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tc)Is' S. Barry, Director
Of_PlanOing and Development

Ha'ona1 7erican Management Association
ew York

Dear

the evaluation report on the AMA training programs with the
tatt ofOts

of Education.

have 11':1ted on a number of occasions, an evaluation of events and
c:ankes Onng the training year is in many ways not as good an indi-
ifok" of tulk's impact or the value received for education in the States
"cmITIved!'s a study of what happens in the States after training is

ete°' For this reason, I believe that the integrated two-year
elraltlation l'eport which I expect to file with USOE one year from now
449'1 tell 111°re about the impact of the training upon educational plan-
,1g and 3.111inistration within the States. Thus, there is some sense

which t" present evaluation is premature or preliminary.

till we atreed to file a one-year evaluation report with you and
1:71.eh; do O. Vie report represents the efforts of Professor Larry
;1-111(hairt Vd Mr. W. Lynn Tanner working under my direction. I trust

:erhaL our I2dings will be of assistance to you and your colleagues.
esear;'.! teals appreciates very much the cooperation afforded it

V'
t

Yalu. coi-teagues and by officials within the States which wereotidisd.

/ zap be of farther assistance, please do not hesitate to call upon
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SUMKARY

This report constitutes the first year's evaluation of a train-
ing program conducted by the American Management Association. The
program is focused on organizational planning in two State Education-
al Agencies and involves the sequential implementation of three
distinct, off-site, residential training efforts.

The first of these, the Management Course for Presidents (here-
after MCP) was to be attended by one representative from the Educa-
tional Agency--the State Superintendent. The second program, Top
Management Briefing (hereafter TMB) was administered to the 'toP
twenty-four administrators from the.State Agency and twenty-four.top
administrators drawn from pilot, local Education Agencies. The:third
program, the Educational Planning Process, was administered to *:

organizational teams which were primarily composed of persons who
attended the TMB.

Both the MCP -and TMB are one week didactic training programs
concerned with two general issues--profesSional management and organi-
zational planning. The third program is exclusively focused on
organizational planning and entails two one week programs with an
interium period of at least four weeks between sessions.

Based on a typology training program the previously mentioned
programs were examined and categorized. Two areas were identified as
the receipient of greatest impact from the training; the program
depended upon these areas to create organizational change. These
areas are: (1) individual awareness/knowledge and (2) role relation-
ships and group standards.

In order to provide a more systematic and valid basis from which
training effects could be assessed, a control group was added to the

, population of organizations studied. Inclusion of the Control group
produced a Non-Equivalent Control Group research design.

Two measurement techniques were developed to assess the presence
or absence of change--(1) semi-structured interviews which were
taped and submitted to content analysis and (2) a survey questionnaire.
The first of these methodologies was applied to the top twenty-four
administrators in the two Experirental States and the Control State.
The second methodology was applied to a specially selected population
of approximately seventy-two people in each of the three organizations.

Both of these methodologies were constructed in such a way that
they provided overlapping measurement. This was done in order to
reduce the problem of reactive measurement and enable the exploration
of the training program from different perspectives.

Analysis of the content and questionnaire data related to the
expressed goals of the training program revealed very little change



occurred that could be attributed to the training program in either
of the Experimental States.

Analysis of the data related to role relationship and group
standards indicated a mixed, albeit very limited, impact of the
training in one of the Experimental Organizations and virtually no
impact in the second organization.

Overall, we conclude that the training program did not dhange
attitudes toward management and planning in one of the organizations.
In the case of the second organization some positive training effects
occurred in the area of role relationships and group standards. This
impact was an unanticipated consequence of modifying the period of
time allocated to training in this organization. In addition, the
organization which showed some effects or changes attributable to
training also was consistently lower on all of the measurement
variables than either the other Experimental State or the Control.

Since this was the first year of a two year evaluation
program and since the training program was completed very recently, no
organizational output measures were included in the study.



Professionalizing Management and Planning: A Strategy for Change

Introduction

This rePort is divided into three sections. The kirst of these
is a description of the American-Management...Association's (hereafter
AMA) training effort with two State Departments of Education. The
AMA training program was called "Adapting and-Testing Business Manage-
ment Development Programs for Educational Administrators". In this
section attention will be given to the training design, substantive
content areas, and dhange targets. In short, the reader should re-
ceive a general picture of the program' s orientation and change
strategy.

-The setond section is research methodology: The research design,
methodologies, data gathering techniques and statistical tools will be
presented. Particular emphasis will be given to the strengths and
weakness of the research design and the impact it has on the inter-
pretation of the research findings.

The third-section will present the research findings, an inter-
pretation of data, overall conclusions, and recommendations.

Adapting and Testing Business Management Programs
for Educational Administrators

The program which we are about to describe was, as evidenced by
its title, devel2ped by working with a business clientele over a
period of years; this was the first comprehensive application to
public educational institutions at the State level. The training
extended from the top levels of State education organizations to local
educational districts. The program is described as a pilot project
to determine what types of adaptations were necessary in this context,
while maintaining the basic integrity of the previous program design,
conceptualization, and implementation strategy.

Fourteen specific goals were to be addressed. These goals were
stated in terms of degree of azhievement; in other words, the training
proposal specified that no assumption was made that all goals iould be
fully achieved &ring the first year; the question was to what de ree
the organizations undergoing the training noved toward achievement o
these goals.

1 :-

The program had been apPlied to several local educational
systems prior to the application described in this report.



1. An agreed upon definition of the agency's mission. _

-2-. Established continuing objectives and planning procedures
for long-range achievement of the institution's mission.

3. Identified resources and constraints.
4. Differentiated between where the institution is going and

where it wants to go.
5. Modified previously established objectives.
6. Identifi6d and analyzed alternative courses of action.
7. Determined priorities.
8. Maile strategic action 'assignments.
9. Defined standards of performance for key administrators.
10. Specified task completion dates.
11. Deiigned supplementary planning efforts..
12. Assigned responsibilities to subordinate units.
13. Designed a methodology by which future performance may be

,evaluated in relation to the performance- specified in the
plan.

14. Produced .and are implementing -a long-range strategic plan.2

The training can be differentiated into three program packages:
(1) the American Management Association's "Management Course for
Presidents", administered by the Presidents Association, Inc., which
was founded by and is a part of the AMA, (2) the AMA's "Top Manage;-
ment Briefing", also handled by the Presidents Association, and (3)
the "Educational Planning Process" administered and presented by the
AMA's Center. for Planning and Development. _The target systems and
staging of these programs ire' Slim-in -in the following chart.

American Management Association, "Feasibility and Pilot Pro.-
grams-Proposal: Adapting and TeSting Business -Management Develop-
ment Programs for Educational Administrators". (Mimeo) (June 22,
1970), pp. 4-5. . 2-



Change ,

Targets

Training Programs
Implemented

1st
Implemented

2nd
Implemented

3rd
Management
Course for
Presidents

Top
Management
Briefing

Educational
Planning
Process

State Superintendent
of Education

,

(1 person)

Phase
I

(24 people)

Phase
I

(12 people)

2nd level of Top .

Management in
State Agency
3rd level of Top
Management in
State Agency

Phase
II

(12 people)
Local School
District #1

Phase
-II

(24 people) j

Phase

(12--peo le)
Local School
District #2

Phase
IV
(12 people)

From the point of view of change strategy, this dhart depicts the
dictum change programs should start at the top and work downward in
the organization. First priority was to be given to the chief of the
organization (the State Superintendent) in order to secure support and
involvement from the most powerful position in the organization.
Initially, this was to be accompXished through attending the "Manage-
ment Course for Presidents"; as the reader will notice, the participa-
tion of the Superintendent in the program is greater, in the sense
scheduled time, than any of the other positions in the organization.

,The,second priority was to involve the managerial levels immedi-
ately below the State Superintendent and two local educational
'agencies/superintendencies. This was to be accomplished by adminis-
tering two "Top Management Briefings" to a total population of forty-
eight people. The first included the State Superintendent and twenty-
three of the top management personnel from the-State Educational
Agency; the second involved a separate briefing given to twenty-four
people from the local school district level; this group was composed
of two subgroups of twelve people from each of the pilot districts.
Each of the subgroups was to contain the Superintendent of Schools in
the District and eleven people he believed were most influential in
the top administration in his School District.

The third change priority was to reinforce the involvement of key
administrators and to focus on planning, the central point of the
training, through the program called the "Educational Planning
Process". For.these purposes, four groups of twelve were formed. The
first group was the State Superintendent and eleven of his immediate
subordinates; the second group was twelve people in the State Educa-



tional Department who were most immediately involved in program
services to the local educational agencies.

Consistent with the role the State Superintendent played in the
first of.these groups, the manager who was administratively respon-
sible for the program services was designated the team leader of this
second group.

The third and fourth groups were the teams of twelve people from
each of the local educational agencies (LEA's).

Finally, one intern from each State was to be involved in the
"Top Management Briefing" and then move to the AMA's center at
Hamilton, New_York for one year. The idea was that during this time
he would develop a sophisticated knowledge of the AMAts planning
process program so he would be able to serve as an "in-house" consult-
ant to his organization when he returned. In addition, the interns
were to serve a'coordinating function between the AMA and the Experi-
mental States as the program proceeded. Only one_of the States,
(Experimental State #1) sent an intern through this program.

_ Program Packages: Design and Content

For the purposes of this report, it is essential the character
of the three different training efforts is presented and explained.
By this we do not mean, who spoke, who did what, the eloquence of
lectures, etc.; we assume the training programs were conducted by
professionals and that the vival aids, hand-out materials, etc. were
well designed and researched.'

Nhat we are concerned about, as far as understanding the impact
of the program on the training organizations, is the design of the
programs and the substantive content. We will attempt to describe
each of the three different general programs from these perspectives.

Four areas--(a) content, (b) per cent of time allocated, (c)
learning format and (d) input control--will be used to develop a
matrix to describe all three of the AMA's training programs.

3

In short, even though the various training programs were ob-
served by the person-who did the field research and copies of all.
written materials were obtained from AMA, we do not feel it is appro-
priate for us to evaluate speaker's presentations or make judgments
about the literature utilized.

Awe.



Program #1: Management Course for Presidents

The "Management .Course,for Presidents" was a 4-1/2 day resi-
r dential.program conducted at the AMA Grove Training Center in

Hamilton, New .York, a training site which is located in the context
of much natural beauty and a training facility which, among other
things, is known for its "round table". This large circular table is
the focal point.for all training and is designed to provide maximum
opportunity to be in visual contact with other trainees. The climate
this setting evokes when a program is underway-is roughly comparable
to a board meeting.of a large corporation. The number .of partici-
pants is limited to the number who can set around the table, including
the trainers (approximately 24).

This is a regularly scheduled program the AMA has conducted for
several years. Twenty of these training sessions were to be offered
around the country and the world during 1971. The program is oriented
to the chief executives in organizations, and is what is known as a
"stranger" training situatiOn. Only rarely 'does more than one par.-!
ticipant come from the same organization and only rarely do the par4

.ticipants know eadh other prior to the program.

In the past, it has been attended almost exclusively by members
of the business community. Its express goal is " . . . to help the.
chief executive improve:both his own and his organization!'s^manager4al
effectiveness for the successful achievement of overall goa1s".4 How
this goal is expressed is depicted in a four dimensional matrix
following:

4
Taken from notebook material distributed at the program en-

titled, "An Introduction to the Presidents Association, Inc.".



Nanagement Course for Presidents

Training Content
(2 of

Program
Time

Learning
Format

Input 1

Controlled
hy

(In order presented)
#1- Management Theory & Practice 13.4 L'ectures AMA

- Management as a Profession by AMA
:.- -.Principles of Management represen-

.

-:Pattern of Management Action tatives
. - Major skill of Management

- Management Ethics Supple-
#2- Communication .. 7.1 mented .

with- Leadership Communications
#3- Planning '14.3 visual

aids- Setting Corp. Objectives
- Strategic & Operational .

Planning ..: Occa-
#4- Organization Theory &*Prac- 13.4 sional

tice - -. *didactic
- Manager Manpower Planning biter-
- Organizing Management Team action .

#5- Climate 12.5 with
- Motivating Management Team lecturer
- Climate for Growth of Top
Management Personnel

or other
partici-

,

#6- Control . 17.0 pants
- Cor:rolling Management Team-
- Developing Managerial
Standards of Performance

I- Implementing Concept of
Professional Mgm't.

#7- Leadership 7.1 4,--

- Assuring a Dynamic Organi-
zation

.

General Discussions: 12.5 4 ed by AMA Primarily
represen- AMA

#1- Mgm't. Theory tative; Second-

#2- Planning
orienta-
tion: cli

arily by
client

ent to cli
ent reac-
tions

,

Small Group Discussion 2.7 Leader- Shared

#1- Planning
less, IBetween
task AMA

.

oriented and
groups. Client
Client to
client
reactions

17
-6-



This matrix was developed on the basis of actual program time;
coffee breaks, eating time, recreation and study time or non-program
events designed solely for entertainment purposes were excluded from
this analysis. The 1-1/4 hour time period at the beginning of the
course which oriented people to the facility, staff and participants
and gave a brief overview to the purposes of the course were also
excluded. Given these exclusions, there is normally a total of
twenty-eight hours of formal program time available during the 4-1/2
days.b

Implementation of Program with State Education Agencies

It was pointed out earlier that the personnel from the State
Education Agencies expected to attend this particular program were the
two State Superintendents of Education; this was to occur prior to the
second stage of the training program, the "Top Management Briefing".
Both of the State Superintendents were given the opportunity to
participate in the "Management Course for Presidents" held in
Hamilton, New York on September 29 - October 3, 1971.

Only one of the Superintendents-I-the Superintendent from what we
shall call Experimental State42-attended. The other Superintendent
was unable to attend and did not return at a later date because the
overall training program had progressed to such a point it made it
inopportune.

.t.It is important to note the role of these two Superintendents is
defined differently by their respective State systems. The organiza-
tional position of the Superintendent that did participate is an ap-

.Pointed position within the .ciVil service system of the State. The
drganizational 'position heldiby. the Superintendent who could not
attend is an elected office gained through statewide elections held
every four years.

Since the monies allocated for the Superintendent of Experimental
State #1--to undergo the "Management Course for Presidents" was not
expended, it was reallocated and utilized to conduct a training pro-
gram for local educational administrators. This training was ad-
ministered after the completion of those-parts of the original program
which-were related to the State Office of Education.

5

The description in the text says nothing about non-programmatic
time which is normally a highly important part of any residential
training program; in this context people who seldom interact often do
and much of the general interaction involves processing the training
input: checking *opt other's perception of specific events and comments,
etc. Since.thii Set: af conditions can be assumed to be present during
any residentiartraiaiig, no comment about it was made. This is, in
other words, a constant, albeit a very important one.



The intent behind this special effort was to extend the implica-
tions of the original AMA program by involving additional local level
administrators; it was also assumed this would improve the possibility
of coordinating and communicating the general orientation of the AMA
project and give greater visability to program planning occurring
within the State.

Program #2: Top Management Briefing

This 3-1/2 day residential training program was to provide a
common or shared training experience which would be undertaken by
approximately twenty-four personnel from the same organization who
held co-terminus positions in the organization, saw each other fre-
quently, were in some way interdependent with each other and, most
frequently, represented the upper sectors of management.

The AMA offered the "Top Management Briefing" (hereafter TMB) at
a training site near the focal organization but far enough away that
the program can proceed without significant interruptions from the
participant's offices. It is administered by two full-time employees
of AMA; one person is responsible for coordination of facilities and
other actiVities necessary to support the execution of the program;
the second is responsible for the administration of the program .(intro-
ducing speakers, acting as discussion leader, dealing with emergent
problems, etc.). The training design is normally constructed-in the
AMA's New York City Headquarters.

Like the "Management Course for Presidents", the TMB.has, in the
past, been primarily applied to industrial organizatiOns. The stated
purposes are:

I. To increase the profitability of the organizations rep-
resented;

II. To present an overall concept of what management is,
how it functions, and the techniques involved in its
successful practice;

III, To explain management education, what is available, and
to place particular emphasis upon PA's (Presidents
Association) program.6

The manner in which these goals found their expression in the
TNB program is depicted in the following matrix.

6

Taken from material titled "Purpose of PA Management Briefing"
and contained in the Presidents Association looseleaf binder given to
all program participants. This particular document is found behind
the tab, "Program".

Ii



Top Management Briefing
% of

Training Content Program
Time

Learning
Format

Input
Controlled

by
#1- Management Theory & Practice

- Mgnagement as a Profession
- Principles of Management
- Pattern of Management
Action

- Major Skill of Management
- Management Ethics

#2- Planning
- Strategic and Operational
Planning

#3- Organization Theory & Practice
- Organizing the 1iigmt. Team

#4- Climate
- Assuring pynamic Organiza-
tion

- Growth of Management
Personnel

#5- Control.
- Controlling the Mgmt. Team
- Developing Managerial Stand-

ards of Performance-
#6- Training

- Preview of Strategic Educa-
tional Planning Process (to
be held in Hamilton, N.Y.)

#7- Leadership
- Styles of Leadership
- Application of Mgmt. Prin-
ci als to.Education

General Discussions:

13.8

11.6

10.St

16.8

12.6

2.1

12.6

#1- Group.Leaders Reports on
"Organizing Mgmt. Team"

#2- Summary &..Conclusions: TMB

#5- TMB Program Feedback

12.6

Lectures
by AMA
represen-
tatives

Supple-
mented
with
visual
aids

Occa-
sional
didactic
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General emphasis is similar to the "Management Course for Presi-
dents", with the following exceptions: the subtopics entitled "Mbti-
vating the Management :ream", "Manager Manpower Planning", "Setting
Corporate Objectives" and "Implementing the Concept of Professional
Management" are not contained in the "Top Management Briefing" outline,
and the "Application of Management Principles to Education" is added.
In comparision to the "Management Course for Presidents", which had
twenty-eight hours of program time, the "Top Management Briefing" had
23-3/4 hours.

Implementation of the Program

Prior to the TMB programs, representatives from the AMA met with
various members of the State Department of Education from each State to
create understanding and coordination and to insure maximum receptivity
of the training effort.

Implementation of the program occurred as planned. Experimental
State #1 and Experimental State #2 both completed the two TMB's they
were supposed to receive. Top management from the State Educational
Office in Experimental State #1 underwent the program on September 14
- 17, 1971; the application of the program to the Local Education
Agencies occurred October 21 - 24, 1971.

Training was given to the State Education Agency in Experimental
State #2 on October 6 - 9, 1971 and to the local education agencies in
that State on December 9 - 12, 1971.

Program #3: Educational Planning Process

Offered only at Hamilton, New York at the request of clients,
this program, like the other two programs, also has had its widest
application with industrial businesses. The program is residential
in nature and runs for a total of two weeks. These two weeks are
divided into one week training sessions with a minimum interval of
four weeks between. This interval is built into the program in
order to allow the trainees an opportunity to return to their organi-
zation, refine materials produced during the first week, discuss
ideas and issues with others and do preparatory work for the second
one-week session.

Based on their experience with business organizations, the AMA
found that a number of issues in organizational planning are often
either poorly conceived or misconceived with the effect of reducing
the capacity of an organization to plan. For this reason, the AMA
developed a program to define the steps in the planning process and
the exact meaning of eadh. Considerable attention is given to the
action implications of these definitions.

-
The "Educational Planning Process" rests on an explicit con-

ceptual base which defines organizational planning as (1) a logical



sequence of steps, each with (2) a rigorous and exact meaning and (3)
a situationally appropriate allocation of time to each of the steps.

The program, in contrast to the "Management Course for Presidents"
and the "Top Management Briefing", is designed to be strongly
influenced by the input of participants. In other words;*the precise
content which will emerge in each of the conceptual areas or planning
steps is largely a function of the organization receiving the training,
the organizational issues it faces, the goals it is attempting to
achieve, and the behavior of the aftinistrators toward one another
before, after, and during the training program.

Two additional variables play an important role in this training
program: (1) the technological and physical characteristics of the
training site and (2) the role of the AHA representative or trainer.

The training facility is unique; it contains a series of meeting
rooms each with special technological apparatus and secretarial ser-
vices designed to accelerate and facilitate the training program.
Each main meeting room has a special slide projector system which
contains a series of slides, each with specific definitions of a
particular step in planning, content areas, examples of appropriate
outcomes, etc., which can be projected on a screen by either the
trainer or the trainees when difficulties are encountered. Large
blackboards are available on a track system in which each can be pulled
in front of the projection screen and used to record ideas and mate-
rial; afterward, the blackboard can then be "sent" out of the room by
pushing them along the track and, if necessary, recalled in a similar
manner. Walls of the room are covered with a magnetic paint which
allows sheets of butcher paper to be attached with magnetized vinyl
strips. A. refreshment bar is part of the support appratus; it is
designed so that it can be stocked from outside, thus eliminating a
potential disruption of the training.

A small one-way window exists in the back of each room; this win-
dow enables a secretary to look in on the training session and take
notes from the material being produced by the participants; this mate-
rial is typed as expeditiously as possible and a copy is always placed
in front of each trainee's seat before he returns from the next break
in the program.

The trainees sit behind a large semi-circular table (which can
seat thirteen people) and faces the blackboard and projection screen
area. At the end of this table is a console which controls the audio-
visual equipment such as the projector and the lighting system.

The role of the AMA representative in this setting is different
from the roles previously described. The trainer introduces and
defines himself as a "resource person", whose role is to help the par-
ticipants during the program. This means providing conceptual frame-
works, intervening whenever terms or roles are defined imprecisely,
calling for more precision, explaining and exemplifying the action
implications of the various steps in the AMA's conceptualization of



the planning process, and encouraging logical, rational exchanges
between participants when conflict occurs. In other words, an impor-
tant facet of the role of the AMA trainer during the program is to
act as a "boundary maintainer", to insure that what goes on, how it
is defined, and the procedures undertaken when working with each of
the planning steps occurs in a manner consistent with AMA's dbjectives.

-12-
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Implementation of the Program

Of the three different training programs, this was by far most
complex in its implementation. The reader will recall that the

'"Educational Planning Process" was to be provided to four groups of
twelve people from each State. The first of these was to be the
State Superintendent and eleven of his subordinates; the second was
to be twelve people from the top administration of the State who were
most immediately involved in program services to the local education-
al agencies.8

The third and fourth groups were to be teams of twelve, each
from a pilot, local educational agency. The last groups were to in-
clude the local district Superintendent and eleven people he con-
-sidered most influential in the administration of his organization.

Since this is the most complex program to execute, we will divide
our presentation into two sections and detail what happened in each of
the experimental states.

Implementation in Experimental State #1

The first group to undergo the training wasithe State Superinten-
dent, ten subordinates, and one member of the State Board of Educa-
tion. The Board member only attended the first week of the program
and was replaced by an administrator from within the State agency when
the second session of training occurred. The second gropp from the
State Office of Education was composed of the person responsible for
local educational agencies who acted as team leader during the train-
ing, two organizational peers who along with the Director of Program
Services had attended the first of "Educational Planning Process"
programs, and thirteen subordinates--for a total of sixteen people in
this second group. Three of these people had completed the program
previously and were undergoing it for the second time.

The third and fourth groups were from the local education agen-
cies. The third group was composed of the Superintendent of Schools,
twelve subordinates and a representative from the State Office whose
role is to encourage management development training in all local
agencies; in this regard, he acts as a representative of the State
Superintendent. The fourth group was composed in a.similar way.

8

Precisely how this group would be identified was not clear in
either the original training or during the early part of the imple-
mentation of the program. This had the effect of causing some disap-
pointment among several participants who attended the TNB and
expected to participate in the "Educational Planning Process" but
were excluded from the program because they were not directly in-
volved in program service to the local level of education.

-16-



Ex erimental State #1
Group From Training Dates
#1 State Department of

Education
Session 1 - October 12 - 16, 1970
Session 2 - December 14 - 18 1970

#2 State Department of

E4ugation
Session 1 - January 18 - 22, 1971
Session 2 - March 1 - 5 1971

#3 Local.Education
Agency

Session 1 - March 22 - 26, 1971
Session 2 -; May 10 - 14, 1971

#4 Local Education
Agency

Session 1 - April 5 - 9, 1971
Session 2 - June 14 - 18, 1971

Implementation in Experimental State #2

Sequencing of the training program in Experimental State #2
occurred in.a different manner. Experimental State #2 began the train-
ing process after Experimental State #1, and in the first application
of the program to the first group from this State (composed of the
State Superintendent and thirteen of his subordinates) a decision was
made to expand the length of the training effort;both the AMA and the
participants agreed there was a need for more time to complete the
steps in the training. This decision was also consistent with the
general iliteht of the AMA which was to build understandinvat the top
of the 'system befdre proceeding to lower levels. Three one week
sessions were giVen with an interval of seven weeks between the first
and second session and an interval of four weeks' between the second
and third.

The second group from the State Education Agency was composed of
the administrator responsible for program services to local education,
who acted as team leader, and five of his subordinates.:. (Both the
team leader and these subordinates had undergone the first "Educational
Planning Process" program administered to this State.) Seven sub-
ordinates:of one of the five-team leader's subordinates alSo' Attended
the prOgram. A total of thirteen people underwent the second program.
Normally;this group would have had two one week sessions bilt.due to
the modifications made in relation to the first training group -arid the
fact fifty percent of the people had had the program before, this

I

training session'lasted only-one week.

Like Experimental State #1, the third and fourth groups in this
State were from the local educational agencies. The third group was
composed of the local Superintendent and ten subordinates.- The
fourth group-Was"composed of the local:Superintendent, ten sub.ordinates
and the President of the local board of education. Neither the
Superintendent nor the President of the School Board attended the

9

From AMA correspondence with research team, letter from Mary
Hill, dated September 10, 1971.



first week of training due to extenuating circumstances. No repre-
sentatives from the State Education Agency comparable to the person in
State fl- participated in either of these training programs.

Ex erimental State #2
Group From Training Dates
#1 State Department of

Education
Session 1 - November 9 - 13, 1970
Session 2 - January 4 - 8, 1971
Session 3 - February 8 - 12 1971

#2 State Department of
Ecuation

Session 1 - March 8 - 12, 1971

#3 Local Education Session 1 - March 29 - April 2, 1971
Agency 4 Session 2 - May 24 - 28, 1971
Local Education Session 1 - April 19 - 23, 1971
Agency Session 2 - June 21 - 25, 1971

#4

Summary

At the local level in each of the two States the implementation
of the program went as AMA anticipated. The program also followed
expectations with regard to the first and second administrative
groups from the State Office of Experimental State fl. In the case
of Experimental State #2, the first group went through three weeks of
training rather than the anticipated two, and the second group went
through one week of training rather than the expected two week pro-
gram. Overlap in attendance between the first and the second group
was approximately fifty percent.

Experimental State fl had an approximate overlap of twenty per-
cent between the first and second groups and their phase II program
ran for two weeks. Thus, although the way the training was given to
each State varied, the total amount of time top administrators-were
exposed to the program was fairly comparable.

Finally, there was considerable continuity between the number of
people from the State Offices in both.States that attended both the
"Top Management Briefing" and the "Educational Planning Process". 11

Out of twentysix people who attended the TMB in State #1, twenty
went through.the "Planning Process", a continuity of seventy=seven
percent. In State #2, fifteen of the. people:-from the Statelevel who
attended the TMB attended the "Planning Process", a continuity of
sixty-three percent. Virtually one hundred percent continuity was
achieved at the Local Educational Agency level in each State.

10

11

From correspondence with researchers, ap... cit.

The data which follows was developed from the AMA's Program roSters.
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Research Methods

Development of the Research Design

Research design is a key factor, perhaps the key factor, in
assessing the effects of any program. Design inects the degree to
which data can be unambiguously interpreted; that is, it.controls
against the possibility of Multiple eXplanations of research fin4ngs.
In this section, we will describe the initial research proposal ind
the modified version which became the basis for this training evalu-
ation. The intention is t elucidate the strengths and weaknesses
of the research design so-the reader will have a clear understanding
of its effects on the interpretation of evaluation findings.

