are being considered • 

• 28 Othar cOllpany progr ••• 888igned tq ex.cutive reaponaible for lIanage •• nt 

and p1'oduct knowledge progr •• a 

As Black waa e.erg~n9 88 the co.pany'" expctrt on éducational llattera, 

~ Struther a delag.ted the reaponsibility for the adMinistration of the 
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kepner-Tregoe progr' •• ta hi.. The kepner-Toegoe progr •• s had proven to be 

very, .ucee •• rul at A.alg •• and Struther. wanted the. continued in the naw 

Theaa progra •• ai. at teaching 8,lIanager how to obaerve, how ta 

app'raiee and how tà inva.tigate situations snd problells that arin and how 

ta d.valop a rational aolution. In ehort ft la a courae in rat ional Situ8-

tian appralaal and problem aolvinq • 
... 

Two of Allalga.' 8 ellployees had received training in teach!ng Kepner-

lregoe principle. and ~ad baen duly c.rtified 88 traioeta by Kapner-Tragoe. 

They perforll.d this training on a part tille bas le only. The!r lIajor reapon-

aibilitiee wara in Marketing and ayste •• manage.ent reapectlvely. 

It was .xpected that ther. would b. a ndnillu. of adllinlatrative wotk 

saaociated with th.ae progra.a with the exception or ~cheduling, participant 

regi.tration and budgetary control. The progr.lI. hed a weIl prepared curri~ 

CUlUlI, accollpanied by weIl presented printed lIateriel and texte. Huch of 
. , 

th. adllini.trative burden wa. re.ovad froll Black aa the trainera arranged 

For faciliti •• , r.quiait!oned teaching aids and cla.arooll equipllent and 

euperviaad the distribution of preconference .aterial • 

• 29 Prob.l ••• ",!th part-ti.e. treiners 

A. events were to ahow the use of •• ployees a. pert-ti.a tra{nera, 

whose •• jor reaponeibilitiea ley eIeawhere proved ta be an 'extre.eIy paal' 
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arrangeaent. ,. On .ix aeparate occs,aion. they were una1lla to fuI ril1 their 

, teaching co •• itaenta because of lIIore preseing obligationa to theIr regular 
'" 

work. Not only did theaa cancallationa cause a great deal of waatad effort 

t} 
ln work reechedullng, but four ti •• e the co.pany's hotel depoeit· had ta be 

forrei ted. It wa. a180 upeetting ta .any participants who had ta reachedule 

traneportation and rearrange wark echedul.a ând ba~k up arrange.ents a8 wall 

. 
aa dOllleatic reaponaibilitiea. y 

Black put hia cOAlplainta in writing ta the president, atating that if 

the co.pany waa going to continue ta axpand ita training function, it W88 

/ 
,/ going ta be neces.ary to eaplay full tiae trainera whose aola reapansibility 

was training .J9 Struthera agreed that the uae af part-Uae trainers had 

aevere lilllitations but stated that he wanted ta give the whole, aatter af 

educat,ion and training aore thaught and in view of executive changes that 

were being plannedo he waa con~idering asking King ta prepare a full repart 

on the subJect later in the year • 

• 30 Executive chan9aa a(fecting aducational activitiea 

A nuaber afaxecut.ive and organizationa! changee were being planned far 

the end of 1980. Str~thers wanted ta decreaae the nu.ber of .anagerial 

lev"la and deeentralize deciaion e.king. The poaition of executive vice-

" pre~ident W8a to be discontinued. King, who had been the vice-president of 

adll1niatration wss withln .onthe of reti'reMent and Struthera took the \ 

opportunity of eo.bining the r •• ponaibiliti •• and funetions of the Direetor 

39. Me.o z Black-Struth.ra, April 5. 1980 
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of Corporate Planning with that of administration. The 'nelt position W8a 

t itled Vice President Corporate and HUllan Reaourd; Oevelopunt. Charles 

Petera waa appointed ta this poat. No attellpt waa made to derine the hUllan 

reaouree function and eventually it W88 8 source of confusion wlth Black'. 

responslbilities in training and education. , , 

The new organizational structure 8S aQproved by the board W88 as 

Followa: 

EXUISIT 9 

NE" 0 R GAN 1 Z A T ION U. A. C. L T D. (> 

, BOARD OF DIRECTORS 

PRESIDENT AND OHEf EXECUTIVE OfFICER 

J.R. struthers 

1 J 
~ l 1 

VICE-PRESIDENT VICE-PRESIDENT SECRETARY VICE-PRESIDENT VICE-PRESIDENT 
CORPORATE ~ • SENIœ -

.JKIHAN RE SOURCE fINANCE VICE-PRESIDENT HANUFACTURI~ HARKETIt«: 
OCVELOPIoENT 

Charles Peters H.T. Chester Willi_ Black MalcolM hascs 

1 ... 
. SPECIAL 

PROJECTS 

r 
) 

1 
VICE-PRESIDENTS DISTRIBUTION [FERATIONS 

1 
.. 
BRANCH OPERATIONS TORONTO DIVISION MONTREAL DIVISION 

Andrew Coll John ,Willi!",a Pierre Oeg\lise 

- 122 -



( 

Prior to the creation of the new position of Corporate and ,HulIsn ReBource 

Developlllent and to Peter', protlotion ta H, Black's activitiea in training 

. 
and educating were Ullited to special projeets. Il did not entail a general 

educational reaponaibility or accountability. Up to the the' that Pete'ra 

took over h18 nej ~poat Black was involved in only three progralla; Kepner-

Tregoe, the braneh lIanagers progralll and the product knowledge courae. Under 

BI ack' Il auperv i aion these progralla had lut w!th cons iderable succeas, 80 
\ 

lIIueh ao that they ha\d ach1eved a h1gh degree of prollinence and .stature 

w1th1n the organiz.Uon. The quality of the progralla had popularized train-

Ing throughout the co.pany. Ae s reeult there were a growing nUllber of 

questions, requeats for sssistance and problellls relating to training, educa-

tion and develop.ent being referred to Black. 

ln arder to re.,lve the confusion and conflicts that were arising between 

Pet ers' and 81 aek' s 

a ttorOUgh atudy be 

educational reaponsibilitiea Struthers suggested that 

lude of aIl the co"pany's educationsl endeavoura. 40 As . , 
King W88 graduatly being rel ieved of h18 'responaibilitiee and dulias by 

Petera, Struthers aaked King tQ undertaka thle atudy. 

Prior ta allalg8 ... tion bath cOMpanies carried on training arter 8 

, 
faehion. At United training and education wer. the reaponsibility of the 

peraonnel lIanager and reA,Orted ta King. 

Struthere-Black f Hay 5, 1980 
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EXHIBIT 10 
( 

ADMINISTRATION DEPARIMENT DRGANIZATION - UNITED CHEMICAl INCURPO.AIED 

. VICE-PRESIDENT ADNINI S TRATION (KING) 

.. . .-, 
. 

1 1 

".nager Ad.inietnUon Service. Pereonnel Man.ger 

· Property Adminlatration ~ · Peraonnel Pol idas 

· .Rhk Hanag enlltnt < Insurance) · Benefits, Pensions 

· Public Relations · Sabry & Wage Administration 

· Transportation Services · Induatriel Relations 

· Less i n9 Safet y 

· Offlce Management Head Office · Personnel Recorda 

· 11' ai ni n9 

· Educa t ion Aid 
, · Management Development 

.31 Survey of aIl co.pany training and educetionàl sctlvitlee undertaken 

Training and education had received little ad'entian. They carried on 

a number of progralll8 inter.atentIy whlch were aIl purchased froll private 

organizations. On a regular buia they spanaored a firat line euperviaors 

caurse, a safety courae and a sel11ng course. These were the ooly ln-houae 

couraea put on by United. but they orten sent their sl1Iployeea ta outaide ) 

cours8a offered by the Alur lcan' Hanaguent AssocIation, AMR, the 

universities and the col18ges. 

The personnel manag8r who Th,ej.8i tu.tion at A.alg811 had baen di fferent. 
1,:'). 

reported dIrectly te' the preaident was responsible for aIl educational 
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activiti;. in the cO.'p.ny w!th the exceptionff the Professionel 5e11in9 

Skill couraes which Ifere under the juriBdiction of the divisi.onal 

E X H 1 BIT 1 1 

PERSONNEL DEPARIMENI ORGANIZAIION - AMAlGAM LIMITED 

.1 1 Pre!ident (Struthers) 1 

1 Pereonnel Manager 1 

'1 
Personnel Polieies -
Benefite 
5alsry & Wage Administration 
Sefaty 
Pereonnel Recorde 
Training; education 
MenageMent developllent 
Education Aid (in. con,8ultation w!th divisional 

V.P.'e - jOlnt reaponsibility) 

The training and e.ducational, efforts at Amalgalll were more extensive and 

one 'progrslII, Kepner-Tregoe has already been desc;ribed. They attempted to 

develop their own training p~~grsl1Ia and' rsgulerly conductsd courses on firat 

ud, aafety, perforllance appuieal, MBO and ori~tation. They had g'iven a 

great deal of thought ta the proper lIethod of introdueing new,employees to 

1,1 
their jobs and ta the co.pany. Ta aaeist auperv isor~ and lIIanagers in 

orientation procedurea, they had created an induction training p ro'g ralll 

cOllplete dth handbook, benefit booklet and audlovisua1. Just prior ta 

their merger with United, they hsd cOllpleted a trsining~ prograll far 

superviaora on exit interviewing. As. Allalgam'a head office was in Montreal 

/ they a180 conducted language courses regularly. 
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Arter s.alga.ation, King brought 

under the personnel 
1 

lIanager, excluding 

the ~rainin9 progr8118 
) 

together ( 

" 

thoae under Black's authority. 

Un'Hed ' s ae111ng courae waa delegated ta the haad office lIIarketing .depart- • 

;' ment and King combtned and rationalized those courses res8ining. 

Although given regularly, no atte.pt !lad been lude ta evaluale these 

coursee. It waa aasumed that they were lIeet"lng both the company 1 a and 

e.pIoyee's needs. 41 

Both Black and King's deparf.msnt were heavily involved in educational 
/ 

and training endeavours. Were there any others? The company waa a lar.ge 

one spread across the country and it was pos8ible that other organized pro-

gralIIs were taking place which were not reported in' off{ciai correspondence 

or in interviews. King began by aurveying e8ch oper~,ing unit. 

The surveya were lIoet enlightening.' A Montreal baud 8ubeidiary was 

engaged in a nUllber of training progralls for lIachine operatora .1n thla they , 

were a88i 8~ed by Canada Manpower and the Quebec Departsent of Education. 

fllel prograll8 .,erati~g under the auapic8$ of theae agencies had some mon1-

toring snd sOlle perfor.ance stsndards set. At the Valleyfield manufacturing 
a 

plant on-the-job trailling wu being conducted for container machine opera-

tors. packaging technicians and maintenance Mechanics. 
If 

The major divisions were in the throee of converting to computer baaed 

operBtion~ and had developed extensive tWQ-.onth training programa on 

41. Interview: Kiflg, May 10, 1980 
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, 
cOllputer in'-put t i'ng and ôn-l ine procedurn. The' two managers, n charge of', 

the 'traiQil)g progra~s weu nat only special ista li. cOllputer 8 stems design 

but had previousl y been t~roU.9h Black' s "Training-the- Trainer" coursé. (hey 

had alao attende1 .f.ri~8en-l(ayeta instructianal design, worksho~ in ,ottawa. 

Throughout their courses they applied the instruction_l lIethoda advocsted ~y 

rrhaen. 42 ' Well def'ined learning and perror.ance objective~ were written 

and altho'Ugh a progrs"lIed tut was nat developed, well constructed 

pel' form.ncs aides'" with detaUed instructions were' p1'oduced. The forlRat 

employed was that of 1 the lecture, which waa kept. ta a 111n1111ul1l an'd 

auppl ellented by nUllerous sillulat ion and "hands-on" exe,rc;s8s. 

Performance 8valustion indicated that thr in8tructio~al programa were 

very succesaful. (.ployeea with no knowledge of the computer or c,ollputer 
, , 

operàtions were able to ope1'ate the system with productivity rates 
-"--

aubshntially ''ô~,_~those of the p1'evious system and e1'rara, claim8 and 

'---. 
inc,or1'ect pt.i.cing were reducea--to-Jl!"oat nil. -- '---

The .'anage1's lnfor.ed King that they thought that the gçeat success 

the company experienced with its co.puter progr~ms comps1'ed ta the 

horrendou8 experiences of other companies 'wa8 due enUrely, ta the type of . 

training that they had received in inshuct iona1, lIethodology Bnd teaching 

principhs. 

42'. Paul A. 
rr1eaen, 
Duigning 
Ontario 

rrie8en, The Systeu Approach to Lesson Planning, 
Kaye Aeociatse, Ottawa, Ontario, _ 1974. Paul A. 
Instruction, Pub! ishers rriesen, Kaya lx Associate8, 

127 

triesen, 
Ottawa, 

.' . 

1 1 



, 
) 

1 __ , ... """"~~""~"'Woilf"~ ... '_~~_ .... ~,,.~ ____ ... __ ............. ___ _ 

I, ' 

() 

, ,. 

I,~ing found the divisiona eng/ged 10.,' other training prog"rall8 as weIl. 

Bath Montre~l and Toronto were conducting Xerox's Professionsl 5elling 

1 Skills course on s regular basis. Montreal waa a180 -giving Xerox '"a ParÜc~-

·pative HaRsgelient courae whUe Toronto waa engaged in training in "quali~y 

cirelea". ' Winnipeg wss conducting safaty coursas ",!th the aid of the 

Manitoba Oepartment of Indualry. The eurveya diac10aed an exhn"ive" nUlllber 

of educational training prograllla were being carried on regularly thougholl~ 

the COllpany. King aUMllarized hia finding~ in the 'o110w1ng table. 

EXHIBIT 12 

SURYEY OF TRAINING AND EDUCATlORAl COURSES IN OPERATION AT NOYEMBER 1 f' '980 

LOCATION 

Central -
Head Offlce 

*in developllent 
Central -

Head Office 

Central -
Head Office 

Montreal Di v. 

Toronto Div. 

Winnipeg 
Branch 

ORIGINATOR 

Black's 
Department 

King'a (Peterta) 
, Department 

(Pereonnel Dept) 

" 

Cheater's Dept. 
(Computer 

Operat ioné) 
Sale't- Dept. u 

Personnel Dept: 

Perso'nnel Oept. 
Sal,,,e Dept. 

Operation .Dept. 

COURSE " TEACHING ·HETHOD 

Branch Managera Correspondance & 
Program 

*Media Appearance 
Product Knowledge 

ProgralIIs 
*Streaa Alleviation 

and ri tness 
Training the ~ 

. , Trainer 

*Pre-RetireMent 
P~ogram 

Language 
Engliah 
rrench 
S~fety 

Orientation 

, 

Machine Operator 
Training 

Special Training 

On-line-entry 
Order Proceasing' 

Xerox P.S.S. 

Xerox 
Participative 

ManageMent 
Job Rot atian 
XerolC P.5.S. 

QuaÜty, ~irclea 

raeili tator 
Training 1 

S'afety 
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, Semi nar 
, Workahop 
Tapes ~ Correa-
, ponde'nes 

Workahop 

" Semirlar\ 

Seminar-Workshop 

511811 Group -
Tutoriel 

Workahop 
Lecture 

Lecture + 
On-the-job 

o~!N;~:job 
Lecture "1-

51lllulation 

ClsaaroOlll/T ,pas 
Workahop!Workbook 

Japea + 
liorkahbp 

Clasaroolll/Tapes 
Workahop/Workbook 

Lectures + 
Workahop 

1 Out aide 
Consultant 

Workahop 

~. 
! 

\ 
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.32 COlllp.nr' s tot.lt\A!lCpenditure on educational scthi ties coeted 

When coat figuree W8U gath8red, King eatimated the total IIXceeded $280 

thoueand dollara. A rnarkable amount when o~.ly $160 thouaand had been bud-

getedl When the coat of outaide programo, travel, hotels, education aid and 

the-off were added in the coat exceeded $500 thouaand dollara • 

. ' 
.33 ProposaI ta establiah a training lIanager 

King noted in hie report that during h18 tenure, the personnel depart-

unt wae gradually lIIovlng away fr~. the traditional 'rolee of hiring, record 

"\ 
luintenance and benifita _ ta an active role in kuping people in joba ln 

Il> 

tilles of technolll9gical change, 1.proving produetivity through beUer perfor-

IIBnee end building talent for the future. 
-",... 

Employee eppraisal procedures 
'\ 

were therefore taking l!.,.lIIuch greater proportion of thelr tille and King found 
r 

that t~,a~g and - education were recelving lIIore attention. How8ver 

the eOllpany nor the personnel deparbent had reacted in a coherent 

nelther 

fuhlon , 
~ 

wi th the reBult that the prograllla bore li ttle relationahlp to the company 1 a 

. 
long range goals and had ,noither a unifi,ed thruat nor an organlzed aim. 

