DOCUMEHT RESUME

ED 159 186 o i : ™™ 007 372
AUTHOR. Gast, Ilene
TITEE - Abstracts of Selected Hanagement Training
_ \\\\\\\\\ Evaluations. _ .
INSTITUTION Civil Service Commission, Washington, D.C. Training
. Leadership Div. '
REPORT NO TLP-03-02
PUB DATE Mar 77
NOTE . 39p. '

AVATILABLE FROM Superlntendent of Documents, U.S. Government Prlntlng
Office, Washington D.C. 20402 (Stock Number
733-404/418, price not available)

EDRS PRICE MF-$0.83 HC-$2.06 Plus Postage.
. DESCRIPTORS Administrative Personnel; *Annotated Bibliographies;
. Course Fvaluation; *Educational Programs; *Evaluation
i Methods; Glossaries; Leadership Training; Management
L : Development; *Management Education; Post Secondary

Education; *Program Evaluation; Research Design;
Supervisory Training

&,
)

ABSTRACT : .

. . Intended for evaluators—--whether trainers,
psychologists, management consultants on professors--this
bibliography samples findings in management training evaluation
between 1953 and 1975. It contains 28 abstracts: of representative

“articles from journals in applled psychology and personnel
management. Each abstract is a one-half to oné-page description of .

. the training program itself, the evaluation ‘design and procedures,
and the evaluation findings and implications. Evaluations of training
vary by organizational setting, managerizl function, topics COVered
and instructional strategies. Design charucterlstlcs of each:
evaluation study-—-nanmely, type of control, testing schedule, and data
categories——are presented in a table to allow the reader to choose a
study ‘within his or her own scope of interest. é,qlossary of
evaluation terms is appended. (CP)
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INTRODUCTION - .

Evaluators—trainers, psychologists, management consultants and professors—have been systematically
evaluating management training programs for over twenty years. And, also for over twenty years, eval-
uators have been publishing 'articles about their findings. Consequently, a wealth of experience has

- actumulated from which anyone interested in evaluation can profit.

You may be interested in the evaluation of management training because you are a trainer and want to

- evaluate courses yourself. Ycu may need to know more about what constitutes good evaluation design.

Perhaps you are a manager who must make decisions that are based on evaluations done by others.
You may need help in judging evaluations. Whatever the reason for your interest, you may not have
the time to read all or even a large share of the articles that two decades of steady work has produced.
You need a way of judiciously sampling thé field.

We have provided that way by abstracting twenty-eight representative articles. In making our choices,
we looked at evaluations of training that varied according to the organizational setting in which the
training was given, according to the managerial functions that were being taught, according to the top-
ics that were covered and accerding to the instructional strategies that were employed.

The table on page iv shows what kind of design was used by each evaluatbr whose work we have ab-

stracted. Using the table will make it easier for you to find the kind of evaluation that you are interest- -

ed in. It will also make it easier for you to compare the design of one evaluation with that of auother.
This 'publication includes a list of selected references and-a glossary of evaiuation terms. Each term
that is defined in the glossary is printed in boldface the first time that it appears in each abstract. The

only exception to this rule is the term ‘‘evaluation,’” which is not in boldface because it appears as a
heading ix each abstract. ) )
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CHARACTERISTICS OF EVALUATION DESIGN

The table that follows on_ page iv summarizes each of the evaluations that we have abstracted. It
shows the characteristics of the design that each evaluator used to gather the information and the types
of information that (s)he gathered. (The evaluations are listed chronologically so as to yield a historical
perspective and to reveal any trends that may have developed in the last twenty years).

The design characteristics of an evaluation dictate the strategy that the evaluator uses to collect data.
Did (s)he use a control group as weil as an experimental group? Were the participants picked at randora
or by matching? Were they given a pretest, a posttest or both? The table answers’ each of .these ques-
tions for each of the evaluations. : 3

2
¢

An experimental group is the collection of subjects who receive the training. A Jcbntrol group is a

_ collection of individuals who are similar to the subjects in all relevant ways except one: they do not

receive the training. An evaluator can use a control group in determining whether the training has af-
fected the ex_perimental group. (S)he tests both groups and compares the results. Presumably any
change shown by the experimental group that is not shown by the control group is the result of the
training. :

. The members of the control group should be as much like the mémbe_rs of the expcrimehta! group as is

possible. Otherwise it would not be reasonable to determine from a CQmparison of the two groups what
the members of the experimental group have gained from the training. For example, suppose that the

_ members of a control group had each worked with the Federal Personnel Manual for ten years. Sup-

pose further that the members of the experimental group had never seen the Manuai arnd that their

training consists of a one-week introduction to it. If both groups are tested when the experimental

group has completed its training, the experimental group will probably show less knowledge of the
Manual than the control group will. Clearly, however, it would be a mistake to deduce that the eXperi-
mental group has not profited from the training. ) o

To ensure that the members of the control group are similar to the members of the vexperimental group,
the members of both groups are usually picked either by. matching or by random selection.

To match is to deliberately pick people, for the control group whose: backgrounds are the same as those
of the members of the experimental group. Background, for this purpose, can be defined as those fac-
tors that might influence the experiment: age, status, education, etc. To pick by random selection is to
choose participants in such a way that all people who are eligible to be par(_icipahts have an equal
chance of being included. Furthermore, participants must be chosen in a way that ensures that the
selection of one participant has no irifluence on the selection of any other.

If a control group is not used, it is particularly important that the members of the-experimental group
be picked at random. To understand why, consider how valid an evaluation- would be if it were an '
evaluation of a course that was designed to teach conference leadership and if the course were given
to an experimental group composed of participants who had each successfully led several conferences.

As for the characteristic that has to do with pretests and posttests, if an evaluator has given both to
the subjects, (s)he has given the subjects the same test twice; once before they start the training, and
once after they comiplete the training. By comparing the results of the pretest to those of the posttest,
the evaluator is able to determine whether the subjects -have . changed during the time between the
tests. Changes are presumably the result of the training.

The presence or absence of all of tHese characteristics influence the accuracy of the evaluation find-
ings. After all, if an evaluation is not'well designed, it is possible to ascribe effects to training that are
actually caused by other factors. Unfortunately, designing and using an evaluation strategy that incor-
porates all of these characteristics involves time, money, and planning. Therefore, the designs of many
of the evaluations that we have abstracted do not include all of these elements. ' .

1
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The table on page iv also shows what kinds of information were collected in each evaIUat.on The data
is categorized on the table according .to the system suggested by Donald Kirk; \af“‘:k' that s, under
the following headings: reaction, learning, behavior, and results. Reaction and Iearnmg are measured
while the participants are being trained. Reaction refers to whether the partlclpﬂnts like the training,
including' the materials, the instructors, the facilities, the methodology, the media and the content.

. Learning refers to the facts, skills, and attitudes that the participants gain from the trammg Behavior
and results are measured after the trainees return to their jobs. Behavior means the trainee’s perform- ,
ance on the jOb and results refers to the impact that his or her training has on the orgaNizatiqy,,

IKirkpatrick, Donald L. (ED.). Evaluating Training Programs Madison. Wisconsin: American Society for Tralmng and Devei-
opment, Inc., 1975
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TABLE A: EVALUATION STUDY DESIGN CHARACTERISTICS

71|

j\._
Type of Control
[ ———

\Dashes. (—) indicate that study did Mot specifically address ¢atedory-

2McCgltand reports three ?udies, one pf which has used 2 matched control g.q4p.