Provisional Desiin: Problems and Prospects

When the research team first began to explore AMA's thinking
about the evaluation study, it beca'he clear the only explicit
asiUmptiOn which had been made was that "befdre and after" data
wobld. be gathered from ihe two State Education Offices that had
cominitted themselves to undergoing the training program. On the
baiis of this set of d'ata, contlusions about the effects of the
program were to be made.

The general concept for evaluation of almost any
learning experience is fairly straightforward;
its application is more complex. Basically, our
approach is to conduct "before and after" evalu-
ation studies.1

The report from which this comment was taken does not mention
control groups or comparison groups but speaks primarily about
techniqueS of measurement and appropriateiAreas for measurement.
From the standpoint of researchldesign, serious problems lay ahead
if this path were trayeled. These problems can be .summarized by
saying the design wo4d te, for all practical purpos4, a "One-
Group Pre-test-Post-test Design"--duplicated in two organizations.
Data gathered within this particular type of design is susceptible
to a multiplicity of rival explanations.2 In other words, if this
design were used, a number of interpretations of the research
findings, each with equal or undeniable plausibility, could be made;
no satisfactory resolution of wbicb was the more meaningful
interpretation would be possible.

1
Treadway C. Parker, "Suggestions Concerning Evaluation of the

AMA/USOE Training Project" (Hamilton, New York: AMA; August 6, 1970).
2
Donald Campbell and Julian Stanley, Experimental and Quasi-

Experimental Designs for Research (Chicago: Rand McNally Co.,
1966), pp. 9-12.



For several reasons--the widespread utilization of this design in
training evaluations,3 the inherent limitations of this design and
the effect modification of it had on this particular evaluation
effort,--it is important the consequences of utilizing a "One-Group
Pre-test-Post-test Design" are portrayed clearly. To begin this
analysis, it is necessary to have a set of symbols whichcan be used
to portray the basic parameters of a research design. In the analysis
which follows, we shall rely on the work of Campbell and Stanley.4
The symbols they use are:-

X = experimental or treatment variable -
0 = observation, data gathering at a-specific point of time
R at the end of a row = random. selection of the .sample popula-

. tion.
Series of dashes (----) between rows = a non-iandom selection of

the poPulation was used.

Any X's or O's in a given row indicate the application of these'varii.-
ables to the same population. Moving from left to right represents
movement in time from a. beginning point to an ending point. Vertital
alignments of these symbolsAndicate that the events, either X or 0
occurred at the same time in different populations. Thus the design
which was proposed, the "One-Group Pre-test-Post-test Design"--
duplicated in two organizations, can be symbolized in the following
manner:

:Fall, 1970 Spring, 1971

Experiment #1 0 X 0
Experiment #2 0 X 0

The above symbolization reflects the fact that data: (0) is to
be gathered from an organization prior.to the introduction of a
new.program (X) and.then%gathered after the prOgram.is over. This
process is repeated in.both organizations. There is no-control 'Igroup;
this is reflected by the absence of a rowsithout an "X". Both:the
observations (0) and programs (X) .occur simultaneously in-each of,the
organizations. Lack of a:series of dashes. between rows.-or an "R"at
the end, indicates that no comparisonsis.to be-made between-groups:

3Marvin Dunnette and John Campbell, "Laboratory Education: Impact
of People and Organizations," Industrial Relations, American Psycholo-
gist, VIII (October, 1968), pp. 1-27.

4Campbell and Stanley, p. 6.
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One fact this &sign reflects is the practical reality of
selecting treatment groups on soie-basis other than random
selection and, consequently, reducing the possibility of optimum
generalizability of treatment effects to the larger universe of
similar social units, in this'case the universe of State Educational
Systems. This is not intended to be a criticism of the actual
choice process used in this program; it is simply an acceptance and
acknowledgment of the consequences of not selecting the study
populations on a random basis. This problem is by no means-unique
to this particular evaluatiolv-but is chatacteristic of most field
studiesS of the effects of training in an on-going organizational
setting. Selection is, however, only.one of a number of factors
which affect the power of a research-iiesign.

Campbell and Stanley have identified fifteen factors which,
if not controlled by the research design, can have deleterious
effects on the validity of research findings. They call-these
factors "threats to validity" and distinguish two general types--
Internal and External. Internal threats to validity are those
which can effect:the interpretation of itiearch findings.

The nine considerations iiihich relate to internal validity are:

Internal Validity Factors6

1. History: events, other than the experimental treatment,
occurring between pre-test and post-test and thus pro-
viding alternate explanations of events.

2. Maturation: processes within the respondents or observed
social units producing changes as a function of the passage
of time per se, sudh as growth, fatigue, secular trends etc.

3. Instability: unreliability of measures, fluctuations in
sampling persons or components, autonomous instability of
repeated or "equivalent" measures. (Thds is the only
threat to which statistical tests of significance are
relevant.);

4. Testing: the effect of taking a test upon the scores of a
second testing. The effect of publication-of a social
indicator upon subsequent reading of that indicator.

W. Richard Scott, "Field Methods in the Study of'Orianizations",
Handbook of Organizations. Edited by James G. March **(Chicago: Rand
McNally, 1965) pp. 261-303.

.,;

6
Donald Campbell, "Refbrms as Experiments", Ameridan Psycholo-

gist, XXIV (April, 1969) p. 411. This article contains an expan-
sion of the list of variables in Stanley & Campbell, 2E: cit.
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5. 'Instrumenta.Eion: in which dhanges in the calibration of a
measuring instrument or hhanges in the observers or scores
used may produce dhanges in the obtained measures.

6. Regression artifacts: pseudo-shifts occurring when persons
or treatment units have been selected upon the basis of
their extreme scores.

7. Selection: biases resulting from differential recruitment
of comparison 'gxoups, producing Afferent mean levels on
the measure of effects.

8. Experimental mortality: the differential loss of respondents
from comparison groups:

Selection-maturation interaction: selection biases resulting
in-differential rates of "maturation" or autonomous change.

Variables related to external validity may have a bearing on the
processes explored during an experiment but they do not directly affect
the interpretation of the research results; the major consequence of
not controlling for these variables is to dramatically reduce or even
make impossible the extension of findings to other contexts.

External Validity Factors7

1. Interaction effects of testing: the effect of a pre-test in
increasing or decreasing the respondent's sensitivity or
responsiveness to the experimental variable, thus making the
results obtained for pre-tested population unrepresentative
of the effects of the experimental variable for the unpre-
tested universe from which the'experimental respondents were
selected.

.

2. Interaction of selection and experimental treatment: unrep-
resentative responsiveness of the treated population.

Reactive effects of experimental arrangements: "artificial-
ity", canditions making the experiRental setting atypical
of conditions of regular application of the treatment:
"Hawthorne Effects".

4. Multiple-treatment interference4,. where multiple treatments
are jointly applied, producing effects atypical of the
separate application of the treatments.

5. Irrelevant responsiveness of measures: all measures are
complex, and all include irrelevant components that may
produce apparent effects.

.

7

Campbell, p. 411.
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6. Irrelevant replicability of the treatments: treatments are
complex and replications of them may f4il to include those
components actually responsible for the effects.

. Taken together, these fifteen variables constitute "State of the
Art" thinkingYabout research designiin the social sciences. Since
we are-reporting the effect of training in a field study or quasi-
experimental situation in which it will not be possible to assupe in
=Y. --rigorous way that the findingSfhave generalizability,
restrict ourselves to consideration of the nine threats to internal
validity. detailed above and show hioW.these threats are or are not
controlled,for by both the prelititcary and actual researdh design
eiploied.in this evaluation efforts.

One additional step needs to be taken prior to this analysis
and that is to indicate what kinds of strategies are relevant-to
controlling or reducing the impact of these threats to meaningful
interpretation of research data.-!-Ih-this area:14e are largely'On our
own;. we know of no document available to illuminate this problem.
On the other hand, there are a serieS. of strategies implicit in the
work of Campbell and Stanley which-We shall attempt to make explicit.

According to our analysis, the nine threats to internal
validity can be grouped into three areas: (1) factors affected by
the presence of control groups; (2) factors affected by the manner
in which the measurement process is handled, and'(3) a factor which
cuts across both of the former areas.

Strategies for Minimizing Threats to Validity

Cohditions Related 6 Preserice or Absence of Control Groups

Threats Reduced by:

I. Histdry Addition of one or more control or non-
treated groups, preferably selected on
a random basis.

and/or

utilization of data collected over an
extended period of time. If only the
latter strategy is used, it is critical
that the measurement process by which-the
data was. generated remained the same.
(Cf. analysis of threat #5 below.)

2. Maturatioh

?--
4. Testing

Addition.of one, or more control.groups,
preferably selected on a random basis.
Addition of at least one control group
which is not pre-tested, assuming both
the experinental and control group are
selected randomly

-23-
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Threats Reduced by:

. -addition of at least two control groups-
bne is pre- and post-tested, the second
is post-tested only. (Assuming random
selection processes, differences between
the first and second control group is
related"to testing.)

6. Regression Artifacts 'Avoidance of the use of groups which
are extreme, either'high or low, in
relation to the general population as
determined by some measurement device.

-Selection Random selection of study group(s)

and plus

9. "Selection-Maturatión
Interaction

examination of recruitment, selection
and turnover figures in the case of
groups which have existed over-time
prior to the experiment.

Conditions Related to the Measurement Process

Threats Reduced By:

3. Instability

S. Instrumentation

I :

,-

(Assuming the presence of at least one
control group.) Statistical analysis
and probability theory plus careful
design of measurement factorS.
(Assuming the presence of at least one
control group.) Not modifying measure-
ment instrument during the study and
thorough analysis of comparability of
"comparable" or "equivalent.' measure-
ment methods, if these are to be utilized.

General Condition

Threat Reduced by:

8. .E:cperimental Mortality Random selectinn process if groupfs)---
is(are) to be temporary plus (in the-
case of non-temporary groups) carefill
pre- and post-analysis of mortality
rates in the population studied.

--24-
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Each of these strategies represents a way in which threats to
internal validity can be reduced or minimized; lacking the..utilization
of the appropriate strategy, the threat to validity is giveii, full
:play. :Such a.situation would3permit the possibilitzof ,ei*gaining
away the apparent effect of any ekperiinent by raisihr fiindaitentany
unchallengable arguments that the"effects were a function of, another
variable rather Alan of the treatment or experimental situation.
Thus, it. is appropriate to ask what strategies for controlling
threats to internal validity were present in the original research
design.

The .answer is virtually none. Without at least one .control
group which would -not receive the experimental treatment., there is
no way to refute a :dgorous argument that "apparent" effects haye
nothing to o with the application of the training program but are
due to history;, maturation 2 testing, regression artifactSlt;g7eleaion,
or selection-maturation interaOtion. In essence thisforoblem.:.
would exist because of no baseline (i.e., a non-treated- ire* which
would allow.comparative assessment of what kinds or degrees-Of change
could be clearly attributect- to the training program. WithOtk .a control

group., the threats of. Instabilitk -and Instrumentation are, being ag
generous as .possible, questionable'; that' is, there would be no.way

.:of having confidence either of these Were'not playing a role in
producing ..apparent .treatment- effects: 'Fifially, since the two .groups
undergoing training were not selected oh a random basis, the potential
threat,:of experimental-mortality could not be minimized .and coud

..create.difficulties in data interpretation. It should be noted thatIeven under optimal conditions, this partictilar''threat is ektremely
difficult to control:. Theoretically it ig. not only a:Potential
function of selection -processes, but- also ie'-afunction of the impact
of the experiment on::the participants. 'GiVen: these considerations,:
a generous v*w would-be. that it would' be queitionable whether or..not
this. threat would be controlled.8

In short, the control effects of this design are:

e
4,4s1'.

0 ::i. 0. C +2P z j Cs . d
c,,4 - #S,...

6Cl 455P- CS:!' GC
4D-a. ,s5> ,

ct " Z - CoZN 'fa %.4(

Note: Dash (-) = no control

8
Stanley and Campbell, .92: Cit., pp. 7-13, argue, assuming random

selection of the group, that selection and mortality can be controlled
by this design. Since this was not the nature of the selection process
we believe it is questionable these problems would be coptrolled.



Final Design:. Problems and Prospects

. Because of these considerations, a control group.Wat- added to the
sample.populations. At first, We'intended to add two control groups-
one which-would be pre-tested and-post-tested and one which would be
post-tested only. Because neither-the experimental groups nor the
control group(s) were to be selected on a random basis; it was decided
that the potential payoff from including two Control*groups would not
be worth the additional time and effort. Therefore, only one pre-.
tested and post-tested control group was used.

. $election factors which were the. basis Of choosing the.two ever-
imental:States were not made clear to the research team beyond the
fact that these two organizations contaihed people in key administra-
tive positions who were friendly toward AMA, knew-representatives of
AMA, and believed the program would help their organiiatiohs function
more effectively. The tWo experimental%$tates'could;%therefore0.be
called "seekersP.

The inclusion of the control State was accomplished by inter-
viewing top administrators of the experimental States and asking for
recommendations as to what two States would-be most comparable to the
two experimental States. Three States were nominated; tfie One which
received.the most consensual rating was chosen. Nhen'the toP adminis-
trator of the potential control State wash contacted, he agreed to let
:his Stateibe.the control group and, as part of the rationale for
accepting.this role, stated that by participating inthis manner 1*
hoped his State.would'be more likely-to receive similar training Should
the program,'be :expanded.in :the future. .=' .

Thus0.:all three ol the groupS--the-two experimental'groups and-
the one control group-!-can be .Characterized as "seekers",..an orienta;gi
tion which may or may: not;be widii5spread:among State EducatiOn Depart-
ments- The-"Nonequivalent Control Grbtpllesign"--applied to two
experimental situationS--which grew Ott ofthese citCumstances is
depicted below.

9Experiment #1

Fall, 1970 Spring, 1971

0

0

Fall, 1970 Spring, 1971

9Experiment #2 0 X 0

0
:

9

The bottom row in each case represents the same control group.



This set of conditions approximates, with the exception of the
lack of random selection methods, a true experimental design which
effectively controls for all of the threats to internal validity.
Absence of random selection does, however, make significant differ-
ences between the above design and an experimental design. Tag
difference is essentially centered around the problem of matched group.:
versus randomly selected groups.. Since random selection is the only
known way to gain assurance* biasing differences between the groups
are minimized, it is problematic that matched groups will in fact
be "matched", i.e., alike. The analysis of the selection variable
is very important and the only way to assess the degree to which
the study groups are comparable is through scores on the pre-test.
The greater the similarity of scores the more thoroughly the
threats of selection and history, maturation, testing, instrumenta-
tion and instability are controlled. In other words, ....

The difference -for the experimental group between
pre-test and post-test (if greater than, that for
the ciantrol group) cannot be explained by inain
effects of these- Variables iuch..as would be found
affecting .both the experimental and control group.-.4u

..-.

The variable of selection-maturation interaction is less than
clearly controlled by .this research design .even though_pre -test
scores may indicate cOmparability prior to the introduction Of the
experimental prograt;:this comparability may be a tempOrary
correspondence when in fact the rate of maturation is different in
the study populations:* So, the extent to which this threat. is
controlled by the researCh design is _questionable. The factor of
regression artikacts is also controlled in a questionable manner.

If. . . the means of the grows are substantially
different (in terms of the pre-test), then the
process of matching not only fials to provide the.in-
tended equation but in addition insures the
occurrence of unwanted regression .effects. It
becomes predictably certain that the two groups will
differ on their,post-test scores altogether independently
of any effects of X, and that this difference will
vary directly with the difference between the total
populations from which the selection was made and
inversely with the test-retest correlation.11

Finally, it is possible to effect control over the variable of
mortality through an examination of the extent to which differential
mortality occurred between the experimental and control groups when
the post-test data was gathered.

10
Campbell and Stanley, pg. 48.

11

Campbell and Staaley, p. 49.



To summarize, the control effects of this design are:

icP

e
eNec.j AS" 'S0t:t

Note: Plus (4) = control over the threat to validity
This design_learly exercises control over all of the threats to

unambiguous interpietation of the effects of the training program with
the exception of (A) regression artifacts, (B) selection-maturation
interaction and, (C).possibly, the selection factor.

Finally it should: "be,noted we are taking:a conservative posture
toward riseardh methodology; we have called this. researdh design a
"Non-equiVilent.Control Group Design!" applied to two experimental
situatiOns. In short, we believe a more rewarding-interpretation of
the effects of the training program can be made by viewing the two
experimental training programs separate and distinct frOm eadh 'other.
The effects of,eadli.program would then be asseised in' relation'to the
control group *hiCh did not receive the program.12 This postute enables
us to ayOid a niliber of tenuous assumptions,about the extent to'which
the two.experimental units were in fact:comparable and reduces the
problem to'the question of comparability between each experimental
group and,the control group. By proceeding in this manner, differences
in.impaceof the.ti-aining program should be more readily discernable
and tlie-oVeraii effect of the training should be more easily identi-
fied.

i,t .:

Research Meth6dology within the Research Design:n --

The fiandamental problem was *n define what was to be evaluated
and how. Documents obtained frolp.*.American Management Associa-
tion suggested a number of possibilitie.s. The original research
proposal stated that the evaluation effort.was,to measure the, achieve-
ment of the programs objectives (noted on.p... of this report) and
"the degree of planning'S ivtroduction and implementation into the
individual school systems"." ; ri-

12
With one exception which is explained on p.48 of this section.

13 :

AMA, "Feasibi3ity and Pilot Programs Proposal", p. 12.
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Specifically, the evaluators will attempt to
-,(1) measure the results of the briefings and

. , pilot programs as teaching/learning method-
.. ologies to introduce planning as a. basic

-

. management tool into educational systems.
The evaluation should also (2) weigh the
effectiveness of the planning process as an

-.educatianal device, (3) the quality of
instructional materials and methods,
(4) the character of the statistical and
other input material supporting the planning
process, and (5)-the significance of
decisions resultiag_or forthcoming as a
direct result-of-the)combination of brief-
ings and planning processes.14,

A second document from AMA. proposed that the focus Of the
evaluation effort should be. . .

To find out if the learning experiences which
make up the program have been effective.
Effectiveness should be defined in terms of
improved management and Planning practices
within the-organizations trained. Improve-
ment implies change in a positive direction
so the evaluation will attempt to measure change.16

The proposal goes on tO,say. .

rhe variables to be measured probably fall into
three general categories: attitudes, knowledge
and job behavior. The attitudes of most
interest to us are those which pertain to manage-
ment and planning. How do these people feel
about the concepts of management and planning?

'The knowledge of most, interest to us also is
concerned with management and planning. The
basic.question is--what do the people know
about management and planning? The job behavior
to be measured is concerned with management and
planning actions. The basic question here is--what
do people do differently after the training than
before?17

----774AMA,"Feasibility and Pilot Programs Proposal", p. 12

.ri

15Emphasis added through underlining and numbering of items.

16Treadway Parker, "Suggestions Concerning Evaluation of the
AMA/USOE Training Project" (Hamilton, New York: AMA; August 5,1970)
p. S.

"Parker, p. S-6. EmphasisAn original text.



And the author suggests that these areas be measured through
questionnaires, interviews, observation, and organizational documents.

One circumstance which it seemed desirable to avoid was the
practice of assessing the effectiveness by collecting data at the site
of the training immediately before and after the program. The likeli-
hood that data of this-,nature would have any significance to actual
behaviorign the job is quite low.18 The critical test is as Katz
and Kahn' have suggested: What kinds of change occur in the
organizational setting? Any attempt to answer this question must have
as its focus the organizational.context in.which the trainees act out
their organizationafbehavior;-in this milieu, many of the determinants
of organizational behavior, which are absent in off-site training
situations, have full swai. The role sets; group and organizational
norms, constraints which grow out of the absence or presence of
technology, and the influence of the organizational environnent are
the force field against which training efforts are ultimately applied.
If the-training effort is to have the effect of changing patterns of
behavior in the organization, this set of factors must, in some way,
change

Linking Program.with Potential 6rganizational Impact

The problem from a methodological standpoint is to establish a
conceptual linkage between the training and the on-going organizational
system. This linkage is.fundamentally dependent upon the type of
training pm:tram and the way the program is implemented. Type of
training is defined by the composition of the training group and, in
turn, the composition of the group determines the impact the program
can have on organizational behavior. The latter:consideration is
keyed to the goals and types of change which can-lrealistically be

::

18
Dunnett and Campbell, 9. Cit. aven though the type *of training

examined by Dunnett and Campbell is different from what odcurred in
the AMA's training effort, the methodological criticisms they levy
and the support.they have, as evidenced by the research findings
reviewed, are relevant to this problem..

19
Daniel Katz and Rdbert Kahn, The Social Psychology of Organi-

zations (New York: John Wiley, 1966), pp. 390-91. Katz and Kahn
call the assunption that training changes will produce direct organi-
zational change, the psychological fallacy. Their critique of
strategies of change and assumed potential organizational effects is
thorough and sophisticated.
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expected to occur from the training. In this context, goals of
change means the broadest target system that can be affected
by the training and type of change means the outcome or effect.
A typology 20 which dharacterizes five different types of
training is presented in the following chart.

'

: '

::

20
The titles to categories I-4--stranger, cousin, diagonal and

family or functional-_-and their de.finitions were adapted from::
Warren Bennis, Changing Organizations (New Ybrk: McGraw-Hill,
1966), pp. 120-42E'.

.. The two categories; goals and types'of.change, wer=not
taken from this source but were developed by the research team.
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.'

-.TYPES OF OFF-SITE

Composition of Training Group

1. Stranger Programs: Executives from organizations attend. . .

as 'delegates' representing their organi-
zations."

2. Cousin Programs: "For individuals with similar organiza-
tional ranks but from different functional
groups, e.g., all first-line supervisors or
all general foremen."

3. Diagonal Programs: "Composed of members from the sane company
but of different ranks and from different
departments. No man is in the same group
with anyone from his own work group."

4. Fanily or "These groups are identical to the intact
Functional group as indicated by the formal organiza-
Group Programs: tion; e.g., a particular supervisor would be

with his work group."

S. Inter-Department Two groups of organizational members; each
Programs: group composed of selected (most influential

or powerful) members from the particular
organizational unit.21

21
Program #S was drawn and adapted from: Jack Fordyce and Raymond

Weil, Managing With People (Reading, Massachusetts: Addison-Wesley,
1971), pp. 124-30.
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ORGANIZATIONAL TRAINING
f":

Program Goal. of Change* Type of Change

e

Primary: Individual

Secondary: --

Tertiary: ?

Primary: Individual awareness/knowledge

Secondary:

TeiTi'ary: ?-

Primary: Individual

SeCbidiry:

Tertiary: Intra-
department relations

Primary: Individual awarOess/knowledge

Secondary:

Tertiary: Inter-pers.:3;ml expectations of
role relations and group standards

Primary: Individual..

Secondary: Inter-
department relations

Tertiary: Intra-
depOitment relations

j. .; . .

: 1.

Primary: Intra-
department'relation

Sea Individual

Tertiary: inter-
department relationi

Primary: Inaileidual 'awareness/knowledge
Se6ondary: Inter-group standards ok appro-

.priate relatiOnships
Tertiary: Inter-personal expectations .abput

r'Ole relations and group standards
4

Primary: Interpersonal expectations of role
ielationships and group standaras

Secondary:. Ifidividual awareness/knowledge

TertiarY: Inter:-iroup siiidards of app;o:
priate relationships

PHiry Inter-
depaxtnent relations

Secondary: Intra-i

department relations

Tertiary: Individual

y-
Primary: Inter-group standards appropriate

relationships

Secondary:

Tertiary:

Inter-personal expectations of
role relationships aridmgroup.
standards.

- .

Individual awarenesslkilgoiledge

*a dash (--) = unknown
a question mark (?) = competing possibilities
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The second variable involved in the linkage between training
and on-going organizational behavior is the way the training program
is implemented. Eadh of the five types of training prograns identi-
fied in the chart can be implemented in a different ways and,
accordingly, could have different degrees of impact on the force
field in the target organization. These differences in approach have
their roots in beliefs about how trainee attitudes can be dhanged and
in the kinds of professional skills- the -trainers possess.

In general, attitude dhange can occur through three different
processescompliance, identification,?and internalization.22

Chafige through compliance'is essentially learning to say or do
the expected thing in special social.or organizational situations,
regardless of what the individual's private beliefs may be. Change
through identification (unlike compliance in which the individual- .'
does not privately accept the attitude) is accepted both privately
and publicly. and is evoked when-the individual is acting within the
relationship upon which the identification is based-. : Both compliance
and identilication* are tied to external sources and depend upon social
support. Change through internalization involves accepting influence
from an outside s;..yurce because the nature of the influence is congruent
with the persons value system, useful in the solution of a personally
meaningful-problem, etc. In other words, dhange occurs because it

-enables the-person to better realize his personal values; this change
is integrated into the person's value system.

In the case of both compliance and identification, dhange remains
isolated from the-person4s baSIC value system and is not integrated.

To summarize, we have developed a typology of types of trainiig
programs and presented three Unds of attitudinal changes that can
Aoccur as a consequence We are now in a position to
!relate the programs developed by the AMA to this conceptualization and
indicate the impact areas.

The two programs wh#h are readily clasOlied by the typology
are the "Management Cour-se f'cir P'residents" and the "Educational'
Planning Process": The first of these.was clearly-a. Stranger Program;;
there:was no reason to believe' any of the participants knew each other:
before the training session, came from the sane organizatiOn, or-
wouldreturn to:the same organization. The '"'Educational Planning-
Process" was deSigned to be'a Pamily Program in that the organizational
leader and his subordinates defined the compOtition o-f the program ;

participants. The third program, "Top Management Briefing"; is some-
what more difficult to classifY.; basically it was what we have called
a Diagonal Program in the typOlogy but there'were deviations from the
exact definition of this type of program. These deviations were that
in several instances a subordinate and superior from thesame depart-
ment were present; however, they were not there because of this rela-
tionship but because they represented different functional units in the*
organizatioh. With only modeSi reservation, we will call this (the
TMB) a Diagonal Program.

12 -.
-\ -

These concepts and their description are drawn from: Herbert
1

C. Kelman, "Processes of Opinion Change", Public Opinion Quarterly,
XXV (Spring, 1961), pp. 57-78.

45
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Change Emphasis of AMA Program -

'!..

--,

'

Individual
Awareness
Knowledge

Inter-Personal
Expectations

of Role-Rela-
tions &- Group
Standards

Inter-group
Standards of
Appropriate
Relationships

Stranger Program:
Primary

Primary

--.

LSecondary
.

Tertiary

Primary ,

-

.

Secondary

.-

Tertiary-

4anagement Course
for Presidents

Diagonal Program:
Top Management
Briefing

Family Program:
Educational Plan-
ning Process

We are using the terof:!'emphasis" inhis chart.to-,mean the.area
of potential .organizational impact-and have drawn the. primary,
secondary, and tertiary categories-from the typologyi-under;the ;

heading "Type.of-thange". The threenColumn headings represent the
areas of organizational behavior which-,are the linkage betweeni:
(1) the design of.the-training program and (2) change in the-organi-
zation: In other words, the design of a stranger, program is.such that
all betsr;for organizational change are placed on theJcapacity.of a
single trai.nee torreturn to an .organization and change it. .In the
case of diagonal programs, the odds for organizational Change are
placed primarily on the capacity of individuals to return to the
organization and effect Changes based on new knowledge and awareness.
And, in addition, the design of this program allows one to gamble,
with somewhat lower odds, that the program will have had an impact
on inter-group standards of appropriate relationships between depart-
ments or work units. At a still lower level of likelihood, it is
also possible the program can have an impact on role relationships
and group standards of behavior.

Family programs, by their very design, promote the greatest
possibility of change in the two interrelated areas: (1) inter-
personal expectations about role relationships and (2) the group
standards-of behavior. Any changes which flaw fram the training
are occurring in the most important formal relationships individu-
als haveiimithe organization. .The:second and less heavily-impacted
area is-individual awarehess and. knowledge. The third and least
-affected area is-inter-departmental-xelationships although,.this
can beatiltatcdmeof this training.-design: assuming. the orgiusiza-
tion is.a:system-where one work-uniCis inter-dependent with others,
changes-in.one of the units will effect changes in relationships
with other immediate organizational units.