~ 

v ". 
~ 

King propoeed that aU trei ni ng and educat ion be the uaponaibl1ity of 

one pera"n who wo,uld report to a direct or cif personn81y and sugguted that 
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the position of vice-president corporats and hUMan resourcé devdopment be 

1II0di fied as followa: 43 

EXHIBIT 1) 

'DEPARTNENT DRÇANIZATION PUNa CORPORAlE AND HUNAN RESDURtE DEYELOPMENT 

il 1 
VICE PRESIDENT 

DEVELOPHENl 1 1 CORPORATE AND HUNAN. RESOURCE 

1 
1 l 

1 HUHAN RE SOURCE l 
CROUP 

' ~CORPORATE PLANNING 
GROUP 

1 3 1 , - 1 
1 

.' .. Leve 

pIRECTOR DIRECT OR 1 CORPORATE PLANNING 
1 NDUSTRIAL Of fUNCTION 
RELATIONS PERSONNEL 1 (Business As8ist 

1 
1 Group) 

• 
RESPONSI BIl If lES 

r , 

1- Negot iations \ 
2- Contracta 
Jo Grievance Procedures 
4. Safet y 

1 1 l 
Leve l 4 1 Benefita Mgr. Personnel Mgr-1 Educat ion Mgr .1 

1 T T 
Reaponsibili tiea Reaponsibilities Reapons ibi l Hi 8a 

, 
1.Fringe Benerits 1.Hiring/Termin8ti~n 1. In Houae Pr 0-
2.Hs81th 2.Reeords gralIIs 
:5 .lneufanes :5 .GovernlIIent Repot- 2.0ut-of-Houee Progralle 
4.Pensiona ting 3.Education Aid 

4.Wage - Salary 4.Career Counselling 
Adodni stration 

5.CoMmunications 

• ")4 Report on training unager and depart.ent di 8cu88ed . , 
\ 

.. 
King'a report l'las tabled at a special meet1ng- in Struthers' offlce. 

v ~ 

Chester,' Black, King and Struthers It came weu in attendsnce. 
'-

88 a COIII-

pIete surprise to thes8 executivee that the company was engaged ln 80 lIIany 

" 4:5. Heao: King-S~ruthera, May 29, 1980 

t e 
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progralllB and its training efforta were ao extensive.' It encouraged ntany 

hidder\" costs for which there had been no budget set. It alao delllonatrated a 

serious lack of overall control and for all the lIoney spent there had besn 

no attetapt to have thsae activities relate ta t'he company' a present or 

future needa in an organized way.' 1 n the di 8cu88ion that followed 8 number 
, 1-

of obaervations l'lere lIIade that had a direct bearing on what had a'1d ",as haop-
Q 

pening. Sallie of ",hich 1t lIIust be noted were based on inference and 

conjecture. 

The diviaional and ragional managers !;lad sufficient funds available in 

\ , 
their operating bu,:jgets ta finance a fe", on-site programs a8 ",ell as spon-

soring pelected individuels to outaide 8em1nars snd workshops. On-site pro-

grsms ",ere founded on what was perceived ta be a tr81ning requirement. No 

, 
l'lere lIIade to conduct needs analyses. Outs1de couraes for indivi-

l' -duals ",ere chosen in 1II~'ch the salle way and often ",i th the vague intention of 

providlng sallie forll of lunagement or professionsl development. 

the divisional nor company lev el had any coherent pattern evolved. 
q 

At "neither 

Twa rather interesting observat i ana were made on ho,", tf~~onnel l'lere 

selected ta attend man~ge'Ïlent and executive courses. ThesJ' cour ses i'n many 

instances were regarded 8S "perka" particularly when they were held in the 

southern United States in the winterti.e. These courses were always nego-

tiatad on 8 one-ta-one b8s1a between the employae and hie imludiate 8Uper-

ior. The out-of-town courses norllally ",ere restricted ta middle and senior 
'1 ,/ 

Il a n ageNe n t -. Certainly the extended four ta eix weeke proQrus offared by 

man,Y univeraitiea always ",ere. A requeat ta attend these courses' could 
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originate with either the e.ployee or their superior. The courses were 

() ~ 

geoerally chosen on the baais of the course description contaioed· in the 

inetitutioo's brochure, the repu!ation of the inaU tut ion and wh;nrî t was 

held. When queetioned -'on thie point, King aaid ~h.t he had uncovered 00 

evidence that any of thase coursse had been either parHally or rigorously 

appraiaed. Course select ion waa based on a'ny cri teria or, 

if it was, ft wa8 only in a very rudilllenter)' 

\ 

Another o~aervatioo by King l'laa very interesting. He auggested that 

. at times the reason a· manager was sant ta an outaide co'urse, particularly to 

a preatlgious uhlversity,t was ta illlprove that Msnager'a' statua alloog hIe or 

her peers, but as noted ·by Struther~, there wa8 no eVldence to support this 

clint ention. 

King also illlplied that .the he ad 9.f"fice waa l'lot without ils share of the 

blslQe. Not only did they. conduct 8 number of couraes which were l'lever eva1-

uated but 80110 were of quostlonable value. Many were carry-overs frolll the_ 

originsl companias and had not been revised to lIIeet the realities oF the new 

cOMpany. 

It was, however, scknowledged that 80me of the progrslls were sound and 

performance messures had been eetabliahed. The cOlllputer training course and 

<~~ 

the branch managers' prografl were cases in point •. But Chester, the chief 

financial ofricer, waa very' critical of the situation and insiated that 
1 

greater control of apending on training and educstion be inetltuted illiudi-

( 
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ately and that the approval of a progra. be beaed on a coat-benefit analy-

ai s. The mnits of cOlt-bsnefit analyais were argued but relllli nad 

~~..aolved • 

• )5 educational activitiea ill oaed 

Although there were Il number of 1I0re preasing priori t lei, there waa 

aufficient concern that controls on trsining -he illposed 88 quickly ait P08-

aible. Struthers delegated thi. ta8k ta Black and aaked hill to devise a 

sysle. to batter direct the cotapany's training and education expensee. At 

the S8111e t Ille he wlinted an accountabi lit Y procedure for aIl spenoing. 

Struthers aaked for a final report in three months' time with bi-manthly 

updat ea. 44 

Aa King' s report. delDonstrated, the oompany'a activities in education 

and training 
\ 

were carried on by rive separate departments; the personnel 

depart'l8nts st the head office and in the dlvlsions, Black' a depart.ent and 

the lnfouation aystellls group. There were also nUlAerous on-the-job training 

schemes carried on thraughout the company. In addition ta the'-"e activities 
,; 

fIIany employees were taking advantage of the cOllpany's tuition aid prograll. 

1 
Black adopt ed King' 8 8u9geation and grouped aIl theee aetivities under Il 

general function which he deecribed ae the educational (unet ion. , 

ln analyzing the or.{gin of training requeeta, and where the decision 

was lIade on who would take what, no coherent pattern elllerged; in Faet, it 

44. Minutes: Blac~, June 6, 1980 
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wae very haphazard. Whlre educat40nal .id was Invalved, the requeat a1ll0st 

ahaya arlginahd with the uplayee, endoraed by the illudiate supervisor 

, 
and approved by personnel. lt waa only in the rareet inatance that the 

? superviao.r or ,unager would reco •• end a course Dt' atudy ta the eMployae • 

. 
This occurred only when the eMployee l'lad bun sing!ed out fon soae future 

poa1t ion that required specific training. 
l' 

, In diacusslng the educat!onal function with the management group,- BI~ck 

fa und thst many lIanagera jealouel y guarded their prerogst1 ve in chooaing 

participants to attend training and educationai coursea. Black d1acovered 

that. il waa not an insigniflcant source of power and authoritYi 'st 18ast it 

W8S perceived so by lIany of the lIanagers and eupervisara. He reasoned that 

if thla prerogative was withdrawn or eppeared ta be curtailed, considerable 

reahtance would be Illet for any co-ordinated ayetell that the cOllpany 111ght 

wieh to initiate. In expreaaing his vlews in his first bi-monthly mamô ta 

the president, Black atated thàt IIanagellent, involvBllent in the educationai 

, function at aIl levela waa desirable. By dOing 80, the'elCl!lcutive ln charge 

of educational administration would be better able la gain lheir acceptance 

Bnd cOllllitlllsnt and thia would aid aubatantlally ln illproving the overall 

effectivenes8 of the educational function. 

In his second me.o. Black holaled a number of c'ontroi l1Iechanislll8 which 

he thought wouid help ln the adRliniatration of the educational function. 

One was budgetary control. He aug9eated an overall budget be eatabl iahed 

for the co.pany as a whole, but broken aown for each operet Ing unit. The 

head o ffice- sdn!!ni ,t raU on 
'"et 

budget would 
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operating unit budgete would coyer thol8 spacific training n .. de rehting to 

the operllting units e)(clualve of corporate prograll.. Moreover, the budgets 

of the operating unite .hould include travel and hote! e)Cpenua for all pro-

grslll8. Black reaaoned th~t, if part of the educationll function wu' charged 

againat a 8an8g8r'8 budget, it would BIIcute his or her inteteat in iL How-

al/er, the final approval and sl1ocat~on of individull budgets for educa-

tlonsl activities would be under the juriadiction of the executive in charge 

of educational activitiea. Thus cllntral authority would know what W88 being 
., 

apant where and for 'Ilhat purpo8e and, st the 88l1e tiRle, would encourage the 

indillidual 8anager'a intereat ln thoee progt8l11s sgainat which their depart-
... 

lIents were c,harged. Under this ayste. ft would be 8asier ta estabUsh 

resulte oriented educstion and training. 

In 'Subsequent bi-Monthly l11li1108 Black outlined a nllllber of other lllesns 

to r8gulate, and guide educationsi activities. 

A second lIesns of control would be ta eatsblish standards throughout 

.... 
tha COMpany for all in-houa8 prograMa. Black sU9geatad that aIl cOllpsny 

" 
trainiQg be conduchd by trainera who had received teacher training and had 

reached a preacribed standard; that curriculuil for COMpany progr8\1s be 

audited and apprond by the executive charged with the teaponaibllity for 

the ad_inietration or educltionsl activitiea and thst aIl progratn be aval. 

uated both by the - participant and when thought advisable by e)(llIIinatlon. 

Every attellpt was to be lIIade to evaluate againat pa.rf'orllancs standards. 

( 
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,. third lIeana of contro'+ would be through harning oontracta snd they 

should be encourlged and uaed whenever feeslble. This would involve 

evaluating outaide courus on the baais of the percdvad benefit ta the 

individual snd bene fit ta the COMpany. Before attendlng a courae, the 

indh'idual and the individuel's supervisor would set down in wrlting what 

the Indivldual would be e><pected ta learn and how this 18srn1ng would be 

translated Into either present or future Job requirellenta. Ho,", this 

learn1ng would be lIeasund in psrforll8nce terMs wu to bs agreed on 

lIutually.45 

.36 Steering Co_mittee proposed 

King had proposed that a oew posiÙon be created, titled the 

educational manager, whose reepon8ibili t Y would be the educati anal 

function. But, w!th a lillited stsff and limited resources, Black thought 
~ 

ths!: control would be difficult. A pOB81ble an8wer W88 to in8tItute a 

perll8nent educatlonal steering cOllmittee ta sasiet in this task. The 

steering COlillittee'B mandate would be to fLl .. t .. ~_!Jle varioua educational and 

training deunds that were lIade on the company. They would dso sludy the 

neede analyses that were prepared, and would recollftlend nseds analysea where 

fit. They would 81ao 88aist in monitoring rsaults. Anothet 

of the steering cOllllittee, .could be 8 rot ating memberehip which 

·would expose more people to education al activitiea and continuing education 

a8 well aa getting the. diractly involved in the educational process. 
\ 

" \ 

45. Black-Struther'e lIelloa: June 9 - Septellber 12, 19BO 
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.'7 Controle for edQ#.tional funcUon 

In hie .... 0, Black atteMpted ta design a fUlllewark for control of the 

educationel runct~on: 

1 EXHIBIT 1 • 

CONTROL rORNS - EDUCATIONAL ADMINISTRATION 

EDUCA1IONAl ADMINISTRATION. ATTENDANC~ APPROYAL rORM 

faR" A 

Origin of request: 
Hanagellent Levell H ), 2( ] t . H ], 4( li Steer~ng COlllllittee:( 
Education Dept. 1 [] Elllployee: ~ [ 
Personnel DepL: [] Otherl [ 

Nelle: Poei tion: 
---------------------------------- -------------------------

Coude description: 
------------------------------------------------------

In-houae progra. [ J: 
Education Oept.(Head Office)[ ] Division [ 1 Personnel ['] 

Out-of.hause prograll [ ]: 
Nalle 0 f inst i tut i an 1 --------------------------------------------------

,Educationa1 Ald ( ]: 
NBllle of Ins t Hution: 

. Degree/certi ficah/diploll a 

Speci fic user requeat: 

Coat: HIS it been budgeted: Yas ( ] No [ ] 

- 1 J7 -
{ 

i 
~ 
i 

!. 
1 



( 

, 

/ll"f'MW1rL GlJIŒLIflf:s (Ta be cc:.pleted by auperior/ •• nager) 

Individual'. ... .-ga.lUt·. CœpMy' • 
Podtian: Yea No PoeitJona Yes No PoeiUOfU Yas No 

1.00M the indiv idual have [ 1 [ ] , .Will this course [ ] ( J 1.Is this course ( J [ ] 
• clear underatanding of i.prove the inl11- in line wi th the 
~Y he or &he le parti- vidual'e perfo1'lll- cOMpany' e HRD 
cipating in th!s course? ance? progr8llls? 

2.Hlve skill/knowledge ( ] ( ] 2.Will th!e course [ ] ( ] 2.Is thia COUfee [ ] [ ] 
standards in the course il'lprove the indiv- ih line with the 
been established1 idual's prœota- company'. L.R.P.? 

bility 

3.Hlve perforMfoce stand- [ ] ( ] J.la thie cOUfsa ( J [ ] 
arda on the 'COIIpletion in line wlth the 
of th\! course been cOMpany's projected 
8stllb li shed? 

casT QtECl( LIST: (For Educatlonai Depart.ent use only) 
AIIount 

Staff 
Contract-Sub contract" 
Mater:,ials 
Media 
Progrlll Cost 
Trllvel 

TDE: rIlRMTERS: 

,. 

Malllower needs?, 

" 

AdIIIinistration 
SecreteraI 
Miac: 

Sub Total: 

, Total: 

Mount 

Start 
----------------~--.. 

1 
~ CœRletlo" _______ _ 

-\ 
/'"4er1t1cal .,.th d...t ..,u~hr - .ttach tu thi. rora. 

1 

BI~uded a functiO\al description for 8 5teering COMittee with hie outline of control 

procedures. • ~ ., 

~ . 
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.J8 Ad.iniatrative role for educational activitlea atudied 

In searcnlng for sn answer to the administratIve role of educational 

activitiea withln a company, Black reasoned that the educational functlon 
) 

wU not unlike that of the controllerahip function. He thought it best to 

decenlralize education and training activities 8S much a8 p08s1blfl b1It at 

,the ss .. e tille try to malntain maximum control, over s'pendlng and reeults. He 

sdapted the lIIajor areas of responaibility of the controllershlp funclion to 

the training and education function. He ieolated the cr,Hical responsibi-

Illies as eC,countability. for educational at,andarda snd reaults a9a1nat theae 

standards: 'budget and cost control, administration, planning and consulta-

tion. 

" 

These rseponsibilitiss he aUMmerized as fol Iowa: 

a) Planning: Ta plan 
accordance with the company' a 
and ne~d8 s8ae8amenta. 

~ 
ed,ucationai and training activities in 

manpower requi reillents, long range plana 

b) Control: To astablish, co-ordinate' and adminiater overall 
educat1anal activitlaa for the company. 

c) Standards of Education: To establish etandards and meaeuree of 
performanca againat which educstional raeul ta can be measured and on 
~hich coat-benefit analyais can be based. 

cd) Conaul talion and Coun-aellln'g: To contlul t with and cauneal 
senior and lIIiddle Management on aIl aapects of the company' s trai ning, 
educatianal and staff develop.ent raquirelllsnta. 

" 
a) Environ.ental AnaJ.yais: To monitor, appralae and anal)'ze, on a 

continuoua basls, legislation, 8conollllc, technological, and social 
changea that lIIay have illplications on cOllpany operations, on etaff at 
aIl lavela, on devaloplllent and on training and education. 

f) Adllinistratlon: 
prograllle under direct 
throughout the company. 

To adminiater 
control and ta 

thoa8 training and education 
adlliniater ,educational policy 

'g) Govern •• nt Raletiona: Ta prepare reports and liaaa with 
govern.ent lIIanpower and education agenciss. 

h) Budgetary Control: To lIIainta!n budgeta within limita app'roved. 
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, .. The creation of a steering co •• ittee wou Id be of invaluable assistance 

io the educationai ad~ini8trator and not an inaignif!cant adJunct for 

effective control of educatiol!->"-~/Horeover s ateering COII.itte.e Black felt, ... 

- , f 
would go a long way ta keeping managers and supervisora intereat peaked in 

the co.pany's educational activities. And in ,order ta maintain inhrest st 

all Ievela, he prop~8ed that a qllarterly newsletter be published providing 

, \ ~ 

relevant information on a11 aepects of educati?n within the company along 

with participant ratinga and opinions on a11 coura88. 47 King suggested 

that short reviewa be inciuded by participants on major outside courses they 

had recently sttended. 48 

But. Black -wa8 no clo88r to developing 8 sst isfactory 80lution to the 

organizational atructur8 proble.. The best he could conceive waB s standard 

structure. 

f 
1 

t 

t 
( 

47. ~, p. 5 

48. Interviewl King, July 1 ~ 1981 
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.39 oaition educational authorit in structure 

E X H 1 BIT 1 5 

POSSIBLE rOR EDUCATIONAl AUTHORITY 

LEVEL 1: 

~------I MANAGEMENT COMMI T TEE 

LEVEL 2: 

(EDUCATIONAL AUTHORlTY) 

LEVELS 3,4,5: STEERING COMHITTEE 

King had placed the educatlonal adlllini strator at the fourth level. 

This ""s 8 aecond management level junior to 'the executive level. 81 ac k, 

after his study of the educational function, waa reaching the conclusion 

that it was prilllarily an executive one. 