!

iv

8

— - _
measurement T . Data Categories _‘

' Matched ’ N Short-Term____| Long-term
Soyrce/Year | Page| Control Tors | gefore | Affer -
: N . Learn- Behav-
R Group | Random | gquiva. | TeMd- | TG |, Reacs | Hing ior | Results
lency n |
. Sy Yos \/_’\—;_?'—‘ — Yes No — No .
Maier (1953) 25 | Yes | 1 R | P2 I8 No _,_,_._N——T
Block . 7 - No N No . Yes No 0 es No

er. (1955) N0 | No_| = % 1 Yes | Ves T e
Gooqg 3 Yes Yes " No yes | Yeg No es fes No
| Goodagre (1955) | 121 Yes | 7ves | No | ¥ No | Yes | Yes T
(18§§)& Harriton 33 Yes Jes No TS Yes No No Yes No
Vogels1958) | 42 ] No | ™No | No | MO L YeS | Yes | —————= | es
Bucha & . K N
Brun.,nan 8 Yes No Yes No No No Yes

Stetter (1959) | . No | 2 TR | No | % ]
?1'338““' et al 23 Yes No Yes No Yes No No

- ) . s N No —\/_’—\’Y-e\—-N——— Y-. es T 3
Hillman (1962) "‘1'7’__\(0\ No | No | Y& > s “‘E/TT Yes
e —
Goodacre (1963) | 141 Y& | — T e | Yes T wo | TS ) Yes [ No
Blake' g — 1 “’»- . e

. etal No Ye . No Yes Yes
(1964) | 5] No No | YeS | Yes | No | | Yes |
Mottie et al v : . ¥

v <~ . Yes . - Ye es Yes N
%”_ﬁ\\L_—Les /\/—”‘\——\(8\_,,_3_5/—""__“0 Tes\ ___o

2 .

[ McCigiana uoss) | 281 = 1 "No | No [ Yes L Yes | No | e | ves |
Miner (1965) | 304 Yes T — ves | Yes 1 Yes |- Ng | =1 € | No
(B1lga§e & Mouton 6 No N . No N Yes No Yes No No

&) /“\,ﬁ__”____;/\ ——— ] ]
Alba 1 |- Yes No Yes Yes o Ngsof—-DR . Yes No

Nese (1967) | _ " -1 — 1 ]
?1‘:3&"5‘"- etal 40 | Yes v No - | Yeg A\ No No Yes | T No
Ve e e LN e e [ Ve

o Nl - et
Valiquet (1968) | 40 | Yes [T No | ves | Mo | Yes | No | 1 "B | No
Wiisg ) .

n, et al Yes - —Yeag- Nu Yes No
Gosey T | 8L Y | No | Mo | B h | No p PR | N
Thorlgy (1o6g) | 204 No 177N | No | M Yes | No j | Mo
Schein (1971) | 38 1 No [T7No | Mo | Ye8 | Yes | No | "2 1 70 | No
—_"®in (1971) | :

Hang g slocum v :
Yes Ye es Yes No
(1973, ‘ - 15 ] Yes Yes \/_,__’;s\_ No o T e
Burgoyne (1973), | 9 1 "85 | No No | Y 1 Tes | No | —— o | No
%%‘;’stein. etal’ 1| No N I‘Qo No- Yes No No Yes Yes
Marqyiies (1973) | 271 YeS | “ves No _ | Yes | Yes | No | o
ngf;ton & Gipbon 3 | No No No Yer Yes No Yes e
A q) - v _/—'*\'—r—y\__’_v""yes '_T "
S ]
Iv P . 19 es - es Y . . 0
- 20cevich (1974) ] No yes | 2 1 & es {0 ]
Cldecker & Hall B Yes N

2. 21 No - : Ye 0 No
073 2L Mo | oNo | me | Yol Yes | [ YL No | Mo
\({Yge?xley;& Nemeroff 43 Yes Y.els“ No Yeg No - Yes Yes Yes




;- Albanese, Robert. A case study of executive development. Training and Development Journal, 1967,
Y. 20(D), 28-34. '

Albanese, a member of the Opjo State University faculty, evaluated the long term effects of an ongo-
_ing eecutive development pr ogram run by the Nf’“""&’ Restaurant Association (NRA). His evaluation E
..* . demonstrates how the use of a control group can increase the accuracy of the evaluatiop results. -
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TRAINING

The one-week course, given iy seven locations

" in the U.S., covered basic management con-
- Cepts, improvement of managerijal attitudes and

behavi 'r, supervisory functiong of the manager

and standards for restaurant operation. Lec--

tures, informal group disCussigns, case studies,
role playing, question and angwer sessions, as
Well as consultation With facyjty members con-
Veyed course content. The trainees in the ses-
sion which Albanese evaluated, were eleven
Women and sixty-one men who managed restau-
rants of various types and sizeg :

EVALUATION: )

Albanese began his evaluation in 1961, three
Years after the inception of the NRA’s manage-
ment course. He selected a coptrol group from
the NRA membership catalog. Statistical com-
Parison of background factors showed that the
groups did not differ significantly, and could
therefore be compared on evalyation measures.
Prior to training, Managers in poth the experi-
mé;l!al and control Broups recejved five sets of

' Questionnaires with. instructions, one to be filled
‘out py.the manager and lelr for his or her sub-.

ordinates. Subordinates compleied the Leadership

e

Description Behavior Questionnaire (LDBQ), a

- *Measure of subordinate perception of leadership

behavioral style. Managers filled out the Respon-
sibility Authority Delegation (RAD) scale which
measyres these elements for indjviduals who
occupy managerial positions. Only question-
naires returned before.the end of the session
were included in the analysis.

Finally, six weeks, after training, each respon-
dent received a second questionnajre with his or
her name typed <n it directly. This insured that
the designated person received and completed

ithe " questionnaire and that the questionnaire

could be identified upon its return. Question-
naires returned after the five-week cut-off point
were not included in the analysis. :

FINDINGS | -

Managers in the experimental group improved in
their perceived ability to take responsibility and
delegate authority. Their subordinates also -
Perceived an improvement _in managerial use of

- authority. These improvements, however, were
.ot significantly ‘different from parallel improve-
. Ments in the control group. Becauge both groups

had an’ equivalent amount of change, it was
Impossible to attribute positive effects di;ectly to
the training.

Training, 1974, 3(1), 62-74.

4shten, David and Gibbon, Brign. Evaluating a training program in the probation service. European

<Q

Ashton and Gibbon apply a mix -of formative ard summative evaluation techniques to the development

of a management course for propation officers.

TRAINING

Beginning in Feburary 1973, 5p experimental
course was run by-the Durham University Busl-

ness School for Probation. Officers in the Dur-
ham Probation Service. It was the first time that
the university had taught management concepts

1
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to a social service department This type of
training within the Probatior Servnce had aiso
previously been limited. ¢

- =The course objective was to impart an under-'
standing of management concepts and their ap-

plication withi» the probation service context.
‘Subject matter was presented by four members
‘of the university staff on the university premises
in five one-day sessions, each three to four
weeks apart. '

EVALUATION i

Because this was the first course of°its Kind -

conducted by the universily, the evaluators se-
lected .a strategy which contdined clements of

formative evalation. They cortinually gatherid -

information during the development and execu-
tion of the couise and fed it back to course de-

velopers and instructors.. In this way evaluators: -

were able to achieve the Toastant refinement of
the course as it evolved.

Prior to training, members of the teaching staff .

made several visits to the Probation Service
Office t» look into the-organizZation’s problems.
In addition, prospective participants ‘were sent a
precourse questionnaire asking for their own cri-

teria of course success. The responses were ana-

lyzed and presented to the teaching =faff before
the course began. The evaluation @ function
helped in forinulating teaching policy at the out-
set-of the program by producing relevant iifor-
-mation which changed assumptions made in the
early stages of the course s development.

While the course, was in session, two instru-
ments were used to gauge partiCipants’ percep-.

tions. Session rating scales provided an indica-
tion of participants’, reactions to the key dimea-
sions of the course. A session assessment form
asked open-ended questions about the content of
each session and its perceived benefit to the par-

o

. a straight forward

tictpant. These comments were typed out and
presented to the instructors shortly after the end
of each session. The.information was also fed
back to the trainées in"the hope that they would
find each others’ comments valuable. and would
continue to'fill out the forms.