-35-
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Potential Areas of Change

Lastly, the potential change effect of any of these programs must
be considered in relation to the number of people who are exposed to
each type. In the case of the dhange strategy pursued by the AMA,
the first organizational intervention was a stranger program given to
the State Superintendent of Education; this was followed by two
diagonal programs, the "Top-Management Briefings"; one was given to
twenty-four people from the State Educational Agency and a second was
given to twenty-four people and was composed of two groups of twelve
people from each of the two local educational agencies serving as
pilot experiments. The family programs, the "Educational Planning
Process", was given to two groups of twelve from the State Office,
and two groups from the experimental local educational agencies.

If the type of training program and its likelihood of organiza-
tional impact is related to the number of people who were trained, it
becomes clear that the greatest dhange emphasis in the AMA program
rests in the area of individual awareness/knowledge. The7second post
emphasized area of impact is inter-personal expectations about.role
relationships and group standards.

These-are the-linkages-between the program and potential
organization dhange. This is not to be confused with the content of
the training program. In other words, regardless of the content of
the training program it would, because of the design of the program,
have to be translated through .* linkages we indicated before it
could have the effect of dhang:ing the organization.23 The methodo-
logical'problem was-therefore reduced,to a problem of measuring
(1) change in individual awareness/knowledge and (2) change in
inter-personal expectations'ofrole relationshiPs and group standards;
measurenent of these areas would have to be related to the goals of.
the training in order to aSsess the impact of the program.

23
It is common practice to-blurr or confuse the distinction

between-the content of*a training program and the change potential.
These.are distinctly different.Metters. Change potential is a question
of training-design and.coriceptS'preented. The powerful effect
design haS on outcomes is often-far understated and exaggerated enpha-
sis is given to content domain. In short, what'we are calling for is
a balanced awareness of both sides of this ectLatiOn, rather than one
or the other.
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Measurement'of the-Effects of Training

In order to explore these two areas, it was decided to gather
data through three techniques: structured questionnaires, semi-
structured interviews and observation of the training. 24

Questionnaires were dhosen because this.tedhnique prOduces
a large amount of data through a relatively short period'of
intervention in the organization's procesSes and because it pro-
duces data which lends itself to analysis with a miniMum of
preparatory time and effort.

Relative to questionnaires, semi-structured interviews
involve a much greater time investment from both the researdher
and the respondent and present formidable tasks25 which much be
surmounted befdre the'data can be subjected to analysis.

Nevertheless, semi-structured interviews were dhosen as the
sedohd data gathering tedhnique for one specific and very.important
reason; this methodology enables the respondent to describe
circumstances and events with a minimal amount of definitionalstruc-
ture provided by the researcher. Theoretically, material produced
thidugh this method will be more "reality oriented"; more as the
interviewee sees and defines things. There is also reason to
believe that data gathered through this technique will be:more conser-
vative, i.e., less likely to show training effects and that when
effects are produced they are more likely to be of meaning and
value to the respondent and, hence, the organization.

24
.

Given the limitations of funds, preparatory planning fime,
and the time the members of the research team (Which is, ihcidentally,
composed of two people) could allocate over the period bk the project,
the study...would, of necessity, not approximate a comprehensive .

asse'Ssmteni of program effects.
The'perion- who conducted the field research attended all the

"t4 Management Briefings", the 9qanagement Course for Presidents",
selected parts of the programs on the "Educational Planning Process,"
collected on-site data from the two experimental organlzations and
the control organization both before and after the program. In each
State each of the on-site visits involved one week with the State
Education Department and three days with one of the Local Educational
Agencies.

25
Analysis of interview data normally involves the development

of a form of content analysis which provides a way of transforming
the interviewee's responses into a format:which is similar to the
material provided from a questionnaire--intehsities of...expression tO
spetific research categories--and entails the development of a
training' process for the persons who are to code the interviek
mateiiaI. The latter is necessary 'in order to provide.inter7coder
reliability when the interviews are analyzed. .



Put differently, the questionnaire methodology is likely to
rest, to some extent, on compliance processes--individuals saying
what they think they should say; the semi-structured interview process
is more likely to reveal internalized beliefs. held by the respondent.

Questionnaires and interviews were administered in the "every-
day" world of the organizational setting. In:designing the content
areas of the questionnaire and.the semi-structured interviews, a
conscious attempt was made to provide major amounts of overlap. This
overlap.was intended to provide some means of controlling the problem
of reactive measurement--a significant issue in social science
research.26

In formal organizations, the.problem of reaztive measurement is
compounded by the measuring instruaent and, when different organiza-
tional levels are surveyed, the amount of trust that exists in the
organizational hierarchy. Since-the hierarchically superior level is
normally in the position of defining the.:adequacy of its subordinate's
functioning, research questions wRich tap areas that. are controversial
between these levels in the organization will produce. "reactive
meaiurement". The problem is, put simply, that peopie respond to
the researcher's questions, narticularly when they are in the form of
a questionnaire, in terms of what they believe the researdher wants
them to say, not necessarily the reality of the organizational.situ-
ation. In part, this is inherent to the nature of questionnaires;
they have to be designed in such a waY that generalized questionp.
are asked of the respondents and this, in turn, means that only
rarely will the structure of the items correspond exactly with the way
the respondent would define the situation (assuming the respondent is
aware of the same situation). Semi-structured interviews are more
open-ended and enable the respondent to project more of his own defi-
nition of the situation onto the research question. . .

If the data from these two areas is similar, it is possible to
place greater belief in the measurement product.. This does not, how-
evex,, elininate the problem of reactive measurement; it only reduces
it.41 Administration of the questionnaires and the interviews also
reflected concern with this problem. Throughout the data gathering
process, the population of people. who were intervieweA and given the
questionnaire were always interviewed Arst and then asked to respord
to the questionnaire. The less structured technique was applied before
the more structured.

26
Cf., Campbell and Stanley, pp. 20-22 and Frank Friedlander,

"Behavioral Research as a Transactional Process", Human Organization,
XXVII (Uinter, 1968), p. 372.

27
Prior to the publication of Chris Argyrisr analysis of this

problem and suggestions for dealing with it, there was no known
strategy to surmount the problem.of reactive measurement in an effec-
tive way (other than indirect meaSureMent techniques which did not
involve the respondents' active participation). 'Cf., Chris AigyTis,
Intervention Theory and Method (Reading, Massachusetts: Addison-
Wesley, 1970). Especially, Chaps. 4 & 5.



Administration of the Questionnaire

Bearing in
sample to which
a special way.

mind the problem of reactive measurement, the
the questionnaires were applied was identified in

The data gathering process began with the open-ended interview
of the top twenty-four people in the particular State Agency; after
the completion of the interview the respondent was asked to identify
two immediate subordinates with whom he felt he had good communica-
tion and who would not be involved in any of the fortal training
adminstered by the AMA. The questionnaires were then administered to
the two additional people in A way which insured their anonymity
to the extent it was possible.*

This process was repeated in eadti of the State Educational'
Agencies; the: top twenty-four administrators were interviewed, com-
pleted a questionnaire, and identifi)ed two subordinates who wer6:to..,
complete the questionnaire. This gayg A maximum possible popuIatibn
of seventy-two people in. eadh State.- Thus twenty-fOtr of theSe
respondents were-directly involved in:the training program and
forty-eight were, from the:standpoint Of those in the program, likely
to be pósitively biased towardi,their superior. We assUme the Presence
of "good:rcommunications" means,the individuals pickecYwill be
sensitivefto the influences:0F"the training, or, at the minimme,:.''
more,sensitive to effects than persons excluded from-this seleetioni-
process. ;--

Research Variables Studied

Since this was the first year of a comprehensiVe training
effort and because the program was likely to have greatest impact:-.
in two areas--(1) individual awareness/knowledge and1 (2) role rela=''
tionships and group standards--it was decided to conceptualize the .

research areas as falling into what ReniS" Likert has called causal
and intervening organizational variables. Causal sv.riab1es Are ones

:

, . 28
There is one exception to this statement; in Experimental

State #1, two people who were not included in the pre-training inter-
yiews and who were not involved in the "Top Management Briefing"
but were asked to participate in the training as the program,developed,
were added to the interview schedule. In short, these two perons
were not originally picked for the training but were added later.
Neither of these individuals were from *the top twelve administrative.
group.

This increased the maximum possible population in this State
to seventy-eight.
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which

. determine the* course of developments within
an organization and the results -achieved by the
organization. Causal variables include only those
independent variables which can be altered or changed
by the organization and its management.29

The "intervening variables" reflect the internal
state and'health of the.organization, e.g.,the
loyalties, attitudes, motivations, perforMance
goals, and perceptions of alI members and their
collective capacity for effective interaction,
communication and decision making.3°

In the context of this pilot training project, the causal variables
are those related to.organizational planning and the intervening
variables are those which are related to what the AMA called pro-
fessional management and involves management theory, principles,
leadership, communication, control, and motivation. It was not
assumed--since the training was only recently completed--that signif-
icant effects would be present in the area of organizational output,
the third category in Likert's analysis.31 There are a set of docu-
ments which were produced by each State as they undertook the "Educa-
tional Planning Process" program and which contain goals, priorities,
etc.. However, these documents, In 'our opinion, represent intentions,
not necessarily processes and policies which have had the opportunity
to be implemented and affect organizational output.

Finally, it should be noted that this report will not cover the
impact of the training on both the State Educational Agencies and the
respective Pilot Local Educational Agencies. .The report will be
restricted to only the State Educational Agencies.32'33

29

Rensis Likert, The Human Organization (gew York: McGraw-Hill,
1967), pp. 28-29

30Likert, p. 29.

31Likert, p. 29.

32A report on the first year's effects of training on both the
State and Local levels wilI-be available when the forthcoming doctoral
dissertation by one of the members of the research team is completed.
It is anticipated that this material will be available by June, 1972.

Data gathering at the local level paralleled the process at the
State level throughout-the research effort.

3An analysis of impact at both levels will be available in the
report-due to USOE on August 31, 1972; it will integrate research
findings from both the first and second year of evaluation.



Design of the-Questionnaire

,The questionnaire was designed around two areas;-the ark'
was related to that part of the goals of the AMA programt'which::'
involved organizational planning and were intended to measure the
attitude of:organizational nembers toward these goals. The
following questionnaire itens were selected to provide this.
information.

.

Organizational Planning Process
.

1. my organization's overall plan is operable. (Item #40) ''...

2. As Iisee it, planning is an' integral part of running the:
State's .schools, :,(Item #39)

. 3. The kinds of:things I am doing will make a long term
contribution:to education. (Item #29)

4. The.goals ofi.this organization are articulated.' (Item #4)
.,-J;31urigoals .are realistic and attainable with ourlbest

.

efforts.: i -(Item #5)

6. My organization's policy statements are clear: (Itet '#41)

7. My organization's performance standards are understood.
(Item #42)

8. Higher management's reactions to the problems whicW:ieaah
them are fair. (Item #33)

'The second set of items relates to role relationships between
members of the organization and standards which work unit.S hold.

Role Relationships and Group Standards

1. My work group understands what we are trying tO achieve.
(Item #26)

2. my manager makes:it clear he is connitted tb:thejsuccess of
.! -our projects. a 4tem30)-

3. :My manager encourage a 4nd supports innovation. (IteM14)_
4.. My group works harctto achieve its goals. (Item5.#12)i:'.
5. The people,I work.with participate appropriatelyrin setting

the goals of our work. (Item #23)
6. I am appropriately involved in decisions affecting my work.

(Item #6)
7;

7. Based on information I have received from my boss; I'lnow if
I am measuring up in my job. (Item #11)

8. My- boss'has expressed belief that the -Atherican Nanagement
Association's training program will be helpful. '(Item #43) J".

-
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v Ihis item was excluded from the questidnhaire administered to
the control State.



Taken together, these sixteen items are the totality of the
material to be taken from the questionnaire.3' The items were
developed froi6the theory provided by Rensis Likert in.The Human
Organization:

*-

A seven point scale:was the basis for- responses to the items.

1

Not at all
2 3 4

Fairly often
5 6: . 7

Very often

In an effort to expand the time frame of the research data, the
questionnaire was designed to involve two sets'of responses to the
items--a perspective on'the organization when the questionnaire was
being administered and an additional perspective. During the adminis-
tration of the questionnaire prior to the training, the perspectives
were Fall, 1969, and Fall, 1970. During the post-training adninistra-
tion the perspectives.were Spring, 1971, and Fall, 1971. This was
done in order to-have a simulated time-series which would describe the
organization in the past, immediately prior to training, immediately
following training and the-expected future and.expands- the data as
indicated below: .

Questionnaire Data Base

Fall, 1969 Fall, 1970 Spring, 1971 Fall, 1971

Experiment #1 0 0 ' X 0 0

Experiment #2 0 0 X 0 0
Control State 0 0 0 0

Note: 0 = observation; X = training

No assumption will be made that the past and future dimensions
are as reliable as the immediate pre- and post-measurement; although
we have no reason to believe this data is not.equally reliable between
States, particularly in terms.of the Fall, 1969 data. The question of
the.reliability of the future'data, Fall, 1971, is considerably- more

35
,; The questionnaire including the cover sheet was a 4-1/4 page

docunent containing forty-three attitudinal itens, (Cf. Appendix B.)
Of these, we have utilized sixteen. This was an arbitrary decision

*based on what we considered to be the most critical items .and a
preliminary factor analysis of items. Additional item- analysis will
be included in the forthcoming doctoral dissertation.

36

Cf., Likert, Op. Cit. A.multiple correlation analysis of the
items revealed a significant level of correlation existed between the
items. This was the,Eonly analysis of the items undertaken:during the
research. A comprehensive factor analysis is currently being. doneiand
will be reported in the forthcoming doctoral dissertation and in the
second year evaluation report.
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complex due to the advent of the training in two organizations and not
in the third.

From our standpoint, the most useful data is the immediate *pre-
and:post-measurements, and these will receive major emphasis in the
text.

Statistical Analysis of the Questionnaire Data

The major prdblem of statistical.analysis of the 'qUestionnaire
data was-to select a statistic which would apply a coMprehensive
.and powerfur-itest to the data. A sib-set of this problem wasto
determine simiataneously to what extentthe compared .groups we're
similar or dissimilar and to whatextent the training wa4 prodücing
dhange as measured by the questionnaire items.

.;,

The statistical test chosen for this purpose was TWo-Way
Analysis of Variance. Conventionally, there are two ways this partic-
ular statistic can be designed. One design enables only'a
comparison of row and column variance and a second enables a compari-
son .of row and coluun variance plus a test for interaction between
rows and columns.37 The latter form was selected on the grounds
it-was important to Inow if the interaction of training effects and-
differences between.-States were-sitnificantly influencing analysis
of the row and colunn data..%In:esseace, this is a check on the selec-
tion-maturation problem which.was questionably controlled by the
research design (Cf. p.25 of-thiS section).

What this particular statistic does is (1) tests for the
existence of significant differences between the States which are
being compared (this test is made on the basis of both the mean
scores and the variances about each of these means). In addiiton,
it (2) tests, on the same grounds--means and variance about the
means--for the effects of training on the baiis of before and after
scores.

The first ofithese tests, in effect, holds time constant, and
answers to question, "Are these groups statistically different from
each other?". This is represented by row *ariance and is summarized
by the value of the F statistic. The other analysis, column variance,
examines for differences over time and provides-an answer to the question,
"Did the training program have a statistically significant effect?".
Throughout, the .05 level of significance will be the minimum basis
for the decision that training did produce a difference.

37
Hubert Blalock, Social Statistics New York: McGraw-Hill, 1960),

pp. 253-64. CI% especially, p. 264.
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Design of the Open-Ended Interviews

The persons interviewed in the State Educational Agencies were
the twenty-four top administrators dhosen by the State Superintendent
to participate in the training. This population remained unchanged
during both of the interviews. However, due to decisions which were
made as the program developed, some of these individuals were not as
fully involved as initially expected. In State #1, sixteen out :,of the
twenty-four went through both Top Management Briefing and the
Educational Planning Process programs. In Experimental State #2,
twenty out of the twenty:tfour went through both programs. :This
mid-stream correction may have effected the attitudes of the-individu-
als who expected to be included and were not. ThiS will not consti-
tute a problem in the material to be reported. The analysis of the
interviews is restricted to the top twelve administrators in each of
the State Educational Offices; the members of this sub-population
went through.the program as initially conceived.

7

Conducting the Interviews.

Each of the interviews was conducted in a setting which-insured
maximum privacy and a minimal possibility of interruption. With
extraordinarly few exceptions, the interviews were "Conducted*without
interruption. Each interview involved thirteen generaTquestiont,
was tape recorded, and lasted approximately One hotir: :Respondents
were assured that the material they provided wOuld rema anonymaus*
to both the other members of the State Educational Agency and the AMA;
and, in addition, the material would be presented in the final report
in such a way that it would not be possible tory identify the Person
who provided the information.38

The questions asked were: :

1. What.do you feel you will obtain (obtained) from the AMA
training?

2. What is the attitude of your boss toward the AMA training?
3. :What do you see as the most important aspects of.your job?
4. What is the function of your division or department?
S. How are major decisions made in this organization?
6. What are the roadblocks to change in this organization?
7. What resources are not being used?
8. How do you feel about the direction your organization is

moving in?
9. What is the role of.planning in the State's school systee

10. How does planning occur in the organization?
11. How do youcommunicate your plans?
12. What is your role in your organization?
13. Do you enjoy your role?

38.. J I

This material was typed by a special secretary at the AMA
location in Hamilton, New York. The secretary was instructed to let
no one other than herself have access to the documents she produced
from the tape recordings; the typed material was kept in a locked file
throughout the time it was being typed and was given to the research
team as soon as it was completed.
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55



Each of these questions were asked and, after the initial response
was completed, followed by one or more non-directive probes, "tell
me more" or "is there anything you would like to add?", etc. After
this, sub-questions were asked and also followed by non-directive probes.
There was usually one sub-question asked which narrowed the focus
of the general-question into a-specific area.

Of these thirteen questions, only six will be used to establish
the data base for this reoort. These are:

A. What do you feel you will obtain (obtained) from the AMA
training?

B. What is the attitude of your boss toward the AMA training?
C. How are major decisions made?
D. What are the roadblocks to change in this organization?
E. How do you feel about the direction your organization is

moving in?
F. What is the role of planning in running the State's

schools?

,In oider to show the .potential of eaCh.of these questions, the
. .

interiiiew situation will be,described. Question A was followed by
a number of non-directive prohes and contained no sub-questions.
Question B was constructed and handled sinilarly. Question C,
"How are major decisions made?", contained three sub-Auestions.
"Can you cite a critical incident?", "Describe how a major decision was
recently made.", and, if appropriate, "Draw a chart.". Question D,
"What are the roadblocks to Change in this organization?", was
followed by the sub-question, "What resources are not being used?".
Question E, "How do you feel about the direction your organization is
moving in?", was followed the sub-question, "Is 'it moving where it
should?". Question F. 'What is the role of planning in running the
State's school system?",-.was followed by,. "Is planning an integral
part of running the State's schools?".

In all cases, the interviewer attempted to insure, through. non-
directive probes, that the interviewee had responded to the question
as fully as he could or wished. Then a sub-question was asked. -
This general orientation was modified as it seemed appropriate in
the context of the int,erviews; for example, when the respondent had
already answered the sub-question, an attempt was made to obtain more
information but the question itself was not formally asked. Aside
from this type of modifAcation, the pattern or process was repeated
as exactly as possible with each of the :respondents.

39

The interviewer worked from a se.t: 9f cards which
cnntained the main and sub-questions; these cards were used to
structure each of the interviews; the ordering of items was always
maintained.



Analysis of the Semi-Structured Interview Data

The material produced by the interviews" was content coded.41
This involved the development of a set of coding categories-for each
of the general questions and a scaling technique. In .other words, a
procedure was initiated to organize this infbrmation in a way that
would provide answers to specific questions being researched. These
categories were developed on. the basis of the goals of the AMA
training program and, as in the case of the questionnaire, the areas
which the training had the greatest potential to impact. In addition,
a random sample of the interviews was inspected in order to obtain a
sense of the categories which were likely to appear throughout the
materials. A seven point scale was used to record the data generated
by analysis of the typed interviews: Although the adjectives used to
denote the intensity of statements to each of these categories was
made idiosyncratic to each particular category to be scaled, the intent
was to utilize a similar scaling process throughout the process.42

The content analysis instrument produced for this purpose contain-
ed seventy-five categories we will utilize only twenty-three in this
report.4' These twenty-three categories and the interview questions
to which they are associated are listed bèlow.,

7 . .

40
The tape recorded material produced approximately fifteen pages

of.doub.le spaced material per,respondent. This material has been
giVen in anonymous code number and is available in the Maxwell Library.

1

-

Cf. Robert North, Content Analysis (Evanston: Northwestern
Univ. Press, 1963);, Ole R. Holsti, Content Analysis for the Social
Sciences and Humanities (Reading, Massachusetts: Addison-Wesley,
1969); and Bernard Berelson, Content Analysis in Communication Research
(Glencoe, Illinois: Free Press,.1952).

42
The coding sheet utilized for this purpose is found in.Appendix

C.

43
Most of the categories excluded from this report will be included

in the forthcoming doctoral dissertation available in.the Spring of
1972.
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Interview Questions and. Content Analysis Categories-

:-

A. What do you think- you will obtain (obtained) from the
AMA training?

1. Definition of the institution's missinn.
2. Modify previously established objectives.
3. Identify and analyze alternative courses of action.
4. Determin6 priorities.
5. pefine standards of-performance for key administrators.
6. Specify task completion dates and action assignients.
7. Assign responsibilities to subordinate units.
8. Design a methodology by which future performance maji

be evaluated in relation to the performance specified
in the plan.

9. Produce and implement a long-range strategic plan.
10. Establish credibility of planning.
11. Promote cooperative team work.

B. What is the attitude of your boss toward the AMA training
program?

12. (Question acts as research category; no sub-classifica-'1--
tion necessary.)

:s

How are major decisions made?

.13. Involvement in decision-making.
14. Quality (effectiveness) of decision-making.

D. What are some of the roadblocks to change?

15. Organization reacts to problems rather than anticipdtei'
and deals with problems.

16. Sense of State Educational Agency mission.
17. Employee inter-personal skills.
18. Amount of cooperative teamwork,present.
19. Degree to which persons within organization will support

change. I

: .

E. How do ,you feel about the direction your organization is
moving in?

20. (Question acts as research category; no 'sub;-classifica-
tion necessary.)

T1

F. What is the role of planiiing in running the State's schools?

21. Role of planning (how integral is it?)
22. Need for planning (how much is needed?).
23. Emergence pf.planping (wAim it became an issue?).

,



With the exception _of Questions A & B, and their respective content
categories, all of these categories were applied to the typed interview
material dbtained from each of the States. The first two questions
were only asked in the two experimental States and not asked in the
control State. These two questions could have applicability only in
the States which were to undergo or did undergo the AMA program.
A comparative analysis of the data obtained from only the two experi-
mental States will. be presented in the report; in all other instances,
the material reported will involve all three States.

Content,categpries one through:10, 16 and 21 through 23 are what
we earlier called causal variables:related to the organizational
planning process; categories 11 through 15 and 17 through 19 are what
we called intervening variables related to role relationships and
group standards.

Procedures Used in Content Coding

Since the validity of this entire procedure depended heavily
upon sllared understanding between.the people doing the coding,.the
process by which the content analysis recording materials (the content
domains and analysis of the sample interviews) was developed involved
the coders:as,Ideeply as possible...In order to insure,this.material
would be ireated as objectively as possible, thefield:researcher and
the two persons responsible for conducting the field research for the
August, 1972 evaluation report were Chosen to-undertake this project
and do the coding. Every effort was made to insure mutual understand-
ing and mutuality of the way:the material was coded. ;Several trial
runs were undertaken in.whiCh each of the coders independently coded
the same interview and then the product was compared to determine
if there was a high degree of similarity in the way each peison was
proceeding. Once this seemed to be the case, the entire body of
seventy-two interviews was coded.

The coders.,;mtd,the entire interview document prior to coding.
This was done to avoid the assumption the interviewee's verbal
response always praceeded in an exactly logical or sequential manner;
through this approadh it was possible to incorporate remarks which
were appropiiate to an earlier section of the interview but were not
articulated until later. The intent was to give the respondent
every possible opportunity to-provide recordable-material for the
research; since this meant, in many instances, matters which were keyed
directly to the goals of the AMA project, this also means that, if
anything,.there will be a positive bias to the scores-re:corded.

Statistical Analysis of the Content Data

Since the number of people included in this analysis is small, it
was necessary to select statistical tests which were expressly designed
for small samples--non-oarametric statistics. Since the semi-
structured interview is designed to enable the respondent to Paoject
his own definition of the situation onto the research question,
there was considerable fluxuation of the number of respondents to each

7.;

11,

7'



of the research categories defined by the coding instrument. This
fluxuation provides one point of analysis and, the scaling technique
which recorded the intensity of response provided a second point of
analysis. In order to test for differences of intensity of reaction,
the Kruskal-Wallis One-Way analysis of variance was applied to the
scale scores. This test is capable of handling extremely small
numbers of respondents and still provide a meaqingful analysis of
the prdbability of differences between groups.'

A second test was also necessary. This test was to determine
if the training program had the effect of significantly increasing the
awareness of the respondents of the various areas being researched.
In other words, the problem was to test to see if the nunber of
persons who responded to the research categories was different after
the training than before and to compare the several states on this
basis. The test chosen for this purpose was the Binomial Test of
Proportions.45

These two tests will enable decisions to be made on the
grounds of (1) "Is there a difference between the groups as to the
importance attributed to a research domain?", and (2) "Is there a
significant fluxuation of respondents, independent of intensity
expressed, between the before and after interview?". In other
words, "Do more people become consciaus of the particular issue?".
Comparisons between the experimental and control State will be
made on both of these bases.

Summary

This section has presented the provisional research design and
the final design used in the study. An analysis of the strengths
and weaknesses of each has been made. The way the research data
was gathered and the determination of the sample populations has
been explained. Each of the data gathering techniques--question-
aires and semi-structured interviews--and their design and
implementation have been discussed at some length. Finally, the
types of statistical analysis and the underlying logic which led
to their selection has been presented.

44
Cf., Sidney Siegel, Non-Parametric Statistics for the

Behavioral Sciences (New York: McGraw-Hill, 1956), pp. 184-93.

45

Hubert Blalock, pp. 176-77.
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FINDINGS AND.ANALYSIS

This section will be focused on the question, "To what extent did
the AMA program change the attitudes of people in the two experimental
organizations?". Because of the nature of the training design and the
type of training administered, this general question is composed of
two sub-questions. "What impact did the training have on individual
awareness/knowledge in relation to organizational planning?", and,
"What impact did the program have on role expectations and group
standards?".

This analysis rests on the assumption that organizational members
behave an the basis of a complex network of beliefs, values, norms,
and definitions of reality which are specific to the organization.
Training is presumed to be an effort to modify this set of orientations
to the "everyday world" in the organization.

We do not assume there is necessarily a direct relationship be-
tween expressed beliefs and actual behavior--that beliefs and values
people hold are necessarily consistent with their overt behavior.

Attitudinal dhange is a necessary condition to changing organi-
zational behavior but not a necessary and sufficient condition. Social
reality in an organization is considerably more complex and is in all
cases conditioned by perceived possibilities of action "in-the-
situation". These possibilities are, as suggested earlier, shaped by
the environment (political-economic-social) of the organization,
relationships between and among departments, group norms or standards,
action possibilities created by technology, and the orientation of
individual's toward organizational processes.

Based on an examination of the training program, it was decided
that the most probable impact of the training would be in two areas:
(1) individual awareness/knowledge and (2) role relationships and
group standards. These areas were called linkages to organizational
dhange. If the role of organizational planning was to change in the
organization (and therefore change the organization), these would be
the two "forces" which would promote the change--a change which would
ultimately be reflected in both behavior patterns and the output or
effectiveness of the organization.

In order to study this set of factors, two kinds of data were
collected; the first of these was produced through content analysis of
the semi-structured interviews with the top twelve administrators in
each of the three States. This data is based on the administrators'
responses to thirteen general questions about organizational processes
and planning.