In preaentlng hia recomlRendationa to the preaident, Black explained 

that a typically functional organiiation structure waa not, in hie opinion, 

suitable . for the êd)Jc;tional function as it cut acroea lIIany juriadictions • 

.4 
-In this respect it waa very siIRilar to the controllership function but, 

whereas the controller' 8 8uthority waa exarcised through a tangible and con-

crete reaource, finance, that of the educational adllliniatrator's was not. 
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Education was an intangible reeource; difficult to ev.luste and .easure. In 

another important area i t differed fro. the controll er ta poeition •. In all 

~. ' 
csses an financial Dlatters, final authority resteq with the president, how"-

" \, . 
ever, an educational 11I8ttera, it sppeared to reat alilloat' 8ntirÎlly w!th the 

exeeutive or lIIanager .who had control of a budget. F"inance is cri ticsl to 

the 8arninga of the company, education ne'l8r is. Ca'pital appropriations 
l' 

o'le#l $50,000 require.d board spproval, educational' expenditurea never did. 
" 

Black ergued thet, aa far aa control of expend~turea for education were con-. , 
,. 

cerned, this should bs an e~ecutive ,rsaponslbllity. 

1 

Would a matrix s.tructure enhance or degrade 'th~ p0!li,tion? Black found 

" the matrix concept to hsve à grest dea! of lurit in lIIany e4ucational activi-

, 
tiea and projecta. It could be a 10gieal atructur,e in developing curricu-

lum, text material and progra8a wheu the re80ur~es and ataff of various 
~ 

groups such 88 aale~, accounting, .lIIanufacturing and operations could be 
" 

used. On the other hand, it would be of no us~ in administ:'8ring a nu.ber of 

functions. Black concluded that temporary lIIatri)( structuree would bé sat18-

faqtory but that they ad.ded nothing to where educationa! administration 

Bho~ld be placed in the hierarchy. As' far 89 a matrix structure W88 oon-

cerned, the position of' the project adllinistrator did not lutter, and 

, 
~,re.refore, it added n,othing ta 801ving the problu of where the sdaini-

atrator ahould be placed normally. 

But the position of the educa.tional ad.ini.atrator 'did lUtter when it or 

W88 neéeas.ar y to counsel senior 88nagellsnt on thei-l- own educational nuds 

and ta recolBmend executive prograll'I'J for .their own developllant or require-

~ 
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Ments. Moreover, in order ta, analyze. executive needa and reca •• end appro-
( 

pr i.ate actioh, it ia neceaaary that thé per~n 
\) 

doing thia be of e senior 

level. It h unlikely that a peraon at a lower lever l'Iould have lIuch influ-
0) 

ancl!!. or would hava the reqYi8~a 'Prestige to be consulted on a personal 

finally Black concluded that ';.11 

! 

C •• P_J~. ,- .. 
basie by individusl axecutivea. 

the 
• 

educational efforts 

should be directed t~upporting the cOl1lpanr. 'a goàla. To accol1lp li eh, thia 

effective!y ft ia neceaaary that the educat lonal administrator 'be lnvol ved 

in and part of long range and J~iC 'Planning. Th'ess are usuall;:-' senior 
1 1'( 

lIanagel1lent functiona and to b'e consul ted and intimately involved in theee 
\, 

plana would deIR8nd senior stst~a',>-
11 

Black' aUl1l1R8r!zed
o 

hie findings in hie final report .to St;,ruthtr.e. In it 

h~ endoraed King' s' grouping of educational sctivities as bO~Beneible ,and 
;? 

(; 
& 

l'Iorkable arrangement. Ae he stated: "It had one very gr~at advantage, it 

was si~ple". But Blaek continusd "the, education authori"ty should be a 

senior responsibl l Hy and have control~ of the co.pany' s entire education 
\.JI 

budget" • A division or branch could etill have an education budget but ite 
f 

use would be predlca1ed on the educational edl1l1nistrator:s appro~al. 

, ThrOUg~ this procedure, co-ordination could bf4 achleved and' ai~ activities 

\ ••• 1d J. f ..... d .n th. ' •• pany.' a obj •• U". and .n- Ha' 10n,; "~9' plon. 
\ ' 
\ "Unnece&s8ry and expaneive 

\ped by o~e divilslon l'Iouia 
\ 
'~ 

duplication wo.uld be avolded". Prograll8 devel-

be llade av~lable to e11 operating unite fn the 'J 
\ 

co~any .• Horeovet, progralle originated by head 
, > 

office departunts 8~~h 8S 

finance and personnel would be lIore eUily co-ordlnated and <l1Iaintalrfed. -
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rinally, standards could be controlled, evaluationa performed and s'unset 

ru1es eatabUahed to discard out-of-date programs. In short, it wou 1 ~ 

provide a more orderl~ and effIcient administrative fr~lIework "49 

Struthers discussed Black' s proposaI with Black and King. He dld not 

endol."se Black's recommendations immediately snd postponed a decision for a 

!ater date 1.18 there were a nUllber of pr88aing situat ions that needed his 

attention. He did, however, approve the steering' committee and redommended 

thal: it aIao perfor .. the function of an audit cO"lIIit~ee and report yearly to 

the management conllllittee on educational act;ivities. The 'specifie reaponei-

bility of the Budlt would be to make a systematle svaluatAon of the qua~ity 

of educational and tl'8inlng prograu as reflected ln A) against 'per-
I • 
J 1 

formanee atandards and on the quaJ ity of training in g~l' 

Black and KIng IOIere also co.ncerned that not snough consideration had 

besn glven to the nopes and upirstions of the individusl emPI·~~y...e. If the 

compa~y was golng to pr.ollote education on ,an on-golng bSS~S, 'it W8,S neees:'" 

Bary thst the Individual!a interssta not be excluded. They reco •• anded that 
"--

~ 

aIl e.ployees should be encoursged ta teks advantage of the opportunities 

that were of(ered. They Buggested, t,hat educatlon and training al though ~ 

inex~riesbly asaoci.ted wlth hu.an'resource develop.ent, co~Id be conaidered" 

an executive polition in Ha own right and not neces8srily subordineh to .a 
.. 

il. 50 Struthera turned the .atter back ta Black and Petera, the newly 
, 

appointed Vice-President of Corporete and HUMan Reaource Develop.ent. 

49. Me.ol Black.Struthera, Septe.ber 29, 1980, p. 11 

50. King'. Notea: Meeting Struthere, Black, KIng, October 13, '\.1980 
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When King retlred, hie administrat~ve responaibilities wore tranaferred 

to Peters. Theu responsibllitiea were principally those of pere-onnel 

adMinistration. As Pelera was ta continue with corporate de:,elop.ent the 

dechion 1'188 teksn to label thoa8 responaibili ti es which had baan aequirsd 
~ 

from King as hUlll8n resouree developllsnt. King 'a original suggestion l'las 

adopted and hià position deaignated - vi~-preaident, corporate and hUllan 

reaourc~ developmenL' There had been no ,attelllpt ta define Hs function. 

Black discussed the question with Pet ers. Bath agreed from the out set 

that the personnel function. as far as the company was concerned, wae 

separate and distinct frolll an employee ,development function. Pereonnel in 

thelr ",inds embraced aelection, benefita, pensions, working conditions, 

grievance procedures, relocation policiea and the like. Personnel was ~or8 

concerned w!th the so-called "hygiene" factors and included employee docu-

mentatlon and rscord kaaping. Wage and aalary administution W8$ a grey 

area and could be asaociated witn either personnel or hUllan resources. It 

W88 preaently, a function of the personnel department. Petera felt that in 

ths event of the cOlllpany achiev Ing Ha long range goal of doubl ing in size 

in five years time, that wage and salary adminilltrat~on could become a 
.' 

s-eparate departl1lont at whlch time it coul? be removed as a aubai diary func-

tion of peraonnsl. 

J" 

.40 Atte.pt to resolve hUIRan rsaource devalop.snt and the educational 

.~ ,fjuncti on 

They then conaidered thon actiV'fties that could be associated with 

humen resourcs devalopllent. The moat obvioU8 were training and education. 
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But tr81ning and education were Juat part of a mucn broader picture. The 

\ 

aima of training and education Ifere ta improve, on:"the-Job perforllance, ta 

provide a talent pool ta !leet the company'a needa for replacuenta and ex-

panaion and ta prevent individual obsolescence. In their opinion, training 

and ,education Ifere tH improve the eompany's preaent.performance and ta help 

\ 
i t aehi eve lits fulure goals. 

ln arder ta clar1fy their thinking, Black and Peters sdopted Nadler's 

concept of human ~esource development. 

ACTIVITY 

Training 

Training 

Retr81ning 

EducatIon 

Education 

Dev elolfll ent 

Developmant 

[XHIBIT l' , 

fACTORS IN HUMAN RESOURCE DEVELOPMENT 

CONCENTRA Tl ON 

New ~mployee/ 

New Position 

COST 
AllOCATION 

Expense 

Current Poaition Expanse but 
cast bene rit 

Old Employ,eel Expense 
New Poaition 

Old Eraployee/ Expanae 
Current Posl-
tion 
Obeolence Prone 

future Posl tian Investment 

future organl- I,nvestllent 
zational needa 

Employee'e own Expanee 

ÉVALUATION 

1. Performance Standarda 
2. Productlvlty Indices 

1. Perrorllsnce Stand~rd8 
2. Productivlty Indices 1 

1. Performance Standards 
2. Productivity Indices 

Subj éct iVe 

SubjectiVe based on 
L. R • P. 

Subjecti ve baud on 
L • R-. P. 

None 

10p • CiL Nadler, Kuun Reeource ~\lelDP.ent p. 298 

1 
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VALUE 

High 

High 

Moderate 
ta hIgh 

Mod'~Hste 

Moderate 
riak 

High 
risk 

Extreme-
ly h..~gh 

... ~ 
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Nadler's concept was narrQw and more re~rleted than mueh of what wae 

appearing in the current l1taratura~ Hueh of w~aa 'tuing writtan on the 

deveiopment of human resouree contained a béwilder1ng array of concepts 8uch 

ae organ1zation design, organization developlllent, and work force p~anning. 

It was extramsly confuaing to Black and Petare. D1dn't developnlent work up 

the line 8S wall "a down? Didn 1 t .ora developlIlent take place on-the-job 
1:1 

then anywhere slae? And If SO, who W88 responaible for thls phase of 
,,' 

deve}?,pment? 

Peters suggested that a distinction be made between human resouree 

development and human reeource uti11zation. Human reeouree utillzation 19 

l' 
eoncernad with who la g01ng to be placed where for the maximum benefit of 

the organization. It ia rully havlng the right persan in the right place 

at the right' tinle. As th8y etr-uggled through the 8)(8rciae of trying ta 

def ins human reeouree develapment 1 it gradually occurred ta them that a11 

( 
the company' s preaent and future plana were expM!saed in largely flnancial 

terms. Capital and financial reaOUrC88 had been fully accounted for, but if 

hUllan capital could be co'naidered e reeource then would il be helpful in 

clar1 fying the concept of hUllan reeouree developl1lent? 
, ~ 

Conaidering human 
j' 

reaourcea 8S a reaource lIueh like finance, capital equiplIIent and fixed 

88sets did 'help thefl ta underetand bet ter the hUAlan re80uree developrnent 

,\' j 

By changing the word util1zatlon to lIanagement, they coneeived the con-

cept ,of hUlllan reaource ,lIanag81118nt. Thi s appsared ta them ta be the bridge 

bet ween personnel and hUllan r'eaoures developlunt for which they had been' 
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aearching. HURlan resource RlBnBgelftent taeant th,ll ut i li lat ion of ,the akills, 

talents and abilitiea of each individual For the lIIaximUIi advantage to the 

co.pany. Not only dO~8 hUlllan resource management atte.pt to have the right 

people ln the right Job st the right time, but it also atte.pta to Rlake max-

1 III UIII use of aIl talente wHhin the company for ih and the individual'e 

1 
ultimate advantage. This ia the prillary rMponsibility of all lIanagers. 

Wor~lng in concert with human reaource managelllen~, the goal of hUlllan 

resource development ahould be to provide thraugh training and education and 

experience thoae skills and knowledge nscessary for the individual ta 

per~orlll compet~ntly now'and in the future. Il ehould also "'provide indivl-

duals the opportunity of aChi(eving satisfaction an-d security ln their pre­

" sent jobs and to prepare the. for the future if they arê so .otivated. Thue 

i ts aim ehould be to \~et the pr,eaent and 'future needa of the cOllpany for a 
. \ 

capable and productive w\rkforce and help to provide the f,~undation for eech 

individuel's career aspirations. 

Petsrs and Black decided to restrict hUMan reaouree developmenl to edu-

c~tional and peraonnel activities. The forlller waa to include education, 
:(/ 

trsining, on-the-Job training and career planning while peraonnel activitiee 

l'fould include bene fit adllinietretion and induatrial relations as lhted in 

exhibit l' . r The lsrger iaaues of experience, quallty of work !ife, and 
l' 

organization developllent that were usually included in human resource devel-

opment were too large to cope with and for the preaent set aelde. On the 

other hand they agreed that hUilan reeouree management wae d,i fferent froRl 
, 

\ 

hUllan resource develop.ent. HUMan' teaource lIanagement wae a basic and 

eéaential reeponsib~lity of ell managers. In ite broadeet sense it was to 
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... ke the ",ost of each ellployee'e talents for their's and the cOllpany~'s 

mutuel benefi t. 

ln ordei to balance hUMan needs with thoe8 of the company's, Peters and 

Black l'ecognized that there had to be SORIII fo 1'111 , of career planning, includ-

ing planning for retireAlent. However,. career plana were ueually Founded on 

personal needa, sspirationa and perceptIons, and th~~ did not naceesarUy 

and frequently did not correspond to the cOllpan,Y'a menpower requirelllenta. 

Although individual need~ wer,lI recognized as bsing ilRportant,they could not 

he beyond, the reaources of th",-'collpany. ln feirneas, they thought thet the 

Jcompany's neede should taks priority. Career planning waB there'fore cooe1-

dered ta be the responsibllity of the individual and wherever possible and 

withln its meenB the company would aeaiat the ellployee in this regard. 

Having eatiafied the'l8elvee on wh,at hUMan, resourcs de)lelop'l8nt .meant; 
1 

Black and Petera then conllideted the illplicationa of cOlllbining the sd'uca-

tional and the career develop,nnt duliea with Peters' pressnt anea. Il was 

beyond the cspability of one pereon to handla the adlliniatratlve workload of 

theae activitiee 

,esponaibil~ tll11!1: 

a8 weIl aa the corporate and ,hullan 
J 

\ 

resource develapllent 

Socondly, Petera did not hava the knowladge and expar-

\ 
lence ta carry on the epecialized dutiea that were required in education and 

training. Petera' solution'wae ta follow I<ing's recOlillendationa and to set 

up a separate depart.ant headed up by a diractor of education, a thi~d levaI 

poaition. This wsa oppoaed qy Black who lIaintained that the position ahould 

be ~t the executive lavel. Again, Black reitoratad hie argullent t~at educa­

tion and training functlons anco.passed the cOMpany' s entire worl,orce in-
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cluding aIl levele of '18nagel .. ,nt. It aho involved corporate deY.lop.ent, 

as well as atrategie and long range pJ..enning. lt alao required a kno~ledge 

of the lateat technological, econo.le and soel al changea and how these 

changea would lik81y affect the cO!lpany •. lh!s was no third level reaponsi­

bility, thls de.anded a very 1nt1llat8 knowledge of the co.pany' a operationa 

and !larketa. Major au.a were being allocated to education and thia deilanded 

bath the support and cooperat ion of the executive group and the endorSBlIIent 

of the entin managemBnt ,group throughout the company. 

terms an executiye reapone1bllity and a lIIajor one. 51 

It was in Black'g 

.41 Educational reaponsibilltiea 88s1gned 

struthera .et ,,!th Petera and Black. He agreed that to impose the 

responaibilitiea for education al actiyitias on Peters would be tao heavy a 

'lforkload without additional staff. But he did not want ta incur the" exp~nae 

of aetting up a ne~ departlllent and employ an addi tional senior lIIansger at 

thi s Ume. He wanted to wait and see ho" the educational functlon was goi 09 

ta develop. Struthere 8uggeated that Black continue with his lnvolvellent in 

educstion and training and over thp next ailc l'Aontha ta pull together -t<tle 

verioua educational and training activitiea. He 8ugg8ated th.t once thea8 

\ 
were grouped and organized in a recognizable and lIIeaningful '.',\'t it 

would be easler to position the function accordingly.52 

51. Interview: Black and Petera, Octobet 30, 19B1 

52. Interview: Struthera-Black and Petén, Novnber 6,1980 
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.42 Education.l .ctivities organized 

Using King's surveys 88 source IIsteriel 81sck's f!rat tssk ",aa to liat 

sll courses and prograllls tnst were being sponeored. Theae were classified 

on the basie of present cOMpany needa and meeting future company requi re-

ments. He aleo liated a11 peraonnel 1'eceiving tuition ud and ueed the aSile 

classifications as noted but in addItion he sdded sub-classifications of 

professional, businese snd "other" snd a ·thi1'd miner C1SsSlficstion pertain-
1 

lng ta the individusl'e nseda and car80r aspirstiona. The amounts spent 

were subtolal1ed for 'regiona and totalled for the company as a ",hole. This 

provided an overVlew on how much wae being apent, ",here il was being apent, 

on whst and ,why. 

Black'a next step WS8 to adviae aIl managers who had the aulhority to 

approve edu9{.tional expenditurea ta aubmit thslII ta hud office for' hnal 

spproval. AU expanditures receivad a general ledger nURlericd code which 

perlftitted a double check on all spending for educstionel sctlvitlea 

By taking these lIeasurea Black WS8 able to eX8rcise a high degree of 

1 

1 
--/ 

contr~l over the educational function. He 'now knew what coursee and pro- f 

grslls were being taksn. Based on this knowledge he began the procesa of 1'e-

lating these progrsills to the cOMpany' S present needa and possible fûture 

l'equire.ents illplied in the long range plan • 
• 

Black recognized that th! s 

effort would be extrelllely impreciee a8 sccuracy could only resu~~!oll a 

~ell conducted series of needs analyses. Neverthelsas patterns did begin to 

show up, and back ",p deficienclea becslle very conspicuous. Not only 'ifaa 
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lIa8sive COllputer illiteracy uncoverad, there l'lere insufficient nu.bers of 

trsined staff to f~ll posta that would become vacant withln relstively short 

periods. Black recollmended courees of action which the managellent cOllllittee 

8cted' upon. 