THe evaluators, the teaching staff, and the Pro-
bation ServicesQOfficer jointly formulated the de-
sign for a final questionnaire. The main reason

_for this survey was to obtain feedback on the .
" overall effects of the course, indicating areas of

weakness whichi could be: strengthened ior sub-
sequent offerings. The questionnaire, sejt oit
three months after the course had ended, elicited
primarily personal perceptions from \which the
value of the course to the urganization was in-
ferred. According to Ashton and Gibbon, ‘‘At
first glance this questionnaire wo\ld appear to be
‘reactions’ ¢valuation tool,
but it must be remembered that respondents

were the top managemént strata of the serv1ce&3.;

and hence . value to them personally must be
aligned wnh value to the organlzatlon '

- FINDINGS

"Cuverall, the evaluators founu that the informa-

tion provided by the evalvation effort was of
dual benefit. It served to improve the training
program dunng its development as well as help-
ing to assess’ the value- of the training after-
wards. The evaluation was especnally useful in-
deslgnatmg instructionz: goals, establishing rele-

. vart. course.content and providing the necessary
feedback. on course effectiveness.

Through the application of formative evaluation
techniques the evaluator, university staff and
Probation Officer were able to combine their talL
ents and develop a course which addressed the
needs and the interests of their audience.

»

Blake, Robert, Mounton, Jane S., Barnes, Louis B., and Grelner, Larry. Breakthrough in orgamzatlon
development. Harvard Business Review, 1964, 42(6), 133J55 .

External consultants, Barnes and Greiner, used a combination of quantitative and qualitative’ measures

to dgg

NING
Elght hundred managers in a 4,000 member divi-
sion of a large petroleum company received

M

ermine the effect of Managerial Grid Training upon ora%anizational effectiveness.

Managerial Grid Training, a one-week lab-semi-
nar using problem solving and group discussion
techniques and znalysis of self assessment ques- |

i0
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" . changes in opinions and attitudes,

o

tionnaircs. Exercises conczntrai: d (VI lrxterper-
sonal relations and setti;y and © Gievwug goals.
Senior line managers serv+-1 as insiructors. -

EVALUATION 7

The evaluation addressed three main objectives:
(1) to determine if train:ng in behavioral science
concepts could induce organizatiorai change
through the behavior of the trained managers;

(2} to determine if -introspective analysis dam-
‘ages the mental hegj

th of trainees; and (3) to
assess changes in individual ard group behavior.
To assess the degree of attainment of the stated
objectives, the-evaluators usad questionnaires,
interviews, and observations. Past and present
company records were examined in order to
separate program from nonprogram effects. The

data were collected over a four month period

about one year after the first course offering,
while the last offering was in progress. The eval-
uators examined productivity and profit indexes
for the periods before and after training. Post-
training surveys provided . information on
and inter-

views and -conversation yielded evidence -of be-
havioral changes. . :

FINDINGS

During the year that the tra1n1ng program was in -
operatlon the company reported a considerable

* rise in profits and a decline in-costs which they

claimed were not attributable to price changes in
‘raw materials and finished products or reduc-
tions in the labor force. Overall, employee pro-
ductivity increased without addmonal investment
in plant equipment. Other posmve effects de-
monstrated by the varied measures included a-
catalog of organizational problems solved during
the year, increased frequency of- meetings, a
change in‘criteria for management appraisals and
a shift towards the 9.9 or high production and
high people concern as measured on Blake’s
Managerial Grid. This study demonstrated tiat
behavioral science concepts can be incorporated
into individual behavior, leading to.more effec-
tive group and, utlimately, orgamzatronal func-
tioning, without any adverse effects on employee
mental health

Blake, Robert R, and Mouton, Jane S. Some effects of managerial grid seminar training on union and

‘management attitudes towards supervision Journal of Applied Behavioral Scienice, 1966, 2(4), 387-400.

Blake and Mouton evaluated the effect of Managenai Gnd training on both the production centered
onentatlon of managers and the employee centered orientation of union Ieadersx@v ' :

TRAINING

Identical but separat.: Managerial .Grid 'Seminars
were conducted for - thirty-three - management
personnel- and for twenty-three union officials,
all of whom had management or staff responsi-
- bilities within the local. The training experience,

‘relying mainly upon a laboratory format, also -
featured pre-course readings, organizational and .

self-assessment  instruments and  structured
learning experiences. The purpose of the Semi-
nars was to aid management personne] and
union -officials in gaining a fundamental under-
standing of modern behavioral science concepts
concerning sound people-productlon relation-
ships.

EVALUATION

Measurement for the evaluation was taken bLoth
before and after training. To assess both grou ps
attitudinal changes toward supervrsory practice

and consequent changes in managerial style, the
evaluators used ‘a measure .derived from the
goals of the Managerial Grid. The forty-item
forced choice questionnaire assessed beliefs

concerning an individual’s supervisory practices

1

regarding the integration of pcople in a produc-
tion setting. Five distinct managerial styles were
noted by the grid approach and measured by the
questionnaire: maximum concern for both peo-
ple and production (9,9), minimum concern for
both production and people (1,1), maximum

/

o

-t

L



Q

ERIC

Aruitoxt provided by Eic:

concern for producnon and minimum for people
(9,1), minimum concern for produutlon and max-
imum concern for people (1,9), and a. balanced,
but moderate, concern for both (5.5).

FINDINGS ) L

Initially, managers scored higher than {inion rep-
- resentatives on the sty’es ha‘nrg a hlgh produc-

- people’ orientation.

v

tion orientation  and lower on those with a low’
No differences betweén
groups were found on the moderate style. After
Managerial Grid training, both groups showed
increased concern for people, but this increase
was more marked for the managers.

Blocker, Clyde E. Evaluation of a human r°lat10ns training course. Journal of the American Soc:ety of

Training Directors, 1955. 9(3), 7-8, 46.

Blocker, a university professor, demonstrates the use of previously collected or historical data to as-

sess the results of a human relations training program.

TRAINING

This study addresses a leadership training pro- -

gram conducted for seventy-eight supervisors
from "all levels of management of an insurance
company. The purpose of the course was to help
superviscrs understand their personnel- responsi-
bilities and give them some techniques which
would make their leadership more positive and
effective. During ten two-hour sessions spanning

“an eipht-month period, trainees covered supervi-

so.  responsibilities, leadership, °motivation.
employee cooperation, employee -attitudes .anc

their effect upon production, counselhng, giving -

orders and discipline. Instructional strategies in-
cluded selected teadings, films, slides, group

discussions and role playing. 3

- EVALUATION

The evaluation, which took place after the com-
pletion of the training program, cvercame some
of the problems of using only posttraining mea-
surements by using historical data. The evaluator
selected fifteen of the seventy-eight participants
at random to iake part in the study. Then, based
on observation of on-the-job behavior taken dur-
ing the preceding two years, the selected partici-

pants were classified into-two groups according

to their style of leadership;. eight were classified
as democratic ‘and seven as authoritarian. -

L)

T

Three months after training, the evaluator exam- .
_med standatd printed interview forms to deter-

mine if members of the sample had experienced
behavioral change. . The organization required:
supervisors to fill. out these forms when he/she

" interviews an emp:oyee for any reason. These.

forms contain the reason for the interview, the
attitude of the employee, supervisor’s Comments
and action taken. All forms were classified ac-
cording to the tone of the interview: threatening
interviews were classified as authoritarian; re- '
wardlng and constructlve ones were seen as
democranc To*determine whether’ any of the
fifteen supervisors had changed their behavioral
patterns, Blocker compared the pretraining clas-
sifications with those derived from the posttrain-
ing examination of interview; forms. Seventy
percent of .the previously author*tanan group.’,
responded in an authoritarian fashion and elghty
percent of the d\.mocratlc gI‘OLp respogded
democratically. ~ _— .

FINDINGS

Blocker concluded that the course was l/ﬁ\able to
overcome natural resistance to chaage found in
supervisors. He stressed the importance of top
management support of new- policy, and the

.importance of training on an individual basis.

o .

\
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. Buchanan, Paul C., and Brunstetter, Phillip H. A research approach.to management lmprovement Part .

1, Part 11, Journal of the American Society for Training Directors, 1959, 13(1), 9-8, and 13(2), 18~27

" In-house mvesugators Bychanan and Brunstetter, evalualed a T-group trammg program to determme
‘its effects upon orgamzatlonal climate and mdlwdual interpersonal behawor :

TRAINING
The three day, two night T-g,roup training pro-

. gram took place at an inn two hours from the ,

work site. Two hundred twenty-four managers
from one large department of the Republic AVIa-
. tion Corp.. attended. .