The second kind of data was produced by questionnaires whidh were
applied to a specially selected population of people. This population
was composed of the top twenty-four administrators in the State Educa-
tional Offices plus forty-eight of these administrators' subordinates.



The subordinates were selected on the basis of the organizational
superior's belief that good communication existed between them; using
this criteria, each of the a&inistratOrs picked two subordinates to
be included in the study. None of the subordinates went through the
training program.

Thus the population to which the questionnaire was administered
contains the people most likely to experience the immediate effects
of the training program as it is translated into the organization.
And there.is overlapping between two populations: the top twelve ..

administrators who provided the content data are also included in the
population that provided the questionnaire data.

Reporting Format

When the research data is reported, the material from the top
twelve will be presented first and then followed by the questionnaire
material which.is taken.from the larger population of .respOndents,
We dhose this reporting sequente because it is consistent with,.'the way
the training program was designed and implemented. The pipgram
on the assunption organizaticinal dhange would start at the top and
work downward.

Two general headings will.be'used to organiZe the research
findings: (A) Organizational Planning Process and (B) Role Relation-
ships and Group Standards. Each of these general headings has been
broken into several sub-headings; these sUb-headings were developed to
provide conceptual clarity and greater simplicity in reporting the
findings.

Statistical Analysis

Presentation of the statistical analysis is quite complex despite
our efforts-to simplify everything that 'dOuld be simplified. Con.-,

sequently, it is important that a clear'understanding is built u*th
regard to the information each of the statistics provides and how this
is rePiesented in the tables included in this text.

Three statistics were utilized; two were applied to the ccntent
analysis material and one was applied to the questionnaire material..

Analysis of the Interview Material

One of the statistics applied to the content data was the Kruskal-
Wallis One-Way Analysis of Variance. This test is designed for very
small samples and enables decisions to be made about the comparability
or lack of comparability of two groups.
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The procedure utilized in this test is to pool the scores of
individuals froM both groups and then _ank this total set of data from
high to low; each individual's score is translated into an' or&red
ranking in which the highest individual score in the pool would re-
ceive the lowest numerical score. In other words, the individual
whose response was highest would receive the ranking of one, the
individual with the second highest response would receive a two, etc.,
until all individuals have been ranked. A special technique is
utilized to handle ties in ranking. Then this aggregate data which is
composed of responses from both groups is redistributed back to in-
dividual group rankings. Based on a comparison of the strength of
these rankings in each group, a decision can be maee, based on prob-
ability, about whether the groups are or are not different.

So, the Kruskal-Wallis test enables us to make a decision as to
which group placed the greatest emphasis on the research category.
This test is not affected by the nuMber of respondents in each group;
it Simply says (given whatever nuMber of respondents there were) is
the d6gree of emPhasis different between the groups? The test statis-
tic which-provides this information is the H statistic. Only when
this-Value iS'sUch that the .05 or greater-level of significancel is
cAptained will be say a difference existed between the groups being
studie&

A second test was included to examine the question of what kinds
of flucuations were occurring in the number of respondents and whether
or not these flucuations were significant between groups. This is an
important question because the semi-structured interview was designed
to enable the respondent to say what was important to him.at that
particular point in time. If the training program had an impact on
attitudes, it is possible that a larger nubber of people would become
aware of specific issues after the training than were aware of the
same issues prior to training.

In other words, the question we wanted to explore was, "Did the
training have the effect of changing the. population of people who were
aware of specific issues?". Since we could answer tile question of
Changing emphasis by the test previously described, we wanted to deter-
mine.if, independent of intensity of reaction, aggregate awareness

1

In case the reader is not familiar with this terminology, the .05
level of significance means that if we say a difference exists between
groups we would expect to be incorrect in making this inference only
five times out of a hundred. By the phrase greater significance we mean
the .01 cr .001 level which means we would expect to be incorrect in
saying a difference existed between the.groups only once out of one
hundred times or once out of one thousOld times respectively. The
greater the significance the greater the'probability of a correct
decision.

1



changed. The Binomial Test of Proportions provides this information.
It provides a useful analysis so long as the population is.less than
twelve; in those cases where all of the persons interviewed provided
information relevant to the research category, the test has no
meaning because awareness of the issue already existed for all people.

The test statistic whic% summarized this information is the Z
statistic; only when this value is such that the .05 level (or greater)
is Obtained will we say a difference existed between the qroups studied.

Summary: Statistics Used to Analyze Content Material

Maior _reliance will be placed in the text on the Kruskal-Wallis
statistic; in a number of instances- the -test of proportions also will
be used. The first of these tells us if there is a significant change
in.-the degree of emphsis given to a particular research category when
one group.is compared to another. The second test.tells us if there
Was'a, significant increase-in the degree of aggregate awareness, in-
dependent of intensity expressed, which can be attributed to the
effect of training or which existed between the groups.

Finally, it should be pointed out that interpretation of these
statistics is more straightforward in some instances than in others.
Because interview questions which were directly related to expected or
actual experience with the AMA training program were only relevant to
the two Experim....ntal.States, we are faced with the problem of a weak
research deSign whenever these kinds cif questions are encountered. In

other words, with rz,gard to such questions we are in the situation of
a research design in which there is no Control group (and which is
subject to all the problems we attributed to the provisional research
design which was described in the methodology chapter).2 This problem
of validity of interpretation will occur whenever content categories
which were developed in relation to the first and second interview
question are included in the report.3 .

Twelve out of the twenty-three content categories which Will be
reported were drawn from responses tn the first two interview questions;
the interpretation ofthese twelve itens should be regarded as more
tenuous than is the case with the remaining eleven content categories..
Even though we were aware of this Droblem, we decided to include-the
twelve items because they bear a; direct relationship to the.goals of

2

Cf., pP- 16 in the Methodology Section.

3
Cf., Appendix C , interview questions 1 and 2.-
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training and to the attitudes of the top twelve administrators toward
the training.

The remaining eleven categories are all based on the "Non-
equivalent Control Group" research design and can, therefore, be
interpreted more meaningfully. Far fewer threats to the validity of
interpretation-are present in this context because of the research
design.

Analysis of the Questionnaire Itens

Only one statistical test was applied to the questionnaire item:
the ParametricTwo-Way Analysis of Variance. This test provides a two-
fold analysis of the.data. The first analysis is called columil variance;
in the context of this study, analysis of column variance is an analy-
sis of the effect of training. The analysis of column variance.will
tell us if.change occurred between the scores obtained in.two different
tine periods.

-

The second test is based on an analysis of row variance; for the
purposes of this study, this means an analysis of differences between
the States, independent of changes that occurred over time within the
States. In other words,- the test enables'us to answer the question,
"Are the States different from each other in the amount of.enphasis
given to a particular item when change in emphasis given to the item
is held constant and-our only concern is the amount of emphasis given
in each of the States for a specified timeTeriod?".

The reader should be sure that the differences between these two
types of tests, column variance and row variance are clearly understood
before proceeding further in the text.

Again, we will use only .05 or greater levels of significance io
decide whether the groups are different fronveach other or if there was
significant change in the amount of emphasis given to a particular
item during a specified_time period.

In particular, we will be concerned about the time period, Fall,
1970, to Spring, 1971; this is the immediate pre- and post-training
time period. Analysis of other periods, the Fall, 1969, to Fall, 1970,
and the Spring, 1971, to (conjectured) Fall, 1971, will alsO be made
but these will receive much less emphasis.

With one exception, there will be only one research design evoked
in the analysis of the questionnaire data, and it will be the "Non-.
equivalent Control Group Design". Thus, the meaning of the question-
naire data is generally more straightforward than was the Case-of the
content items. The one exception is the last questionnaire item which
asked about the attitude of managers toward the AMA training; this
item was only applicable to the two Experimental States. When this



exception is encountered in the text the reader will be reminded of
the problems that are involved.

Research Data: Section I

Organizational Planning Process

All of the material presented in this section is related to the
goals of the training program; due to the number of variables imvolved

and because of .the need for conceptual unification, the section is
*divided into four sub-areas:

(A) Definition of the Mission of the Organization
(B) Mobilization of Organizational Planning
(C) Operational Impact of Training on Organizational

Planning
(D) Credibility of the Planning Process

Throughout this section and the one which follows, we will follaw a
pattern of presenting the content analysis data before the question-
naire data. This will give the reader the reactions of the top twelve
administrators and then the reactions of individuals from the State
Educational Agencies who are from multiple levels in the organization
and,had different kinds of relationship to the training prograM.

Definition of the Mission of the Organization

Four perspectives on the question of definition of organization
mission will be made; these perspectives are provided by three:litems
from the content analysis and one item from the questionnaire.

Since the content categories were drawn from Various parts of the
interviews, three comments will be provided with each of the*catego-
ries. These,comments will identify the general interView. question
which prpvided the main opportunity for the responaent* provide
material, for the content category, the range of--scaTe
which was use4 to-code the intervieW material and-the States'to which
the category was applicable.

Content categories

1. Definition of Institution's mission

Interview question: What do you expect to dbtain (obtained) from

4

"No codeable response" was given a "zero".

I



the AMA's training program?

of Scale (1) no value to (7) maximum value
Possibilities:

States: Experimental States only

2. Sense of SED Mission

Interview question: What are some of the roadblocks to organiza-
tional change?

Range of Scale (1) major roadblock which always *stops organi-
Posibilities: zational change to (7) weak roadblock/seldom

stops dhange

StateS: Experimental States and Control State

3. Feelings-about the direction the organization is moving

Interview question: Bow do you feel about the direction your
organization is moving?

Range of Scale
Possibilities:

(1) not satisfied at all to (7) completely
satisfied

States: ExperimentalStates and 'Control. Statel(here-
after called El, E2, and Conttolj.

The questionnaire item is:

4. The kinds of things I am doing will make.a long term contribution
to education.

As with all questionnaire items, four time perspectives were
applied td, this item--Fall, 1969; Fall, 1970 (immediate pre-program
period), Spring, 1971 (immediate post-program period), and'Fall,
1971. The scale alternatives with which the person could respond
ranged froi nof at all (1) to very often .(7). "NO response" was
recorded as "zero". (Since this circumstance is true of all
questionnaire items, no further commentary on the response nicides
will be made.)



Item 1 Definition of the Institution's Mission

Fall, 1970 Spring, 1971 Fall, 1970 to Spring, 1971
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Since this is the first interpretative example of the statistical
findings, the commentary will go into extra detail in order to enable
the reader to more clearly follow the process. References to material
in the appendices will be made at critical junctures where information
that could not be included in the previous statistical tables is
available. This will not be a frequent practice, but on certain occa-
sions it will occur.

. Item #1, "Definition of the Institution's Mission", was applica-
ble only to the two Experimental groups. In the Fall of 1970 (Wien
data was gathered prior to the training program) no statistically
significant differences existed between the two Experimental States as
to the value of defining the institution's mission, and in the Sp.ring
of 1971 (when data was ,gathered after the program had been executed)
no differences existed. Analysis of each State over time, Fall, 1970,
to Spring, 1971, revealed that no Change in emphasis occurred in
Experimental State #1. A statistically significant change.did occur
in Experimental State #2; this change was due to decreased-emphasis
being placed on defining the institutionTsmission.5 Statistically
significant change in the one State was not, hoWever, sufficient to
produce differences between the Experimental States in the post-train-
ing period.

From the viewpoint of researCh design item 2, "Sense of SED
(State Educational,Department) Mission", provides a more sound basis
for assessment;6 data.for this item was gatheied from all three States.

The amount of emphasis given to this category as a roadblock to
change was not affected by the training program. Comparison of each
Experimental State with the Control State both before and after train-
ing revealed no differences between any of the States. And analysis of
each State through time (Fall to Spring) also indicated no significant
Change had occurred in emphasis given the role sense of SED missions
played as a roadblock to organizational change, .:

The test of proportions was also applied to this item in an effort
to answer the question, "Was awareness of this variable (independent
of emphasis) different:between the States, And did it change over time?".
Out of nine possible comparisons; two showed significant differences.
The first was between Experimental organization #2 (hereafter called E2)
and the Control State prior -CO training; more people in E2 were aware

5

We have indicated this-shift point by placing a plus (+) on the
schematic chart in the Appendix which depicts the relationships and
statistics associated with this variable. Cf. Appendix A, p.. v.

6
Cf. Appendix A, Ir.- Vi for schematic.

. . .



of this variable than was the case in the Control group. This dif-
ference between E2 and the Control was not present in the post-
training period.

In addition, when E2 was compared against itself for the two
time periods, the same significant change was found; this change was
one of reduced awareness of this variable as a roadblock in E2. In
the other Experimental State awareness remained the same over time and
remained similar to the Control group both before and after training.

The amount of emphasis placed on this variable as a roadblock to
change was not effected by the training; in one State (E2) training
had the effect of reducing awareness of the variable. (In this con-
text awareness simply means the number of people who provided data for
the research variable.)

Item #3, "How do you feel about the direction your organization
is moving?", was asked in all three States. No differences in satis-
faction with organization direction existed between Experimental State
#1 (hereafter called El) and the Control State.prior to training;
differences did exist, however, between E2 and the Control .State prior
to training; this difference was due to the Control State which reflect-
ed greater satisfaction with the organizational direction than did E2.7

Comparison of El and E2 for both pre-. and post-training periods
indicated greater satisfaction existed with the direction organization
El was moving than was the case in E2. In fact, these differences were
greater after training than before.8

Independent analysis of each of the three States showed no statis-
tically significant change between the Fall of 1970 and the Spring of
1971.

Since the maximum number of respondents (twelve top administra-
tors) was included in each of the points of time and comparisions, no
test of differences in awareness could be made.

Satisfaction with organizational direction was not effected by
the training program in El as compared to the Control State; in the
case of E2,.comparison with the Control State indicates relative satis-
faction with organizational direction decreased as a consequence. of

7

Cf. Appendix A, p. v for schematic.

8

The statistical difference between E2 and the Control waS .05
prior to training and .01 following training; the significance level
between El and E2 prior to training was .01 and .001 after..
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training. Differences between the-two Experimental States remained in
the same direction, (greater satisfaction in El than in E2) and grew
even greater as a consequ6nce of training.

Item 4: Fall, 1970 to Spring, 1971

Item #4, "The kinds of things I am doing will make a long term
contribution to education.", a questionnaire iFe17179 revealed no sig-
nificant differences existed between either El and the Control State
or E2 and the Control which could be attributed to either training
(represented by column F on-the previous tables) or differences be-
tween any combination of these States (represented by row F on the
previous tables). The degree to.which people in the States believed
they were doing things which would make a long term contribution to
education did not change when the pre- and liost-training periods are
compared (column F in the Tables); and, the relative strength of
belief between the States (row F in the tables) was not statistically
different in either Fall, 1970, or Spring, 1971.

Item 4: Fall, 1969 to Fall, 1970

Using the historical data which this item provided (Fall, 1969 to
Fall, 1970) indicates there were historical differences between the
three States. Analysis indicated that the States were different in
how much they, believed they were contributing to education but there
was no differential dhange through time. In short, El and the Control
start different and end different for this period. The same general
situation holds for E2 and the Control State. If the means (X) for
this set of comparisons is examined, a pattern of general increase in
belief in all three States for the period Fall, 1970, end Fall, 1971,
can be discerned. By the period, Fall, 1970, to Spring, 1971, this
trend had eliminated the statistical differences 'between the States.

Item 4: Spring, 1971 to Fall, 1971

The post-training period, Spring, 1971, to (conjectured) Fall,
1971, reveals no.significant differences between:the-Experimental
States and the Control State. .

9

Cf. Appendix A, p. x for graphs.



Item

DATA SUMMARY
DEFINITION OF THE MISSION OF THE ORGANIZATION

Fall, 1970--Spring, 1971

. Ty e of Data
Positivel No Negative 1

Effect Effect Effect ,

1 IMPACT OF TRAINING

CONTENT
Definition of the Institution's
Mission -

E2'

2 Sense of SED Mission
E
l'

E
2

3 Feelings about the direction the
organization-is moving

E
l'

QUESTIONNAIRE
4 The kinds of things I am doing will

make a long .temcontribution to
education.

E
l'

Training had no effect on the value given o defining the institu-
tion's mission, 'in fact, it reduced it'in State.E2. Considered as a
roadblock to change, the training again had nd efEett (positive or
negative) inlchanging the degree to which this was-a problem. The
tests for awareness, as reflected by the number of people who provided
data to the research category, showed no differences except that E2
became less aware of this variable as a roadblotk. This does not mean
emphasis changed in E2; it. only- means that significantly fewer people
mentioned it. Feelings of satisfaction with:the direction the organi-
zation was moving did not change as a result of training; initial dif-
ferences which existed prior to training in the two Experimental States
increased or intensified as a result of the training.

The questionnaire item which WaS focused on the degree people in
the organizations felt they were making a long term contribution to
education revealed a similar pattern; no training effects were manifest
in the pre- to posttraining period, and no differences between the
State held. Viewed historically, (Fall, 1969 to Fall, 1970) there
was a general trend in all three States to believe each was increasing
its contribution to education and this trend was such that differences
between the States were obliterated before the training was given.

Overall, we conclude that the training program had no effect on
attitudes about the value of defining the institution's mission, how
much of a roadblock its definition constituted to organizational
change, how satisfied people were with the direction their organization
was pursuing or how much of a contribution the respondents were making
to education.



Mobilization of Organizational Planninq

All of the material reported under this heading is drawn from the
semi-structured interviews.- And all of "the research categories_(eight
in total) are steps which the AMA identified as essential to effective
organizational planning. All of the itens are AMA training goals.

This data is, in addition, drawn only from the two Experimental
States in terms of how the top twelve administrators in each of the
respective States defined (1) what they exopected to obtain from the
AMA training and (2) what they said they dbtained from the training.
The Control State was not asked this question in the interviews. The
question is, "Did the training .change either the amount of emphasis
given to the planning steps and/or the number of people who became
aware of these various steps?".

Since the same interview question was used to produce the material
for all of the content categories, the range of scaling possibilities
(1 = no value to 7 = maximum value) was the sane for all categories
and the same States were always involved, this information is not re-
peated below each of.the categories.

1. Modify previously established objectives.
2. Identify and analyze alternative courses of action.
3. Determine priorities.
4. Define standards of performance for key administrators.
S. Specify task gompletion dates and action assitnments.
6. Assign responsibilities to subordinate units'.
7. Design a methodolOgy by which future performance may be

evaluated in relation to the performance specified in the
plan.

8. Produce and implement a long-range strategic plan.



Item 1 : Modify previously established objectives

Fall, 1970 Spring, 1971 :Fall, 1970 to Spring, 1971

E
1

& E
2 E & E E & E

1
E
2

& E
2

N

4

N

8 -

N

al

N
.

11 ,

N

4

N

11

N

8

N

11

_..

Kruskal-Wallis One-Way Anal sis of Variance

H= 0.029
Sig.= NS

H= 0.475
Sig.= NS

i H= 0.038
I Sig.= NS

H=-0.288
Sig.= NS

Item 2 Identify and analyze alternative cOurses
of action

Fall, 1970 S.ring, 1971 Fall 1970 to.S.ring 1971

E & E
1 2.

E & E
1,- 2 . El.., El., 1 .E2.& E2

N

6

N

6

, N

6

,

N

8

. N

6

F-:N

6

N

6

t

i N

1

i 8
1

Kruskal-Wallis One-Way Analysis of Variance

H= 1.256 H= 1.350 H= 0.519 H= 1.204
Sig.= NS Sig.= NS Sig.= NS Sig.= NS



1

Item 3 Determine Priorities

Fall, 1970 Spring, 1971 Fall, 1970 to Spring, 1971

E
1

& E
2

E
I

& E
2

,

E
1

& E
I

E
2

& E
2

N

5

I N

7

N ; N
!

10 1 9

N

5

N

10

N

7

N

9

Kruskal-Wallis One-Way Analysis of Variance

H= 0.949
Sig.= NS

H= 0.202
Sig.= NS

H= 6.615
Sig.=.05

H= 3.835
Sig.=.05

Item 4 Define standards of performance for
key administrators

Fall, 1970 Spring, 1971 i Fall, 1970 to Spring, 1971

El &*E2:.. El & E2 E/ & El E2 & E2

N

2

N-

i

N

9

N

5

N

2

N

9

N

2

N

5

-Kruskal-Wallis One-Way Analysis of Variance

H.= 0:600

Sig.= NS

:

I H= 0.360
Sig.= NS

:

i

I

i

H= 0.056
Sig.= NS

H= 0.150
Sig.= NS



Item 5 Specify task completiOn dates and
-action assignments

Fall 1970 Spring 1971 Fall 1970 to Spring, 1971 '

E
1

& E
2

E
1

& E
2

El & El
I

E2 & E2

N

1

N j

3

N

9

N

8

NIN
1

t

1

1 9

N

3

N

8

Kruskal-Wallis One-W y.Analysis of Variance
. I

1

H= 1.800 I H= 0.750 H= 0.273
I

H= 1.260
Sig.= NS Sig.= NS Sig.= NS . Sig.= NS

I

Item 6 Assign resPonsibilities to subordinate
units

Fall 1970 ,Spring, 1971 I Fall 1970 to Spring 1971

E
1

& E
2

E
1

& E
2

E & E
_

1 1
. E

2
& E

2

N

2

N

3

N

6

N

4

N

9

N

6

N

3

N
,

4

Kruskal-Wallis One-Way Analysis of Variance

H= 0.083
Sig.= NS

I

I H= 1.136
Sig.= NS

I

1 H= 1.361
Sig.= NS

H= 4.500
Sig.=.05
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Item 7 Design a methodology by which future
performance may be evaluated in relation
to the performance specified in the plan

Fall 1970 Spring 1971 -Fall 1970 to Spring 1971

E
1

& E
2

E
1

& E
2

El & El E
2

& E
2

N N

4 7

N r N
i

8 I

N

4

N

8

N N

7 7.7

Kruskal-Uallis One-Play Anal sis of Variance

H= 3.571 H= 2.815 H= 7.385 H= 7.800
Sig.= NS Sig.= NS Sig.=.01 Sig.=.01

Item 8 Produce and implement a long-range
strategic plan

Fall, 1970 ! Spring, 1971 I Fall, 1970 to Spring, 1971

E
I

& E
2

1 E
1

!&.P & E E
2

& E
2

N f N N. ! -N

!

N N... N

5 1 10 10 1 10 5 10 10 10

I

Kruskal-Wallis One-Way Analysis of Variance

H= 0.634 H= 0.321 H= 0.375 H= 5.491
Sig.= NS Sig.= NS Sig.= NS Sig.=.05

. . .



No significant changes occurred on .Item 1 or 2,10 either between
States or within particular States over the period Fall, 1970, to
Spring, 1971. Training \did not increase or decrease the emphasis
among the top twelve managers in the Experimental States with regard
to the value of modifying previously established dbjectives or identi-
fying and analyzing alternative courses of action.

Item 3, Determine priorities,11 decreased in value to the top
twelve administrators between the Fall and Spring. The two States, El
and E2 were not statistically different before or after training and
both States reflected significant change between the two time periods.
In both States, greater value was placed on determination of priorities
prior to training than was given after training.

Define standards of performance for key administrators, Item 4,
was not of different value to the two States either before or after
training. No dhanges occurred within the organizations over time.12

The same circumstances hold for Item 5, Specify task completion
dates and action assignments.13

The sixth item, Assign responsibilities to subordinates,14 was not
significantly different in the way it was regarded by the two States
either before or after training. Although one State, E2, did reflect
significant dhanges over time, this change was to decrease the emphasis
given to assigning responsibilities to. subordinates.

Both El and E2 were not statisticaIlr different prior to training
or after training in terns of Item 7, Design a methodology bx. which.
future performance may be evaluated in relation to the performance
specified in the p1aii71:5 However, both States reflected significant

10

Cf. Appendix A., p. xi for schematic of Item 1 and p. Xii for
Item 2.

11

12

Cf. Appendix A, p. xiii for schematic.

Cf. Appendix A, p. xiv for schematic.

13

Appendix A, p. xv.

14
Appendix A, p. xvi.

15
Appendix A, p. xvii.



dhange during the pre-.post- time interval. This change was to decrease
emphasis in this area; the amount of change was similar for both States
because there were no differences between the States after training.

The last item, Produce and implement a long-range strategic plan,16
dhanged in E2 between the pre- and post-training period. This change
was in a downward direction, less value was attribUted after training
than before. Nb differences existed between the Experimental States
either before or after training.

DATA SUMMARY
MOBILIZATION OF ORGANIZATIONAL PLANNING

Fall, 1970--Spring, 1971

Item

IMPACT-OF TRAINING .

Type of Data
Positive
Effect

No
Effect

Negative
Effect

CONTENT
1 Modify previously established

objectives
E
1'

E
2

.

2 Identify and analyze alternative
courses of action

E
l'

E
2

:

:

3 Determine priorities
E
l'

E
2

4 Define standards of performance
for key adminiStrators E

l'
E
2

5 Specify task completion dates and
action assignments EiE2

. 6 Assign responsibilities to sub-
ordinate units .;

El
.

E
2

7 Design a methodology.by. which future
performance may be evaluated in
relation to the performance speci-
fied in the _plan

E
l'

E
2

8 Produce and implement a long-
range strategic plan El E2

Analysis of these eight items (which constitute three-fourths of
the training goals) revealed that in no case were the two Experimental
States different from each other'either before or after training.
With four exceptions, no change occurred within the:States. In two
of these cases (Items 3 and 7) both States significantly decreased the
emphasis they gave to these areas and in the other two cases (Item 6
and 8), one of the States,decreased emphasis.

16

Appendix A, p. xviii.
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If the context from which these items were drawn is considered,
i.e., responses of the top twelve administrators to the first general
interview question, "What do you expect to obtain (obtained) from the
AMA training?", then it seems that with the exceptions indicated, they
obtained from the AMA what they expected to get.

These findings should, however, be interpreted with all of the
caution that is appropriate to a resarch design which does not provide
for the inclusion of at least one Control group.17

Operational Impact of Training on Organizational Planning

This section is basedentirely on questionnaire items administered
to all three States; these five items are designed to obtain perceptions
about how specific aspects of organizational planning are realized in
the organization. Since these items are related to on-going operations
they are not:directly'and. explicitly related to the AMA's training
goals but if.the conceptual step is taken from the goals to what pur-
suance of the goals would mean in organizational operations, these items
can be related.. How the research team defined this relationship will
be indicated in the comments following each item. Scaling of responses
will not be disCussed since this was explained earlier in.the text and
remained consistent throughout all of the questionnaire.

1. My organization's overall plan is operable.

This relates to two training goals: (1) established continuing
objectiyes.and planning procedures for long-range achievement
of the institution's mission and (2) produced and are imple-
menting a, long-range strategic plan. As we conceive it,
operability of the planning effort requires basic achievement
of both of the AMA goals.

2. The goals of this organization are articulated.

Determination of priorities, a goal of AMA's efforts, is seen
to be the basic factor to which this item is tied.

3. Our goals are realistic and attainable with our Vest efforts.

As above, this item is related to the degree to which organi-
zational priorities are operationally meaningful in the
organization.

4. My organization's policy statements are clear.

17

Cf. M.ethodology section, pp. 25.

72

83



The training goals of (1) defining standards of performance
for key administrators and (2) assigning responsibilities to
subordinate units, are partially addressed by this item.

s. my organization's performance standards are understood.

This item is related to the extent to which the AMA goal of
defining standards of performance for key administrators is
achieved.

All of the items in this analysis are drawn from the questionnaire
and therefore include three comparative time periods each, Fall, 1969,
to Fall, 1970, Fall, 1970, to Spring, 1971, and Spring, 1971,.to
(conjectured) Fall, 1971.
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Item 1: Fall, 1970§Rrlilg, 1971

Beginning, My .21:Ea,nizati overall plan is operable,18 we find

a set of relationships which hOlds for almost all of the items; this

relationship is that when El is compared to the Control State for this

time period (the immediate pre- and post-training period), El refledts

no significant effects oftraining and when E2 is compared to the...

Control State for this p eriod of time, significant training effects

are found. (This is found by examining the row F's on the previous

tables.)