The larger sapects of cost-benllfit snalysis 01 accurate performance 

standards had ta be postponed for the tille being~heSe requlred the ass1s-. 
tance of the personnel depsrtment and linè msnagellent and the devalopllent of 

job descriptions for al! positions. This wss a massive undertakin? and 

~eyond Black's mesns. Il haQ to be an oveuli objectille and fit i nto the 
'1 

priorlties of the cOl1lps,ny. 

.43 Career development progrsil 

In order to, accommodate a limUed career development program, Black 

started to develop a job information system with the help of the personnel 

departmeot and the computer resouree group. Thia was limited ta lIid-leliel 

super:-risory poste and up. future positiona based on the long range plen 

slang with projected vscsncies in preoent positions l'lere included. It had 

only attoined an initial stsge and only prelilllinary tr'iaIs nad been COIII-

pleted. The intentlon l'lBS to make il more elaborale but a number of. dlffi-

culties Nere being encountered that Nere proving lIery difficult and tille 

goneuming to re8~1 ve. One difficulty W88 developing 0 skill-experience-

knowledge profile for Bach poeition end for each employee. But in Black's 

words 1 t was a 9tart. 
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The next step was ta afford th, individusl an opportunity of dsveloping 

hie or her own career plan. Until aufficient funds and reeources wS're 

. . 
av~ilsble Black followed the policy of ~lacing the responaibility for career 

" 
planni,ng on thl!J individusl. The compa.ny could only saslet in a 'very lillited 

way and il remained up to the individual ta initiate the action. To assist 

the eraployee in èstsblishing a career plan, Black developed s yel f day 

workshop-seminar, which would be made available in every' centre, aeross the 

country~ The progrn had been put together verr- rapidly, but at the tirae 

this thesis was being written two seminsr-workshops were 8cheduled on non-

company time, one in Montreal, the other in Toronto and praliminary epplica-

tians ta attend hed met with considerable enthusiasm. It was basad slmoat 

entirely on the University of Wisconsin'e "Planning your Cer~er Development 

Prograll".53 

.44 
-) 

Learning èontracts instltu~.d 

The other procedure that Bisck ~ntroduc"d was the learning and the, per-

forllsnce contrsct. He felt thst to help employees exercise maximum control 

over. their learning pursuits, lesrning co~tracta should be encouraged for 

aIl COMpany sponsored educstion includlng thoae relating to degree and dip-

10llé progralla. lHth the aasistance of his 9ta~f. he, dev~loped a Iearning 

contract. The perfor"snce aapect gr the contract wee Bllphasized on all in-

house apd outside progralla. Theae progralle were for the most psrt coureee, 

; 
sellioars or workahops that sn employee had sttended or had requested attend-

5J. Dick Berry, Planning Vour Cauer Oevelop' __ ent prograa, (Msdison, Wise., 
Oepartllent of Businees end Hanagellent, Univ. of Wisconain, 1972) pp. 16 

1 

i 
L 
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ing for the main pur pose of Il1proving perforlllance in 8 current job or 

acquiring specific s~.ills for a job about to be enteud. The learning out-

calle of thea8 courses was to be measurable in performance :~!!rIl8. Applying 

th1e procedure w!th rigour the company' s interest "Ipuld be- protected and 

Management could, a8sess the worth of the progr811s ln a tsngible lIay. . On 

tliplalla, degree, and professional certification courasa perforllancs was 

judged on succsaafully sttaining the particular certificate. 54 

At the annual l1IanageMent conference, BI eck waa aaked ta preaenL ta the 

!Ransgets of the company the training and educational programs that the COII-

pany l'laa sponaor i ng and was planning in the futur e. Black'a presentation 

~wss met with great enthusiasl1l and intsreat. • At the, end of the two-day con-

ference, suggest ions were ms de that the educational function be expanded 

conaiderably and the newest techniques of video tape, dise and networking be 

used more extensively to cut travelling and hatei costa. 55 

F'urtt'\er endorausnt of the cOllpany'a educationsl activities l'las given 

by ths board of directors. Struthers requested Black prepare and present a 

report on these activities to the board. following Black's report a discus-

slon took place on the whole issue of hUlIsn reaource development. One of 

the directora stated that HRD waa 80 laaeely defined a8 ta make it uselees 

,:; ss a functionsl deacription. They concurred wlth the /'unsgellent cOII.ittee 

that quality of work life and on the job developllent waa every IIsnager's 

reeponeibility. However, they l'lere nat prepared ta accept the suggestion 

54. Black, Drsfts aid memos 

Minutes: Hanag~lIent Conference. October 16,17,18, 1980 55. 
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that education, training and career planning be a aeparate' and distinct 

executive responsibility. There l'las C)reat reluct ance ta consi der i t an 

executive function at aIl, although th~y w~re strongly of the opinion that 

" 
education 8a it related to the individusl involved the executive ranka 

'l 

equally 8a weIl as it involved aIl other8':~' The board W8S in complete agree-

ment that the educational activitiea include-d executive developmant 'as wall 

but there l'laa no conaensus that they l'lere o~~xecutiv~ stature. 56 
, " 

Black not only had difficulty in perauading the board of the executlve 

statua ,of the educational administrative position, he also had no sucèas8 

l'Ii th hie peers. He decided to draw up a job description froRt which reapon-

aibilities ahould be ranked, a man-pro'file could be developed and a better 

idea of the competencies requ'ired to fill such a poaition could be ob-

tained. It would alao be invaluable as a guide in deciding at what level 

the poaition ahould be slotted • 

• 45 Job description written for educational activities 

Althou~h King had retired, Black enllsted King'a help. Together they 

exarllined' what Black had been doing in developing the varioua educational 

prograJl8~ Not on,ly had Black been concerned with curriculum developllent, 

l'Dodes of in8truct~lon and the creation of complete progralll8, but he waa aleo 

8ccountable 'for the contracting out of various educational programs, the use 

and training of part-tilla traineu, the purcha,se of packaged progralls, the 
e, , 

ad,dniatration of theae prograll8 88 weIl 88 their evaluation, revision and 

56. Minutee: Board,·of Director"s Heeting-'j October 28, 198Q 
! 
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'''Jp-dat ing. In addiPon, he was c'Ounselling snd gi.v 1'ng di'rection to other 

departll8nta whicl'l were independantly giving courses. And, aa the y checked 

through some of Black'a àctivitiea, they realized becauee af 8cheduling con-
o' 

t 

flicta, Black wa8 resolv Ing'- priority' Issu'ea as well. On an on-goin9 ba8is 

he was attellpting to evaluate curriculum and teacher 1 e. psrforaanctl and was 

adlliniatering Il fairly large budget. More recently, as directed by 

Struthers, he was bringing under control thro~gh central aut,hority and 

through new procedures the entire educational activltiea of the company. 

Clusifying these activities in arder of priority Black and King drew up a 

job description. 57 Needa analysia, chairing the sleering committee, long 

rsnge and strategie planning, career planning, systellatizing. and progral1l 

solving were other major functions either directly related lo Dr aasoeIated 

" with educational activities performed by Blaek 

The job description helped, lmuasurably ln revealing the scope of the 

poaition and the cOllpetencies that \lere required ..but il did not help Blsck 

and Klng to place il in the '·organization. They were unable to put a value 

on it and hence could not establish Ha relative importance ta other posi-

tiona. 

'1 

They turned to reporting relationehips and cOllllunication networks for 
, , 

posaible clues a8 to where education and training might be p'laced. The var-

ious etudies t~at hsd been undertaken and a11 the correspondence wri tten on 

the eubject waa revirewed. If the educational function waa golng ta operate 

effect-ively, there had ta be aome IIethod to set prloritiea. Priority set-

57. 'V. Appendix 0 
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ting hae • direct relationahip to authori~y. But King'. atudy hld bean un-

~ 1;:, 

able ta identHy who raqueeted training and educational ua i stance. Thare 

WIS no pattern. Supervison, lIanagera and ehcut1ve8 aIl requeeted speci fic 
" 

progralla for their ,ta rra • Orten the requeat cne diractly rrOB the ellploy-
, 

se. This waa certainl)' tha c8ae~~,for tuition aid et university or col18ge. 

J 
The mAllegelDent 'group ",fil' generaIly instrullental in requeating lunag8llent 

trsining t'or the cOllp_n,'s' .lnager. and it ",aa' the principal force in "'Ilnt-

Ing product knowledcj. traJ.ning. Not onl)' dld senior M8nage .. en~ ",ant, hain-

ing for othera, they ",anted it for 'thaall8lvea aa weil. Managers dso wanted 

J 
educational pro aMS for tha.sel vea 'and for theh a~pervhors and t'ore.en. 

! 

Train)ng and aducat on were parceivad aa neceaeary not onl y for 8ubordinates 

but a180 'for Ilalf developMent and illprove.ent. One t'aet, howaver, Ifas. borne 

out by King' a atudy ; '~ salftpling of the requeats for inatruct',J,on and tr.aining / 

revealad ~hat r ncuMbar IItellllled froll lIupervisory or ,8 ystelU, ralatec;! problella. 

For thoae req4:8ts t~t wera ",a1'l rounded, a lIethod had ta be eetabli.hed to ' 

analyza the 8IIount and kind of training the;t .. ~ neoiaur)'. 

/ 
n~t aIl, each prDgraili had t1:l have a priority set. Up to 

But this wa'/ 
/' 

thia ;>-'e the 

higher the levaI the requ8llt, originated fro. the higher priority it ",as 

é 

given. With $uch a ~~,!ted eta"", 1t w .. bpoaaible to do 8 det8Ut 

Inalyah of each- training request. On ..... pracU'cal solution had been round in---~ 
l 

tha eatabl teh.ent of a 

(sutside consultants. 
è? 

/ 

ateering co.,.~tt.e.\ The ,oth!tr 8olution na to uae 
1 ( ->.. J 
81aék in hie capacity 18 adllinistrator ot, edu-

\ ~ 

V' 

ob • 
.JI '1 

~ 

( 
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cation.al activities controlled, bath the steering cOllllittee and the hiring 

and di rection of the coneul tanta. 58 

furtharRlore, 4'nalyais of the requasts received revealed that there waa 
fJ 

a very raal !!:$'ed to assiet and advias individuels on specifie educatlonal 

pr0ll-rsRls. In 80lle caasa it maant advising on the inétitution or university, 

in others it meant 8saisting with the selection of a courae. These had nat 
~ 

been the reeult of the caree,r development prograll sa it was only in the pro-

cess of ,gatting atarted. Once it waa underway it would appesr that the num-

. 
ber of requests would grow ~,ubatantially. This indicated that in the ,educa-

tianàl administration function there waa g01ng ta be an element of eounsel-

11ng that would increase markedly aver Ume. 

, 
There was another, interesting faet uncovered. A nUJlI.ber of requssts had 

r been made by individual executivea for their awn needa. <tthese had beEln re-

farred to Blsck who had been able ta rscommend a number of -"\Senior leveI p,ro-

grama at AMA, CHA an-d at the univeraities. In a period of one yeu he had 

recomraended aver' 22 indiVldual programs at 14 different unj,versitiea and 
'" 'l>". 

,! 

, , 

organizationa which met as closely as possible that psrticular exscutive's 

naade. 

Thera WS8 no denying that 'co_lIIunicati'n flolt and reporting relation-

ship. indicated ta Ki,\g and Black that the central authority for education 
, , 

: 

58. Ed. Nota-: Outside consultants had been tried and round to be reli-
·ab.J.e. A policy wa8 adoptad whereby consultante would be ellployed if 
ai thar the steering CO.llntee or Black 'lias uneble to procee8 all the 
requeets or if the request W8S bayon,", elther of their capsbilit1e's. 
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.. had to be at a faiJ'ly senior level. This contention WBS further aubstan-

tiated in other areas. Diacrepancies in lIanpawer ~d deficiencies in know­

.,. 
ledge and competenciea were being discloaed in the cOlllpany'a atrategic and 

long range plana. They were aleo divulged in the company's annusl exerc!se 

on aucceSSIon planning. The educational adminlstratlon function was there-

fO\e

J 

seen to el1lbrace thts area as weil. 

ta \truthera: 

~As conts%"ed in s report from King 

H:'1 

" ••• snother area in whieh tne aclivity of the adueational adraJ.ni .. 
atretion ia paralIIount is the srea of developing progr'/ime and atrategies 
to des! with the developlllent of individuals who-rwill be able to func-- , 
tian succesafully 
ss being able ta 
tOlIIorrow. ft 59 

in e new, lIIore senior position in the future as well 
~ope effec\f v ely wi th technologieal change nOK and 

Because, of the limitat.ions of time and staff Black had found that the 

, 
only wsy to accomlIIodate many of the training requeata in the psst wes to use 

local eourees, either profusional ·training organizstiolJ,s or local uni ver-

si-tiea and colleges. Thtf_.meant that Black 8S eo-ordinator had "'to have and 

maintain current information on a11 programs offered in those cities where 

the company hsd operations. To operate efflciently he alao had to be 

exf;remely knowledgesble about the content of theae programa. He was in 

fsct a clearing house for information on educationsl matter~. Black had 

devel<lped a aimple aystem. The variou8 organizationa and inatit utions were 

ssked ta place the COlllp any on,.- "the i r fll8111ng 
.- )-" 

r 
lista. Aa the brochures whe 

received they were ca'talogued 8ccording to 8ubj Bct matter and filed for 

reference. II: wes then relatively eesy to select an approprlate progralll to 
~ 

snswer a traini'Ag or educational enquiry of thia sort. 

) 
\. 

59. op. cH. Report King-Struthers ' 

.1 
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Bef'ore aubllitting the job description ta Struthe1'8, Black discU8Ud the '7 
r::J 

positioning of' the exec·utive in charge of educational activitiee with ,the 

vice-presidents of' marketing and manufacturlng. 
~ 

They added another dimen-

sion to the educational adlainistrstion function; lIIuch of the developraent of' 

new produeta and l1Iany of the ne.,. producla that .,.ere being brought to market 

by the company were of' a claasi f!ad nature'. 1 f knowledge of the .. waa leaked 

~ 

to cOllpet i tors, il could dallage the company coneiderably. Howev er, some of 

\ these producte required apeciali:zed training not only to lIIanuFacture but 

slso to sell and aervice. It "tle therefore neceasary in their opin.ion that 

\ 

e~ucational adlliniaÜ\ation Muat understand and apprec1at~ \Ilhat had to be 

c1assified and whst w~~ senaitive. Moreover, by being. privy to ,\Ilhat was 

being developed the edu,Cational admi..nistrator could better create thoroughly 

\ , . 
tested training progralls weIl in advsnce and not be the cauae of a delay in 

the introduction of' these~new products. 

Based on the job cteacription of, the educational functiona an(j the 

etudies thàt had taken place and of aIl 88~ects of education and training, 

Black in present.1ng the Job description to the president stated that a11 

elellenta of the educstional function could be delineated and clesrIy 

defined, thst they were closely Interrelated, and could be gro.uped together 

into a position with dietinctly deterllined parelletera • He Buggeated that 

. 
the title "educational adl1inlstrator" be given ta thia job. However, he 

concluded that s'ter a great deal of thought and consideration he W88 still 

\ unable to recol1l11end unequhocal1y wheu this p~aition ahould ait in the 

organization atructure. 60 

60. Report: 'Black-Struthera, Septs.ber 15, 1980 
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.46 EducatiDn function 888igned 

struthers decided to delegate the, enUre educatio!,al function ta Black 

.and relloved 80me of Black'a PothÈtr !IIinor responslbilitiee relating ta 

inaurance and aundry adlllinistrative chores. 

At the director 'a meeting, on February 25, 19~ 1, illlledl. ately follQwing 

- the ,annual meeting of shareholders, in the appoint1Aent of officsra that took 

place, Struthera in 8ulllmarizing" the duti"ea of the officera of the company, 

l1Ientioned' that the education administration function W8a aecoM:led to Black 

-} 
but did not comllit himaelt, on 1ta executive nature or position. 

It la too eSl"ly to appraiae the effectivenes-8 of the educational func-

eton. There appeare to be gene1"a1 satisfaction wHh the concept but th,is is 

based on a 1imited number of interviews and ia in no way definitive. Budge-

tary controls ars now in place and the proceduree on learning and, perform-

snce contracta are to COlllmence ahortly. The coaapany now publishes a calen-

dar of a11 the courses it offers -including thoas originating at the region~ 

and divisional levela. A •• nior •• nagement daveloplRent prograll ia underwsYJ 

and the company' a lIanagelient institute i910ngoing. 

A close working relationship is developing in training and education 
/ 

with a large U.S. chellleal diatributor and il: is hoped tt;}at co-operative, 

programs will be forthcoming in the next yeer or so. 

( 
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But there" have been a nu.ber of problells. The audit t'unction of the 

, 
Bteering co.lltittee haa been dropped. Th. lIellbers of the steering cOII.Utee 

do not have the educational and acade.ic background to be able ta audit 

_v.:, 
..., educat ion and training progralls. The idea ",aa copied rrolll the accounting 

j 
model but in the accounling lIodel there are people _within the company who 

. 
have had year& of experience in 8ccounting and have advanced degreea in the" 

aubject. 0 They are in every ",ay experta in their field. The S811e ia not 

true of educational activ!ties in induatry. Experts and kno",l edgeabl e 

, 
Indi v iduals ln thi a fiel d are ex t remel y rare. 

'r~ ,The other aree ",here conaili'erable concern exiata la in tranalation, and 

particularly in delivering a progralll in a language originally "'ritten in 

anothel'. 
~ 

Invariably conceptual relationahipa are improperly conveyed. 

Costa of tranalat.lon frequently run to 40 to 501 of a training budget. In a 

training and educational aenae i~ lIIeana a coltplete duplication of aIl 

material, plua tranalation coats. 
~ 

The cOllpany i. none-the-Ieaa adhering to fJ 
1 

!ts policy of offering aIl programe ln both french and English. 