-

. The tra|n|ng had two main goals: lmprovmg or-

ganizational «climate with respect to the reward
-system, role tlarity, morale, inter-level commu-
nication and employee utilization; and develop-
- . ingtindividual interpersonal problem solving and
" . behavioral skills,

ferences, supplemented by larger group (12-24)
..factual lectures.

.EVALUATION S .

Three to seven;months after the managers had

been tramed they Teceived a questlonnalre ask-

N

R N

Instructors conveyed course
content through small group (9-12) lab-type con-:

ing them for a comparison of how things were
currently done within their work unit in relation
to how they had been done a -year ago. The
-questionnaire, directed at organizational .devel-
opment, required managers- to- rate changes in
the effectiveness ofvarious organizational func-
tions. A second group of 133 untrained managers
from another departmental unit, acting as a con-
trol group, also completed the questionnaire.

FINDINGS

The researchers determined which organlzatlonal

" functions were controlled by management and

compared the two groups along these dimen-
sions.
number of pos1t1ve changes.

&

. Burgoyne, "Joﬁ!

G An actioh research experlment in the evaluation -of . a management developme‘nt .
of Managemen! Studles, 1973, 10(!) 8-14. B :

‘e

otherw:se summatlve evaluatlon study

TRAINING

- Buigoyne evaluated a twelve-week management )

Manchester Business
io England and taught by the school’s

.cotrse” offered- . by~ t_he
¢ Schott
faculty.

-

EV;&LUATION
In thls study, . Burgoyne demonstrates the appll-

=

" cability of an “action research®’ approach to the”
‘ A.,eva'luatlon of ‘a management training. program.

. “The traditional researcher observes and’analyzes
*the research situation. The actio résearcher, on’
the other hand, uses the }eSe/:r/ch findings to

- bring about change ir\/tbe'research situation gnd

; 1 3#;,'.

BUFSO}’ne teste> an action research design in the evaluation of a unrversrty-based management trammg
.program This design permits some-of the advantages of formative evaluation to be tranS'mtted to an

momtors the change brought about by thls inter-
“.vention, which is what Burgoyne’drd ~ o

. The: SpeClﬁC action research”design employed by.

Burgoyne is called/a/”/nested” action research .
 design, in whlch/the researcher is actually carry- '

1ng out twc1ndependent studies, one of which is
lnslgey’ the other. First the researcher observes
the-Teséarch situation and uses his or her obser-

v
//vatmns to influence the situation (“lnﬂuencmg
‘monitor- -

prOCedure ). In the second phase the *
lng procedure"” the researcher assesses the con-
sequences'of change brought about through the
intervention. This.second study is actually taking
place: w1th1n the framework prowded by the first
one., - ..)"' -

“ Ty .

The trained group reported a greater.
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ERIC

Aruitoxt provided by Eic:

“tested the following 'hypothesis: The impact -of

During the first or ‘“‘influencing’’ phase of his
research Burgoyne chose to study twelve of the

thirty-six predefined course segments. He inter-

viewed the faculty members responsible for
these segments and used the resulting informa-

tion to develop instruments which allowed these .

segments to be compared to future offerings.

During the interviews, faculty members desig-
nated objectives and criterion measures and pro-
jected possible behavior changes which could be
expected if their course segment was successful.
About half of these instruments included objec-
tive tests. The instruments were administered
both before and after training. The posttraining
measurement asked, in addition, if participants
expected subject matter to influence their work,

and if s, would it lead to-a demonstrable effect _
iin the organization: Information was fed back to
.instructors after the session was over for use in

the preparation of the next course offering.
The. second or **monitoring’’ phase of the study

°
K

i

a

the “‘influencing”’

a greater increase in average participant rating of
learning for those parts of the course that had
been studied than for those parts which had not.
When the university repeated the.course, nine of

“the stvdied course segments and twelve of the

unstudied course segments were taught by‘ the
instructor who had taught them previously. Parti-
cipants in both the studied and unstudied groups
rated perceived change in learning on a seven-
point scale after they had completed the seg-
ment.

FINDINGS

A comparison made between the two groups

showed that participants in the studied group
reported a significantly greater amount of per-
ceived learning, thus proving: the stated hypoth- -
- esis. The success of this evaluation indicates

that the action research method has great poten-
tia] for the improvement of ongoing courses. -

e

Goldstein, Stanley Gorman James, and Smith, Blanchard B. A partnership in evaluatlo,n Trammg and

Development Journal, 1973, 27(4), 10-14. -

research will manifest itself in

‘While the “‘one spot case study” (or single posttraining measurement without control group) is general-

© “ly considered the Jeast acceptable approach to training evaluation, there are some times when financial,
-orgamzatlohal and time constraints prevent the use of more rigorous designs. Goldsteir et. al. demon- :

EVALUATION = .-

strate, how under such conditions, evaluators can .capitalize on ava:lable resources.

TRAINING_'._A:'

Ine conjuncuon with a Kepner-Tregoe research"
associate, a training center director and employ- -

ee development specialist undertook a study .to

_determine whether Kepner-Tregoe courses had .
. been effective in meetiig the. needs of the

NASA Manned Space Craft Center in Texas.

--Over. a five year period, 300 Manned Space

Craft managers attended a total of sixteen offer-

_ings of -the problem-solving and deCISloanakmg

tralmng COUI‘SC

The objectives of the evaluation were to assess
course effectiveness, to determine if 'NASA’s

-

6 . ' . ’ - ’ ..._._

o,

investment in the course had paid off in: better .
. problem solving, and to find out what levels and -

types <of SUpeersorS would benefit from the

- conrse. To gain the answer to .these questions,
" the evaluation team_désigned a self report ques-
tionnaire. After review by NASA executives and .

pilot testing had been. completed, the question-.

naire was sent-to all 250 former course partici-
pants remaining with NASA at the time of the

e’valuatlon The questionnaire included a_back-

'ground sheet, questions emphasizing changes-in

behavior and job performance, and an optional
sheet” for noting spemﬁc incidents—syhen course

- concepts had been apphed In addmon the eval-

uators obtained a measure of results by estimat-
ing the return on 1nvestment attributable to the-

- training program.

14
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‘was the dominant
some lectures and discussions were included.

- EVALUATION

FINDINGS

The results of the evaluation were encouraging.
Program effectiveness was judged by two crite:
riz: Perceived value and extent of application to
the job situation. One half of the respondents
reported the course -as having significant value.
Forty percent reported specific areas of benefit.
More than one half reported frequent informal

use of course concepts and slightly fewer than

half reported repeated formal applications to
major job concerns. .

_ In order to get an approximation of return on

NASA'’s investment in the training program, the

evaluators compared the cost of the course to -

the typical manager’s annual salary. The course
costs, including participant salaries, facility and

_program expenses equalled about five percent of

a- manager’s annual salary. By contrasting this
investment with payoff in terms of perceived

" growth and performance. efficiency attributable

-

‘to the course, the evaluators estimated that the -

return-on investment had been 200 percent the
first year. : .

Analysis of questionnaire data failed to pinpoint
a single factor designating those levels and types

- of supervisors most likely to succeed in applying

course concepts to job concerns. The data did,
however, suggest that ‘‘the more talented em-
ployees received. greater course benefit.”’ In ad:
dition, the application of course techniques to

the job depended upon the kind and level of po- - .

sition which.the supervisor held and the degree

to which his superior and peers SUpported the

. use of these new techques

The evaluators concluded -‘with a. discussion of
-how course value can be maximized. Supportive
organizational factars, appllcatlon of knowledge
on the job, and training employees at a live-in
rather than an on-site facility all had ‘an 1mpact

" on maximimizing course Value

lndustnal Relations, 1955, 2(4) 143-149.

."Goodacre, Daniél M. III. Expenmental evaluation of tralnmg .!oumal of Personnel Admrmstratxon and

1

In this 1955 article, Goodacre expresses the need for formal _evaluation of training by trammg dlrec- _ ‘

tors, then demonstrates how to conduct an experimental trammg evaluatton -

Y

TRAINING

.The 'subjects .of Goodacre’s experimental study
were 800 individuals - holding diverse managerial -
"and supervisory. jobs within the B.F. Goodrich

Company. All subjects had been des1gnated as
‘eligible for training. Subjects were randomly di-

wvided into’two groups. One group received train-

ing: the second served as a control.