El and the Control lore not statistically different from each

other (column F). In the case of E2, there was no significant dif-

ference between it and the Control State but there were training

effects; training had the effect of stabilizing the amount of emphasis

placed on this variable in organization E2. In the Control state

emphasis decreased. This can be seen in a comparison of the means

of this-item.

Item 1: Fall, 1969, to Fall, 1970

The condition of this.variable in the paSt is interesting; El

was different from the Control State (row F) and the amount of empha-

sis placed over time was different (column F)--E1 showed a marked

increase in emphasis over this time period while the Control State

showed only slight increase in; emphasis (based on a comparison of mean

cores). The same general condition as far as emphasis is concerned

holds for E2; however, E2 was not, independent of time, different

from the Control State, whereas El was.

Item 1: Spring, 1971, to.Fall, 1971

-For this period of time, 40 differences were expected to exist

between El and the Control State:either on the grounds of differential

change in the extent to which the organization's goals were articulated

or, holding time constant, the frequency with which goals would be

articulated. The analysis of differences between E2 and the Control

was similar but with regard to dhanging emphasis, there was an expressed

optimism in £2 that their organizational goals would be more articulat-

ed; this produced significant differences between these two States.

Item 2: Fall, 197012.1pring, 1971

Item 2, The goals of this organization are articulated,19 again

18

19
Appendix A, p. xx.



shows no difference in the period Fall, 1970, to Spring, 1971, in El
in relation to the Control which can be attributed to training. Bold-
ing the time period constant, analysis does indicate, however, that
these two States were significantly different from each other. Organi-
zation E2 when compared to the Control for the same time period, shows
both differences which are attributable to training and whidh are
attributable to differences between the States. The first of the dif-
ferences is more statistically significant than the second.

Item 2: Fall, 1969, to Fall, 1970

Looking to the past, significant differences existed between the
States on all possible grounds. Holding time constant, each Experi-
mental State was significantly different from the Control State (row F).
This is represented by the mean (Cf. previous table) of the Control
group which was higher than E2's mean. in the Fall, 1969, and was also
higher in the Fall, 1970. There was a greater increase or change'in
the extent to which E2 believed its goals were articulated than in the
Control State.

During the same period, all of the things said about E2 also held
for El in relation to the Control group_swith an even greater shift of
emphasis on the extent to which goals were articulated in El relative
to the Control State.

Item 2: Spring, 1971, to Fall, 1971

Analysis of expected future indicated there would be no significant
difference in emphasis on how integral the-role of planning would be in
the E2 to Control comparison and that the States, holding time constant
(row F) would not be different. ExperimeOtal State El when considered
in relation to the State which did not receive training showed a
greater tendency to believe their organizations goals would be articu-
lated in the future (column F), and the-States were significantly dif-
ferent from each other (row F).

Item 3: fall, 1970, to Spring, 1971 .

Item 3, Ovz goals are realistic and attainable with our best
efforts,20 reflected a pattern similar to the previous item. -State El
in relation to the Control State showed no effects of training and
these two States were different.from each other during the period Fall,
1970, to Spring, 1971. In the second comparison, E2 to Control, this
situation is.roversed with a significant-training effect present and
no differences.between States-when time is held constant.

Item 3: Fall, 1969, to Fall, 1970

20

Appendix A, p. xxi.
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Looking to the past, organization El showed no difference in
tendency to believe goals were realistic and attainable over tine; but,
this Experimental State and the Control were different in the extent
they believed this circumstance held in their organizations; the Con-
trol State indicated their goals were more realistic and attainable

.than they were believed to_be in the Experinlental State. Differences
between the States was even more significant in the E2 to Control com-
Parison and there was a significant tendency for golas to be perceived
as becoming more articulated and realistic in the Control than in E2.

Item 5: Spring, 1971, to Fall, 1971

Shifting to the future, we find no differences in trends between
El and Control (column F) and no differences holding time constant
(row F). In the E2 to Control comparison, a significant change in
enphasis was expected to occur in E2; there were no differences between
the States when time was held constant.

Item 4: Fall, 1970, to Spring, 1971

The next item, My organization's pliastatements arc clear,
showed no significant differences in the El comparison either over
time or holding time constant. In short, no differences between the
States and thus no effect of training. The E2 comparison indicated
significant differences which were attributable to training and were
produced by a positive effect in State E2; when time was held constant,
no differences existed between these States.

s

Item 4: Fall, 1969, to Fall, 1970

The'pa5t El and E2 comparisons both showed a significant difference
'in the'degree to which the Experimental organizations believed tIleir
organization's policy statements were clear. The tendency was for an
increase in this area relative.to the Control. No differences existed
between the States on both the El and E2 comparisons for this period.

Item 4: SDring, 1971, to Fall, 1971

The future, Spring, 1971, to Fall, 1971, comparison for El indica-
ted no differences in the va.t.iable over time or between the States. The
E2 analysis did reflect significant differences in that the Experiment6.1
State expected to have clearer policy statements in the future and the
Control expected them to stay about the same. The States, holding time
-constant, were not different.

Item 5: Fall, 1970, to Spring, 1971

Item 5, My organization's performance standards are-understood,
21

21
Appendix A, p. xxiii.
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showed no effects attributable .to training.in El for the Fall, 1970 to
Spring, 1971, period. The States were, however, different in that this
Experimental State perceived their performance standards as-more under-
stood than was the case in the Control State. State

2
evidenced

training effects and proved to be different from the Control. In this
case, however, the training effect was to reduce the extent to which
performance standards were understood. The differences between the
States was that the Control State perceived that their standards were
better understood than those of the Experimental State E2.

Item 5: Fall, 1969, to Fall, 1970

The Fall, 1969, to Fall, 1970 interim differences were found in
both the way the variable was.changing over time and the actual dif-
ferences between the States for all possible comparisons. For both of
the Experimental States, the tendency had been for performance standards
to become more understood over time; holding time constant, both of the
Experimental States described their performance standards as less well
understood than did the Control State.

Item 5: Spring, 19714 to.Fall, 19.71

The Spring to Fall, 1971, period revealed a different pattern. In
this case, there was no difference in the way the variable was expected
to,behave for El, andlE1:was not different from the Control in terms of
how clear, its performance.standards were. The-secoLd Experimental State,
£2, indicated that performance standards were expected to become more
understood, a very significant difference in relation to the Control
State, and the Experimental State and the Control were different from
each other in the extent to which performance standards were .understood;

. the Control State's understanding waS significantly greater than the
.Experimental State.

DATA SUMMARY
OPERATIONAL IMPACT OF TRAINING ON ORGANIZATIONAL PLANNING

Fall, 1970--Spring, 1971

Item Type of Data

IMPACT OF TRAINING
Positive

I
Effect

No 'Negative
Effect Effect

QUESTIONNAIRE
1 I My organization's overall plan is

operable E
2

.

E
I

2 The goals of this organization are
articulated

E
2

.

Our goals are realistic and attain-
able with our best efforts

.4 iy organization s policy-statements
_ _

are clear
5 My organization's performance

standards are understOod
El E2

93
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For the critical time period, Fall, 1970, to Spring, 1971, organi-
zation E

1
showed no effects of training on any of the five variables.

Three out of five times El was signifitahtly different from the Con-
trol State in terms of the extent to which the variable was achieved in
the organization. In general, El described the items as more consis-
tently operational than did the Control State.

For State E2, effects of training were present in all five cases.
This effect was not, however, straightforward. In four cases the
effect was positive and in one case it was negative. State E2 was not
significantly different from the Control three out of ftve times on
the extent these variables were operational in the organization.

In the one year period preceding the training efforts, Fall, 1969,
to Fall, 1970, State El showed, four out of five times, a greater
tendency for the variable to become more operational in the organization;
and, in relation to the Control State for this period; holding time
constant, organization El was different four out of five times from
the Control and in all four cases this: difference was because the ex-
tent to which the four variables'were seen as operational was lower in
the Experimental State.

Organization E2 showed a significant tendency for all five varia-
bles to become more operational over this time period than did the
Control. Holding time constant, on three out of the five items, E2 was
different from the Control, a difference caused by the fact the varia-
ble were rated lower in the ExperimentarState. In the future period,
Spring, 1971 to Fall, 1971, four out of five tines, Experimental State
El was no different from the Control in terms Of-change in the variables;
in one case there were differences which was due to the expectation
that in El goals of the organization would become more articulated than
the Control expected them to become. And, with the exception of this
same variable, there were no differences between the States on any of
the five variables. In the case of the single difference, this was
created by the Experimental State perceiving its goals to be more gen-,
erally articulated than the Control perceived its to be. The future
dimension in E2 showed, four out of five.Ltimes; significant differences
from the Control in the projected operationality of the variables; in
each of these four cases, the Experimental *State expected to make more
positive change than did the Control. Holding time constant, four out
of five times, the States were not different in the extent they believed
the variable was achieved in their organizations. In the one case of
differences, this was due to the Control being higher on the dimen-
sion than the Experimental State; this was item 5, "My organizations
performance standards are understood.".

In short, the data suggests that training had no effect in organi-
zation El as measured by the five items. In E2 there was a training
effect present for all items; in one case, the effect was negative, i.e.,
performance standards became less understood. Historically, both of
the Experimental-States showed a more marked tendency to-'6hange in a
positive direction.than,did the Control. Looking to the future (Spring,

83
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1971 to Fall, 1971) the expectations were a rather mixed pattern;
organization El expected to parallel the Control and organization E2
expected to change more than the Control but this change would not be
sufficient to bring it to as high a level of achievement as the Con-
trol.

Since we place most credence on the Fall, 1970, to Spring, 1971
comparison, we believe that the training had no effect in El and had
generally positive effect in E2 (the exception being the negative
behavior of one variable). Throughout the data,.E2 consistently was
at a lower level than either the Control or El (which suggests the
program was more effective because of greater need). In the Experi-
mental organization which showed less need, the program was not
effective in changing perceptions of how the organization functioned
along the five dimensions.

Credibility of The Planning Process

Here, we are interested in the question of how important organi-
zational planning is to the State Educational Agencies and what kind
of role the training program played in redefining this role. Four
categories from the content analysis and one item from the question-
naire will be used to explore this question.

Content categories are:

1. Establish credibility of planning.

Interview question: What do you expect t5 obtain (obtained)
from the AMA training?

Range of Scale (1)- no value to (7).maximum value
Possibilities:

States: Experimental States only

2. Role of planning: how integral
.

Interview queStion: What'is'ihe role. of planning in
the State's Schools?

Range of Scale
Possibilities:

States:

3. Role of planning:

Interview question:

Range of Scale
Possibilities:

running

(1) no value to (7) integral part

how much

and Control

is needed

Same as #2 above

(1) no valueshould not be used at all
to (7) everything rShcitild be planned'

95
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States: El, E2 and Control

4. Role of planning: emergence

Interview question: Same as #2 above
;*

Range of Scale
Possibilities:

States:

The questOnnaire item is:

(1) still not used to. (7) long standing
practice

El, E2 and Control

S. As I see it planning is.an integral part of running the
StaTeis Sthools.

s

9g5



Item 1 : Establish credibility of Olanning.

_
Fall, 1970 Spring, 1971 Fall, 1970 to Spring, 1971

,-

E & E E & E 1 E & E 'E & E
1 2 1 2 1 1 2 2

N
7 I

I N

8
N
8

N

11
N

7
N
8

N
8

N

11

Kruskal-Wallis One-Way Analysis of -Variance

11=1.209 H=0.615 11=0.753 11=0.493

Sig.=NS Sig.=NS Sig. =NS Sig.=NS
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The first of these items should be regarded with caution as to
its meaning due to the lack of a Control group and the consequent pro-
blem of validity of interpretation. Nevertheless, on Item 10 Estab-
lish credibility of planning, 22 there were no differences between the
States, El and E2, either befOre training or after training and no
change occurred which could be attributed to training. The program
did not effect the credibility of planning:

Item 2, Role of planning: how integral, 2 due to :the inclusion
of a Control group, provides a more solid-base to interpret effects.
Analysis of this item Showed that organization El was not significantly
different from the Control either be-fOre.Or after training and that no
change occurred due to training. Organization E2, unlike El, was dif-
ferent from the Control before but not after.-fraining and did show an
effect of training; the difference between the States which existed
before training was due-to more credibility being attributed to plan-
ning in the Control than.in the Experimental State; the training
effect was to increase.the credibility of planning in organization E2.

Comparison of El with E2 showed significant differences between
the two States before training, with greater credibility existing in
El; there were no differences after training.

Item 3, Role of .planning: how much needed,24 was .not,different
for either of the Experimental States in relation to the Control either
prior or after training and there were no training effects: The train-
ing program had no effect on the amount of planning that top adminis-
trators felt was-needed in the organization.

Item 4, Role of ,planning: emergence,25 showed almost the same
pattern as Item 3, with one exception. Organization E2 saw planning
as a more recent development in the organization'and.the Control said
it was more of a long standing practice. There were no effects
attributable to training for either of the Experimental States even
though this difference between E2 and Control was no longer present
in the post-training period. What thia.means is that the amount of
dhange that occurred in each of the organizationS was not sufficient
to produce a statistical difference but -as sufficient to eliminate
differences.

22

Appendix A, p. xiv.

23
Appendix A, p. xv.

24

Appendix A, p.

25
Appendix A, p. xxix.
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Item 5: Fall, 1970, to Spring, 1971

Item 5, a questionnaire item, As I see it planning is an integral
part of running the State's schooli726 revealed no dhange which can be
attributed to training in either of the experimental organizations. In
terns of the extent to which planning played an integral role, there
was a difference between each of the Experimental States and the Con-
trol. Organization El saw planning as more integral.than did the Con-
trol, and organization E2 saw planning as less integral than the Con-
trol.

Item 5: Fall, 1969, to Fall, 1970

Turning to the past, we find no significant differences in ten-
dency to emphasize planning in either El or E2 as compared to Control;
however, both of the Experimental Sta.tes were significantly different
from the Control during this period in the degree planning played an
integral rolp in the organizations.

Item 5: Spring, 1971, to Fall, 1971

Moving to the: anticipated future, we find-no differences between
the.States and no differences in expected emphasis over time.

DATA SUMMARY
CREDIBILITY OF THE PLANNING PROCESS

Fall, 1970--Spring, 1971

Item

I -IMPACT OF TRAINING

Type of Data
Positive
Effect

No
Effect

INegative
Effect

CONTENT
I Establish credibility of planning

1/ E2
2 Role of planning: how integral

E2 El

3 Role of planning how much is
needed :-. E1/ E

2

4 Role of planning: emergence
.. El, E2

QUESTIONNAIRE
5 As I see it, planning is an integral

part of running the State's schools
.

Credibility of organizational planning as viewed by top adminis-
trators was not-affected by the training program; the degree to which

26

Appendix A, p. xxxi.
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planning played an integral role increased in E2 as a result of train-
ing and was not effected by training in El. Training produced no
change in the amount of planning that was perceived to be needed by
top administrators in either of the Experimental States. And, except
for E2's perception that planning became an issue more recently than
was the case in the Control State, there were no differences among the
States either due to training or in terms of general belief as to when
Planning became a standard practice in the organization. This single
difference waS obliterated when analysis of the post-training data was
made; this suggests that the top administrators in E2 found that (based
on the AMA's definition of the parameters of planning) planning had
been an issue for as long as it had been in the Control State.

ReSearch Data: Section II

Role Relationships and Group Standards

The following sub-headings will be utilized: (1) Leadership
Climate, (2) Decision Making and (3) Management Team. The first two
are related to role relationships and the third is related to group
standards.

Leadership Climate

Data will be drawn from both interviews and questionnaires to
examine selected aspects of the leadership exercised in the organiza-
tions. The content analysis itens are:

1. Employee interpersonal skills .:,

Interview question: What are some of the roadblocks to
organizational dhange?

. Range of Scale (1) major roadblock/always stops change
Possibilities: to (7) weak roadblock/never stops change

States: El, E2 and Control

2. Attitude of boss toward AMA training

Interview question: What is the attitude of your boss
toward the AMA training?

Range of Scale W. no value to (7) maximum value
Possibilities:

States: El and E2
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The questionnaire items are:

3. MY manager makes it.clear he is committed to the success of
our projects. ,(ttei #30)

4. My manager encourages and supports innovation. (Item #14)

S. Based on information I have received from my boss, I know if
I am measuring la in my job. (Item 411)

6. Higher management's reactions to the prdblems that reach
them are fair. (Item #33)

7. Ay boss has expressed belief that the American Management
Association's training program will be helpful. (Item #43)
This item was not"contained in the questionnaire administered
to the Control State:-

:
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Item 2 : Attitude of boss toward AMA training program

I all, 1970 Spring 1970 Fall 1970 to Spring 1971,

& E
1

E & E
1 - 2

E & E
1 1

E & E
2 2

N
11

N .,.

12 . ._
i

I ` I N
12 j 12

N
11

N
12

N
12

N
12

Kruskal,Pallis One-ilay Andlysis of Variance

H=6.061

Sig.=.05

H=11.213 4=0..069
-,,

Sig.=.001 iSig.=NS

H=1.61

Sig.:41\1$
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One of the potential raodblocks to organizational change
is interpersonal skills; material on this area was produced by
Item 1.21 Statistical analysis of this item revealed that
organization Et-ind E2 were not different from the Control
State either before or after training, and that no changes
occurred in either, of the experimental States as a result of
training. The training program had no effect as far as this
Variable is concerned.

Item 2, the other content category, was developed from
responses to the question, "What is the attitude of your boss
toward the AMA training programT1. 28 knalysis indicated that
the two experimental States (the question was not asked in the
Control State) were different both before and after training;
.the training did not produce significant change's within either
6f the States. The differences both 'before and after were due
to-a more positive attitude in El thin in E2.

Item #3, "My manager makes it clear he is committed to the
success of our projects,"29 is'the first of five questionnaire
items included under this section.

Item 3: Fall, 1970, to Spring, 1971

. : During the iiMediate pre-post training period, organization
tl 'reflected significant change which can be attributed tO
training. In El the effect was to increase managers' commitment.
In organization E2 there was no change in the frequency with
which managers expressed commitment to the success of projects.
Both of the experimental States were different (independent of
time) from:the Control on the grounds of how much commitment was
expressed by managers. Managers in El expressed significantly
more commitment than the Control State's managers and managers in
E2 expressed significantly less-commitment.

Item 3: Fall, 1969, to Fall, 1970

In the year preceding training, the amount of commitment
expressed to projtcts did not change over time in either
:.organization El Or E2; however, the frequency with which
commitment was expressed was greater in El than in the Control
(independent of change on this variable); no difference existed
between E2 and the Control for this period on this basis.

Item 3: Spring, 1971, to Fall, 1971

The post-training analksis showed that both of the ex-
yeriMen:tal States were comparable to the Control when time.was
held constant but when viewed in terms of expected changes in
commitment, both of the experimental States were diffetent
from the Control. Both State El and E2 expected their managers
to express more commi'-ent to projects as-time passed. This
tendency was greater i.. El than E2.

27 Appendix A, p. xxxii
28 Appendix A, p. xxxiv
29 Appendix A, p. xxxv 112
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Item 4: Fall, 1970, to Spring, 101

Item 4, "W manager encourages and supports innovation,30
produced no effects attributable to training in E2 during the
pre- post-training period but did prciduce very significant-
effect's in El. Both of the StateS were significanly different
from the Control State in terms of the amount of encouragement
and support given to innDvation; support in these terms from
managers in El was greater than that given in the Control;
support in E2 was less than that given in the Control.

Iteth '4: Fall, 1969, to Fall, 1970

Moving to the year preceding training, we find that neither
El nor EZ showed a tendency for change to occur in the amount of
encouragement and support given to innovation and that independent
of changing emphasis and simply in amount of emphasis, organiza-
tion E2 was not different from the Control. However, organization
El was -significantly different from the Control in that El's
'manager? expreised more support.

Item 4: Spring, 1971, to Fall, 1971

An examination of the period following training indicated
organization El expected to achieve a very-significant increase
in amount'Of encouragement and support giv'en by managers to.
projects. Organization E2 reflected no anticipated change which
was significantly different from the Control. Holding time con-
stant and looking at the amount of emphasis given to the 'area,
there were no significant differences between either of the
Experimental States and the Control.

Item 5: Fall, 1970, to Spring, 1971

Item 5, "Based on information I have received from my boss, I
know if I am measuring up on my job,"31 showed no effect of training
in the case of El and a significant training effect in E2. This
latter effect was positive. In terms of the amount of job-
related feedback given by the boss, both Ei:and E2 were different
from the Control State. Organization El-was different in that
more feedback was given; in organization E2, less_feedback was
given.

Item 5: Fall, 1969, to Fall, 1970

Analysis of the past indicated that neither of the
experimental States were significantly different-from the contrOl
in the amount of feedback given. There was a-tendency in E2
to see managers giving more feedback as time.pasSed'which
was different from the situation in the Control. Organization
El was not changing in this regard in a manner different from
the Control.

30 Appendix A, p. xxxvi
31 Appendix A, p. xxxvii
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Item 5: Spring, 1971, to Fall, 1971

The future looked different to.both of the Experimental
'States than it, did to the Control. 'Both organization, El and
E2, expected managers to provide a higher volume of feedback on
job performance as the future unfolded. The amount of feedback,
independent of time, was significantly greater in El and
significantly less in E2 than in.the Control.

Item 6: Fall, 1970, to Spring, 1970

When "Higher management's reaction to the problems that
reach them are fair,"3z is assessed for the pre-post training
period, no effect of training was achieved in State El and in E2
there was a training effect; this effect was positive. E2
reflected a growing tendency to believe higher management's
reaclions were* fair than did the Control State. Neither El or
E2 were different from the Control in strength of belief that
top management's reactions were fair.

Item 6: Fall, 1969, to Fall, 1970

Turning to the past, there were no significant differences
between the Experimental States and the Control in the strength
of belief that management's reactions were fair=and, in the
case of El there was no tendency for change thA was different
from the Control. There was a significant tendency foi E2'to
move toward greater confidence in the reactions of top-management
than was true of the Control.

Item 6: Spring, 1970, to Fall, 1971

Looking toward the future, neither of the Experimental
States were different from the Control in strength.of belief in
top management's reactions and both of the Experitenta1:States
expected greater change in beliefs than the Control. This
change was to be one of increasing confidence in top management's
reactions.

Item 7: Fall, 1970, to Spring, 1971

The last item, "My boss has expressed belief that the
American Management Association's trining program will be help-

-- ful,"33 was not administered in the questionnaire given to the
control state. Therefore, interpretation of this item is
somewhat less straightforward. The analysis is limited to a
comparison of the two Experimental States.during the Fall, 1970,
to Spring, 1971, period. Analysis indicated that the
Experimental States were different in both the extent to which
positive attitudes were held toward the AMA by managers and the
amount of emphasis given.

32 Appendix A, p. xxxviii
33 Appendix A, p. xxxix
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The first difference was due to-a significantly greater
amount of belief being expressed by the managers of organization
El; the second difference was due to E2's managers increasing
the frequency with which they expressed positive attitudes toward
the training that had been received. Since El remained unchanged
and E2 did not, we interpret this to mean there was a training
effect in E2 and not in El.

Item

DATA SUMMARY

LEADERSHIP CLIMATE

Fall, 1970--Spring, 1971

IMPACT OF TRAINING

TYDe of Data
Positive
Effect

No Negative
Effect Effect

Content
. Employee interpersonal

skills
El E2

2. Attitude of boss toward
AMA trainir.g

- ___Jqueladmilaire
3. My manager makes it clear

he is committed to the
success of our projects. .

4..-.My manager encourages and
supports innovation.

E
1

E
2

5. Based on information I have
received from my boss, I
know if I ath imasuring up

,.

in my job. . ,

_
E
1

. Higher management!'s reac-
tions to the prObiems"that
reach them are fair.

B2 E
I

11

7. My boss has expressed
belief that the Ameridan
Management Association's
training program will be
helpful. -.

E
1

E
2

1445



Based on the content items, we found the training program
had no effect on attitudes of the top twelve administrators.in
either of the Experimental States toward (1) changing the extent
to which interpersonal skills were seen as a roadblock to change
or (2) the strength of positive belief these administrators had
toward the helpfulness of the AMA-program. The program had the
effect of increasing managerial commitment to the success of
projects in one of the States, El, aftd not in the:other. It
also had the effect of increasing encouragement and support for
innovation in El and produced no change in E2.

This last pattern was reversed on the item focused on feedback
about job performance; organization E2 showed a significant, positive
training effect--an increase in feedback--and organization El
showed no effects of the training. Similar effects were produced
with regard to belief that higher management's reactions were fair.
Experimental State E2 showed a significant tendency to increase
confidence in top management reaction; there was no change in
El. Analysis of the last questionnaire item indicated training
had the effect of increasing the extent managers of organi-
zation E2 felt the AMA program was helpful; no change occurred
in organization El.

In general, organization El placed greater emphasis on each
of the variables than did organization E2. In other words, one
organization was consistently higher on the measurements and
one was consistently lower.

Decision Making

Two questionnaire items and two content categories will
provide the data base for an analysis of decision making. The
content items are:

1. Involvement in decision making:

Interview question: How are major decisions made?

Range of scale possibilities: (1) no participation/
no discussion invited, to (7) maximum participation
throughout the SED.

States: El, E2, and control.

2. Quality of Decision Making

Interview question: Same as #1 above.

Range scale of possibilities: (1) never effective
to (7) highly effective.

States: El, E2, and Control.



"The questionnaire items are:

3. The people I work with participate appropriately in
setting the goals of our work. (Item #23)

4. I am appropriately involved in decisions affecting
my work. (Item #6)
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Analysis of Item 1.revealed the training program had no
effect on the extent top administrator's felt involved in major
organizational decisions;34 neither of the States, El or E2,
showed any change during the period Fall, 1970, to Spring,
1971. El was significantly different from the Control State
both in the Fall and the Spring; both times this difference
was due to administrators in El feeling more involved in
decisions than their counterparts in the Control. And, due
to the same reason, El was different from E2 in the post-
training period.

,Item 2, quality of decision making,3§1so showed no
effects that could be attributed to training in either of
the Experimental States. The program neither increased nor
decreased the perceived effectiveness of decision making fbr the .

top twelve administrators. There were statistical differences
between E2 and the Control in both the Fall and Spring; these
differences were generated because the Control State perceived
a higher quality of decision making than did organization E2.

Organizations El and E2 were significantly different in
the Spring of 1971; this difference was caused by managers in
El attributing greater effectiveness to their organizational
decisions than E29s managers attributed to theirs.

In short, the program had no effect on the quality or
effectiveness of decision making in the Experimental States.

Item 3: Fall, 1970, to Spring, 1971

Item 3, The people I work withyarticipate appropriately
in setting the goals of our workr36 for the immediate pre=post
training period, indicated Mixed effects. Training had the
effect of increasing participation in decision making in El
and had no effect in E2. Both of the Experimental organizations
were different from the Control in ihe amount of participation
that was available in the organization. There was greater
participation in El than in the Control State and less
participation in E2.

Item 3: Fall, 1969, to Fall, 1970

Ir the past, there was a trend for increasing participation
in decision making in organization E2 and no such trend in
El. Both of the Experimental States were different f:om the
Control. Organization El had more participation in decision
making than the Control and .,rganization E2 had less.

34 Appendix A, p. xl

35 Appendix A, p. xlii
36 Appendix A, p. xliv
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Item 3: Spring, 1971, to Fall 1971

Moving to.the future, we find that in El there is a
projected trend of greater involvement in decision making and
.there is no such trend in E2. There were no differences between
the Experimental.States and the Control during this projected
period as to.the amount of participation expected to exist
in the organization_

Item 4: Fall, 1970, to Spring, 1971

The last variable, I am appropriately involved in
decisions affecting my work,37 reflected the same relation-
ships as the previous item. There was a significant increase,
a training effect, in the way individuals were involved in
decisions in El; training had no effect in E2. Experimental
organization El was different from the Control in the amount
qf involvement individual's felt they had in decisions
affecting their work; greater invOlvement existed in the
Experimental States. Organization E2 was also different from
the Control; this difference was one of less involvement.