Another coat factor Is" travel and hotel accolIIodetion. 

one 1 series of product knowledge courses utilizing cas8ette tapes and 

prograM .. ed ",orkbooks. This has been weIl aubecribed to and ta patfor.ing 

adequatel y for the preaent. Ho",ever, the COMpany haa a computer ayste •• 

net",ork and Black ia investigating coaputer 8s8isted instruction (CAl). 

Wlth the na", authoring languages thia appes"l to be a logical choics for the 

cOllpany in the future. There are indications that w!th ne", technology 

cOlling on s,treall that the educational 
) 

the 8ug988t ion of 

function ",ill 
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u8ing video tape and discs ie round ta be coat effect ive then th~ function 

will expand aven Rlore. But thiB- la conjecture at this point. 

~ 

Aa thh case sf.udy was being cOllpleted, there la yet no co ... ntWent by 

ei ther the president of the co~p8ny or the .anagement cOllu81 t tee to accord 

') 

the education al function executive at.-tus. Although Struthers adlllita ta Ha 

J 

growing illlportance, he ia not prepared in 
~~'\. 

the 1 III lU lH ate future ta aet up a 

aeparata executive depart"ent to accolllllodate it. 

\ 

f· 

\. 

p 

.. 
( 
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CHA PTE R 7 

DISCUSSION 

.01 The incre.aing iMportance of education and training ta bU81neaa. 

The educat-ional function in business is increasing in illlportance, par-

ticularly in thoee induatries that are in the forefront of new technolo-

~ 
glas. The unlvere1ties Bre faet fa111ng behind in up-to-date facilities and 

acientific equip.ent~ 

"The obeolescence of laboratory instrumentation end computer capa­
bilHies and the deterioration of the toola of advanced work are debl­
litating conaequencea of the fiecal crises. faced with budgat prob­
lems, univeraitiaB cannot luint'ain laboratorias in the phyeical Dr life 
sciencee at the advanced etate of tha art".1 

High technology compsnies now find thet1lse1vaB in the unenviable poei­

J 

tion of havirlg to train their own ecientiste.. The sallie thing is happening 

in lese 80phiaticated industries such as the graphie arts. Advancements in 

computera end eleetronic word procesaing sre l1ao having a lIIajor impact on 

( 
cler~cal and managerial work. Business).8 faced with having to, train evèy .,. 

greater nUllbera of, ellshoyees in the uee of thiB new tephnology. However, 

the growing _coMpleXity of these technological changee and the increasingly 

rapid pace of these changee Bre not the only ruaona that induatry la baing 

forced into lIIore training and education. There are 80cial forcas at work as 

wall. 

1 • 

The concept of the quality of work life haB 'lntered the workplace and 

Charln J. Ping, "Bigger S,take for Business in Higher Education," 
Harvard Buaineaa Review, Vol. 59, No. 5, Septellber - Odober 1981, 
p. 128 
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supervisora, lIIanagera and execut.ivea .. uat. learn and 
" 

dership st.ylee t.o acco •• odate it. Again t.he need for training and education 

ia apparent and, generally, industry la lIoving to lIIeet this need but not ln 

a cohasive and ordal'ly .anner • 

• 02 The purpose rastated. 

The purpose was to undertake a case study of a mediull sized company in 

order to get a better understanding of its aducational aetivities, theif 

scope and where the ultimate responaibil ity for theae aetiv Hies would 

1 ikely lie. 

, 
.03' The evaluation of the educational function. 

Few eOllpaniee have attelllphd to dafina t.heir educatlonal activlties 

with any ~raeision. Inatead, they seell content to aasign t.he bulk of thelll 

to a 8ubaidiary ruponaibility of the personnel departlunt. and let the 

balance fall under t.he authority of other depart.enta. Horeover, education­
.. 

al and training activit1ea are infrequently fntegrated and eo-ordinated .!th 

a cOllpany's long range plana and s~tdO., if ever, w!th the individual's own 

career developllent and aspirations. In the co.pany under study thi. wae the 

case until apecific akill and knodedge deficlanche of a large nUllber of 

i t s branch lIanagera were brought to the at tenUon of senior lIanagellent. in 

the procea, of •• algalllating two co.paniea. 
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The full appreciatlon of the company'a educational aetivitiea evolved 

f'roll the "eed for training these branch, lIIanagera and t!l-- integrate the. ae 

s.oothly aa possible after a Il,rger. This training proJect waa given prior-

ity and a senior executive given the reaponaibllity for carrying 1t out. 

Becauee the project waa ao eucceaaf~, attention "aa drawn to other training 
1 

and educational activitiee that "ere either taking place in the cOIIPa~~ or 

1 
were perceived ta be required. Aa tille paaaed /II0t:e needa were recognized. 

Not only were lIIore training and educational progralls developad and under-

takén but the range af progralla gre" to include executive developllent, coun-

selling and career development. By the end of' the case atudy practically 

aIl educstlonal activitles were the direct responslbility of a senior 

executive • 

• 04 Proliferation of progralIIe and cost consequences. 

The atudy de.anetratee how una"are lIIanagellent had been of the extent 

and growth of training and educational activities "ithin the COMpany. These 

activitiea had gon8 largely unnoticed and coata were hidden in department'a 
.' 

lIIi~cellàjneoua _budgeta.~': Wh en the pragralla nre identified and the coata 180-
" ' 

lated the 8UIII8 and nu~r8 were hlpressive for a COli pany of Ha size. The 

senior vice-president had been experi.enting wit~ Q chsrta and the dra.atic 

increa88 'in caat ia graphicslly partrayed in the Q chart in appendix-E. 

l 
Manage.ent recognizad the need to bring both !te training and educa-

tional cDat~ and activitiea into lins and under controt­
, 
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.05 Control mechania.a. 

There ha~ to be greater control of the budget. In t.,o 1na~ancea pro-

Jecta exceeded budget. There should have been ~ fixed and .anaged C08t bud-

ge~ and 8 capital budget for equip.ent. 
i 

These were m18sin9 rra,. the educa-

tional activ1ties carried out by the aenior vice-president. At one point, 

.uch ta the concern of the president, the expenditure8 on education and 

training greatly exceeded expectations. 

The firat and ,.ost obvious thing ta do was to amend budget co.l1rola. 

This was done by removing training and educational budgets From a ,.iscellan-

eoua administration account and having the. identified as a aepsrate item in 

each depsftment'a budget. Where applicable each budget was brok~n down into 

a,managed and a capital budget. 

The coat benefit procedure was/more difficult ta establieh. Management 

waa not vary aucceaaful in implamenting coet-benefit " procedur'es. In c08t-

benefit analysia, it must be I18nagelllent who spella out what banafite are 

wanted and how they ars ta be meaaurèd. It ls the educational and training 

administration'. taak to guide and adviae .anage.ent in developing raaliatic 

.easurellents. 

It Might have been helpful ta have a contributlon budget or alterna-

tively a revenue objective. This ia only p08sible if the educational opera-

tian ia con8idered a profit center, and il should be. Many education and 

training dapartllsnta are rstartlng to sell their service8, not only ta their 
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own organizat ion, but ta outa'idera as, weIl. Thi 8 approach haB the added 
!1 

advantage of encouraging management'a interest as it i8 to their benefit to 

enaure that they get their Rloney' s worth as it COlles out of their operating 

budget. 

7 .. 

• 06 Evaluation. 

The attempt that was lIIade at evaluation waa noteworthy. Such effurts 

1 

are generally ls,cking froll Rloat management developRlent progralls. However, 

,the inability to randolll select the participants autolllaticlilly ruled out a 

quantitative measurement bssed on atatistical levels of significance. 

Moreover, rssults froll management training are not immediately apparent. 

There i9 invariably a tille lag of lIIany monthe, and frequently years, berore 

performance changea can ,be ascertained, during which tilIIe other change 

\ 

agents enter the picture obscuring the o~iginal teachlng. 

The state of the art precludes the uae of elaborste statisticsl 

lIIethods. The beat that ia available la aumRlative evaluation on curriculum 

content and subjective evaluation of outcomes. 2 

2. Oeterllinlng the Pay Off 
Peter8on, ed. Paper No. J, 
A.S.T.D., 1979) 

of Hanagellent Training, Rlchard O. 
ASTO. Research Seriea (Madison, Wiae. 
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.07 The IDOve to c:èlÎtral authority 
, ( 

The atudy indicatea that the company W8S .oving towarda a more can-

tralized approach to Hs educational ae'tivities in arder to gain greater 

control over theae activitiea. ln the initial stag-as, e(jucational activi-

! 
1 

1 

tiea were frag .. ented, deeentrali:ted. unorganized and uncoordinated. No cen-

tral authority exieted. The delegation of a high profÙe and a high prior-

ity progralD ta a aenior 8)(scutive unrJoubte-dly 8aaed the "lIove to consolidate 

t aIl educational actlvitles under one head. The faet that the parson who 

r 

1 

eventually ended up 8S h8ad of the majorl.ty of the educational Bctivities 

WBa a senior exee\ltive ia perhapa unique and, conaeq~ently, edueational 
1 

activitiea were accorded atatua and importance that they would not normally 

have:-- l'lad. 

'.08 An' emerging role; the busineaa educBtional adminiatrator. 
; 

~-~ At tha outaet of the case atudy the co.psny'a edueational and training 

actlvities Nere carri'ed out by' different depart.ente and divisions. The 

managera in charge of these activitiea Nere not held sccountable for thom 

other then enauring they ware within a budget thet waa at beat only an 

Only one progralll ca.e under the direct supervision of a 

senior executive. The fsct that this progra .. l'lad ta be custam built ta lIIeet ,< 

the specifie needa of a group of lIan.gers atsrted s' chain of avents thst was 

ta lead ta the diecovery of 8 aJt of neN functions. that of an edueational 

adlliniBtrator. ' 

-)' 

., 
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The creation of this new progra .. reql.li1fed needa analysis. curriculum 

developlunt, pre an~ post tasting of text lIIaterial and the selection of a 

,sui table leernlng systelll. Its ilaplementatlon necessitated teacher training, 

the production of teaching aida, purchase of outaide coursas and t,he 

establishment of a procedure for cooperation with s local university. The 

executlve in charge took on the se reaponaibilities and ~~s hald accountable 

for thell. ln addition, he waa responaible for the choice of facilHlea, 

budgstary control and the cOllplet,e adlliniatration of the progral1l, incll.lding 

scheduling and the co-ordinstion of faculty responaibflitiaa. 

Early in the planning stages of this program a taak force and, 

latterly, a steering co .... iltee were establiahed. Chairlllanahip of the 

stsering com .. ltte8 devolved upon this executlve. 

By the second year the developllent of B product knowledge couree l'laa 

added to thia executive'a responaibilitlea. This required the selection of 

en lnatrl.lctio~al design that would lIeet the needs of lhe comp8ny'~ 

" geographic, character and He manpowe-r allocation. It also meant the 

selection of ,and contracting with instructionsl designers to develop the 

, course. 
\ 

In the third yeer not only wers lIore progralIIs being added, but this 

indiv idual was engeged in consulting, counsell i ng, .. anpower planni n9 and 

career develop~ent. As a consultant, he was working with other departllenta 

helping and advising thell on their training activities. As an educatio.nal 

( 
counaellor he wae a-dv i8ing casnagera and execut i vas on what outaide proograma 
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were av~ilable, wl'\.en the y were available, ,th.fr coat and their suitllblltty. 

Aa a aenior ..-ellber of lIIanag,'lIIent he waa inyolved in long fange planning and ,. ( 

Ha adJunot t .. anpower pl anning.· As thia study waa end'ling he wa8 engaged .in 

e8tabliahin9~a procedure for care8>r deyeloplllant. 
\ 

J 
;' 

" .09 ,Developing pattern of reaponaibilitiea 
Q 

1 

,Jo 
A disoernible p~ttern can be seen devaloping in the study. As the 
~ 

oexecutiy'e's reapo,naib,ilitiea, grew and exp~nded for educational ftlattera, his 

( 

r~le was' gradually changing tQ that of an adminiatrator. Although, froll the 
? 

beginning, it W88 a ·working. f'O,le that requirsd ,oollPetenoies in such aubjecta 

as curricul UII dsyelopllent, instructionsl design, teaching lIethodologiea, 
~ , 

nee'da .'nalY8ia, and other educationsl diaciplines, HO waa a aingle coa .. itllent 

with a li.ite~<ti.e ffalle. Bub aa the case progreaaed ~ore fe~~onsibilitiea 

aa.,d aotivities were added. In 8_ short period' of three rears the position 

had 'grown to il'\cl ude st a (fing, delegation, teacher superyi.~on, teacher 
" . 

training, budget, cost-beneflt ~nalysia and executiye polioy forllulation 
~ 

" 
~ 

relating ta courae and progra. content and aelttction, eetabl:ish.ent of 

perr.or.ance criteria and lesrning èontract pr.ooedures. 
" 

Notwlthatandlng the 

\' administrative' 'raIe, there were unfolding non-ad.inietrative rooles auch 8a 

progra. cfeation, oounaelllng 8nd oarser develop.ent a., weIl. The poal tion 

and the foIe had\ undergone, radical change. The (sct that the work carried 

out by this eX,ecut ive iOn educat ionel BC t i v i tiee was endorsed and r«!cogni zed 

t ' by senior Il.nagn.nt la teethony that the work waa conaidered i.portant tb 
• c 

" - the ·co.pany. Further • ev idence of 8enlor •• nage.ent· a lnterest in th ••• 

aeth·lUes la' their Mark in developino a job description end the affort 
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taken to define and better understand educstiond aetivitiee within the 

corporation • 

.",. 

.10 , Differencee between school adlllinietrator and induatry equivalent 

The study also illuatrates that the taek of educationai ad.inistration 

in a buainess organi.zat!on ia entirely different froll that of edueationsI 

adlliniatra,tion in schools and collegea. Certainly there are a nu.ber of 

siailaritiea relating to learning and both are lnvohed in oversuing the 

hlparting of akil1s and knowledge and 80.e fOrMe of adMinistration but the 

positions are esuntially .dlfferent. The school addnistrator le involved 

in labour reletiona, cOallunity affalrs, pUblic re-laUons, hcUille. lllain-

tenanee and diseiplinary activity; the buainen edueator seldo., if ever, 

is. Supervision of the school adMinistrator ia at a distance but is 8ubjeet 

t 0 l'ev i e", and aesess.ent co •• it tees. The business eduestor' s sourc. of 

supervision and authority are ueually on-site. 
." 

The bualneas educator, •• the study dellonstratee. la int i •• tely in-

volved in aIl SIIpeeta of the learning proceea froll progrBII planning, cur-

riculu. developllent, course deeign and dalivery Methods through to co.ple-

tion. Buain ••• educator. ara 1I0re accountable' in teras of perfor.ance oùt-

cOllles, budgetary contraIs, salariee and staffing. They ~re siso involved to 

a greater degree with c counaell ing, consul fation and career develop.ent. A 

lIajor di ttuenee between the two· jobs ia the reeponaibil ity the business 

aducator ha. in .electing outside course. and .Iterill, Matching the. to the 

company'a ntada and .odHying the. ,if neceseny. The bueiness educetor 81ao 

haa co.plete fre.do. ln the use of outside resources. 

1 

--r-
1 
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atudy indicates that an educational adMinistrative function exista in indus-

try but it di ffers significantly in education adllinistration ae it 8pplies 

ta schools and the acadelllic world genet81ly • 

• 11 Organ1zational poaitioning of the educational function. 

The question of placing the edueational function in an organizational 

eont!,xt is lIore diffieult to anawer. The problelll resta in the difficulty in 

asas881ng the worth of educstional activities in terms of cost and benefit 

'to the company. In the study, senior lIanagelient struggled with the problelll 

and wsre' unable to rasolve it. Had, they not shawn the education al function 
" 

ta be- distinctl y di fferent frolll the hU!fian resource developllent funetion 

their taek dght have bun easier 8S there is sufficient evidence in the 

1 iterature to i!.1.~icate th.t the hUllan reeouree funetion or the personnel 
go 

function ia a senior lIIanage.ent reaponsibility. 

In a atudy of twenty six union free cOlllpanies, foulkea found that one 

co •• on eharacterietio of thelle firlll8 wa8 the faet that their personnel 

departlllents had aooeas ta and Msny l'lere part of aenior .anags.ent. Hany of 

the depart.ent heada were vice-presiden~8 and half reported direêtly to the 

president. So.e ",ere lIIelllbers of the board of directora. J An exa.ple dta"n 

frolll the A.erican H8n8ge.ent Associations Organization Plann1ng Hanual 

J. Fred K. foulkee, "How Top Non-Union Co.paniee Manage Thei~ 

Eeploye •• , Harvard Buain ••• Reyiew, Vol. 59, No. 5, Sept •• ber­
October 1981" p. 128 
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places the' hURlan resources function at a senior executive under the control 

of a vice-president who reports ~o the president. 4 .' 

'i, 
According ~o Foulkee Yand Morgen, the Formulstion of personnel poliey ia 

a senior management reaponsibil ity. They ci te Honeywell as an example of a 

better run company "her,e ther"e exista an executive employes group relations 

eommithe Inde up of ten vice-presidente, f.1ve frolll group operat .1ons and 

Fiye froll staff. This comtdttee Is easentially a pol iey formiog board, and 

employee relations propossls, once approved, hsve 811ll0st Immediate accep­

tance throughout the organizat ion and are readU y ilRPlel'llented. 5 
<> This con-

firms the finding in the case study that the influence of the ~anagement 

eommittee was s factor in the auceesa that the 'educational progralIIs were 

hav Ing. 