- The trained group received eighteen nlnety min-

ute sessions designed to improve their knowl-
edge and skills in understanding human behav-
ior, decision making, employee selection, and
job evaluation. 'While the conference method
instructional method used,

.-

The evaluator measured both groups before and
after training. He used attitudinal scales to mea-
sure the managers’ confidence’in the application
of subject matter areas, their attitudes toward

‘a B ) .

15

‘FINDINGS k
In general, the control group did not change on _.
any of the factors measured. The trained group, -

the company, and’job satisfaction. Achievement .’

tests measured learning in subject matter areas,
and supervisory ratings measured behavior at-
tributable to course and ogverall ]Ob perform-_
ance ) . . 1_

.
\

however, showed improvements in self confi-

- dence and learning. The trained group also re-

ceived slightly -higher posttraining supervisory -

performance ratings than the control group, but
this difference was not -as pronounced as the
changes found by. the measures of learning.
Goodacre concluded by stressing the need for
data collection strategies “meetlng the condi-
tions of having.an adequate criterion, controls,
statistical analysis dnd
design” in order to * PI'OVlde management wlth
facts as to the return on its training investment
and aid in further program lmprovement ”

RIS
&
A
L

e, . : .
~ 2%

a built-in experimental -



‘Goodacre, Danicl M. lIl. Stimulating man management. Personnel Psychology, 1963, 16(2), 133-143.

8

Goodacre shows how several control groups can be employed to test s:multaneously the relative effec-
tiveness of several variations of a ‘new training program.

-TRAINING C : . on the job and were given feedback in the form

of anonymous employee comments which were
-~ culled from the ‘questionnaire which had been.
administered to subordinates. After the feedback
session they received additional training. The
second group received the same treatment as
group one, but did not receive the additional
training. The third group received no feedback,
" only the initial training in the use of the system.

Goodacre assessed a new training program de-
signed to change personnel management prac-
tice:s through a new performance appraisal sys-
tern. The training program consisted of six nine-
tv-minute sessions during which managers
learned and practiced the procedures for the
new performance appraisal system.. The program
concentrated on the application of practices
found in “good developers’ such as extensive

i

-/

f
i

' delegation and setting high standards. FINDINGS

- ' C ' - The greatest number of changes, as Goodacre :
EVALUATION . b expected, were recorded in the first group. The
Seven hundred managers in faur distinct subor- < control group, however, was a.close second due
gamzatlons of a large multl-corporutlon partici- to an unplanned occunence—lncreased union.
pated in the study. Prior to training, subordinates pressure upon management to conduct perform-
of managers in all four groups completed a sev- . ance appraisals and supply feedback annually. i
enteen item questionnaire measurin'g those prac- . Union membership in the contrel group was high |
tices stated as gccurring in *‘good developers.’ in comparison- to the three trained groups- (72%
Three of the groups were then trained while the against 19%, 16% and 23%).
folrth group served asa control, maiutaining the ~ Even though the data showed that personnel
traditional trait approach to appraisal used by management practices could be changed through
_the company prior to the study. - _a program of training and new administrative

““The three trained groups were used to test the - procedures, Geodacre: was not able to isolate the
effectiveness of variations in the training pro-  differential effects of the new program because
gram. The first group received training in the " of the unplanned occurrences in the control

LS

new system. They then were allowed to apply it group

»

Hand, Herbert H. and Slocum; John W. A longitudinal study of the eﬁects of a ‘human relations pro-
gram on managerial effectiveness. Journal of Applied Psychology, 1972, 56(5), 412-417. e

-

The author,s conducted this study toc determme rf a managenal human relations trammg course could
change attitudes, and whether these new attitudes were reflected in orgamzational effectiveness. This
article reports on the second phase of an evaluation two years after training. The first phase, done
) mnety days after trammg, reported no srgmﬁcant amtudmal or behaworal changes

. TRAINING v : problem solv1ng methods The “off the shelf” or

N

\

A packaged course was mnducted by the Con- - standardized package program used, consisted of .
tinuing Education Division of a ma]or -eastern a total of nine hours of discussion ¢f managerial
university for .a spacialty . steel plant in central . Styles and a total of thirty hours of experimental .
Pennsylvania. The . training provided practical . ° learning experiences using individual and group
application of human relations principles through exercises, self assessment devrces and simula- -

Sy



" tions. A third segment of the course provided a
-total of three hours of instruction on cuarrent
motivation theory. Training was accomplished
during twenty-eight ninety minute sessions, be-
ginning in September, 1968 ‘and continuing
through March, 1969.

EVALUATION

- The evaluators, ‘who were members of the uni-
versity staff, used a pretest-posttest strategy to
measure changes in behavior, - attitudes and job
~ performance. Twenty-one traired managers and
twenty-one controls were ‘randomly selected from
the same hierarchical level of the organization to

participate in the study. A statistical comparison -

of corporate demographic’ factors, such as posi-
tion in the hierarchy, time in present position
and educational level, insured comparability of
the two groups.

Measurements were taken prior to tralnlng, nine-
ty days after the experimental group had been
trained and again fifteen months later, During
. each .testing, managers in the experlmental and

control groups completed the Leadership Opin- .
. ion Questionnaire, a measurement: of leadership
- attitudes concerning .work environment and task .

perforinance. Simultaneously, théir subordinates
received .the SuperVisory Behavior Description,

a companion instrument which provided subordi- -

‘nate measurements of the same leadership quali-
ties. At the same time, their superiors completed
.a job performance scale developed by the corpo-
‘ration’s Director of Training. The traits rated by
this instrument were technical knowledge, func-

tional knowledge, drive/agressiveness, reliability,
cooperation and organizing ability.

FINDINGS | o

The evaluators found that managers in the con-
trol grpup described themselves' as ' becoming
more impersonal and production centered; their
subordinates also described them as moving
away from concern for human relations in the
task environment. Evaluators noted a mirror
image change in the trained group. Significant
aititude and -performance chzanges surfaced.
Members of the trained group developed more

positive attitudes toward the human relations
aspect of their jobs, ‘and these attitudes led to..

positive changes in job performance

Smce the researchers had antrcnpated significant. =~ .
change in ‘the experlmhntaL group only,: they -
speculated, upon possible’ explanations for the

unexpected change in the control group: ‘A llkelx B

explanation was proposed.  Noticing that the’

trained managers enjoyed greater success with
peers and subordinates and greater job effective-

ness, the control group managers reacted "by - -

applying a more autocratic, structured approach,

one which they had found successful in"the firm -

1n the ‘past. Increased managerial control could

. have in turn, adversely effected subordinate per-
" formance, which was ultimately reflected in de-,

creased managerial effectiveness: Without pre-
-and posttralnmg measures thls phenc,menon
might have remamed unnotlced

3

. .,

Hlllman Harry Measunng management tralmng, a case study Tl'almng Directors Journal, 1962 16(3),

.27-3 1.

1

e

Hillman studied a training program deslgned to foster unrfm@ersonnel polrcres within a large, raptdly
expanding multtple organization, and to improve the skills of its managers m mterpersonal relatrons

TRAINING

A tralmng program was proposed to eliminate
the .widespread inability of managers to manage.
~ ‘Through training, the organization hoped to re-
duce. employee turnover and absenfeeism, im-
' prove operating efficiency, improve safety and
reduce Workmen’s Compensation costs, improve
_-employeé morale. and “@ffitudes, and retdrd
- growth of union representation. :

1.

The resulting three-day tralnlng program cow- *

ered: management: _responsibilities for planning,
organizing, “communications, supérvision and
controlling; sélection; indoctrination.and training

. of employees; . methods improvement; handling
personnel problem cases; safety; and human re-
lations. *A- team of ‘two - headquarter managers .

afid a selected Jocal manager servéd as instruc-

.9

tors. Course developers employed the confer-

-

N
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_trainees were branch managers within the firm.