Item 4: Fall, 1969, to Fall 1970

During this period there was no change of either greater
or lesser.involvement present in either'El or E2. 'Organization
El allowed:significantly more individual participation in
decisions affecting jobs than the Control. No differences
existed between E2 and the Control.

Item 4: Spring, 1971, to Fall, 1971

Analysis of the expected future .revealed a pattern of
relationships exactly like the past. Only organization El
showed a projected greater involvement in decisions; 22 was
nc different from the Control in projected involvement and
when time was held:constant, neither El or E2 Were different
than the Control.

Summary of Findings

The following table portrays the several kinds of impacts
the training had on decision making in organizations El and E2.

37 Appendix A, p. xlv
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DATA SUMMARY

DECISION MAKING

Fall, 19707-Spring, 1971

IMPACT OF TRAINING

Positive No Megative
Item Ty,e of Data Effect Effect Effect

Content
1. Involvement in

decision making.
El E2

2 Quality of decision
making El E2

Questioririaire

3. The people I work with
participate appropriately
in setting the goals of
our work

El E2

4 I am appropriately involved
in decisions affecting
my work

El

Analysis of the interview material obtained from the top
twelve administrators showed no effect of training when it came
to involvement in major organizational decisions or effectiveness
of decisióri making. Analysis of the two questionnaire items
for the same period, Fall, 1970, to Spring, 1971, indicated
mixed training effects. Training increased the amount of
participation individuals believed others had in setting work
gsdeil.".---in--*-cirganization El and had no effect in E2. The last
questionnaire item reflected the same pattern. Training
increased the extent individuals in El felt they were approp-
riately involved in decisions affecting their work and had
no effect in E2.

1.24
113



Management Team

Six variables will be utilized, four content categories and
two questionnaire items. These variables are intended to provide
a general picture of team or group efforts within the organization
and are not keyed to a specific work unit. In other words, the
material from the.questionnaire will aggregate information about
a number of work groups in the organization; the content material
will address only the top twelve administrators' view.

The content categories are:

1. Promote cooperative teamwork

Interview question: What do you expect to obtain
(obtained) from *the AMA training?

Range of Scale (1) no value, to (7) maximum value
Possibilities:

States: El and E2

Amount of coo erative teamwork resent.

Interview question: What are some of the roadblocks
to organizational change?

Range of Scale (1) major roadblocks/always stops
Possibilities: change, td (7) ueak roadblock/

seldom stops change.

States: El, E2 and Control

3. Degree to which people in organization will support
change.

Interview question: Same as #2 above.

Range of Scale
Possibilities:

Same as #2 above.

States: El, E2, and Control

4. Organization reacts to problems-rather than anticipates
and deals with problems.

Interview question: Same as #2 above.

Range of Scale Same as #2 above.
Possibilities:

States: El, E2 and Control



Questionnaire items are:

5. My work group understands what we are trying to
achieve. (Itet #26)

6. My group works hard to achieve its goals. (Item 12)



Item Promote cooperative teamwork

Fall -±970-- !Spring 1971 'Fall 1970 to Sering 1971

E &E
1 2

E & E
2

El & El 1 E2 & E2

N

8

I N

7

N

11

N

10

N 1 N
i

8 111

N

7

N

110

Kruskal-Wallis One- ay Analysis of Variance
I

H= 1.477 1 H= 5.565 H= 0.015 H= 2.002
Sig.= NS Sig.=.05 Sig.= NS Sig.= NS
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Promote cOoperative teamwork,38 item 1, which was a content
category applied only to organization El and E2 showed no
significant_change. either.of_the.Experimental States for
the period Fall; 1970, t6 Spring, 1971. And there were no
differences between the States before training.. In the post-
training period, there was a difference between .E1 and E2;
this difference was due to the El group indicating the program
promoted cooperative teamwork more than did the group in -E2.
Since there was_no difference in either of the States between
what the top twelve expected to obtain in this area from the AMA
training and what they said they obtained, the program met
their expectations.

The secon4 content category, amoUnt of cooperative team
work present,3' one Of the roadblocks to organizational change
categories, showed no change in either El or E2 in relation to
the Control group.-And there were .no differences between the
Experimental states and the Control either before or after
training. In short, the training had no effect on the degree
to which it.was felt that lack of cooperative teamwork was a
roadblock'to organizational dhange.

The third content category, degree to which individuals in
the organization .kill support change,40 was not affected by the
training program. Neither of the Experimental States were
different from the Control prior to or after training;
awareness of this area as an issue was different in organi-
zation El than it was in E2. This difference was manifest
by more people being aware of this as.an issue in E2 prior
to training than was the case in El. There were no differences
in awareness following training._ Finally, the training program
had no effect bn-awareness in Eland had the effect of decreasing
awareness of this roadblock in E2.

The fourth item, organization:reacts to problems rather
than anticipates- and deal with problets ,41 also a category
under the general question of roddblotks to change, was not
affected by -the training program in either of the Experimental
States. Neither of the Experimental:States was different from
the Control State in amount of emphasis given to this area prior
to training; in the post-training period, the Control group placed
more emphasis on this as a problem than did El. Ths,re were no
differences between the Control and E2- in this regard.

xlvi38 Appendix A, p.
39 Appendix A, p. xlvii
40 Appendix A., p. xlix
41 Appendix A, p. ii
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Awareness of this area was significantly different among
the top administrators of E2 and the Control and between the
E2 and El during the pre-training period. Administrators in
E2 were generally less aware of this as a problem in E2
than wa5 the case in the Control State and were also more
aware than were the administrators in El. Following training
ther:: was no difference in awareness between any of the States.

Item 5: Fall, 1970, to Spring, 1971

Item 5, a questionnaire item, my work group understands
what we are trying to achieve,42 reflected no effects attributable
to training for either of the Experimental States during the
Fall, 1970, to Spring, 1971, time period. Both of the
Experimental States were different from the Control in the
amount of emphasis given to the item, however. Signikibantly
greater understanding existed in El than in the Controland.
significantly less understanding existed in E2 than in relatiop,
to the Control.

Item 5: Fall, 1969, to Fall, 1970

Analysis of the past showed that the Experimental States
were different from the Control in terms of both the amount
of change or tendency to change (column F's) and in terms of
empnasis placed on the variable in each of the States (row F's)-
Both of the Experimental States showed a_greater tendency for
-leople to believe that their work group understood what they
were trying to achieve than was the case in the Control State.
In tetms of emphasis placed on this area, the Control State
,indicated that greater understanding was achieved relative to
organizations El and E2.

Item 5: Spring, 1971, to Fall, 1971

The future period, Spring, 1971, to Fall, 1971, indicated
significant change Was expected to occur in organization El
relative-to, the Control group; this change was expected to
be in a positive direction, or, in' other words, to increase
understanding. Organization E2 did not show an expected rate
of change which was different than that expected in the
Control. And, in terms of amount of'e6phasis or achievement
of understanding in each State, there was a Significant
difference between El and the Control; this difference was
one of greater understanding in the experimental organization.
There were no significant differences betWeen E2 and the
Control group.

42 Appendix A, p. liii
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Item 6: Fall, 1970, to Spring, 1971

Item 6, my group works hard to achieve its*goals,43 showed
no effect of training in either of the Experimental States. In
terms of how hard the groups were described as working, there
were differences between both El and E2 in relation to the
Control. Organization El indicated its groups worked harder than
the Control did; E2's work group described itself as working
less hard than the Control group's description of itself.

Iteirt 6: Fall, 1969, to Fall 1970

The period Fall, 1969, to Fall, 1970, showed that El was
not different from the Control in the amount of change that .

occurred during the past; organization E2 was different from
the .COntrol; the-tendency to increase the extent to which the
ContrOi., s 4rganization's work groups*saw themelves working
harder...was greater-than in E2. Botli of the experimental States
ilere different from the Control in the overall degree to
which each emphasized how hard its groups worked. Both
Experimental organizations indicated that their groups did
not work as hard as did the groups in the Control State.

DATA SUMMARY

MANAGEMENT TEAM

.Fall, 1970, S:Iring, 1971

IMPACT OF TRAINING

Positive No Negative

Content
.

1. Promote cooperative
teamwork ,

.

El E2
2. Amount of Cooperative

teamwork present E E
1 2

3. .Degree to which people -.

in the organization will
support change

.

1 E2

4. Organization reacts to
problems rather than -
anticipates and deals
with _problems

El E2
..

Questionnaire
5. My work group understands

what we are trying to
achieve.

E
l

E
2

.

6. My group works hard to
achieve its goals. -El E2

43 Appendix A, p. liv
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On all four content categories--two related to cooperative
teamwork, one related to support for change, and the last to
problem orientation--there was no effect attributable to the
training program. In terms of the two questionnaire items,
there also was no effect of training on either the
frequency with which work groups understood what they
were trying to achieve or frequency with which they saw
themselves working hard to achieve their goals.
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OVERALL SUMMARY AND CONCLUSIONS

Before the overall implications and overall research
findings are portrayed, a summary review and discussion of the
general design of the training program will be provided.
These considerations form the basis for overall interpretation
of the data and are the context to which the research findings
are keyed. Brief comments will be made here about two areas:
(1) the staging of the program and (2) the way the program was
conducted. Events which occured as the program was implemented
and have a bearing on the research findings will be discussed
when the data is interpreted.

Staging of the Program

We define the term staging as the different program
components, wtto they were administered to an when they were
administered.'

We discussed each of the three programs, the Manage-
ment Course for Presidents (hereafter MCP), the Top Manage-
ment Briefing (hereafter TMB) and the Educational Planning
Process (hereafter EPP). Generally speaking, the format of
the MCP was similar in design and content to the TMB. Both
programs were oriented to professionalizing management and
organizational planning. The first of these was attended only
by the State Superintendent and the second was attended by the
top twenty-four administrators (including the Superintendent)
from the State Educational Agency.2 The third program, the
EPP, was attended by organizational families: a group.cbmposed
61organizational superiors and subordinates who work together
regularly. The first group of twelve top administrators who
attemded the program were the State Superintendent and his
immediate organizational subordinates; the second group was
led by the person identified as having chief responsibility
for delivery of program services to the Locd1 Educational
Agencies.

. All the people in the first group attended the TMB
prior to the EPP program and a large proportion of the second
group also had attended the TMB prior to undertaking the EPP.

1 Cf., Chart on p. 3
2 Only the Superintendent from Organization

E2 attended the MCP. Cf., p. 7
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Top Management Briefing and Educational Planning Process:
Change Strategies

Earlier in the text, three types of attitude change were
discussedcompliance, identification, and internalization.
Attitude change based on compliance involves doing or saying
what one is expected to say when a particular situation is
presented. Like compliance, attitude change based on
identification also requires an external stimulus before
the acquired attitude is acquired by the person; this is
normally related to exposure to a person whose social role,
behavior, or mannerisms are attractive. The third type of
change is internalization; unlike the other two, attitudinal
change which involves internalization is incorporated into
the person's value structure and does not depend upon external
support for activation.

The way the input of the training was controlled has an .

important bearing upon the type of change which will be-likely
to occur. Analysis of the MCP and the TMB indicated considerable
similarity of design. Since the first of these was only
attended by the Superintendent, we will -Cum to the second
program and point out the way the learning process was
expected to occur within the formal program operating time.
The matrix developed to provide this data indicates that for
approximately 80% of the program time the training input was
controlled by the AMA lecturer who was sharing concepts,
experience, etc., with the trainees. Approximately 12.6%
of the program was devoted to general discussion3 and 7.4%
was allocated to small group discussion.4 Input in the
general discussions was controlled by both the AMA reR-
resentative who led the discussions and the trainees.'

Since both change based on compliance and change
based on identification are tied to external factors and
since the largest proportion of the program time was allotted
to lectures, the primary vehicle for attitudinal change was-
the compliance and identification of the trainees-with the
concepts, experiences, and values of the lecturers.

This strategy depends quite heavily upon the quality of
the information which was inputed tp the client and the way
the lecturer made his presentation.' This general process has
been called an informational method of change.

3 Considered solely from the standpoint of amount of time each
person could possibly interact with the.trainer in a iituation

where all program,participants are present, the amount of "air
time" available to each person is.considerable less than is the
case in small group discussions.
4 Cf. p. 9.
5 It is the opinion of the field researcher that the lectures
were, almost without exception, extremely, well-executed
professional presentations.
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Techniques relying primarily upon information giving
are effective in ambiguous situations, wherg lack of information
is the obstacle to appropriate performance.'

. The second major program experience was the Educational
Planning Process. The change strategy employed in this program
was somewhat different frowi the TMB. Unlike the previous
program, where the input was almost entirely controlled by
sources external to the trainee, the :EPP design involved a
mutuality of input contro1.7

The boundaries of legitimate discourse within this 'program
was controlled by the AMA through its several steps in
organizational planning and definitions and actions which
were given to these steps. Input within these boundaries was
a function of the client group and the particular problems and
prospects their organization faced. The role of the trainer
was to clarify the boundries of legitimate discourse, keep
the clielyt group oriented to the problem of organizational
planning, insure that each,of the steps in the planning process
were accomplished as fully as possible, and attempt to maximize
the extent to which interpersonal discourse remained at the
level of rational.dialogue and exchange of opinion.

Given this design, the primary processes of attitudinal
change wauld again be compliance and identification. These
processes are defined somewhat differently in this context
than they were in the TMB. Compliance is tied to the fact
that the boundries of discourse were defined.by the AMA's
conceptualization of effective organizational planning.
Identification processes were evoked through the interaction
of the nembers of the client group with each other. Changed
attitudes,which are a result of this interaction can be expected
to be forthcoming whenever the role relationships upon which
the identification is based are present.2

6 Daniel Katz and Robert Kahn, The Social Psychology of-
Organizations (New York: John Wiley, 1966), p. 393
7 Cf., pp 14-15
8 Since the role of trainers (as perceived by the field
researcher who observed segments of all but one of the EPP
programs, given to top administrators from the State Educational
Agency) was-not ohe which focused 'on the process level of the
group's behavior, change through internalization is not con-
sidered to be a direct intention of the training design. Each
of the State Offices had a different trainer and each trainer's
style or way of interviewing was somewhat different. Neither
-of the trainers overtly, drew attention to embtional factors
which were affecting the group's behavior and both kept their
interventions to improving the quality of.logical discourse
when the group began to -falter. Attention was focused only on
the logic of discourse and the emotions which supported the dis-
course were not nttended to. Since the possibility of internal-
ization is optimized when both.logical-discourse and emotions are
considered, we do not believe internalization is likely to be
a major source of attitude change during the TMB.



Since all of the participants in each of the EPP
Programs were members of a specific organizational "family,"
an intact group-as defined by the formal organization and
composed of organizational superiors and his subordinates,
changed attitudes are-likely to be frequently evoked in
the organization.

This prograii s alsO the recipient of whatever change
occured in the TMB. Because of these considerations and
because the program was based on two one week training sessions
separated by a significant amount of time during which the
partibipants returned to their organization to continue
pursuing events and processes initiated by the first week of
training, we cansider this to be the ,most potent force for
organizational change. This force is composed of two
elements: 1) individual awareaess/knowledge, an4 2) role
relationships and group standards.

.

Overall Summary and Interpretation. of Findings

Following the pattern of the two general headings in
the text, we will begin with a discussion of the variable's
included under the heading Organizational Planning,Process.

--The heading contained 4 sub-headings and a-total,of twenty-
two research variables.

, .

9. Cf. p. 35.
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SUMMARY OF RESEARCH FINDINGS

ORGANIZATIONAL PLANNING PROCESS

Fall, 1970-Spring, 1971

pEFINITION OF THE MISSION OF IMPACT OF TRAINING
piE ORGANIZATION osittre No Negative

fe&t Effect EffectlItem Type of Data
Content

1 . Definition of:the
.

1 Institution's Mission
12.Sense of SED Mission E1 E2
3. Feelings about the direc-

tion the organization is
moving.

El E2

Questionnaire
4. The kinds of things I

am doing will make a
long term contribution
to-education.

El E2

.

MOBILIZATION OF ORGANIZATION-
. AL PLANNING

Content
1. Modify previously

established objectives.
E1 E2

2.Identify and analyze
alternative courses of
action.

El E2
.

3. Determine priorities El E2
4. Define standards of

performance for key
administrators.

El E2

5. Specify task completion
dates and action
assignments.

El E2

--6. Assign responsibilities
to subordinate units El E2

7. Design a methodology by
which future performance
may be evaluated in
relation to the perfor-
mance specified in the
plan.

El E2

8. Produce and implement
a long-range strategic
plan

E
1

E2
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ORGANIZATIONAL PLANNING PROCESS (CON.)

Fall, 1970--Spring,1971

OPERATIONAL LAPACT OF
TRAINING ON ORGANIZATIONAL

IMPACT OF TRAINING

PLANNING Positive
Effect

No
Effect

Negative
HfectItem Type Of-Data

Content
. My organization's over-
all plan is operable. E2 El

. The goals of this
organization are E2
articulated:

.

El

. Our goals are'realistic
and attainable with our E2
best efforts.

El
-:

4. My organization's policy
statements are clear. E

S.- Ikly organization's per-

formance standards 2re '-
understood

E
. 1

:

E
2

CREDIBILITY OF THE PLANNING
_' -.

PROCESS
Content

. Establish credibility'
of planning El E2

. Role of Planning: How
Integral El

3. Role of Plannine:-How much
is.needed / El E2

:

,

4. Role of Planning:
Emergence - El E2

Questionnaire
S. As I see it, planning-is .

an integral part of --'

running the State s
schools.

E1 ..E2

.
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The first two sub-headings, Definition of the Mission of
the Organization and Mobilization of ORganizational Planning
which are based entirely on variables related to the AMA training
goals revealed no significant changes in either organization
El or E2 which could be described as a positive effect. of
training. And, there were seven cases of negative effects;
that is, the amount of emphasis given to certain variables
decreased significantly as a result of training.

All of this data is taken from the reactions of the
top twelve administrators to the question of what they
expected to obtain from the training and what they said
they obtained from the training. This data sUggests the
training program was more or less what the top administrators
expected to get and had, at the minimum, no effect on
increasing their positive orientation to the various steps
in organizational planning.

The third sub-heading, which was based entirely on
questionnaire item, provided a different set of effects.
This data indicated the training program had positive effects
in four specific areas in organization E2 and had no effect in El.
In one case, training reduced the extent members or.organization
E2 understood performance standards.

What this indicates is that the operational impact of
the training was significant in one of the States and not in-
the other. The State in which this was the case was also the
State which experienced a different form of the EPP program;
it received three weeks of training instead of-two. There
were two intersession periods; the participants returned to
their organization between the first and second week and
between the second and third week of training.

In other words, because the top twelve administrators
who were engaged in the EPP program returned to their
organizations twice for extended periods of time between the
training sessions,.this had the effect of creating 'a greater
level of awareness among the population of people who responded
to the questionnaire. This awareness was produced because of
two factors: 1) the people who went through this special form
of the EPP were the key or top level administrators and there-
fore more of a visible role model and because of these inter-
session periods enabled this set of administrators greater
opportunity to discuss issues and problems which were a product
of the training with people with whom they had "good communi-
cations."

Since the other organization did not experience the
program in this manner, we have an example of the effects of
two different training designs. One which did not promote
change in attitudes and one which did.



Finally, with one exception the program had no effect on
the credibility of organizational planning in either of the
two States. This is collaborated by both forms of
measurement utilized in the research.

Turning to the second expected impact area, Role
Relationships and Group Standards, we find a generally mixed
pattern of effects with seven positive training effects out of
a possible 34 opportunities (17 for each State). Five of
these positive effects occurred in Experimental State E2
which, as was pointed out, went through a somewhat different
training program.



SUMMARY OF RESEARCH FINDINGS

ROLE RELATIONSHIPS AND GROUP STANDARDS :

Fall, 1970--Spring, 1971

'LEADERSHIP CLIMATE
....

IMPACT OF TRAINING
[Item Type of Data . Positive No

Effect
Negative
EffectContent . Effect

1.Employee interpersonal
skills . .

El E2
.

2 Attitude of boss toward
AMA training. El E2

.

Questionnaire
3. My manager makes it clear

he is committed to the
success of our projects.

El E2

4. My manager encourages
and supports innovation El E2

5. Based on information I
have received from my
boss, I know if I am
measuring up in my job.

E2 El

6. Higher management's
reactions to the problems
that reach them are fair.

E2 El

7. My boss has expressed
belief that the American
Management Association's
training program will be
helpful.

El E2

DECISION MAKING
Content

1. Involvement in decision
makin: El E2

2. Quality of decision making El E2
Questionnaire

3. The people I wovk with
participate appripriately
in setting the goals of
our work.

El E2

14 I am appropriately
involved in decisions
affecting my work.

El E2



ROLE RELATIONSHIPS AND GROUP STANDARDS (CON.

Fall, 1970--Spring, 1971

MANAGEMENT TEAM IMPACT OF TRAINING
Item Type of Data Positive No

Effect
I Negative

,

' EffectContent Effect
1. Promote cooperative

teamwork El E2

2. Amount of cooperative
teamwork present. 1 El E2

3. Degree to which people in
the organization will
support change. . .

,

El E2

.

4 Organization reacts to
problems rather than
anticipates and deals
with prOblems.

._

El E2

Questionnaire .

5. My work group understands.
what we are trying to
achieve. .

El E2
.

-

6. My group works hard to
I achieve its goals. EI:E2

;



Since the program had only a positive effect on one of
the variables measured in organization El, we conclude that
the training'program had very little-effect in this particular
State. In the case of the second State, E2, the. program had
a more significant effect on the attitudes of organizational
members.

Viewed framah overall.perspective and in .terms of the
areas which were nieasured by:this evaluation effort, the -

experimental program, "Adapting and Testing Busihess Management
Development Programs for Educational Administrators," seems to
have had no significant effect on. the attitudes of the top

, .

twelve administrators in the Experimental States toward either
the various steps in the planning or the credibility of
organizational planning. It did have an almost completely
positive effect in organization E2 in changing the quesionnaire
populations' perception of the operability of the organization's
overall-pfan, its goals, and policy statiMents:

No effect of training occured in these ire'as in
organization El.

The program produced significant change in the area of role
relationships and group standards in organization E2 on five out
of the 17 variables in the other. Experimental State.

This difference in general impact-in the two States can
be attributed to the two different training designs which were
utilized and the general levels of organizational functioning
described by the measurement scales. Organization E2 began the
program with a lower level of self-described functioning on
almost all of the measurement variables than did El. Thus the
potential for change was greater in El than in E2.

Overall, we conclude that the effect of training during
the first year of evaluation was very limited in Experimental
State El and limited in Expirimental State E2.

Final overall assessment of the efficacy of this program
will be made when the second year of evaluation is completed;
findings from both years will be integrated into an overall
appraisal and will incorporate both attitudinil change and
changes in organizational output. This second report will,
in a very real sense, provide the full assessment of the
impact of the program.
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Variable 40 Roadblock: Sense of State Educational Agency Mission

Fall, 1970 Sample
Size (N)

Kruskal-riallis One-Way Binomial Test of
Analysis of Variance Proportions

Experiment #1

&
Control

5 H = 0.000 Z = -1.37

2 Signif.= NS Signif.= NS

Experiment #2
&

Control

9 H = 0.056 Z = -3.50

2 Signif.= NS
0

Signif.= .01

. Experiment #1
&

Experiment #2

5 H = 0.160 Z = 1.73

9 Signif.= NS Signif.= NS

Spring, 1971

111111111111111111.1111.1M
6

IIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIIII

H = 0.017
2 1!.....A....30

Signif.= NS

Experiment #1
&

Control 3 Signif.s NS

Experiment #2
&

Control

4 - H = 0.125 2 = -0 44

3 Signif.= NS Signif.= NS

Experiment #1
&

Experiment #2

6 H = 0.102 Z =

.......4..._.
Signif.= NS Signif.= NS

Fall, 1970 to
Spring, 1971

Experiment #1

&
Experiment #1

5 H = 0.075 Z = 0.40

6 Signif.= NS Signif.= NS

Experiment #2
&

Experiment #2

9 H = 0.095 Z =

4 Signif.= NS Signif.= :05

Control .

&
Control

2 0.333 Z = 0.50

3
153

Signif.=_,45 Signif.= NS

_-1-r--



CONTENT ANALYSIS DATA

Variable 51 : How do you feel about the direction this or anization I m vi

Exp . #I.

(Hit 0.187 :Sig= NS )
(Zit 0.00 :Sig=

1

Control
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(H= 0.213 :S1 i= NS) Exp.#1

15------------

zz-- 0.00 :Sig= NS )

I...... 0.520 :Si NS

0.00 :ig NS
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(ZD77F.:Sig NS )

Control _

Sxp. #2
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(Zc_AWHI2Sigzlia.)

Control

Spring, 171

Exp.#2

(H= 9.187 :Sig= .01 )
(Zs, 0.00 :Sign NS )

Control

Exp . #1

(2= 0.00 :Sig= NS )

Exp. # 2

Fall, '70

.4

ritE.71

0.00 :Sig' NS

154

Exp.#1
;

L

7

(Ha 12.60&Sigai, .001 ) I

(zat 0.00 :Sig= NS )

Exp.#2
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si ; Huw do you ieel about the direction this organization is moving?

I Fall, 1970
;

1

Sample
Size (N)

1 Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Experiment #1
&

Control

12 H = 0.188 0.00

12 Signif.= NS Signif.= NS

Experiment #2

Control

12 H = 6.308 Z

12 Signif.= .05 Signif.= NS

Experiment #1
$

, Experiment #2

12 H = 7.680 Z = von

12 Signif.= .01 Signif.= NS

Spring, 1971

Experiment *1

&

Control

.....12._

12

H = 0.041

Signif.= NS

Z = 0.0Q

Signif.= NS

Experiment *2
6

Control

12 H = 9.188 Z

12 Signif.= .01 Signif.= NS

Experiment #1
&

Experiment #2

12 H =12.608 Z = 0.00

12 Signif.= .001 signif.= . NS

Fall, 1970 to
Spring, 1971

Experiment #1

&
Experiment #1

12 H = 0.213 Z = n nn

12 Signif.= NS Signif.= NS

Experiment #2
$

Experiment #2

12 H = 0.120 Z a 0_00

12 Signif.= NS -Signif. =
,

.NS

Control .

&
Control

12 H -0.521 Z it 0.00

12 Signif. ir Ns Signif.= NS
;

_...



Questionnaire Data

Variable # 29 : The kinds of things I am doing will make a long run contribution to educ

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4.

3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
-1.4

1.2
1.0

^
..

1..0
f16.8

1
16.0

6.2 L I

6.4

2, C
71

5.6
5.4.2

5.0 1

14.8\
..,r.. ;

.2 -1
14.0
3.8 7--'I

3.6 /

.4
3.2 7-
3,0 j

8
12.6

12.4

12.2

12.0

11.8 ri

1.4
a t -)

Experiment (#1)
Experiment (#2).
Control (C).
Total

TWO-WAY Anal.
of Variance

Fall 6b Fall '70

N X SD

39 4.872 1.657
60 5.100 1.337

-63- 5.353 1.494
164

5.436
5.467
5.697

SD

1.553
1.214
1.301

73
51
61

185

5.630
5.196
5.393

SD N x
1.339 73 5.753
1.233 52 5.558
1.159 61 5.557

186

SD

1.299
1.074
1.148

Experiment 01 W/
1Control State

Experiment 42 W/
Control State

3-083 NS 0 005
4.595 .05 14096
2.036 NS 1.785
4.377 .05 3.217

156

Signif.