FouI kes' "ri ting on how top non-union cOllpanies menage their allployees 

enumetates job security and profit sharing as being major contributore. An 

l additlonllîl way 18 through innovative training progralls as carried out by 

1 

Kewlett-Packard. According to Foulkes, t.he peraonnel 'department la extrelle-

Iy influential in succeasful cOlllpanlE!8 and ia eentralized to a high 

degree. 6 

4. Joseph J. f a.ularo, Organ! zing Plannlng Manual, (New 
a Division of ARleriean Manag ••• nt Aa.ociatiana), 
edition, p. 59, chart 26. 

York, AIIacolI, 
1979 reviud 

5. Frederlck K. foulkee and Henry H. Morgan, "Organizaing and Staffing 
the Personnel Function," Harvard 8081ne88 -Review, Vol. 55, No.J, 
Hay-June 1977, p. 146 

6. Foulkea, op. cit. "How Top Non-Union Co.panies Mansge Their 
E.ployees'," p. 91 
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However, there is Silpl e ev idence in the study ta indicate that educa-, 

tions1 activities çsn b~ grouped together into a comprehensible, distinctive 

and cohesive function, separate From peraonnel and can be considered a major 

elC8cutive responsibil ity in ih own right. Unfortunately, the study dose 

'../' 

,not shed sny light on the relative position of the educations1 function in 

relationship to other senior managellent functions. Therefore, it is 

necesssry ta refer ta the literal:ure t'o get Balle idea as ta where the 

educstionsl function might be positioned. 

.12 Differences bet,een hu.an resource development/personnel and 

education/training. 

It haa been the cuato. to deleg~te educstion and training ta either the 

personnel departl.ent or to the hUlisn reeource developlle,nt departllent. This 

.has had the effect of lIinillizing the iMportance of the educational function. 

According ta Bowen organizstione confuae hUllan reaouree developllent, lIanage-

~)" 

'ment developMent and education. Neither hUlian resource developllent nor 

~ 

IIsnagelient developllent is education or training. Managellent developlunt la 

the growth in an individua}'e 8.bility ta .. ka the right decidone under 

preasure and 8dvere1ty whUe hUMan reaource davelopllent 18 the increa~ 

illprovellent in perfor.aAè~ and productivity.7 Education and training pro-

vide the baaic knowladga and skil1 for devalopllent ta take plaèe. 

7. Charlea P. 
daY.lop.ent", 
"Training and 

Bowan, Jr., "L.t'a put realillil into' 
Harvard Busines. Revhw Reprint S.ries 

O.y.loping Ex.cutiv .... , p. 59 
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Human reeourcs developllent involvea all levela of' lunagement and i9 

basic to t~e taak of lIan89in9. ln managlng human reaourcea th,re are nUlDer-

ous conflicta and dichotoMies. Theu conflicts derive lIBinly froll the 

difference between a corporatlon'a goal.9 and/those of ita ellployees. The 

goals of the corporation are long term while tta ataffa' are more Immediate 

and short term. The corporation'a ob'jectivea are ~rofit\, grolllth and aurvi-' 

val; the individual'e needa relate to weges, working conditions and prollo-

tion. There lire aleo lIany conrlicts in human relations theoriea. They 
.., 

range Froll human relatione, behavlouriam, organizational development, labour 

relations to personnel lIanagellsnt and industrial engineering. A 

comprehensive uniFying concept has yet to be found. 8 Human reaouree 

development and personnel departments are attnpHng to a'pply aIl these 

theorles to buainess situations and sOlutilles aIl at the Baille time. The 

results to~date have been far froll satisfaetory. 

It la Skinner' a contentIon that "eritieal probleRls in the corporate 

management of personnel, such 8a the place of hu~an resourees management in 

corporats, decisfon IIsking, the role of personnel etsff, and a lack of 

aufficient hUilan reaourcea lIanagement know-how at top management levela, 

Therefore, .e.ven--.l1 peJ;'ltQnnel managellent la 

8. Wickh •• Skinner, "Big Hat,! No Cattle: Nanaging \~UI .. n ReBource., 
Harvard Buaina.a Ravi.w, Va~. 59, No. 5, Septe.b.r-October 1981, pp 
108-114 1 

9. ~, p. 108 
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pla-ced at the ~enior level of ,the hierarchy, the e)(ecutive reapQnsible must ... ' 

be competent in human relations theory and behavioural sciences. 10 

~. There are therefore lDajor differencsa in the cOlllpetenciea required to 

perfon either the HRO/peraonnel function, the HRD/training function or 

ai.ply the education function. The reaearch uncovera the co.petencies 

required to carry out the educational function. They range froll the prac-

tice 0 f education 'io the practlce of adlllinistration. COlllpetencisa needed 

for the personnel or the hUllan reeourco developllent function .ars rooted 

- principally in- hu •• _n relationa theory and behavioural acience. The educ8-
\ 

;' 
tional function requirements ,sre based on the application of the principlea 

of ed~catioh ând~' the administration of learn1ng activitiea throughout an • 

organization. B.sed on co.petenciea alone there la a diatinct difference in 

the functiona. 

The argullente 8upporting the personnel function ~ an executive reepon-

sibility cannat be uaed to support the educationsl function in a like manner 

1 

aa it ia euggeeted froll the reae.rch that the educational function ia a 

unique and separate function. The following inventory of cOlllpetencios 

underlie the adlllini.tration of educationai activitiea. 

10. Jay W. lo~.cht "H.king Behaviourlal Science Hore U •• (ul," Harve'rd 

( Bueln ••• Review, Va. 57, Ho. 2, March-Aptil 1979, pp 171-180 ~ 
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.1 J Inventory of 'collpetenciea for eorporate educational adlainistration 

identified froll the caae study 

.A. Education and training 
a) Educational paychology 

i) Learning theory (learning and cognitive proee888s in adult 
education) 

H) Esaentials and applicabilHy of psychologiea! teating (in 
an adult environment) 

HO Use and' application of examination procedurea (aleo design 
of tests) 

b) CurriculUM development ~Including evalustion techniques) 
1-

c) Methode of delivning ihatruction (action learning, te.cher­
claearooll, group learning techniquea, correapondance etc. 
i) Inetructional design. 
~ii) Inatructional technology (Media techniques etc.) 

d) Competency baBed education. 

B. Reaaarch Mathodology 
a) N.eda analyaia lIethoda and proceduree 
b) Educational re.earch lIethodologieB 
c) Analyeia of learning taaka 

C. Evaluation Methodologies 
a)' Teacher/trainer eval uation 
b) Prograll/coura8 evaluatitin (in-houas, outeide progralill and 

couree,e) , 
c) Educational/acadellic organizationa 
d) Coat-bene fit analyaia 

D. Couna.lUng 
a) Carssr ~ounaelling 
b) AcadeMie oounaelling 
c) On-the-Job prograMa 

E. Adllinilltration 
a) Policy, for.ulation (developing education/training policisa) 

i) ls.rning contracta 

,'" 
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b) Organization and lIanagelllent 
i) staff including put-t/me" 
ii) progra.a and educational 8ctivitiea 

c) long range and strategic planning techniques: 
i) educational ectivitiea 
ii) educational role in lIanpower planning 

d) Supervision of'on-the-job training prograllls 
e) Joint progra.u 

i) co-op progra.a with acaqemic inatitutions 
ii) 8hare~ programa with other inatitu~?ons 

f) COllunication: 
1) methoda of keeping manageMent and ellployees inforllad of 

aducstiona1 activities 
ii) proMotion of educational 8ctivitias 
Hi} reporting lIethodology 

g) Group dyn •• ica .... 
i) stearing comllittee, task force, etc. 

h) Management infor.~ion systeMe 
i) financiel control (budgets, etc.) 

F" • leg al and govern.ent 
s) Contract 1aw 
b) Managing ah.red coat prograllls with governll8nt sgenciés 
c) Hu.an righte 18g1s1atlon 

G. Organizationa1 Subjecta (minor) 
.) Organizetion theory 
b) Organiz.tiona1 b8h.viour 
c) Theories and Methoda of organizational change 

) 

Theae cOftlpetenciea indicate that the poai t ion of educat iona1 admini-

atration iMpliea ~ profesaional atatu8 that de.snda a atrong aeademic back-

ground. They aIao eU9g8et that the poaition ie a senior manage.ent one. 

Could they ln fact indicate what that position ehould be1 

.14 Co_petencies and organizationa1 poaition: 

Becau.e education and training are u.ually a •• ociated with either the 

hu.an reaource deyelop •• nt or the pereonnel depart •• nt, training •• nager8 

aleo h .. ve a power prObl ea. P The re.eon }hat training and educaUon staff 
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'" 
e~ecutives do not have aufficient power or authority within an organization 

ia becauae of thelr dependence on oth~r managers, particularly thoae of whem , 
sre line. 11 This waa not evident in the case aa the peraon in charge, of 

training was a senior vice-president. 

However, their lack of authority resulta not only fro~ their dependency 

on a,ther managera for support, but bl'cauae of tb,eir lack of profesaional1sl11 , 
, and competency ln learning theory and educatlonal practlce. few, if any, 

'apply appropriate methodology and Inatead rely on theories that are elther 

out of date, or have not been properly tested. They aucculllb ta fada, either 

ignore evaluation or carry il out in a very haphazard fashion, sel dom if 

ever engage 'in re8earch a~d infrequently define pe~tpr.ance that is 

8ought. 12 At li!taat, the actors in the C88e recognized their shortcomings 

and did lIIake an attempt at evaluation baaed on performance criteris, 

although the findinga were inconclusive. 

According to Hult.an, the road to greater power for the educationalist 

ia to devè'lop training and education obJectivea very cl ea'rl y , ta elicH the 

support of .anage~s whoee staff ia involved, and ta evaluate reaulta 89a1nst 

both l8arnin9 objectives and performance obJectives. 1' 

11. Oavid C. Calabria, "Power and The Training Manager" Training and 
Oeveloe.ent Journal, Vol. ,~, No. 12, Dece.ber 1980, p. 54 

12. Jack lenger, "The Painful Turnebout in Training", Training and 
Devel~e.ent Journal, Vol. )4, No. 12, Dece.ber 1980, pp. 36-49 

". Kenneth E. Hult.an, "Incra •• ing Vour le.verage wi~h Line Hansgara", 
Training and Develoe •• nt Journal, Vol. n, No. 9, Saptuber 1981, 
pp. 99·'OS 
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Therefore a professional and disciplined approach supported by a sound 

academic background is the first step for gaining ~tature in ~ position and 

executive potential. Examining the co,petencise req~ired to fill the posi-

\ 
tion of educational adnllniatrator ad~uately indicates lhat professional 

training in education is a neceassry prerequisite. If the position requires 

profeesional status it cannot be regarded as anything ,less than an upper 

midd!e management position. As the case study shows, not only must the man-

ager responsible for educational activitiea have a strong background in 

sducational theory and practlce but must be 8 qompetent administrator. 

furlhermore a professione! standing will enhance the role • 

• 15 RaIe as a cont~ibutor ta authority 

Todsy there is a steady movement away froll! hierarchlca! organizations 

to more informaI matrix type structures. In a hierarchy, role is confused 

with level. The higher the level in the hierarchy the greater ehe author~ty 

and power. Ueually the financial rewards and promotion are sequentiel, 

rolae sre never. However, SOlll8 individuel'e rolea have much greeter influ-

ence than their levels lIIight indic.te. A famous example in history ia 

Cardinal Richelieu, "L'iMillinence grise" and hie influence with King Louis 

xiii and the French court. In Many waya, the key to an educational admini-

atrator1a position- within an organization la dictated not 80 lIluch by the 

position but by- the raIe he lIight play. for the indlvidual ta be able to 

attain ~ great deal of' authority through the lIediuII of a roIe is extreaely 

difficult and tenuoua at beat but it can be alded and abetted greatly by the 

"aura of professional cr.denti8!e". 
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In any event, authority through role manipulation lIIay be a workable 

strategy in theory, in practice it deman~s the ~tmost skill snd astuteneas. 

Business organizationa have not evolved culturally to astate to support 

auch a relstionship. lt wa8 noted earlier that'~ power aeema to rest in the 

position and not in the individual. As Kanter states, staff specialiste are 

particularly prone to pGwerlessnesa within an organization. 14 

"Aa advisora behind th~ scenes, ataff people must sell their pro­
grama and bargain for reaources, but unless they get the.selves 

.entrenched in organizational power networks, they have Ilttle in the 
way of favours to exchange. n15 

Throughout the study there existed rtequent commun~c~tion with managers 

- and ex~cutives at aIl levela concerning aIl aspects of educational activi-

ties that 'would be or were taking place. Through the management and 

steering committeee this person was in constant touch with the key decision 

makers within the company. 

~ .16 The roles of consulting and couneelling 

But the case study uncovers a very intereet ~ng factor which has been 

overlooked in the iitersture. The executive in ch,erge of special educa-

t ionsl progralls al though he is in the study an execut ive had to deal wi th 

the execut ive group ~nc1 uding the pres~dent On sone-ta-one basls. At 

~.A.C., thie person wae consulted and counselled on the selection of execu-

tive and .anage.ent devslop.ent programs. In addition, he developed a media 

14. Kanter, op. ciL, p. 70 
~ 

f 

15. ide •• p. 72 
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appearance course deaigned e)(cluaively for the company 1 a executivea. Coun-

ae11ing and advising in this faahion, ,not' only brought the educational 

'. administrator in direct contact with the executivea involved, but also built 

an inter-persona1 re1ationahip' not unlike a lawye~-client or a doctor-

patient one. This alone is a source of tremendous power and leaverag8 with-

in the organization. 

The role therefor~ hae potential for gathering unto itself a grest deal 

of authority, statua and recognition but it is a moot P9-1nt if this poten-
, .. ' 

tial can in practlce place the position at a senior level in an organiza-

tionsi sense. Thare is aufficient evidence from the research that raie cân 

play an important part in according statua to a position but personality, 

experience and co.petency would also be important factors r 

.11· Other attributea pro.otin~ execut~ve statua: 
\ 

Other factors euggest that the educational function merHs executive 

status. Through hie educational activitiea, the executive responaible W8S 

becolling involved in atrategie, long range and manpower 'planning. Theee 

activities are aIl senior lIanag811ent functiona and it ia illportant ta note 

that this executive had not baen involved in thell prior to his participation 

in education and training. 

Althougn ft ia far froll definitive in the case study, the indiv~dual 

directlng training and education is ge3erallY reaponsible for the integra-

( 
~ion of the co.pany'a manageMsnt and leadership stylea in training 
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programs. In addition, he is &1so accounta~le for explaining and communic8-

ting ths goals, sima, objectives snd ~alues' o'f the comp,any through a11 pro-

grsms. He ia possibly the one individual ",!th!n the organization who h in 

fairly constant touch ",ith most employees at aIl levels. Consequently, in 

arder to articulete the cOlllpany's obj.actives, "goals à~d valuea, he \should be 

in int,hate contact w!th top mana~elllent. 
--~ --" ..--

j/ " JI 
Therefore, the person in charge of educatlonal activitiea muet not only 

have a brosd range of professional aïd acsdemic competenci.8a but lIust aIso 

be inthate w!th the company's lon~i and ,c. t&~111 gosls, Btraddle IIBny 
l / ".~, 

levels of managellent, sccollllo,date lIa~~e>.,'nt, ~_ le",dership style, 'interpret, 

sppl y and expl ain company polie fe'a. These are aIl" attributea of a senior 

.18 Allocation snd control ,of financhl resources 

Nothing will accord a position more status than the amount of finsnci81 

resourcea, capital and staff tha~ the incumbent in the position receivea and 

controls. As greater SUlns are 'spent: 'in education and as larger facilities 

are acquired, greater statua and poaition will 10gical1y f~11ow. 

" 

.19 Position~ng of the educstional function in the oganizationa 

rro. this atudy a pattern of educational activities e.erges that 

appeara ta have gone unnoticed by experts in the field. Mut au~hor1tie. ~n 

the subject of co.pany training have ustricted the.aelves ta the training . 

- 1,84.-
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( 

" 

\ .J 

.funet,ion and have olllitted IIBny of the other arsas of educatlonal ac~ivi­

\ . 
ties. This study'uncovsrs and identifiss many more faceta of the education-, 

al' function in an organization. These' activitiea encompass lIanagelllent. and 

technologieal education, cooperative programs, in-houae 
\ 

and externa~ 

cOUTses, csreer develop.ent, educational c.ounselling, consultation on educa­
.. . ~ 

tional luttera, on-the-jbb training, S)(s"c.utive development, 8stab,l1shraent of 

standards and the adMinistrative reaponaibilities asaociated with. theae 

activitiea •. "ih'ey wera identified in au ch a manner that they could be 

grouped together 88 ~ single functioning responsi~ility. '~8nagelllent ln the 

atudy 1'188 able ta e8tablish a job description for thia position to which 

• they gave the title of educational administrator • 

.1 
From the analyala of varioue cOlllponenls .;Ir aegmenta of this job it is 

possible to state that the position' warrants senior management atatua. 

Placing the position in the organizational atructure ls more dlfflcult ta do 

and in tlt;f:, st~dY re~a,"ed unresolved. Were some clues ~o its positioning 
" 

/ 

overlooked ,by the Bctors in ,..this case? To answer the question it,is neces-

sary to revi ew the cOllpany 1 a present organization structure and current 

literature on patterns of organization. 