. provided- a measure of the lmpact of training -
“upon the or qanlzanon R L .

o

enc technique supplemented by actual .case F[ND]NGS

.. - ¢ .
problems, role plays, visual aids and films. The The evaluators decided to discontinue the use of

“How Supervise” after consistently favorable -

' results were . dbtained from nine consecutive
EVALFATION o course offerings. At that point they were satis-
To determine whether the goals of training had fied that the course was able to transmit learning -
been met, the cvaluators employed a test .of . in the classroom setting.
- classroom learning, measured trainee reactionsto - - . . .
' course and instructor, and -assessed impact of -Overall, ratings obtained from the reaction scale
“training on the organization: *‘How Supervise,” ‘were generally high but conference leaders using
a published questionnaire measuring changes in the lecture approach received somewhat lower
the participant’s thlnklng about supervisory ratings. When asked for their views, however,
. practices, policies and opinions, was adminis- participants expressec. the view that basic quall-
tered at the beginning and end of the course to ties of ccnmon sense and understanding of peo-
obtain a measure of classroom learning. After  Ple could nqt.be taught by this type of training
each session, participants anonomously complet- program.
ed a five-point rating scale measuring their reac- The payoffs of this tralmng program to the orga-
tions. to each conference leader’s effectlveness * . nization were high. Turnover dropped thirty per-
and the interest value, usefulness and polentlal cent, accidents decreased by fifty percent, and:
for application of each subject. Once the train- *  Workmen’s Compensation costs were substan-
- . ees had returned to’ their jobs, monitoring of tially lower. Union activity virtually stopped, an
turnover, = absenteeism, accident - frequency, - outcome desired by the organization’s top man-
Workmen’s Compensation costs and union gains agement.

PR
S

_“lvancevrch ‘John M.'A study of a_cognitive training program Trainer styles and group development

Academy of Management Journal, l974 17(3) 428-439.

-

lvancewch examined the effects that varymg tbe role-of the instructor had upon partrc:pant groups dur-

nng {rammg . . . .

TRAINING s . hypoth%ized that he would find' statistically srg-
A five-day management and orgamzatlonal .be- -mificant differences’ between the two groups in
havior training program served as the stage’for - BroUP cohesion, interparticipant conffict, operess
Ivancevich’s_experiment.- The course was de-- - of comminication, perceived interpretations of

signed to teach. conceptua] knowledge to first. " positive - productrvnty and partrcrpant attitudes
level man:zement within.a multi-plant manufac ' toward training. .-

turing company. - Text: articles, Tole plays “a ' With the help, of the ¢ompany’s Vice. Presrdent
. communlcatlon exerClse and questlonnalre were ’ of"Productlon, the D"'ector of Indugtnal Rela-
used to .teach motlvatlon,, group functlonmg, <tions .and the Assistant Director of Industrial
leadership, organlzatlonal change, behavioral Relatlons, Ivancevich assrgned the . sixty-four
science, orgamzatlon and company trénds. Sl)f- managers to two matched groups in which mem-
. ty-four first. level managers ‘attended. . bers were - riot well acquainted with each other.
o - - . The managers were matched with respect to age,
EV ALUATION E S education level tenure, and salary rates. ~ -
Ivancevich explored the effect of two contrast- Both groups covered the same topics, received
mg‘ trainer styles on group developmenr_t He  identical lnstructlonal and readlng materlals and
R S ‘ 4 : ) )
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»

had the same trainer. The difference rested in
the role played by the trainer. In one group,
“‘training group structured,”’ the trainer lectured

at the beginning of each of: the eight modules ~
and "specified what the learning expectations.

were and how they would be accomplished. The
trainer played an active and directive role. He

provided reinforcement for "good ideas and

suggestions, gave immediate, construciive feed-

back on completed tasks, and felt free to openly .

disagree with participants. The time spent on all
- activities_ was closely controlled. In the other
group, ‘‘training group with minimum struc-
-ture,” the trainer played a facilitativerole. He
held lecturing t¢ a minimum and -presented  his
thoughts and ideas via the chalkboard. He ex-
pressed opinions only when asked and avoided
disagreements with participants. The group free-
ly discussed whatever "ideas and issues they
wished to be clarified. The trainer provided a

-~ L. . T 1.

minimum  of "feedback and reinforcement, and.
- exerted no control . over the sequence of and

time spent on instructional and reading materi-
als.

After each module participants completed a fifty
item rating scale mcasuring attitudes toward
group cohesion, interparticipant conflict, openess

of communication, productivity of module ses-

sion, and attitude towards trainer. The evaluator

traced, and examined changes in the development'

of both groups for each individual module. -

' FINDINGS

For the most part, the structured training ap-
proach was proven to be more effective. This
group experienced more statlsncally significant

- improvements or group developinent in the areas.

of group cohesion, openess of communication,

" productivity and attitude toward the trainer. .

i

' Lcrdecker Joel K., and Hall, James L.. The- lmpact of management development programs on atmude'

formation. Personnel Journal, 1974 53(7), 507-512.

. b
- i

Emulatmg an earher study, the authors set out to measure the rmpact of an ongoing- management de-
velopment program on participants’ amtudes and values. Their results pomted to new directions for

management development programs

TRAINING

Leidecker and Hall studied a ten week manage:
ment development program at the Santa Clara
Center for Leadership Development. The sub-

« jects of this study were drawn from the partici-

pants in these programs beginning with the aca-

"+ demic year 1971-72 and contlnumg into the aca-

demrc year of 1972-73. The partxcxpants who

were’ middle managers from diverse kinds of :

firms in the San Francisco Bay area, ranged in

age from their twenties to their fifties, with the
- majority in their thirties and forties. .
 EVALUATION™ _ *~

Through theix research, the eyaluators wanted

* both to measure the impact of.this program on °
participants’”. attitudes and values and to compare .
. their findings to a similar study done seven years .

earlier by Schein.! Two instruments were used
s to collect the necessary data. l'he first, the Pub-

s]

. Iy

lic Opinion Questlonnalre which consisted of .a
series of attitude and value statements, deter-

mined participants’ positions on five dimensions:
" business and society, general cynicism, manage-

ment theories and attitudes, attitudes towards . .

"people and groups, and individual and organiza- N
Pamcxpants completed it .

tional ' relationships.
before and after training. A second instrument,

‘ah .adaption of the Profile” of Ofganizational

Charactenstlcs, determined whether the part1c1-' 3
pant’s organlzatlon was ‘‘highly supportive’” or

“less. supportive.” Admlmstered before training
only, its use was to gauge the relationship be-

tween orgamzanonal climate and- permanence of -

participant’s change, i any. .
FINDINGS :

Managers in the present study overwhelmlngly
(90%) responded that they had, faith in their

-workers. On this basis, the evaluators suggested

that future tralmng in-the areas of Participative

u



‘Management, Human Relations and loblﬁnrich-

ment should concentrate on developing the skills
of appllcation rather than teaching the 1mport-
ance. of these concepts.

The evaluators also found strong support for the
principle of supportive relationships. The pro-
cesses within the organization were no longer
viewed as dehumanizing. Rather,

supportive to the individual, and ones which

“build a sense of personal worth and importance.

The strength of this commitment, lacking in a

" previous study,?” indicated that managers had

:
-

now adopted the necessary attitudes to change .

the. orgamzatlonal relationships. The focus of
trammg\ programs should, therefore._ shnft from

~
.
N

~

the experi- .
-ences provided by the organizaiion were seen as

attitude change to concept app'lcatlon

Tne evaluators compared the present study s
results with a2 similar one done by Schein in
1967. Schein had studied a twelve-imonth- man-
agement education program conducted at M.L.T.
The evaluators found that present participants

- possessed more positive attitudes toward corpo-

rate responsibility than the earlier group. Fur-
thermore, attitudes cf present subjects shifted
positively in this area, a change not noted in the
Schein study: This implies greater receptivity of
subjects to training programs emphasizing corpo-

" rate responsibility and social awareness.

iSchein, Edgar H. Attitude change during management
education. Administrative Science Quarterly, 1967 11(4). 601-
628.

2ibid.