NS 212003 34IS

NS (1,882, NS

NS 0.407 NS
NS 2.894 NS
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CONTENT ANALYSIS DATA

Variable 2 : Modify previously established objeCtives

Exp.#1

'SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall '70

qH=0.038 :Sig= NS )

(Z= :Sig= )

Spring; '71

Ev.#1
0.00 Ns

(1= 0.029:Sig= NS ) (H=0.475 :Sig, NS )

- 0.00:Sig= gg ) (Z= 0.00 :Sig= NS )

Exp.02 H=0.288 :Si. NS Exp.#2
(Z= 0.00 :Sig NS

FALL, 1970 Sample
Size N

Kruskal-Wallis One-Way
Anal sis of Variance

Binomial Test of
pr. .ortIons

Experiment #1
i &
; Experiment #2

f

4 H = 0.029 Z = 0.00

8 Signif.= NS Signif.= NS

t

I SPRING, 1971

Experiment #1

&
Experiment #2

H = 0.475 Z = 0.00

Signif.= NS Signif.= NS

FALL, 1970 to
SPRING, 1971

Experiment #1
&

Experiment #1

4 H = 0.038 Z = 0.00

11 Signif.F NS Signif. NS

Experiment #2

&
'Experiment #2
1

8 H = 0.288 Z = 0.00

11 Signif.= 70-
-

Signif.-= NS



CONTENT ANALYSIS DATA

Variable 3 : Identify and Analyze Alternative Courses of Action

Exp.#1

(H=1.1.256_:Sig= NS )
(2= 0.00 :Sig= NS )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Spring, '71

(H=Q,slg :Sig= NS )
(Z= 0.00 :Sig= NS )

Hz 1.204:Si NS
(Z= 0.00 :Sig= NS

Exp.#1

05m1.350 :Sig= NS
(Z= 0.00 :Sig= NS

Exp.#2

FALL, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Experiment #1
&

I Experiment #2

A H = 1.256 Z = 0.00

6 Signif.= NS Signif.= NS

SPRING, 1971

L

-

Experiment #1

&
Experiment #2

6 H = 1.350 Z =QA2

Signif.= NS8 Signif.= NS

FALL, 1970 to
SPRING, 1971

Experiment #1
&

Experiment *1

6 H = 0.519 2 0.00

6 Signif.= NS Signif.= NS

Experiment #2
&

#2
,

6 H = 1.204 Z 7__a.an

Signif.= NS8 Signif.= NS
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CONTENT ANALYSIS DATA

Variable 4 : Determine Priorities

Exp.#1

.0.1111110

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring, '71

(H=6.615 :Sig=.05 )

(Z= 0.00 :Sig= NS ) (2)

Exp.#1

(H=0.949 :Sig= NS ) (H=0.202 :sig= NS )

_(Z= 0.60 :Sig= NS ) (Z= 0.00 :Sig= NS )

Exp.#2 (H= 3.835 :s .os
(z=0.0o :Sig= NS

Exp.#2

,

I FALL, 1970 Sample
Size (N)

Kruskal=Wallis One-Way
Analysis of Variance

Binomial Test of
1 PrIportions

Z = 0.00' Experiment #1

1 &
Experiment #2

5 H = 0.949

7 Signif.= NS Signif.= NS
_

i SPRING, 1971
I

Experiment #1

Experiment #2

10 H = 0.202 Z = 0.00

9 Signif.= NS Signif.= NS

..

FALL, 1970 to
SPRING, 1971

Experiment #1

&
Experiment #1

s H = 6.615 Z =, 0.00

10 Signif.= .01 Signif.= NS

Experiment #2
&

Experiment #2

7 H = 3.835 Z ()loci-

s Signif.= ,95, Signif.= NS

1 Ch



CONTENT ANALYSIS DATA

Variable 5 : Define Standards of Performance for Key Administrators

Exp.#1

(H=0.600 :Sig= NS )

(Z= 0.00 :Sig= NS )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring, '71

Exp.#1

mm0.360 :Sig= NS
(Z= 0.00 :Sig= NS )

Exp.#2

FALL, 1970 Sample
Size fN)

Kruskal-Nallis One-Way
Analysis of Variance

Binonial Test of
Proportions

IExperiment #1

IExperinent #2

;

2 H = 0.600 Z = Q.00

2 Signif.= NS Signif.= NS

I........

1 SPRING, 1971
I

,

Experiment #1

&
Experinent #2

2 H = 0.360 Z = 0.Q0
.........

5 Signif.= NS Signif.= NS

FALL, 1970 to
SPRING, 1971

Experiment #1
&

Experiment #1

2 H = 0.056 Z = 0.00

9 Signif.= NS Signif.= NS

Experiment #2

&
Experiment #2

H m 08150 Z = 0.00

5 Signif.= mc Signif.= NS
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-17 Variable

Exp.#1

CONTENT ANALYSIS DATA

6 : Specify Task Completion Dates and Action Assignments

(T=1.800 :Sig= NS )

(Z= 0.00 :Sig= NS )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70

(H=0.273 :Sig= NS )

(Z= 0.00 :Sig= NS )

Spring, ' 1

Exp.#1

(R=0.750 :Sig= NS )

(Z= 0.00 :Sig= NS )

Exp.#2

IFALL, 1970

.

Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

IExperiment #1
1 &
/ Experiment #2

........1.__

3

H = 1.800 Z = 0.00

Signif.= NS Signif.= NS

1

SPRING, 1971
1

Experiment #1

&
Experiment *2

9 H = 0.750 Z =

Signif.=

0.00

NS8 Signif.= NS

FALL, 1970 to
SPRING, 1971

Experiment #1
&

Experiment #1

I

1 H = 0.273 z --.aaao

1 9 Signif.= NS Signif.= NS

[Experiment #2
&

Experiment #2

1

3 H = 1.260 Z = 0.00

a Signif.= iki Signif.= NS

Age-.4
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CONTENT ANALYSIS DATA

Variable 7 : Assign Responsibilities to Subordinate Units

Exp.#1

(-1=0.083:Sig= NS )
(z= cf_on :Sig= NS )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring, '71

(Z= 0.00 :Sig= NS ) (-1

Exp.#1

TI

TI

TI

(H=1.136 :Sig= NS )]
(Z= 0.00 :Sig=

Exp.#2

FALL, 1970

4

Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Z = 0.00

r

!

! Experiment #1

i

&
1 Experiment #2

J

2 H = 0.083

.

3 Signif.= NS Signif.= NS

i

1 SPRING, 1971

Experiment #1
&

Experiment #2

6 H = 1.136 Z = 0.00 ,

4 Signif.= NS Signif.= NS

I

!FALL, 1970 to
I SPRING, 1971

Experiment #1
&

1 ExDeriment #1

1
2 H = 1.361 Z 11D.aa

6 Signif.= NS Signif.= NS

'Experiment #2

1

&
1 Experiment #2

!

3 H = 4.50Q Z = 0.00

4 Signif.= .05 Signif,= NS

II A- Airli
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CONTENT ANALYSIS DATA

Variable 8 : Design A Methodology by which Future Performance May Be Evaluated
In Rolation to the Performance Speci le in e lan.

Exp.#1

(H= 3.571 :Sig= NS j
-f2= 0.00 :Sig= NS )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring, '71

Exp.#1

(H=2.815 :Sig= NS )

(Z= 0.00 :Sig= NS )

Exp.#2

FALL, 1970 Sample
Size N

Kruskal-Wallis One-Way
Anal sis of Variance

Binomial Test of
Pro.ortions

Experiment *1

1
&

i Experiment #2

4 HI= 3.571 Z = 0.00

7 Signif.= NS Signif.= NS

SPRING, 1971

Experiment #1
&

Experiment *2

8 H = 2.815 Z 0_0Q

7 signif.= NS Signif.= NS

FALL, 1970 to
SPRING, 1971

1

Experiment *1
&

Experiment #1

4 H = 7.385 Z =

Signif.=

0.00

NS1
8 Signif.= .01

Experiment *2
&

Experiment #2

7 H = 9.800 z = 0.00

7 Signif.= .01 Signif.= Ns

'



CONTENT ANALYSIS DATA

Variable 9 : Produce and Implement a Long Range Strategic Plan

Exp.#1

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall '70

(i=0.375 :Sig= NS )
(Z= 0.00 :Sig= NS )

Spring, '71

Exp.#3.

(11=0.634 :Sig= NS ) (H=0.321 :Sig= NS
(1= 6.66 :Sig= NS ) (z= 0.00 :Sig=71T-'

Exp.#2 I-1=5.491 :Si .05
(Z= 0.00 :Sig= NS

Exp.#2

FALL, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Z = 0.001 Experiment #1

I &
; Experiment #2

5 H = 0.634

10 Signif.= NS Signif.= NS

1 SPRING, 1971

Experiment #1

&
Experiment #2

10 H = 0.321 Z = 0.00

10 Signif.= NS Signif.= NS

FALL, 1970 to
SPRING, 1971

Experiment #1

&
Experiment #1

5 H = 0.375 Z = 0.00

10 Signif.= NS Signif.= NS

Experiment #2

&
Experiment #2

10 H 5.491 Z 0.00

10 Signif.= .05 Signif.= NS



Questionnaire Data

Variable # 40 : MN7 orianization's overall lan is operable

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0
1.8
1.6
1.4

1.2
1.0

k7.0
t6.8
16,6

116'4
2

5.8
c;5.6

. 1
1'5.4

Fall '69
Ti

Fall '70 Spring '71 Fall '71
T4

Experiment (#1)
Experiment (#2)
Control (C)
Total

TWO-WAY Anal.
of Variance

38 4.921 1.549 38
-59 4.441 1.774 60
65 5.631 1.376 66
162 164

5.658 1.169 73
4.723 1.616 51
5.803 1.140 61

3: SD N 17 SD

5.493 1.249 73 5.548 1.344
4.725 1.266 52 5.019 1.350
5.590 1.189 61 5.672 1.180

11861

T3 & T4

Si if.

5.2

154 ::
14 . 6
1.4.4

14.2
14.0

3.6
.4

13.2

3.0

12.8
2.6
12.4

12.2

i
12.0

a .8

;1.2

ii

Experiment #1 W/
Control State

5.172 .05

5.849 .05
0.523
0.200

Experiment #2 W/
Control State

28.099

3.786 NS 2.033

16.5
XX
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Variable # 5

SCALE

VALUES

Questionnaire Data

: Our goals are realistic and attainable with our best efforts

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4
4.2
4.0
3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0
1.8
1.6
1.4
1.2
1.0

Experiment (#1)
Experiment (#2)
Control (C)
Total

TWO-WAY Anal.
of Variance

TriewmEmmme0Et7
^

-166
116.4
1:6.2

5.8
5.6

5. 2.
5.0
4.8
4.6
4.4
.2

.0

.4

3.2
3.0
.8

12 6

1.2.4

2.2
112.0

L1.8
4.6

[1.2
11.0

38
60
65
163

Fall '69
T1

'51 SD

4.605 1.285
4.233 1.588
s.000f 1.250

Fall '70
T2

SD

38 5.342 1.047
59 4.610 1.630
66 5.379 1.092
163

& T2

SpringL 71 Fall '71
T4

N 3t- SD NIl
73 4.945 1.332 73 5.082
51 4.392 1.297 52 4.654
6]. 4.902 1.589 61 5.098

1186

SD

1.431
1:440
1.502

T2 & T3

Experiment #1 W/
Control State

1---( Experiment #2 W/
Control State

t, 7

T3 & T4

Si: if. .111111111111111EMEN

11E1111 2.006 NS
.05 0.869 NS

.001 5:890 .05

NS 1.360



Variable # 41 :

SCALE

VALUES

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4
4.2
4.0
3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
1.4
1.2
1.0

Questionnaire Data

My organization's,policy statements are clear

c

Fall '69 Fall '70
Tl T2

Experiment (#1)
Experiment (#2)
Control (C)
Total

TWO-WAY Anal.
of Variance

38
58
65
163

SD N SD

4.579 1.734 38 5.132 1.597
3.879 1.612 59 4.237 1.622
5.323 1.359 66 5.500 1.113

163

Spring 71 Fall '71
T4

N I- SD N I SD

71 5.239 1.439 1 71 5.310 1.450
51 4.020 1.378 ' 52 4.654 1.532
57 5.298 1.322 57 5.316 17173"
179 180

17.01
.6.81

f6.6
H1,6.4A

r5.21
16.0

5.87-

5.611
5.4 i

5.2
s . 071
4 . 811

.1

.0--

3.87-

12

33.:11

3.2
3.0r1
.8i]

12.6

2.4]2.2

2.0'

.1.8_

I1.6 ]

J.2
,

T2 & T3

Signif.
Experiment #1 W/ Col. 7.472
Control State

Experiaent #2 W/
Control State

Col. 55.276 .001 50.122 .001 26.400 .001
Row 2.159 NS 1.365 NS 2.978 /15.

Li



Questionnaire Data

(- Variable * 42 : my organizations performance standards are understood

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4

1

2.2
2.0
1.8
1.6
1.4
1.2

[1(

1.0

I

Ii

MEN&

57.0
iP.-
+6.6
1.6.4

16'2

3.0
5.8

15.6
5.4

5.0
.8

4.6
4.4
14.2
14.0

3.8
3.6
3.4
'13.03.2

12.6
12.4
2.2
2.0
1.8
:1.6

1.4

1.2

Fall /69 Fall /70 Spring '71 Fall '71
TA

Experiment (#1)
Experiment (#2)
Control (C)
Total

1 TWO-WAY Anal.
of Variance

is

Experiment *1 W/
Control State

N X SD

37 4.432 1.608
59 3.712 1.733
65 5.138 1.456

161

36 5.250 1.273 73 4.932 1.456 73

60 4.200 1.634 52 3.442 1.434 53
66 5.424 1.302 61 4.738 1.365 61
162 186 i187

3:

5.110
4.094
4.902

SD

1.370
1.644
1.411

4.589

7.2],p

I- ::xperiment *2 W/
'Control State

Signal. F Signif. r

.05 0.003 NS 1.364 NS

.01 7.440 01 0 989 NS

Sigiuf.

Col. 46.653 .001 45.672 .001 29.186 .001
Row 3.977 .05 15.005 .001 4.395 .05

169
xxiii



CONTENT ANALYSIS DATA

Variable 10 : Establish Credibility of Planning

Exp.#1

(-1=1.209:Sig= NS )

(Z= 0 :Sig=

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring, '71

(H.C7-211221212"14-s-)----'(2= 0 :Sig= ) (S)

I-1= 0.493 :Si NS
(Z= 0 :Sig=

Exp. #1

(Hys 0.615 :Sig= NS

(Z= 0

Exp.#2

I FALL, 1970
1

Sample
Size N

Kruskal-Wallis One-Way
Anal sis of Variance

Binomial Test of
Pro.ortions

!Experiment #1
i &
; Experiment #2
,

.

7 H =

.

1.209 2 = 0

8 Signif.= NS Signif.=

I SPRING, 1971

Experiment #1

&
Experiment #2

IIIII
S H = 0.615 Z = 0

11 Signif.= NS Signif.=

FALL, 1970 to
! SPRING, 1971

/ Experiment #1
!

&
Experiment #1

___2___

8

H = 0.753 Z =___Q___

Signif.=Signif.= NS

Experiment #2

&
Expermen

I
t #2i

1

8

170
H 0.493 z =n_

11 Signif.= NS Signif.=

.



Variable 52 : Plannin

EXp.#1

Inte

CONTENT ANALYSIS DATA

ral Part: Role of Plannin

(H=0.068:Sig= NS )

(Z= 0 :Sig= )

Control

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Sprin& 71

Exp .#1

(11=2.430:Sig NS )
(Z= 0 :Sig )

Control

Exp.#2

(H= 3.333 : Sig= OS )
I(Z= 0 :Sig=

Control

Fall, ' 0 Spring, '71

Exp.*2

(H= 0.213 :Sig= NS )
(Z= 0 :Sig=

Control

Exp.#1

Fall, '70

(H= 0,083:Sig= NS )
(Z= 0 :Sig= )

Spring, '71

Exp.#1

(H= 8.501 Sig= .01 )
(Z= 0 :Sig= )

Exp.*2 (H= 3.968:Sig= -OS )

(H= 1.333:Sig= NS )
(2= 0 :Sig=

Exp. #2
(Z= 0 :Sig= )

171
XYIT



Li. ... Au.Le

...

Fall,, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Experiment #1
&

Control

12 H = 0.068 Z = 0

12 Signif.= NS Signif.=__

Experiment #2

&
Control

12 H = 5.333 Z =___Q.__

Signif.=12 Signif.= .05

Experiment #1

&
Experiment #2

12 H = 8.501 Z = 0

12 Signif.= .01 Signif.=

Spring, 1971

Experiment #1

&
Control

12 H = 2.430 Z = 0

12 Signif.= NS Signif.=

Experiment #2
&

Control

12 H = 0.213 Z = 0

12 Signif.= NS Signif.=

Experiment #1
&

Experiment #2

12 H = 1.333 Z = 0

12 Signif.= NS Signif.=

Fall, 1970 to
Spring, 1971

Experiment #1
&

Experiment #1

12,'- H = 0.083 Z = 0

12- s- Signif.= NS Signif.=

Experiment #2
&

Experiment #2

12 H = 3.968 Z = 0

Signif.= .05 Signif.=

Control
&

Control

12 H = 0.963 Z = 0

12 Signif.= NS Signif.=

...



CONTENT ANALYSIS DATA

Variable 53 : Planning. Integral Part: Need for Planning

Exp.#1

(II= 1.470:Sig= NS )

)

Control

SCPXHATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring, '71

(If= 0.021 :Sig= NS ExP.#1
(Z= 0 :Sig=

Of= 0.003:Si NS
:Sig

1.470 :Sig NS )
(Z= 0 :Sig

Control

Exp . #2

(H= 3.203:Sig= NS )

(Z= :Sig= )

Control

Exp.#1

Fall, '70 Spring, '71

Exp.#2

(H= 1.688:Sig= NS )
(Z= 0

Control

(H=0.163 :Sig= NS )

g= 0 :Sig=

Exp.#2

Fall, '70

CH= 0.021Si
(Z= I :Sig=

Spring, '71

= 0.030:Si NS

173xxvil

Exp.#1

(R= 0.188:Sig= NS )
g= 0 :Sig=

Exp.#2



PlanniRrY Intearal Part: Need for Planning

1

Fa:1, 1970 Sample Kruskal-Wallis One-Way
Size (N) Analysis of Variance

Experiment #1 12

Control 12

Binomial Test of
Proportions

H = 1.470

Signif.= NS

Experiment #2 12 H = 3.203

Control 12 Signif.= NS

Z = 0

Signif.=

Z = 0

Signif.=

Experiment #1

Experiment #2 12 Signif.= NS

Z = 0

Signif.=

Spring, 1971

J Experiment #1

IControl

Experiment #2

/ Control
0

A

Experiment #1

Experiment #2

12 H m 1.688

12 Signif.= NS

12 Hs 0.188

12 Signif.= NS

Z = 0

Signif.=

I

Control
&

Control

Fall, 1970 to
Spring, 1971

Experiment #1

Experiment #1

Experiment #2

Experiment #2



CONTENT ANALYSIS DATA

Variable 54 : Planning Integral Part: Emergence of Planning

Exp.#1

(II= 1.688 :Sig= yS )

(Z:M:Sig= )

Control

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 .§2.1.1M2.2.21-

II= 1.268 :Sig= NS Exp . #3.

(H=0.750 :Sig NS )

Control

Exp.#2

(R= 3.968:Sig= .05 )
(Z= 0 :Sig=

Control

Fall, '70

H= 3.101 :Si NS
(Z= 0 :Sig

Spring, '71

(11= 0.853:Sig= NS )

(Z= 0

Exp. #2

(H= 0.213 :Sig= NS )

(Z= 0 :Sig:-

Control

Exp.#1

(R= 2.168:Sig= NS )

(Z= el :Sig=

Exp .#2

Fall, '70 Spring, '71

175
xxix

Exp.#1

(H= 0.608:Sig= NS )
(Z= 0 :Sig=

Exp .#2



4 : Planning integral Part: Emeraence of Planning

F-1:1, 1970 Sample J

Size (N)
Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Experiment #1
&

Control

12 H = 1.688 Z = 0

12 Signif.= NS Signif.=

Experiment #2
&

Control

12 H 3.968

S

z = 0

12 Signif.= .05 Signif.=

Experiment #1
&

Experiment #2

12 H = 2.168 Z = 0

12 Signif.= NS Signif.=

Spring, 1971

Experiment #1
&

Control

12 H = 0.750 Z = 0

12 Signif.= NS Signif.=

Experiment #2
&

Control

12 H = 0.213
.

Z = 0

12 Signif.= NS Signif.=

Experiment #1
&

Experiment *2

12 H = 0.608 Z = 0

12 Signif.= NS Signif.=

Fall, 1970 to
Spring, 1971

Experiment #1
&

Experiment #1

12 H = 1.268 Z = 0

12 Signif.= NS Signif.=

Experiment #2
&

Experiment #2

12 = 3.101 Z = 0

12 Signif.= NS Signif.=

Control
&

Cor,trol

12 H = 0.853 Z = 0

12 Signif.= NS Signif.=

XXX
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Variable # 39 : As I see i

SCALE

VALUES

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4
4.2
4.0
3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
1.4
1.2
1.0

Questionnaire Data

planning is an integral part of running the State's schools

2

Fall '69 Fall '70
12

Spring '71 Fall '71
14

Experiment (#1)
Experiment (#2)
Control (C)
Total

59
65

163

6.282
6.153
6.215

SD

0.999
1.400
17fff

IC

39 6.564
60 6.533
66 6.500

165

SD

0.718 73
0.853 52
0.662 61

186

3r SD

6.342 0.961
5.712 1.661
6.131 1.310

f17.0

t6.8

14.6
I i6 . 4

46.2
116.0

05.8
115.6

5.4
15.2

ifs.o
4.8
k.6
14.4

14 . 2

4. 0

13.8

33.46

ii; 6

I .8
12

3.2
3.0

112

2. 2

.0

0..8
1.. 6

1;1.4
1:1.2

til.0
is

-4
it

IC SD I

6.384 0.937
5.857 1.209
6.213 1.1851

TWO-WAY Anal.
of Variance

Experiment #1 W/
Control State

Signif.

. NS 2.

0.210

Experiment #2 W/ Col. 0.012
Control State Row

3.119

.05 15.679 .001 1.069

177
XXxi

Sisni

NS

NS

NS
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CONTENT ANALYSIS DATA

Variable 41 : Roadblock: Employee interpersonal skills

Exp.#1

(I-1= 0.333 :Sig= NS )
(2= 6.00 :Sig= NS )

Control

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Syring, 1

Exp.#1.

(H= 0. 600 :Sig NS )

(Z= -1 . 30 :Sig NS )

Control

Exp.#2

(H=0.143 :Sig= NS )

(Z=-1.25 :Sig= NS )

Control

Fa171, '70 Spring, '71

(H= 0.281 :Sig= NS )

(Z= -0.44:Sig= NS )

Exp. #2

(H=0.600 :Sig= NS )

(2= -1.30:Sig= NS

Control

Exp.#1

(11= 0.143 :Sig= NS )

(Z= 1.25 :Sig= NS )

Exp.#2

Fall, '70 Spring, '71

:Sig=

178

Exp.#1

(H=3.103 :Sig= NS
(Z= 0.00 :Sig= NS

Exp.#2

k1



Roaablock: Employee interpersonal skills

)

I Fall, 1970
i

i

Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

1 Experiment 41
&

/ Control

4 H = 0.333 Z 0.00

4 Signif.= NS Signif.= NS

[ Experiment #2
&

Control

7 H = 0.143 Z = -1.25

Signif.= NS Signif.= NS

Experiment #1
&

Experiment #2
,

4 H = 0.143 Z 1.25

8 Signif.= NS Signif.= NS

Spring, 1971

Experiment #1
&

Control

6 H = 0.600 Z = -1.30

3 Signif.= NS Signif.= NS

2xperiment #2
&

Control

6 H = 0.600 Z = -1.30

3 Signif.= NS Signif.= NS

Experiment #1
& i

Experiment #2 I

6 H = 3.103 Z = 0.00

6 Signif.= NS Signif.= NS

Fall, 1970 to
Spring, 1971

Experiment #1
&

Experiment #1

4 H = 0.284 Z 0.83

6 Signif.= NS Signif.= NS

Experiment #2
&

Experiment #2

7 H r 1.306 Z = -0.40

6 Signif.= NS Signif.= NS

Control
&

Control

4 H = 0.281 Z = -0.44

3 Signif.=_ NS Signif.= NS

.. ... a



CONTENT ANALYSIS DATA

Varidble 13 : What Is the Attitude of Your Boss Toward the AMA Training Program

Exp.#1

(H=6.061 :Sig= .05 )

(Z= 0.00 :Sig= )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall_p_ /70

H 0.690 :Si NS
(Z= 0.00 :Sig=

H=1.613 :Si
(Z= :Sig

Spriu, '71

NS

Exp.#1

TI

(H=11.213Sig=.001 ) II

a= 0.00 :Sig=

Exp.#2

FALL, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Z = 0.00Experiment #1
i &
; Experiment #2

U. H = 6.061

12 Signif.= .05 Signif.=

1

i SPRING, 1971

Experiment #1
&

Experiment #2

12 H=11.213 Z = n_nn

12 Signif.= .001 Signif.=

FALL, 1970 to
ISPRING, 1971

1 Experiment #1

&
1 Experiment #1

11 H = 0.690 Z = 0.00

12 Signif.= NS Signif.=

!Experiment #2
!' &,

' "---eriment #2-,4.

12 H = 1.613 Z = 0.00

12 Signif.= NS Signif.=

,a1 .er". Ft
1

iii



Questionnaire Data

Variable # 30 : My manager makes it clear he is committed to the success of our projects

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
1.4
1.2
1.0

1

0
.6.8
16.6
16.4
16.2
6.0
5.8
5.6
5..42

4

5.0
.8
.6

4.4
4.2
4.0
3.8

:::

451

3.2
.0

Experiment (#1)
Experiment (#2)
Control (C)
Total

1 TWO-WAY Anal.
of Variance

Fall '69 Fall '70 Spring 171
Ti T2 T3

N SD

39 5.692 1.239
60 5.850 1.102
65 .5.815 1.298
164

Fall '71
T4

N I SD N I. SD N

39. 6.256 0.938 73 6.260 0.850 73 6.288
60 6.100 0.933 52 4.846 1.539 53 5.113
66 6.030 1.007 61 5.393 1.497 61 5.492

165 186 187

SD

0.857
1.527
1.468

Experiment #1 W/
Control State

Signif. Signif. Signif.
NS 13.847
05 4.645

.001 32.880 001

0.142 NS 2 133

181

33.424



Questionnaire Data

Variable # 14 : My manager encourages and supports innovation

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
1.4
1.2
1.0

ONNIIMP

Fall '69
T1

Fall '70 Spring '71
T2 T3

Fall '71
T4

f6. al i

176.41
16.2 !

16.0
15.87/

5.6j
54.
5.2__

5.0 1

,

4.8'A

ATI
14,211

3.61
.4'.

3.2
3.01

8-ti

2.6

1

2.471
, 2.2. 1

2.0--
11.87

1
11.4'-

lJYrl

Experiment (#1) 39

Experiment (#2) 60
Control (C) 65
Total 164

3C SD

5.538 1 335 39

5.650 1:300 60

5.415 1.509 i 66
1165

IC SD

6.051 0.999 73
5.900 1.189 52
5.712 1.274 61

186

3:

6.137
5.135
4.836

SD N IC SD

1.045 73 6.274 0.917
1.534 53 5.057 1.610
1.675 61 5.000 1.653

187

TWO-WAY Anal. 11 & T2
of Variance

T2 & T3 T3 & T4

Signif
Experiment #1 W/ Col. 1.500 NS
Control State Row 4.601 1 .05

Signif.
22.841

5.304

Signif.
.001 61.681
.05 0.8 2

.001

NS

NSExperiment #2 W/ Col. 1.589 NS
Control State Row 2.661 NS

1.727 NS 0.676

182
xxxvi

19.668 001 _2,040

Ii



Variable # 11 :

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

` SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0
1.8
1.6
1.4
1.2
1.0

FILMED FROM BEST AVAILABLE COPY

Qwtstionnaire Data

Based on Information I have received from my boss I know if I am measuyiac

up in my job.