.. 
, 

From a 8tsndpoin~ of.evolutionary'change, U.A.C. can be considered in a' 

"revolutionary" phase. Hi This ls to 8ay, the organization' is, undergoing .. 
r.pid change, bec.uae of the lIIerger. This-llakea it evèn lIore difficult to 

declde w~ere tbe educational function should be placed~ 

. \ 
16. Larry .E. Greiner, "Patterns .of Oryanizationsl Change," Harvard 

Businees Review, Vol.o45, ~o. J, Hay-Jone 1967, pp. 119-130 ~ 
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" 
a number of writere have sU9-geated that 

the c-urrent hlerarchic or9-l\niZationa have h"d their day. Soma, !luch aa 

w.a~r!n 'G., Bannie, sugge7t that they are, o~ th: dac~' ne and have reported as 

.JIIuch. A ahift' to mo;e participative, lIIatrix and pr eet"; type approll,?hea is 

" • f 

consistent l'Ii th present fIIanagelllent stti tudas and theory. Thoae ,pr016oting 

~ 

tha participative approach,' auch a8 Harold levitt of Stanford Uniyersity, 

advocate, , 

"decentralizatio"n, wide apana of control,' flat" structures, 
expanded joba, the e~illlination of job analYsie, expand~d use of commit­
tees, the craation of te.porary project teame, the elimlnation of line­
staff differantials, more- group declalon making', the â~olit1on of con-. ., 
tro,l procedures, incresaed hor\zontal and 'two-way cOfll,!!unication, accep-
tance 'structuraa rather than forllal Buthority structurea and .abova aIl 
aIsé, greéter equal.izatiôn of power throu~hout the organizetio"..,,17 

Others appe~r to aeek the abolition of atructure almost entÜely and. 

Ay 
stAbst! tute· an fnforlllai org\.nizat ion for a· formaI one. FroGl the, evidence 

. , 
availabla, it aeellls pI'emat.ure ta conclude thet a par.ticipative atyle will 

prove effective for most lsrge organizations. , 

( 
Q 

is lmpo ssible ta plan tOlllor rON' 8 of'gani zationa on .today' 8 8xper-

i enc e. Thera are indications tha~ organ1zationa'are increasingly ~onsidered 

a community rather than a bureaucracy. Thue, if 8 participative style of· 
f ' 

management Js impossible contracturaI forma of individual and group employ~ 

ment are likely directiona in which organizationa ars he~d~d. In thi s rea... ,~' 

. 
pect, Black's suggestion that the management instf~tute be e-atabliahed . ~', .. 

. ~ 
17. Robert N. McMur ray, "Power, and the Allb itiaus Execut ive", Harvard 

Businssa Review, Vol. S~) No. 6, N~e.ber-Oecember 1~7j, p. 155 
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\ 
IUtparate e~1ty ia' !ts Glfn right Ifith ih olfn ataff, in effect a ,subaidiary: 

la in !'.Iccordance 'with ,th!.a vie",. As·a aubaidiary ît Ifould have complete 

autonomy anli, could ael,l "0its services tf the reet of the, corpor,àtion and 
, 

lRainta.in Hs own' pi'ofH andaccounting .• 

tute' e services' ~ut o.f their .own budgets. 

" c Managera could pay for the ineti-

'1 . 
The instituts co~d be headed by 

" 

a pres i dent (s ful1. t lme exec uUve 

the i,nstitute ~nd) Wh~ would 'sl'ao 

comn!! ttee. The 
1 

lnst i t,u~e would 

, ' 

dévoted sohl,Y tlS the adMinistration of 

'. . be a member of the ca. pany 1 a lIIanagellent 
( 

be placed on')'â profit (oot.)ng and !ta 
• 

services could be m8rket~d outside the co.pany. 

'. , . 
Spinning off the educational function as a separate organization cer-

o '\ 

tainly haa merit. In addition tl)' the pointa already nid it ",ould operate 

• H,' • _ fa" .. ount 0 f 1.pu nit Y at .11 lev 010· .• fi. ,ganl ut ;.0 and li 

could reeeha additional power, prestige and leverage\ by ha,vlng a board .. of 
't . 

g,overno~8 made "ü p of the senior executlvea of thè call1pan y! ~e~h8pe, this is 
, ' .. 

Uie '901ution for 1II0et cOllpaniea with extensive educational involvement to 

. 
fo 110w. In Uo.A.C.'s c88e, it la p08sibly tao early. to .ake 8uch 8 CO~lIIit-

ment 88 the educational function could undergo further change and ~odifica-

tion 8a thè COMpany entera Ha stable evofutionary etage. But the 8ugge8ti-

on don warrant consideration and a protot,ype lIodel lIIight 'he tr ied ''On an 

ï nt er ~~ basis. 

Ail alternate lIodel to the institute, wouid be a aeparate educational 

t departlllent f but the drawbacks of a 8ubaerv ient role would axiat and would 

have ~ be o~ereome. 

u 
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possible. , 
ot ----BIT 1 7 

~POSSIBlE STRUCTURES,FOR EDUCATIONAl"ADNiNISTRATION 
c;;:::: / 

1> 2 

. 

!t 

:} 
... 

Vice-~re8ident - HÙlIIan 
Resources,Develop.ent 

Junior Vice-Preaiden~ 
Education &: Trai~ing 

Manage.&nt Ineti ute 
(Subeidiary-Par 

Manager 
Personnel 
.DepartlIIent 

Manager 
Education 
&: Training 

Board of Governors 

Jnatitute President (or Director) 

, 
~s Daniel .~~ea cle~r, whatever etructure ie' chosen, it 

~} ~ 
muet be 

remembered that: 

-.20 

"Ths principl_sa of organization, in short, are a double edged 
sword. Ellployed with skill and with diecretion, they can be useful Jn 
defiF')ing and refining an ~rganization structure •. Applisd insistently 
and inflexibJ.y, they can result in a rigid bureaucratié organization 
structure poorly attuned ta a compsny's unique needs. nlS 

Benefita of eeparating the educational function: 

Not only doea the physical separation ~f the educational fuilction 

ovar,collle .. any 'int,ra-orgsnizationel drawbacka, which were ahown to exial in 

'the caae, but alao extenda to the educational ad1ll1nistrator'a executlve 

atst~. 

18. D. Donald Daniel, "Reorganizing Fot Results," Harvard Busl,.neae 
Review, Vol. 44, No. 6, November-OecBllber 1966, p.- 97 

[ 
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Thera 
~ 

18 an ~ad advant'~ge ta ~ aep':trl!.te !And' di'atinct ~U"catio~ai -:;. 

Bu sin ....... i ook ta .duo et! on~l .~t .bll ",,~.n" • for ••• i~ •. · It functlon. 

follo.8 that it would be easier ror s~ucational institutiona to relate to an 
' .. 

'1 

lnduatry baaed one. Regardlesa of the dHficu1tiea in businan-acad.,.ia , , 

collaboration, it la a growing ~r~nd and thora are un)', thouaands of .0-
l\. 

operative prograllla proeently underwal.19 

l, 

Wherev,er the educalional function la placed, one thing la certain, it 

must support the organization's goal~ and objectives. Ail progralls and ·all 

. 
eélucatlonal efforts must ·therefote be ,effectively sdlAinistered. 

.J '" 

It cannot 

function in isolation and ~ust relate directly ~o the survivel and growth of 

the cOllpany. 20 

" 

The co.peny walÎ far ahsad of !ts tlme in e)(al1l1nlng learning contra'cts 

. . 

- , " 
and ~aking a atort with tt{elll on outaide m8nagellent courses. It will 8s8108t 

manàgement greatl)' in a88e88in9 the worth Of~p~~ding on edilcational 

activlties.- ' 

19. 

20. 

V 
J alu 8 W • \II il. 0 n , .;,M .. o .. d_e_l_a_~f o""'t~r--:-_C..,?~l-=l_a_b_o_r,=a_t_i-=o_f\.~1 ___ D_e~v_e-=l_o_p_i~n::""g"--_w_o-:-r_k 
Education 11es, A.erican Society'· fol' Training and. Developllent, 
August 1980, Monograp~ , 

Williall M. King and Robert A. Rtsth, "Illpact - Directed T·rsining,"" 
'Training and Devalop.ent Jo,urnal, Vol. 35, No. 11, Novallber 1981, 

pp 6~-69 " '" 
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,22 Su •• ary of diicu88ion: 

" 

, . 
The ca,ae 'study round that there are a group ~f acthfUéa that can be -' , ... 

isola,ted, ldentified and brought togetryer under a sin~le functional res-

'- " '. 6 ,.... ." 
po,a~bi1ity. ( ,It. docÙlle,nt~,d th~.Olution in., one organization, the "~.vel-

op.ent of a new position, the cOl'p01ate educa~ional ad.~nistrstor • 

. . 
• An eUlDination of the urioua taska that Made up this P'titiQ~ eatab-

11shea the' fact that the peraon filÙng thia post requires a wide range of 

profeesional and a~de.ic co.petoncies. 
<:1 

Based upon an an~aysis of these tasks and the knowledge-akill' co.pon-
1 ~ 

enta required to carry _ th •• out indicatea ~hat the 'Position ia an upper lIIan..., 
1 

agement one but its relationship to other' senior Managellent' positions wae 

,not resol ved. 

Of equal iMportance la the faet that the relatlona.h.ip of educat lona1 

li=-
activitiea as a separate and distinct reaponaibilit.y with the personnel or 

hUllan reaouree develop.ent fU,netion rellains unreaolved. The case study did 
~ , 

not elaborate on the poraonnel function ,or the hu.an r080urce develop.ent 

on8. Although the.e activitiea and rltsponsibllitiea were not 8Xallinsd in 
li'> 

detail there are indications that. the educational function di t'tera f 1"0 Il 

personnel snd -HRD one a • lt la' evident th.t education and training, ",era 

eO,naiderad 'iMPortant ..to the g~wth and sur v hd of the cOMpany. 
, ' Cl 

The nu.ber 

v 

of reference. ta it in the .anage.ent co_itt •• and board .inult,sa attests to 
~ , 

thia fact. The interest of the preaid.nt~ in educational , .. ttetr'1I within the 
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ia "yet anotner...... indication of vecutive' recog~.~tion of !ta 

", 
"'''* i .. portance. Another indicaÜ~n of lIIanago.ont' 8 acknolfledge .. e'nt' of the 

edufat ion illport ence i B thei r recogni t ion of the .. anage.-ent 

.. ,. 
tinany~ the~ functlon of the ~orpif. educator,'" although !titlliar in 

some ways to thet of the a~hool fadministrator.., diverges in lIIany. illlportant 

a 

aresa, end !ta major characteriati(ts damonatrate ft tl)-> be a fundalIIentally 
~~ J ~ ( (. and ~niquely diFforent prof~80ion. 

. ,. 
The outCOl1l8' of the study waa threefold: it identified aIl educational 

activitiea within an organ,ization, 
1 

~ 

!t grouped theae into ,a 

diacrete ànd recognizable function, it demonetrated that thia educationlll 

function ia unique to 1I00t enterp~iae8 and that the pereon reaponeible muat 

-have a wide r8nge~ of very apecific-co.petencie~. 

" 1 
" , 
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, . 
CONCLUSION 

" - The st~dY open1p a nU.be~ of intereat Ing and UMel y . avenue: for 

furt~er research and investigation. 50Me of thes'e ia,ereS halte far. reaching 

i .. plicatio~a' ror the country'a poat-a.econdary achoola, IHelong edùcation 

and quality of work lire i~ general, 

The firet, issue raised 1a paramount ta the whol e question of in-ur v ice . ~ ( 

and business aponsored education. le bue;nesa involvement iÎt education of? 'J . '~8 
)teIllPorary' nature or ia it a penanent Jong terll feature in buaineas opera-

tions ,nd la it an increa8ingly co •• ited one? The materi!"l gathered -in the 

CS8e study and 8uppor,ted by the literatun would indicate that sueh' W88 the 

c8ae.' The evidence supporta the contention that buaine8e' comMit .. ent to and 
\ , 

participatlo~' in e.ducational 8ctivities lB not only riaing. but la a positive 

and a per .. anent l phenoMenon. Moreover, ft appeau that it will be ao far 
'" 

Into the future. But ia "hat la hapPCJning at the cOllpany in the case atudy 
, 

typJ:ca1, of lIIoat induatrial and co •• orcial enterprise'a? Ta answer theee 

questions Mnore intensive ree~arch ia required at the earIi.st possible da~e 

to e8tabli8h the trand accurately, to 888e88 the extent of busine88 involv~ 

Ment ih educationsl a~t~itie8 ~d to 8X81IIina Ha posaible erhet on post­

aeconda~education. 
" , 

A aecond ia8ue followa a8 a condition or the t'frat. If buainess 

Invol ve.ent in educâtional âdt iviti;;. 18 a par •• nant 8n~ growing condition, 
• 

... 

, , 
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how should e~u'c.tion be ad.inistered within a bua~ea. organiZ8tion~' And 

... ~ 
the cor?llary of thia question needa to be anawared aa weIl. How ahould the 

/ function ba atructured and .hera ahould ite reaponaibility lie? -Findinga in 

'the .C88a study would indicate that the educational .~unction is' a separate 

\ 

and distinct coll êcUon of interrela\ed functione that fit into '. logieal 
, . . 

( , 
and 'unctionsl lIanagerial pOllition. 

1 

available? Are there other equall y 

. -
However, ia thia ~he only alternativê 

" locflcal poasibil.~ties? la in fact a new 
~ .,,'" 

l'ole of corporate educational adllinietrat10n s.erging? 'Theu question a 

l'aise the r'teceaai t y ~or' further reaeerch. Tha discussion suggeata that a .,.. 

reseal'ch lIIethod for l'eapl v iog ~hese questiona would be to conatruct proto­

\ 
type lIodels < and 'test the. under actual business conditions. 

. 
A. third issue that the atudy reveela 18 the difficulty in l'eaolving the-

'1 

irrterr.latio~8~(P bet.een the peraonnel, hu.an reao~rca develop.ent and edu­

c8t~onàl funct~ons. Theae relationehipa proved difficult to deterlline in 

the study and, et the end, no sabisfactory solution had been~;round. The' 

o 
literature testHie. to- the difficI-Ilty that businesa ia having in defini-' 

loively defining tha hu.an resQurce develop.ent runction. No genersl 8gree-
, ) 

lient' on job content. or job de8cription exiate for the l'\,IncHon. Al though 

• outaide the frue of reference of thia atudy, a gr.st deal 01' fruitful 

research can, be J undertaken in getting a better end ,1I0re current under­
i 

• standing of ho. the hu.an reaource develop.ent function ahould operete in an 
/ 

organiz.tional .etting. The 8t~dy, w~le recognizing the differeQces 

Inherent ln the hu.an raaource develop.ent function and the educational 
• 

functlon, gave no clues on ho" the for.er ahould be structured or .het its 

relationship ahould be with the latter. '. 

" 
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A rou~th 188ue raised by th,? study le th et of the appropriatenesa of 
l . , 

the typee of .l&arning lIethodology th.t wete ueed. There was ~ide8pre.d 

, 
agreellent at the 8,!nior lIIanage.ent" lev el , and allong the board .. ellbers that 
. ... . 
fOPlle) trainin9twas' necessary for effic ien't and productive opeutiona and to 

provide a taient, pool 
\ \'~ . 

for lIahagelient, technica) and clerical positions • 

They auppli~d the funds neces8ary but nowhere)is there 8ny ~vidence of ques-
1 

tionin~ the l~atning .ethodology~th8t waa adoptad. " ntl.ber of intereating 

re8eti~ch questions can 'be\ pond. in the l~ght of thi. lack of concern. 
, r' 1 ,-

~.road)Y 8peakit' ",hat i~ 't~e ra)aU'vB effec'ti~~ness of the \larious methods 

of teaching and learning éurr6ntly in' uae. in business? And 'furthermore, 

\' 
effective. training !!hat la the most !#8thodo.logy for buainess spon8ored 

education? 

A),rifth iS8ue uncovered" in the caee study is that of 8va)uation. The 

work in the case atudy la incon~u8ive and po.ints t.o lRal'l,Y yeu in which 

resea!,ch, is required. Evaluation ia a lI!ajor area for resesrch and, froll!' the 

case study, some of ehe questions that are brought ta the forefront are: 

\ 

- What la the purpoae of the e'lal ust ion - progralll -~lIprOVeIl8nt, 
perforllsnce i",provellent, or whet? 

- In evaJuation, haw can environlll~ntal factors be ~ontrolled? 
- In the sbeence of rendollnese, how can evsluation be ststisti-

cally validated? 
~ , 

- Can ,.ethode of evaluatian be designed to lIeaaure the effect of 
training and ,education in organizationaL performance? 

Certainly thase are .aJar aresa -for InveatigaHon. 

"" A eixth issue raiaèd in the case atudy deait with co-operative prograllls­
,/ 

with outside agenciea and, with acade.'ic institutions. This opena up 
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.' , . . 
another' whole field rS'tuiring int~nalve atudy. This prompta two ~us8tlons 

f ~ 

for atudy. "What are the lDoat efree,tive lIeana of collaboration between 
, , 

b.uair'less and ~he schoQl I!yatell and what are the IIOt}t effscti,ve ,ua88 of staff 

and 'facilitiee frOll 'both institutions?" - The ,ea~ablishllent of eatiafa.ctory . . 
forll.te ta aIl groups c~/ 

rssults for both.industry and 

hava wide "ranging and alCcee'dingly beneficial 

the educational systeN. 

On a more philoaophical plans, there are a nUllber of lines of Inveeti-

1 
gation th'st mi~ht be' pursu·ed. Are we aeeing a new forll of inetitutional 

e4ucation developing and, if so J what' shape ia it like1y. to take? AWi l~~:"e 
aee in the future an interchange of ataff between the buein.ess organizatlon 

t>-

snd the acadellic institution? As business ia pan n'ational and freque"ntly 

international, whot raIe will the respective ~eve18 of governl1ent play? ft 
-4 

ie far frolR certain what the praciee forlll of work"1llife education will teke 

but there is ample opportunity ta .. eearch out present trende. 

T'Te\ atudy elso deala with a numbar. of other 8ubjects whieh would pro-

",ide Il'aterial 
• # 

for futl.lrs research. are le81'ning contracte One of theae 

whieh are ~ing investigatad extenaively by the Japaneal", Another 18' C8r88r 

• develop~ent. A gre8t deel of re •• arch la being ~a1'rie~n thi. area but 

lIore has to be done to link it effectively with,.,.a cOllpany'a long range' plan 

and lIanpower requirement$. 
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1 ~ \ , , 
froll thie stud.y attongl y supporta the ln conclusion, the .data detived 

, 't 

contention that t'; e~uc.tional adllJ.niatretiye function la e.~rgin, 8,S - a 

.0 dietinc-t and senior lIanagellBnt re.pon8ibl~ity~ .. MÔhaver, Ua'i.pottance to 

1 

1 . , , 

1 
j 

f 

1 
1 

, 1 

j 

) 

) 

( 

the organi~.tion ia growing rapidly. 