McClelland, D. Achievement motivation ‘can be developed "Harvard Business Revrew, 1965, 43(6) 6-24,

178.

L]
wo

TRAINING ‘

N

. McClelland reports on three studies of hls own
o development progiam which was aimed at teach-
. -ing participants how to improve  their perform-

ance as entrepreneurs. One study took place in-
" the U.S.,

.participants ‘were
" concept of need achievement (n-ach) its import-

the others.in India. In all programs,
taught about McClelland’s

_ance to entrepreneurs ‘and how to act and per-

"is highly ‘motivated by the need to achJeve suc-.
- cess) @ )

ceive the world like a **hi n-ach’’ (a person who

/

He employs four main training methods:f:r.(l)‘
Goal Setting-‘—-trainees set goals which are then .

~used as a target against which they can evaluate

" “their progress. Every six months for two years

participants fill .out a report form. This record
keeping process keeps the goal salient. (2) Lan-

. guage of Achievement—the trainee. learns to
" code his/her thoughts or fantasies:and talk in

terms of *‘hi n-ach’’ ‘concepts. This in turn influ-

" ences behavior. (3) Cogmtlve Supports—the per-

son must re-examine. pre-existing attitudes, val-

ues and self-concepts and reconcile them with

this new way of thinking and acting. @ Group

.\ e ) - . . .
Mc(;’lelland‘d?.icribes and evaluates his approach to developing entrepreneurial traits in managers: - ..

s

Supports—lnstructors and peers provrde emo- -
* tional support. - ‘

'»EVALUATION

In order to determme whether or not his course ’

had been effective, McClelland compared parti--

cipants’ pretraming level of entrepreneunal ac-

iivity to the level exhlblted once: they had re--

turned to. their jobs.: Increased cntreprenunal
act|v1ty was ‘defined as observable -acts such as
advancement within the organlzat:on or an in-
crease in the size or scope of one’s.own busn-

‘ness. -~

APPLICATIONS .

McClelland describes ‘three applicutions of his -

- training .program. The foilowing brief summaries

address the programs and their findings.

Study I
A pilot study conducted at-a large U. S corpora-
tion involved sixteen executives in .a one-week

training session. Participants were matched to a
control“group on the basis of length. of service, -

age, job.type and salary level. Two years later

1



McClelland conducted a follow-up.study to find
out which group of men had done better subse-
quent to training. On the average, those who had
attended McClelland’s course had been promot-
ed faster than their matched controls. '

Study 1.

The, second study, done in lndla evaluated a
similar training program conducted at the Small
Industries Extension Training Institute. Fifty-
two Indians from several -communities attended

~ the ten-day residential seminar. The men were.
heads of small businesses, lawyers, bankers and

politicians. Trainees participated in indiyidual
. and group sessions, analyzed their self cdnCepts
based on psychological test data and learned the

language of achievement (positive thi nklng) and

how to set goals. A follow -up pericd of six to
ten months ensued.

“from a variety of firms in Bom

During the follow- -up Derlodv the trainees dOU-'
bled their entrepeneurial raté: ¢fore training
one third of the group had been unusyally ac-
tive, the number increased f© WO thirds wiih
training. The judgment was pased on obgervable
acts such as expanding an old business_ increas-.
ing profit or investigating 2 neW produq line.

Study 111

A third study of thirty-two salaried executives’
ay .replicated
these results. Before the €OUrSe omly  about
twenty to thirty percent of the P€N were “quite
active.” A follow-up condycted 'Wo years after
trainiing revealed that twoO thirds Of the men who
had attended the course were oW “‘ynusually
active.'

. ' ' N :
““Mahoney, Thomas A, Jerdo’e. Thomas H., and Korman, Abraham An exPerlrﬂe“tal evalyation of
" management training.. ‘Personnel Fsychology, 1960, 13(1), 81-98.

. —

Mahoney, Jerdee and ‘Korman used. a multl-group experlmental design to evajuate the overaly effect-ve-
ness of a managerial training program and the relatlvc effectiveness of two types of case Studies.

TRAINING .

The goals of the on—golng program were to de-
velop .within top and subordinate levels of man-

agement a knowledge and understandlng of

mavagement principles, to develop the ability to..
appiy a specral approach to problem-solvmg and
_to increase personal responslblllty for'self devel-""
opment.- The mstructlonal techniques used to
achieve_these objectives were case analysis and
.group discussion supplemented by reading cs-

- signments and lectures. Two approaches to case =
analysis_were used. Some. trainees-received the -

standard case approach while others recelved
the *‘boss involved” approach The latter,. -ap-
proach requires all™ partlcrpants to meet with’

their respective superiors prior-to training in
- order to select a problem encountered by partici-

pants in their work. The- participant then\analyz-
es the problem prepares, a soluuon and reuorts
back to the superior aftér training. The 1ns1ruc-
" tor selects one such problem for class discus-
sion. The week long course:took place at non-
resldentlal facilities near the work s11e Trainees -

~

= -case approdch to participants W
"been trained. The evaluators assigned the mana-

" eriterion measures before 2nY
- The “Management Practices’ Quiz* was devel- -

~ were sixty-four second Jevel managers from one

division of a large company,

EVALUATION . &

peY

To determine whether either €35€¢ approach was

superior in achieving ccurse objeCtives the eval-
uators compared participants . traitied using each
O‘had .nof as yet

gers to-five groups, dtteMmpting’ to Provide a-mix
of the different functipnal responslblhtxes within -
each grour so that managers cotld share experi-
ences and learn from on€ another, Cgreful ’

“scheduling of course sessions enabled the evalu-
© . ators to have a contro] group-

The first step was to test parthIDams on. thl‘ee
tralnln began.

oped based on course matenals to test knowl-
edge of congepts and princif les Presented in the

course. A standard scOring proCedure enabled
“the use of sample case Studi€s t0 assess probiem
solvmg ability. A third - measure, an attltudlnal

S BRI
AN

<L : . .



FINDINGS _ ey

* Relagjons, 1953, 6(2:).,.‘16'-173-

- ture, group ‘clisr;ussio_n’ and role
@ foyr-hdur. discussion “Period, “yrainces asked
* Queggjons and expressed their op;niong ‘and atti-

b was developed"‘t 0 measure responsibility
.f_or self development.

After the "pretest was _Completed, two instructors
taught two sessions SiMulitaneoygy  Instructor J
taught Group I using the “bogs jnvolved’ ap-
Proach; Instructor 11 used the stadard approach
With Group II. Then the instrygy rs taught two
More sessions simultaneonsly, . " vim e Thtruc.
tor | used the standa‘rd Case ap'proach and In-
Structor I1 used the “'bOss involyed™ approach.
Instryctors I and I taught Groyns 111 and IV,

~.

Tespectively. = N

A posttest using the-Same three criterion, mea-
Sureg was then administered to. i five groups.
Gr(,up.v, serving as & controj group, ‘received..

;traini'ng after the experment endeq.

-

Although the trainees showed no significant im-

" Provement on the test of knowjegge, significant .

“

w

— )

T °

impro\,ement surfaced‘ on the dttltudlnal measurél

and?f)n One goale of the case study. In seeking a
possible €Xplanation tO .tl'!e r"fsl}ltsy the' gyalua-
tors ComMpared the partICIPants scores gn the
criteTion meggures to those of the®inst crors,
who had attended an earlier course Oﬁering. In
general, the jnstructors §gored no higher after
the Course than the participants ha_d SCored be-
fore training. this suggests that either (e in-
struCtors Were not adequately prepared or the
scrit€Tion meggyres were NOt relevant criteria for
- the evaluatjyp, of the course: :

Analysis algo showed no difference between the
“boss i“‘/olvcd"“approa(:h agd the_.traditional
appOach ip (he achievement -of tralning objec-
tives. No ¢onclusion can be drawn, -hoyever,
- becauge pérticipant'commems Indicated that, in

?"inVOIVed“ approaCh had not been fO"OWed:

~
)

+} many instances, the. procedures in the “boss .