11111

C

2

Fall '69
Ti

Experiment (#1) 39
Experiment (#2) 60
Control (C) 65
Total

TWO-WAY Anal.
of Variance

Experiment #1 W/
Control State

Experiment #2 W/ Col. 21.916
Control State Row 1.137

164

Fa11,170
T2

Spring '71
T3

Fall '71
T4

X SD N I SD

4.974 1.347 1 39 5.436 1.046
4.367 1.707 , 60 4.534 1.751
5.246 1.511 1 66 5.500 1.256

165

73
52
61

1186

5.342
3.981
4.836

SD

1.387
1.743
1.551

73
53
61

187,

7f.6.6

1.6.6

f6.4

D. .8'

1

15,..&

5.6
C-.4

5._
15.0

114.6

4.4
14.2

4.0
3.8
3.6

11334-0.0

1122:1C;

p./.:

fl2.2

0.3
1.6

CI A

11111. %'2

tf

111

I SD

5.534 1.2811
4.208 1.7691 .

4.934 1.6111

T2 T3 T3 & T4 ti

0.642 .01

0.663 NS

.001 19.848" .001 12.747 001

NS 8-.848

183
xxxvii

.01 0.538



FILMED FROM BEST AVAILABLE COPY

Questionnaire Data

Variable # 33 : Higher managements to the problems which reach them is fair

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
1.4
1.2
1.p

Fall '69
Ti

Fall '70
T2

Spring '71
T3

I
16.6
ii6.41F

1

46.21
6.0
5.8

v.6S-1
5.2
S.0 i

4.-/
c-

41-.-2 '1

.0

3.8

1

3.6 -I

3.4
3.2
3.0

2 .8

'2 . 6

2.

tIt2 .
w

8
VI 6
a. 4

i. )
'71

Experiment (#1)
Experiment (#2)
Control (C)
Total

N I SD

39 4.846 1.694 39

60 4.833 1.199 60
64 5.328 1.334 65
163 164

5.677
4.673
5.138

SD N IC

1.180 71 5.704
1.420 49 4.857
1.420 59 5.237

179

SD

1.176
1.354
1.343

TWO-WAY Anal.
of Variance

T3 & T4

Ii

ii

LI

pxperiment #1 W/
Control State

Experiment #2 W/
Control State

t

Col.
Row

Col.

1.907
3.739

9.234

2.005
0.113

8.072

9.980
0.161

4.962

0 677 NS 3.170

184
0.557



I

Questionnaire Data

Variable # 7 : My boss has expressed belief that the American Management Association's

training program will be helpful.

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2

4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2,6
2,4
2.2
2.0
1.8
1.6
1.4
1.2
1.0

7 -..%

j7.0
6..8

i6..6
1'6.4
16.2
[6.0

15.8

6IS,
i5.4

15.2

5.0
8

.6

4.4
4.2
4.0
3.8

.3, ::

12

3.2
3.0
.8

12 . 6
i2.4

2.2
1;2.0

1.8
11.6

11.4

11.2

Fall '69 Fall '70
T1 T2

Experiment (#1)
Experiment (#2)

Total

38
60

8

Spring 71 Fall '71
T3 T4

4.737
4.367

SD

1.996
2.099

72
52

124

5.764
4.423

SD

1.379
1.649

TWO-WAY Anal.
of Variance

T2 T3

Experiment-#1 W/
Experiment #2

Col.
Row

12.315 I .001
4.938 I .05

185
xxxix



CONTENT ANALYSIS DATA

Variable 34 : Involvement: How are major decisions made?

Exp.#1

(1-1= 4.813 :Sig= .05 )

(Z= n.nn :Sig= _Ns- )

Control

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Sprin, '71

Exp.#1

(il= 8.928 :Sig .01)
(Z= 0.00 :Sig NS ) -1

Control

Exp.#2

Fall, '70

H22 0 853 :Si NS
(Z=0.00 :Sig= NS

Spring, '71

Exp.#2

Oi= 1.470:Sig= NS (11= 2.367 :Sig= NS )

(Z= 0.00 :Siess

Control (14= 1.226:Si.= NS
:Sag=

(Zs-0.75 :Sign.NS ) -1

_ I

Control

Exp.#1

(H=

(Z= 0.0a:Sig= Ns )

Exp.#2

Fall, ' 0 Spring, ' 1

(Z= 0.00:Sig= NS

xl

Exp.#1

(R= 5.186:Sig= .05 )

(Z= 0.75 :Sig= NS )

Exp.#2



f.

t

4.e : involvement: How are ma or decisions made?

Fall, 1970 Sample 1

Size (N) i

1

Kruskal-Wallis One-Way
Analysis of Variance

Sinondal Test of
Proportions

Experiment #1
&

Control

12 i H = 4.813 Z=0.00

12 Signif.= .05 Signif.= NS

Experiment #2
&

Control

j 12 H = 1.470 Z=0.00

12 Signif.= NS Signif.= NS

Experiment #1

&
Experiment #2

12 H = 1.343 Z=0.00

12 Signif.= NS Signif.= NS

Spring, 1971

Experiment #1
&

Cmtrol

11 H = 8.928 Z=0.00

11 Signif.= .01._ Signif.= NS

Experiment #2
&

C.Introl

12 H = 2.367 Z 22-0.75

11 'Signif.= NS Signif.= NS

Experiment #1
&

Experiment #2

11 H = 5.186 Z = 0.75

12 Signif.= As Signif.= NS

Fall, 1970 to
Spring, 1971

Experiment #1
&

Experiment #1

12 H = 0.186 Z = -0.75

11 Signif.= NS Signif.= NS

Experiment #2
&

Experiment #2

12 H = 0.853 Z = 0.00

12 Signif.= NS Signif.= NS

Control&ContTol 12 H = 1426

Signif.= Ns

Z = -0.75

11 Signif.= NS

-....,..-- -,1-1-



CONTENT ANALYSIS DATA

Variable 35 : Quality: How are major decisions made?

Exp .#1

*(fist. 141 :Sig= NS
(DB(1.00 : Sig= NS

Control

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Spring1 71

Exp .#1

CR= 1.246:Sig NE
(Z= 0.00 :Sig NS

Control

Exp. #2

Or
0.120 : Si NS

Z= 0.00 :Sig= NS

Spring, '71

0.1=6.901:Sig= .01
(2= 0.00 :Sig*

Control
(Z= -0.75:S1g NS

Exp. #2

(Hog 6r.a.:Siggs.0 -1
(Z= -0.75:Sig= Ist 1 1

Control

Exp . #1.

(H= 1.763 :Sig= NS

CZ= 0.00 : Sig= Ns

Exp .#2

Fall ' 70 .Springs '71

Exp .*1

(H= 5.327 :Sig= .

CZu

Exp. #2



35 : -ualit : How are major decisions made?

Fall, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Experiment #1
&

Control

12 If = 1.141 Z = 0.00

12
1 Signif.= NS Signif.= NS

Experiment #2
&

Control

12 H = 6.901 Z = 0.00

12 Signif.= .01 Signif.= NS

Experiment #1
&

Experiment #2

12 H = 1.763 Z

12 Signif.= NS Signif.= NS

Spring, 1971

Experiment #1
&

Control

11 H = 1.246 Z 0.00

11 Signif.= NS Signif.= NS

T:Imeriment *2

&
C..Introl

12 H = 9.660 Z = -0.75

_id__ Signif.= .01 Signif.= NS

Experiment #1
&

Experiment #2

11 H = 5.327 z = 0.75

12 Signif.= .05 Signif.= NS

Fall, 1970 to
Spring, 1971

Experiment #1

&
Experiment 01

12 H = 0.307 z = -0.75

Signif.= NS11 Signif.= NS

Experiment #2
&

Experiment #2

_12_
12

H = 0.120 Z = 0.00

Signif.= NS Signif.= NS

Control
&

Control

12 H = 0.274 Z =

11 Signif.= NS Signif.= NS

189 XI 11.1.



Variable

Questionnaire Data

#23 : The People I work with participate appropriately in setting the goals of
our work -)-1

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0

1.8
1.6
1.4
1.2
1.0

Experiment (#1)
Experiment (#2)
Control (C)
Total

39
60
65
164

1 Ate'

2 ow,'

Fall '69
Tl

X SD N

Fall '70
T2

Spring, 71

SD N X
4.821 1.295 39 5.769
4.500 1.384 60 5.167
5.061 1.519 66 5.394

165

0.931 72 5.375
1.460 51 4.804
1.288 60 4.817

1831

SD

1.305
1.342
1.568

1

2

Fall '71
T4

N X SD

72 5.542 1.266
52 5.154 1.334!
60 5.083 1.555

1.217.0

16.6

r:6.4

f16.2

1'6.0

15.8

_
1S.4

15.2
15.0

4.8
4_6

.0

3.8

3.2
3.0
2.8

12.6
12.4
12.2

1.2.0

1.8

-

[1.2

m
1 )

184

TWO-WAY Anal.
of Variance

Experiment #1 W/ Col.
Control State Row

Experiment #2 W/ Col.
Control State Rom,

0.128

& T2

Signif.

T2 & T3

NS 7.002
11.677 .001 7.582

6.181 .05 0.844

Signif.

T3 & T4

Signif.

.01 8.420 .0/

.01 1.531 NS

6.325 .05 5.154 .05 2.463



Variable # 6 :

SCALE

VALUES

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4
4.2
4.0
3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0
1.8
1.6
1.4
1.2
1.3

Questionnaire Data

am appropriately,involved in decisions affecting my work

f6.8
i6.6

1.6.4

76.2.

6.0
5.8
*s. 6

5.4
5.2
5.0
4.8
4.6
4.4
14.2

41

3:80

3.6
3.4
3.2
3.0

2.4
2.2
42.0

!,7.8
:!1 6

Fall '69
T1

Fall '70
T2

Spring 1

T3

Experiment (#1)
Experiment (#2)
Control (C)

Total

TWO-WAY Anal.
of Variance

39
60
65
164

5.103
5.500
5.492

SD I N

1.252 39 5.949
1.408 . 59 5.661
1.437 66 5.879

164

SD

1.298
1.456
1.452

Fall '71 I

T4

N X SD

73 5.795 1.201
53 4.925 1.439
61 5.246 1.479

187

T3 & T4

Experiment #1 liT/

Control State
0.846 4.355

10,125

1.959

12.327
(1.613

2.356
Row 2.604 22.038



CONTENT ANALYSIS DATA

Variable 12 : Promote Cooperative Team Work

Exp.#1

(H=1.472_ :Sig= NS )

(Z=0.00 :Sig= NS )

Exp.#2

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70

j.H=0.015
(E=0.00 :Sig= NS )

Spring, '71

Exp.#3.

CH=5.565 :Sig=.05
(Z= 0.00 :Sig= Ns

Exp.*2

I FALL, 1970
.

Sample
Size N)

Kruskal-Wallis One-Way
Anal sis of Variance

Binomial Test of
Pr..ortions

! Experiment #1
I &
! Experiment #2

8 H = 1.477 Z = 0.00

7 Signif.= NS Signif.=

I SPRING, 1971

Experiment #1
&

Experiment #2

11 H = 5.565 Z = 0.00

10 Signif.= .05 Signif.=

FALL, :970 -a
SPRING, 1971

Experiment #1

&
Experiment #1

1

8 H = 0.015 Z = 0.00

11 Signif.= NS Signif.=

I Er.periment #2

&
iExperiment #2

7 H = 2.002 Z = 0.00

10 Signif.= Ns Signif.=

_ .

x vi



CONTENT ANALYSIS DATA

(- Variable 42 : Roadblock: Amount of cooperative teamwork present.

F

Exp.#1.

(14=0.059:Sig= NS )

(Z= -0.81:Sig= NS )

Control

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70 Sprin&, '71

Exp.#1

(4=0.051:Sig NS )

(Z=-2.03 :Sig NS )

Control

Exp.#2

Fall, '70

(11=0.771:Sig= NS )

(Z=_1.25 :Sig= NS )

Control

H= 1.136 :Si NS

(Z= 0.94 :Sig= NS

Spring, '71

Exp.#2

(1=0.152:Sig= NS )

(Z= -1.37:Sig= NS

(11=0.105:Sig= NS Control
(Z=0.81 :Sig= NS

Exp.#I

(H= 1.928 :Sig= NS )

(Z= 0.41 :Sig= NS )

I (

1 Exp.#2

Fall, '70 Spring, '71

193
xlvii

Exp.#1

(4=0.011:Sig= NS )
(Z=-0.62 :Sig= NS )

Exp.#2



tiAlcUht ot cooperative teamwork present.

Fall, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
Proportions

Experiment #1
&

Control

7 H = 0.059 Z -0.81

5 Signif.= NS Signif.= NS

Experiment #2
&

Control

8 H = 0.771 Z = -1.25

5 Signif.= NS Signif.= NS

Experiment #1

&
Experiment #2

7 H = 1.929 Z = n al

8 Signif.= NS Signif.= NS

Spring, 1971

Experiment #1
&

Control

11 H = 0.051 Z = -2.03

7 Signif.= NS Signif.= NS

Experiment #2
& .

Control

10 H = 0.153 Z = -1.37

7 Signif.= NS Signif.= NS

Experiment #1
&

Experiment #2

11 H = 0.011 Z =

10 Signif.= NS Signif.= NS

Fall, 1970 to
Spring, 1971

Experiment #1
&

Experiment #1

7 H = 0.205

Signif.= NS

Z = 2.03

11 Signif.= NS

Experiment #2
&

Experiment #2

8 H = 1.137 Z = 0.94

10 Signif.= NS Signif.= NS

Control
&

Control

H = 0.106 Z = 0.81

7 Signif = NS Signif.= NS



CONTENT ANALYSIS DATA

Variable 44 : Roadblocks: Degree to whichjoersons in organization will support

ExP.#1

(H= 0.013 :Sig= NS
(Zse -0.41 :Sig= NS

z

Control

chanae.

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70

H= 0.083:Sig= NS
(Z=1.58 :Sig= NS )

Sprin&., '71

= 0.41 :Si = NS

Exp.#1

(H= 0.083 :Sig NS )
(Z=777178 :sig NS )

Control

Exp.#2

Fall, '70

H= 0.028:Si = NS
(Z=-2.88 :Sig= .01

Spring '71

Exp.#2

(H= 0.016:Sig= NS ) (H= 0.083 :Sig= NS )
(2= -2.03:Sig= NS )

(2= 0.41 :Sig= NS J

Control (H= 0.013 :Si

(2= 0.41 :Sig=
Control

Exp.#1

(H= 0.023:Sig= NS )

(2= 2.41 :Sig= ,os )

Exp.#2

Fall, '70 Spring, '71

Exp.#1

(.1= 0.740 :Sig= NS )
(Z= -2.03:Sig= NS )

Exp.#2



val:i.ci01%;; iwacioiocKs: Degree Lo which persons in organization will support
change.

i--
,

F%11, 1970 Sample
Size (N)

Kruskal-Wallis One-Way
Analysis of Variance

Binomial Test of
, Proportions

Experiment #1
&

Control

8 H = 0.013 Z = -0 4/

7 Signif.= NS Signif.= NS

Experiment #2
&

Control

12 H = 0.016 Z = -2.03

7 Signif.= NS Signif.= NS

Experiment #1
&

Experiment #2

8 H = 0.024 Z = 2.41

_12_ Signif.= NS Signif.= .05

Spring, 1971

Experiment #1
&

Control

11 H = 0.084 Z = -1.58

8 Signif.= NS Signif.= NS

Experiment #2
&

Cnntrol

7 H = 0.084 z = 0.41 _

8 Signif.= NS Signif.= NS

Experiment #1
&

Experiment #2

11 H = 0.740 Z = -2.03

7 Signif.= NS Signif.= NS

Fall, 1970 to
Spring, 1971

Experiment #1

&
Experiment #1

8 H = 0.084 Z = 1.58

11 Signif.= NS Signif.= NS

Experiment #2
&

Experiment #2

12 H = 0.029 Z = -2.88

7 Signif.= NS Signif.=
.

.01

Control
&

-Control

7 H = 0.013 Z = 0.41

8 Signif.= N5 Signif.= NS

i



OONTENT ANALYSIS DATA

Variable. 36 : Roadblocks: Orpnization Reacts to Problems Rather Than Anticipates
and Deals with Problems.

SCHEMATIC PRESENTATIONS OF ANALYSIS

Fall, '70

Exp.#1 CH= 1.853 :Sig= NS
(Z= 0.00 :Sig= NS

(1-1=0.182:Sig= NS )

(Z= 0.83 :Sig= NS )

Control (H= 2.940:S NS
Z=0.41 :Sig= NS

Exp.#2

(H= 1.538 :Sig= NS )

(Z= -3.69:Sig= .01 )

Fall, '70

arinzz..La
Exp.#1

(H=6.075 :Sig .05 )

(Z=-0.40

Control

H= 0.525:Si = NS
(Z=-2.03 :Sig= NS

Spring, '71

Control (H= 2.940 :Sig= NS )

(Z= 0.41 :Sig= NS ) 1

Exp.#2

(Hz' 1.906 :Sig= NS )

(Z= -0.81 :Sig= NS )

Control

Fall, '70 Spring, '71

Exp.#1

(H= 0.495:Sig= NS )

(Z= 2.54 :Sig= .05 )

Exp.#2

=-2.03 :Sig NS

197

Exp.#1

(H= 2.250:Sig= NS )
(Z=0.40 :Sig= NS )

Exp.#2



variable 36 oadb
ani with iroblems.

tes

Fall, 1970 Sample
Size (N)

j Kruskal-Wallis One-Way
Analysis of Variance

i

Binomial Test of
Proportions

Experiment #1

&
Control

6 H = 0.182 Z = 0.83

4 Signif.= NS Signif.= NS

Experiment #2 U.
I

H = 1.538 Z = -3.69
&

Control 4 Signif.= NS Signif.= .01

Experiment #1 6 H = 0.495 Z = 2.54
&

Experiment #2 11 Signif.= NS Signif.= .05

Spring, 1971

Experiment #1 6 H = 6.075 Z = -0.40
, &
Control 5 Signif.= NSSignif.= .05

Experiment #2 7 H = 1.906 Z = -0.81

Signif.= NS
&

Control 5 Signif.= NS

. eriment #1 6 H = 2.250 Z = 0.40

Signif.= NS

0
.4

Experiment #2 7

.

Signif.= NS

_

Fall, 1970 to
Spring, 1971

_

Experiment #1
&

Experiment #1

6 H = 1.853 Z = 0.00

Signif.= NS6 Signif.= NS

Experiment #2
&

Experiment #2

11 H = 0.525 Z = -2.03

Signif.= NS7 Signif.= NS

Control
&

Control

4 H = 2.940 Z = 0.41

Signif.= NS5 Signif..4' NS

4 0141;11..-,
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Questionnaire Data

Variable # 26 : My work group understands what we are trying to achieve

7.0

6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6

( 4.4
SCALE 4.2

4.0
VALUES 3.8

3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0
1.8
1.6
1.4
1.2

/-- 1.0
(

F7.0
f6.8

16.6

16.0

5.6

16:2

C

S.0

.8

6

4 . 4
14.2

143.°8

13 . 6

3.4

3.0
.8

2.2

41.8

1.6
11.4

i1.2

It0Fall '69
11

Fall '70 Spring 71 Fall '71
T2 T3 T4

Experiment (#1)
Experiment (#2)
Control (C)
Total

I.

IC

391 4.718
601 4.867
651 5.477

164f

SD
1.450
1.171
1.359

N IC / SD Nil
39 5.6671 08898 7315.562
60 5.317 1.172 4915.143
66 5.727 1.075 6115.164

1831165

SD I SD
0.928 1 7315.849 0.861
1.208 1 50 5.420 1.2-13
1.306 61 5.426 1.271

184

TWO-WAY Anal Ti & T2
of Variance

Experiment #1 WI Col.
Signif.

T2 & T3 T3 &

Signif. F Signif.
5.539 .05 1.395 NS 9.394

.Control State Iko

xperiment #2 W/ Col.
Control State Row

11.855 01

11.346
5.340

-91
5.483 .05 4.217 _05

.001 1.9183 NS

.05 5.524 .05

0. 0
2_527 NS

199



Questionnaire Data

Variable # 12 : ro works hard to achieve its goals

7.0
6.8
6.6
6.4
6.2
6.0
5.8
5.6
5.4
5.2
5.0
4.8
4.6
4.4

SCALE 4.2
4.0

VALUES 3.8
3.6
3.4
3.2
3.0
2.8
2.6
2.4
2.2
2.0
1.8
1.6
1.4
1.2
1.0

Experiment (#1)
Experiment (#2)
Control (C)
Total

X SD N

5.4101 1.044 39 6.128
5.167 1.404 60 5.634
5.877, 1.281 66 6.091

165

TWO-WAY Anal. Ti & T2
of Variance

SD N X I SD 1 N.

0.656 735.9320.855 ! 73

1.149 52 5.5381.019 1 53
0.956 60 5.600

1

1.417 1 60
185 1186

1 1

V7,0
f6.8
i6.6

1
16.2
16.o

Is.8
2

fs.:7,

5. 4

Fall 171
T4

lir SD

6.027 0.897
5.642 1.002
5.800 .246

T3 & T4

Experiment #1 W/ 1.812 4.203 .05
Control State 6 2 1.178 NS

Experiment #2 W/ NS 0.475 NS
Control State Row 4.994 .05 3.841 .05 0 902 NS

5.2
5.0
.8

.6
1

I2 I
144

3 1
3:(8.6 )

3.4
3.2
13.0 -I

42.8 [

i2.4
12.2 I
12.0 ---

i1.8

11.4 i

l .

11 -2

IP') 71
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Genel.n1 Information

Objectives of the Research

This questionnaire is part of a study to evaluate the impact of
applying particular learning methods and modified contents of the
American Management Association's management development program to
various levels of state educational Administrators.

Why the Research is being done

My goal and reason for asking you to fill out this questionnaire
is to attempt to document various types of possible impacts that the
AMA's training might have. I am personally involved for additional
reasons. The evaluation report that will be written from my researdh
will serve as the basis for fulfilling the final requirements for a
Ph.D. in Public Administration at Syracuse University.

Filling out the Questionnaire

This questionnaire has been developed to provide information
about how personnel of the Department of Education view their organi-
zation and some of the relationships in it. Please be frank in your
answers; your openness is essential. Please do not feel you are being
tested against any arbitrary standards of right or wrong. It is most
important that you answer all of the questions.

Your anonymity will be insured. No-one other than myself will be
allowed to see the completed questionnaire. A special coding system
insures that the information you provide will be completely anonymous.

Definitions

We Members of your work group

Our manager The Commissioner, Supt., Dept. head, etc., who has
greatest day-to-daY influence on your
work group

Work group The smallest organizational unit (group section,
department, etc.) in which you work



Directions

1. Read each statement carefully.

0%
4. Then decide to what extent the statement accurately describes

your work situation.as it was last fall (September-December).

Choose a number value on the scale which best shows how you

felt then; write your choice on the left side of the page.

Next decide to what extent this same siatement accurately des-

cribes your work situation as it is now. Choose the nunber on

the scale which best shows how you feel this day and mark it

on the right side of the page.

4. Be sure to indicate:your feeling on all the statements in both

the past and present tense.

EXAMPLE

1 2 3 4 5 6 7

not at all fairly often very often

Last Fall Now

3 1. Our-organizational plan is well formulated. (44) 5

* * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * *

--LAST...FALL NOW

1. I feel my group works together well. (44)

I believe my organization gives me ade- (45)

quate training to do my work effectively.

My manager listens when one of us wants (46)
to talk about our. work. .

203
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1 2 3 4 5 6 7

not at all fairly often very often

LAST FALL NOW

4. The goalc of this organization are (47)
articulated.

5. Our goals are realistic and attainable (48)

with cur best efforts.

I am appropriately involved in decisions (49)

affecting my work.

7. People in my group have .the technical (Cd.2)(1)
knowledge to do the job.

8. Feedback on my performance is given (2)
constructively by .my boss.

9. My manager knows and understands the (3)
problems I face.

10. I am treated fairly. (4)

11. lased on information I have received from (5)
my boss, I know if I am measuring up in
EY job.

12. AY group works hard to'achieve its goals. (6)

13. When differences arise in my work group, (7)
we have good ways for settling them our-
selves.

14. my manager encourages and supports (8)
innovation.

15. The work I do makes good use of my abilities.. .(9)

16. People here are open and honest in talking (10)

with each other.

17. My work is important to the future and (11)

quality of education in my state.

lg. I feel my accomplishments are recognized (12)

19. I feel the accomplishments of the State (13)
Education Department are recognized.
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1 2 7 4 5 6 7

'riot at all- fairly often very often

LAST FALL NOW

20. Good ways are used to let me know how I (14)
can improve my performance.

21. My manager shows confidence and trust in (15)

me.

22. I have gond ways for knowing how good our .(16)

results are.

23. The people I work with participate appro- (17)
priately in setting the goals of our work.

24. The ideas and opinions that my work group . (18)

generates are heard and acted on by my
superior.

25. My manager tries hard to improve the work (19)

situation.

26. Hy work group understands what we are (20)

trying to achieve.

27. There is opportunity in my Department for (21)

people to grow and develop themselVes.

28. My manager recognizes when a problem is (22)

developing and does something constructive
about it.

29. The kinds of things I am doing will make a (23)

long term contribution to education.

30. My manager makes it clear that he is (24)

committed to the success of our projects.

31. I am given appropriate opportunities to (25)

gain more technical knowledge about my job.

32. My manager is good about bringing our (26)

problems to his boss's attention.

33. Higher management's reactions to the (27)

problems which reach them are fair.

34. I and my manager work well together. (28)
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1 2 3 4 5 6 7

not at all

LAST FALL

fairly often very often

35. I really feel my immediate work group is (29)

getting things done.

36. My manager handles disagreement and (30)

conflict well.

37. Morale in my work group is high. (31)

-. 38. The climate in my group is such that I (32)

want to contribute as much as I can.

39. As I see it, planning is an integral part (33)

of running the state's schools.

40. My organization's overall plan is operable. (34)

41. My organization's policy statements are (35)
clear.

42. Ny organization's performance standards are (36)
understood.

43. ny boss has expressed belief that the
American Nanagement Association's training
program will be helpful.

206
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MAJOR STEPS IN
A MANAGEMENT
TEAM'S PLANNING
AT THE AMA CENTER
FOR PLANNING
AND DEVELOPMENT

A

DEVELOPMENT OF THE PLANNING BASE

of the Organization

Beliefs
Mission
Policies

Resources
Organization

Characteristics

Analysis of the Environment

Socio-Economic Factors
Strengths-Opportunities
Weaknesses-Problems

Technology

( DETERMINATION OF PLANNING ASSUMPTIONS
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TRANSLATION OF THE PLANNING BASE INTO AN ACTION PLAN

(---Specify
planning

input data

Determine
trends

I 222

DeterminE

planning
gaps



SECOND FIVE-DAY PLANNING sEssioN

NTO AN ACTION PLAN

-011`k.°'
COMPLETION 01

Forecast
future

performance
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COMPLETION OF THE ACTION PLAN

Analyze
and select

optimal
strategies

r Final
review of
objectives

Decide
on action

programs to
implement
strategies

Set
assignment
schedule

and review
procedure for
implementation

of strategies

Design
continuing

procedure for
review of plans

and re-evaluation
of strategies



A

AMERICAN MANAGEMENT ASSOCIATION

THE TEAM PLANNING PROCESS

Essentially, the team process consists of:

-Detaching the chief school officer and his top maiagers from
their daily j obs to enable them to concentrate on developing
their planning skills

-Placing the team in an environment conducive to an intensive study
and solution of organization's planning problems

-Providing skilled guidance and controlled direction throughout
the planning process so that top management acquires the skills
to produce and implement a workable long-range educational
plan

THE FIRST STEP IN THE PROCESS

Following the decision to participate in the Center's Team Planning
Process, a meeting is arranged with the Team Director. At this meeting,
the chief school officer and the Director agree on the make-up of the
executive team which will be involved in the planning process. The
Director outlines the content and purposes of the planning process,
reviews the organization's previous experience in planning, obtains
existing plans, if available, and requests pertinent background infor-
mation on the or ganization. The Director and the CSO may also agree
upon some preltminary work assignments to facilitate progress during
the first week's meetings.

FIRST FIVE-DAY SESSION

The objectives of this week are to:

-Agree upon a definition of the nature of the organization, the
policies which guide its future development, its organization
and manclower resources, and its fundamental characteristics
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