'" the growth of the ~o.p.ny and ite survival wete predi~ted_on s'well trained 

and educahd 'etaff. Fin.lly, it -la augguted th.t the education.l function 

ahould be of, rathBr than in, the org.nizatian th.t It have. SOli. d~gq,e of 
1 • . , 

autono.y, that it serve' all l,vela of the organh.tion and t.nat it ahould be 

hel d accountabl e for' re.ul ta. 
li' 

.. 

.. 

.. 
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App!!ndix A 

l 'r 

BRANCH MANAGERS' TRAINlNG 'PROGRAM 

... 

COURSE OUTLI~E, " 

1. Company philosophy: 

a) Brief reSumê of the history of the Company 

b) The Company organization 
c , 

c) Definition of the Company1s business . . , 

2. A general review of a wholesal.e distributor 
1 

. . 
. .. 

A concise description of the main funetions of a wholesaler 
distributor that are the major contributors to the survival., 
growth and' profit of a brilOch. . , ~ 

~ , 
3. Financial management for~branéH managers 

.... r. 

• 'C • 

a) Unde,=s,tanding fina'ncial definitipns and accouotin9 terminology', 
e.g. assets, liabilities, capital, depreciatfon,' cash flow; return 
on i hves tment and return an cap~ ta l emp 1 oyed. J' 

b) App 1y; ng accounti ng pri nci pl es to branch operatl ons. 
~ 

,cl I~terpreting and' analyzing accounting reports. 
and weaknesses, pinpointing trouble spots, etc . 

• 
'df~ Guidelines for de~eloping a ,budget 

... .,..' i) Capital appropriations and expenditures 
. .. 

e) Financial management of assets 

An'alyzing strengtlis' 
~ 

1) Credit and cOllection and'\~ccounts receivable 

1i) Inventory: selection of stock and turnover 
, . 

ii1) Equipment: maint~~ance vs. repla~ment .. 
f) Cost behaviour and éontrol 

i) Fixed and variable tosts 
~ ./ 

if) '~.~~reak even analysis 
<"_.1' 

111) Profit graphs 
~----......­
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- 2 - Appendix A 

.9) Pricing, rnark-ups and st~ndard costs . 
; ) Allocation of rebates : 

Systems and Proç~dures 

a) The~ Sel 1 Cycle:' Customer order writing', back orders, follow-ups, 
'enquiries, pricing, credit, shipping, delivery, invaicing, accounts 
receivable, statements and overdue charg~s - computer systems. 

. . . 
b) The Buy Cycle:. Order prepar ion, foll ow-up:, inventory control 

(~ardex), . inventory manageme t", costing, receiying-computer systems. 
, . 

c) i ) ~larehouse Sys tems : and layout " 

ii) Delivery ~ystems: Oelivery and routing 

d), Payroll system as it applies ta ~ranch operations 

e) Heasuring of efficien€y, monitoring the system and the use of 
the operations check list Q, i . 
i} Service standards 

ii) Inspe~tion procedures 

iii) Locating an~ solving problems in a malfunctioning system' 

5 .. Company Policies 

". 

a) Personnel Policies: 

i) 

. i i} 

Salary, wages, overtime ànd wage adjustments, salary comp{~tion. 
incentives (M.B.O.), other compensation'. . 

, " . . 
Benefitsj-fmajor medical, life. U.I.c., W.'C.C., osalary continuance, 
holida~s, .vacations, etc. 

iii) Personnel policies and record keeping 

6. a1 Introduction to Branch Marketing. How the branches objectives relate 
ta those of the company. I~entifyin9 the nature of the markets in 
which the branch operates. Assessing market shane of competition 
and competi ti ve products. . / \ 

b) Basic profit concepts on marketing; cost/profit analys;s. Pricing 
strategies open to the Branch Manager. 

~ "', . 
, " 

__ .r\__ _ 19~ -:" 
" " .. 

.. 
... 

... /3 

~ 



1 • 

.' ( 

1· 

1 
, 
[ 
; 

r ~ 

, 
1 

~ 

i • 
J 

f 
! 

i 
1 

, . 

4 , 

, . 

- 3 -
\ 

Appendix A 0 

c) Product Know~edge 
~ -

il Concentration: Products that can and do produce 80% of bran~ 
sales. W.A. course on industrial products;' supplier-dealer' 
; nstru'ction. . ...., 

r 

ii) , Sources of Supply (Use of H.O. expèrtise and staff) ., 

iii) Competitive product~ and alte~ative sources· of supply. 

d) Conmunications in marketing - the branch, head office, the customer. 
source of supply. 

) 

. 1) Understanding the merchandising function 

-f) Personal selling skil1s 

g) Advertising and public relations 

i) , Sa 1 es prometi on 

ii) Public speaking 
j 

ii;) Trade association me~bership and. involvement 

7. Supervision and M~nagement of Staff 
• ,.1:' '. ' "f'\ '" 

a), Reéruiting "stafi'(~ Understanding the hiring process within 
Company po l i cy • 

b) Making and updating job descriptions. Defining the actual work to 
be done. ç 

c) Unders tand i ng s upervi sion 

i} .De legati on 

in Plann~ng for the fu~ure; repl acements. 

d) Counselling and ·guiding 

e) Motivating èmployees to achieve. Measuring and controlling 
perfonnan,ce using effective a1'W:ai $al techniques, d\veloping a 
standard for measuring how well a job is done. Reviewing . 
perfonnance on a regular basis. ,''4 . ' 

'8. Communicatjon skills for managers 
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- 4 - " Appendix A 
j 

Mànagement by Objecti ves : 

; ) The importance of objectives 

il) Establishing priorities and avoiding pitfalls in setting 
abject; ves 

iii ) Relating objectives to the Company's immediate and long-ranQ~ 
objectives 

iv) Getting staff support 

v) Getti"g management' s approval 

The Pl anning Functian f9r Branch M~nagers- ~ ,. 

Bringing together an' aspects of the operation of the branch. Tying 
in objectives with the day to day operations of the branch. Operating 
your<7own business. _ 

Ptanning and evaluation techniques necessary ta manage a brandl 
territory. Forecasting requirements and methods . 

11. Self Audit Kit for a Branch 

Rating achievements against objectives of a branch and with .Qther 
branches within the ~r.ganization. 

\ 
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London: 

Winnipeg: 

Calgary: 

Edmonton 

Vancouver 

Victoria 

---.--- -" '. . 

1 

,; , 

..-

.. 

A P PEN 0 I/X B 

Percent Charyge Over 1 Year 
<; 

SALES R.O.I. 

"-
41.4l!ii 15.2~ 

21.1l!ii 16.6~ 

35 .9~ ( 0 • 1 ) 
{~ ~ 

25.8% 0 

34 .8~ 17 .1 ~ 

21.8~ 12.7~ 
w 

1 

/ 
EMPLQYEE' 
TURNOVER 

(62.1%) 

" 

(89.2%) 

(11.1%) 

(37.8%) 

(41.9%) 

(28.1~) 

Figures in brackets indicate a decrease. < 
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APPENDIX C 

l--------------------"""--~--------.. -------.---__ _ 

( 

SOURCE~: SUPERV 1 SION (\~hat 'type of S!lp,~ .. lti'iit)1I dO~$~).t"ts posltion 
normally receive?) 

• fi 

r---------------------------,---~ ... --------
SCOPE OF SUPERVISION 

~~t~vr~î~sc~n!~ ~ducatio~al 

"""""",.. TITLES' ' 
1. Aâ~inistrative assistant 

1 

2. S teering Commi:t.teé ,-­
.3. Taslt. Forces . ,..,..;::.:.. 

'. 

(tist the tltles.of subordllldti!~ rrporLiltg 
directly to this position)., r 

~ 

'. 
lm. 01 U IPLOY[[ S 

1 

L 

1 
1 

1 
1 

1 

1 

1 

-1 
-----~._-

._J 

FIrIANCIAL RESPONSIBILITIES 

Cl 

• 
(Oeseri he the extel1t to \IIh 1 ch tlw p'l$ i t ion 
presents opportunities.for pr0duc11lg financial 
or other gains anù benefits f(w the" ' 
Corporation, or' for preventing rlndllr:!aJ or' 
other 1 osses) . ' 

l.çperates within btrlget allocaterl 
2.Approves educational assistançe " ... 
,3.Approves head office and~divisional educational charges 

'------------------------------------------

r.:==========z::=:=============: -- - . --\-----.--------- . -.. ---.-------- -._--- 1 

1 

( 1 

DATE COMPLETED: ________ _ APPROVEO BY: 

SUPERSEDES: APPROVEO BY: 
..... De-p'""'"'a.,.-t.-m-ent"1iaiiiiger and/or 

Pres ldent 

l!:-==========::;:;;===========--_. --"'--_ .. -02 - . , 
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( ho. 
" Key ~esponsibillties " m:JTflMITV 

COllE 
~--1---------------------------~\--------'-------------------------------~~--~~--

l 

2 

3 

Defines those areas where training is needed 
\ 

EStabliShe; and determi.nes job skills in wmeh training is needed 
(this pres pposes "the knadedge of aIl occupatiqns within the ~'ny 
and hCM tJ ey ean be broken dcwn into elaoonts or stcps for training " 
and learm.ng purposes) ~ . . . ' 

Reyiews apprajsals and staff evaluations: " 

..a) notes irdividual performance weaknesses arrl vecœmerrls ranedial 
training _ 

l, , 
b) notes potcntial and in consultation with inuediùte supcrvisor or 

manager, recOlmends a course of study and/or tr.:üning for future 
posi tions to which the e:rplbyee is rrost 1ikely to be praroted.. 

4 Establl.shes "on the job" training programé tJrrough cooperation and 
coordinatiOh with managers am supervisors directly involve1. • 

5 Constructs courses with content and training aids for "on tJle Job" 
tram~. . 

6. Coordinates manageJœl1t developnent progr~ in ecmsultation with 
senior executives. 

7 Sets up training sehedules for bath "on the joo" training and managenent 
developnent: ~ , 

8 Responsible for the ,training of trainers, man<lgers arrl supervisors 
invol ve1 in training as weIl as self ~afning 

9 Evaluates training prograrmtes. 

io l Consul ts ard advises management on semi-annua1 evaluation éU'll appraisùl 
• reviews 

c 
Il l\dvises line managers on setting criteria for' specifie selection 

decisions. 

12 Consults with arrl advises ~ganent on the use- of an external training 
consultant. '\.~ l ' ' 

13 I?artieipates in group training 

14 In eoo~ation with ~or management, earries out an analysis of 
managerüil jdJs arrl asses ses présent an:i future nee:ls at' the managanent 
level. . 

~( --~-----------------------r.----------------------------------------------'----------'-AUTIIORI'TY CODE: 1) Full authority to act 
, 2} Act, then inform supervisqr 

3} Must consult with supervisor.. beforcoilt:tll19 
. 4) Must consult with others befor~ action is takcn. 

fNDICATE CODES APPLICABLE IF MORE THAN ONE CODE APPL1[S. -----_._----
1 
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b. r---T------------------------------------'-·------------------~---------·~ron·I!OI~rnr_' 
Key ResponS10l11ties l ,J tOUE r-. r-~~~----____ ~ ______________ ~ ________ ~ ________ ' _______ ~ ______ ~J~ ---__ 

15 
b 

, 16 
, 

1 

17 
1 

. 
'18 

'- J 

~ 

Develops a system of personnel recdrds with periodic appraisaI • 
procedures. . 

Consults wHh the persormcl departIrent. in ,recruitment, selection arKi 
appra;sal: of anp1oyees, ~ncludi.ng fTIClMgers. " 

~\ 

KC'eps abreast of' ~V~loPllcnts in managerrent education and out\~j~e . 
training courses advises' éxecutives on the use of thesc pibgrê:umcs. 

, , ~ 

Provides facilitics or screening ex:ecutive candidate~ within the 
car pany to Mcntify. the best qualified m:m for vûcancies regardless 
of their current assignment. M 

, 

.J 

AUTHORITY CODE: 1) Full authori ty ta act 
. 2) Act, then inform supervisor 

'3-) Must consult with supervisor ,before act1flg 
• 4) Must consult with athers before action 1S takéll. 

r 

1 

\ 

~ NOTE- INDICATE CODES APPLICABLE IF MORE THAN ONE CODE APPt ([S. 
- 20Ll- -
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4PPENDIX D 
. POSITION DESCRIPTION 

CORPORATE EDUCATIONA4 ADMINISTRATOR 
t 

Descriptions 

Basic Functions 

1. Responsible for the administration of aIl the company's 
educationa1 activities - training (including OTJ), 
management and executive development programs. 

2. Responsible for ~lanning, creating, organizing, managing 
and evaluating tPe various educatïoRal activities of the 
Company. 

Financial Responsibilities ( 

1. Recommands anq oper~tes within budget. 

2. Fina~ autnority' and approval of div~siona1 educatio~al 
budgets. 

3. .Final, authority and approval of educational assistance. 

Specifie Responsibilities 

1. Formulates educationa1 policy in accordânce with Company 
policy and philosophy and ensures that policy is reflected 
in aIl educational activities., . , 

4 
2. Supervises the cQnducting of needs analysis. ' 

3. Plans, creates and imp1ements programs: 
. 

a) Based, on needs analysis 

h) As requested by c~rporate or divisionai management 

3. Communicates educational ~ndertak~ngs and activities to: 

a) Man~gement group· 

b) Company personnel 

and issues rnemorandum and reports pertinent ta educational 
activities. In addition, pùblishes a schedule of acti~ities 
and an annual report. 

5. Administers and arranges faci1ities and authorizes use and 
purchase of equipment within budget set 
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2 APPENDIX D 

6. Administers own and 2::t s M.B.O'. programs .. ' , f'-.. 
7~ D~velops-and ~ai~ta± s recor~s pertine~t to educational 

activities 

. '8~pervises and approves: 

~ . a) OTJ training 
bl Divisional activities 
c) Sales training 

u 
9. Co-ordinates mana ement 
~nt 

devalopment programs for senior 
( 

Or aniz . nal 
~--------~----~-

1. the president 

2. Maintains special relationship with V:Lce-Presiden~ate 
, and Human Resource Deve~opment 

3. Member of Management Committee' 

4. Chairman of Steering Committe& 1 

5~'~Manpower Planning Co~ittee 
, 

-Non-Functional Relationships 

1. Career plann~ng: Establishes career planning procedure~ 

2. Consultant ta: 
. <.. 

a) rine management on ~ine originating programs 
'" b) executi ve group on self-development programs 

c) rnanagemélt group on self-development_programs 
" 3. Counsellor in: 

a) Source of programs fDom privatè organizations 
• b} Source of programs ,from academic "insti tutions 

_.. Principal Tasks 

1. To devel-6P, plan and ~organize educational prograrns, -
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APPENDIX D -

a) Curriculum: content analysis, sequencing evaluation etc. 

b) Instructional design: selection, pre & pos~ testing 
c) Production (P.E.R.T.) 
d) Scheduling 

b 

General 

Oefines those areas wher~ education/train~n~ is ne~ded. 
Establishes and de~ermines job skil~s in wh~ch training 
is needed (this pre-supposes the knowledge of aIL occupations 
·within the Company). Establishes skill-knowledge components 
of tasks and jobs for training and learning purposes. 
----------
Re~iews performa~ce appraisals, noting' individuat performance 
weaknesses and recommends'remedial training. In addition 
rates potential and recommends course of stmdy and/o~ training 
for fu"ture positions. 

Assists with development of "on-the-job" training programs 
and assumes,that they are instructionally sound and valid. 

To evaluate procedures of -
a) . programs 

r-'-

b) performance/competence 
./ ,..; 

0) Cost benefi t 
. d) Teacher/trainer 

s~lect tr~i~~technoi~gieS To 

a) Management of edia production 

4. To contract with - and select - and, liai se with 

al Sub-contractors 

s. 

6. 

bL Academie institutions 
c) Private companies 
d) Consultants 

To select and maintain 

a) Facilities 
b) Equipment 

To consult with personneÎ departm~nt on recruioment, selection 
and appraisal of employees, includin~ managers. 
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To provide facilities and materials for 
executive cand~datès within the company 
best qualified ~or vacancies pending. , 

~ 
APPENDIX Di: 

screeni.n/ · 
to identify the 

Direction: All or any of these tasks may be delegated but the 

) 

'final responsibility resta with the educational 
administrator. Measurernent and criteria of 
successful (adequate) performance will be established 
in accordance with the Company's MaO procedures. 

( 
BSIHC functions: 

1.) Responsible for planning, organlung, dire-eting, cao 
evaluating and administering 81~ co.p~ny in-house prograllh 

~Z.) Responsible fQI' the aelection, purch8se colftplellental'ity, 
bility, evaluation of aIl outside programmes. 

3.) Responsible for establlshing the standards for aIl programmes. 

Specifically: 

1 • ) 
2. ) 

"3. ) 

4. ) 

5. ) 
6. ) 

7. ) 

formulatee the objectivee of aIl programmee. 
Conduct~ needa analyses 8S acquired and ss requested. 
Ensures that aIl programmes follo~ sound ahd ac:cepted educational 
and learn1ng prBeticea. ' 
[valuates aIl progralllu8 against coat-benefit parslleters and per­
formance standards. 
Operates within bu~get alloeatsd. 
Manages staff "in accordance with departlIIental objectivea and 
!'tandarda. 
Aceountable for results against objectives set. 

Special Relationahipa: 

1.) Advlser to .anage.snt on aIl educat ional and training maltera 
relating to productivity, job-perforllance and staff developMent. 

2.) Nu.ber of strategie and long-range planning group. 
, 
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