Maicr, Normian R.F. AN eXperigental (est of the effect Of training on discussion leaderhip. {yman :

e —

Maier st up an experiment (o determine if supervisors €Ould be trained to use @ PErMissive approach

I djgcussion Jeaderhip-

TRAINING L .
An gjght hour training course Was. designed to
Present the nature of 8roUp decigjgn-making and

how it can be adapted tO'dealing with job prob- =

lems The instructional methods | sed were lec-
playing. During

tudeg The role playing Problem yhich followed
allowed the trainees © aPPIY- thejr new knowl.
edge and allowed the €valuator o test the train-
€es’ jearning. In the problem, 5 foreman had to

' €Onyince three emplOYEeS 0 chanoe their job- -
.tasks. o 4 . .

‘EVALUATION .

" To, determine whether 'the Irainipg

! . program had
Prodyced a change in learhing, \p oy compared -
trainee performance 0N the role ).y exercise.to
pPerformance “of - untrained manage ¢ Instead of

trainjpg, mariagers in the contro) group. received .

14

© paving many
« persongalitieg cancel each other. out.

. jig.ab

T

. 2 one-half hour lec-t'?ure on; resistance to chénge

which serveq 1o ingroduce the role play. 1 anl, .
fony—four grou.'ps Of:trained"'marlagers and thirty- ‘ .

siX-Broups of controls performed the roje play.

Each of these groups had four membe s, one.to -

play Sach roje mentjoned. a,buo"?- By using jarge
_numbers of role play iﬂé groups’ for t.th experi-

. mental and . oirol%¢onditions, Maier hoped to

overcome some of the bias which individyy) per-
sonalities inyquce into the role play Setting. By
' oups the ‘effects of -indjyidiral

FINDINGS ~ - . o

The ained 1¢jgers ;were more effective in pring-
Pout Chapge-than thelr untrained coypter-,
parts- -Fifty porcent of the control grouy and
fifty-Nine Percenf of the experimental grouy, «ac-
cepted’ change jn he problem setting ~ gifry
_percent"of the contro] group “re]ected Cha‘nge.n
i the\\_e XPerimental " group» hovgever, 36.4 per-

=

o
o

\



+ gram wiiich provides the opportupjty

S

Cent.accepted Compromise and only 4.5 perécnt
rejected change. o

- A basjc difference was found between the two

groups. Untrained leaders attempted to force
change by using money- Trained |eaders viewed
the sityation as a problem to be golved by the
gfoup'and tended to be more congiderate, toler-

N .
ant and open to suggestions.

The evaluator concluded that the eight~hour

course was sufficient to cause behavioral change

‘in_the classroom setting. However, higher man-

agement support was feit to be necessary if the
new belaviors were to transfer to the job set-

ting.

Margulics.. Newton. The effects of an organizzitiohal sensitivity training program on a measure of self

o

actualjzation. Studies in"Personnel psychology (Canada), 1973, 5(2), 67-74.

The ojective of this evaluation wys

to determine whether or not an extended. sensitivity (raining pro-
for reinforced practice~f Jearning increases the. ability of the T-

group. experience to 4evelop self actualization in managers;
S : ) ..

TRAINING

Marguyjies studied: a T-8roup based: m'anag'erial'
' ) training program conducted for mjddle managers

~.in a Jarge company. This particylar sensitivity
training program differed from the- usual, week-
long approach in'that -training sessjons extended
over 3 four-month period and specific . sessions
were devoted to the transfer of jearning to the
job. Margulies .wanted to determjne if this ap-
proach could produce changes in the degree of
self actualization of participants, Fifty middle
managers were selected 1o participate in the
Comparison on' the ‘basis of interest, ability to
benefi; from, the program and lack of interfer-

ence from- job tension UPON participation in thie

progra’m . ) . . e

\| EVALUATION

. Plicit application’ oppp‘rtuhities. would be reflect-
ed in th”e"psychologicfll growth of the partici-
pants, To test this, he exposed participants to

. different program variations, testing them: before

and after training on 2 measure of self actualiza-
tion, : .

To test his hypothesis. Margulies ysed a control-

~- group pretest-posttest design. Participants were

Q

ERIC

Aruitoxt provided by Eic:

“randomly assigned 1O five equa] size groups.

Four groups received training. The fifth group,
serving as a control 8roup, was told that due to
the Jarge number of participants jt as necessary
to Hicjude them in.a sensitivity training program
planned to be held several months latef.

Margulies hypothesized that the provision of ex-

"groups was a *‘pure”’ T-group’in which instruc- ’
tors male no attempt to link training to job eX*™

Trainees attended a three-hour session each
week and one full weekend session per month
over a four-month period. One of the trained

periences. The other three trained groups_ had °

specific sessions devoted to practice of specific” .

day to day ‘‘applications”’ and reinforcement of
learning, ' S

" The Personal Ori.entétion Inventory, (POI) a ~

-t

measure of self actualization, was-administered
to all five groups in an orientation session before
the program -started, and again, once training.
had ended. The self actualizating person is one’
who functions in the. present, becoming more

aware of his or her own personal attrjputes and -

potential, and better able to top that"potential-
The POI measured self actualizatiqr?‘ by assesing -
Inner Directedness, ‘or whether the individual
was motivated by self or other; and Time Com-

" petence, or the individual’s ability to function in

the present rather-than the past or the future.

FINDINGS =~ * :

The three trained groups did significantly better ©
on the posttraining measure: than the untrained
control, Groups had not differed significantly on -

. the pretraining measure. The results affirmed the
- value of training in increasing managers ability
_to seif actualize. - . . :

- ‘Further ‘analysis’ showed that the improvements’
,-.lfnade by ﬂ_’le “ap'plicétions" grOlgs' were Slgniﬁ-

ahay

'“.99-' - .15
Nu‘ ) . - .
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cantly greater than those of the ‘‘pure’’ .gr'()up.
The **pure’’ group made gains only on the Inner

Directedness measure, while the ‘‘applications’’
group gained on.bgth. - . 4

Minzr, John B. Studies in Management Educa'ﬁon. New York: Springer, 1965, - P

Miner addressed the question of : % hether motives of management can be changed in the drrectron of
greater etfectrveness and if this change could be induced through training.

_TRAINING

Miner presented his training course to research
and development managers who werz spending
nearly all°their time on research and develop-

-ment activities and little time in fulfilling their.

. managerial responsibilities. Initially the course
concentrated on 1
nate performance shifting in: later sessions to the
ineffective manager. Reasons for ineffective per-

-formance were presented in light of psychologica]

and sociological theory -with frequent referrals to -

‘research findings in those areas.

. 'lralmng was given dunng ten ninety-minute ses-
_sions, conducted at weekly “intervals.. Miner
- taught four groups, roughly. equivalent in size,
primarily._using the lecture method with some
" discussion when questions aroge. * Typically,
small group dls(‘ussrc«n followed the lectures.

(\ . °
‘ EVALUATION

Miner used a pretest-posttest control group dosign
‘to .evaluate the effects of training. He adminis-

tered the ‘Miner Sentence Completion Test -

© (MCAT) to seventy-two -traineés and a control
- group of thiry managers in the same work unit

. who did not attend the.course. The MCAT uses-
_ the - sentence . completlon format to measure -
managerial attitudes toward various. aspects of -

the managerral role. Both groups filled out the
MCAT during the- first week of training and
again once training had been completed.

s
)

> 16

asons for meffectlve subordi-

FINDINGS

-On the posttest, fifty-nine percent of the experi- _
~ mental group inproved, twenty percent made no

change and twenty-one percent dropped. in

score. Miner felt that this decrease was not due

to the training, instead attributing it to external
faciors. A similar decrease in the control group
supported his opinion that orgamzatlonal change
had been the cause. .

, Follow-up Study
- Miner conducted.-a follow-up using ]ob related
- criteria instead of the questionnaire. Frfty-two
. managers who took the course were compared

to forty-nine untrained managers. Both groups
were equivalent.in salary and grade level at the
time of training. Performance appraisal data in-

dicated that both grOUps were faifly well-

matched.

- An examrnatlon of posttrarmng promotron rec-
-ords for those remaining with the company dur-
" ing” follow-up, . snowed the experimental group

significantly superior. Within the experimental
group eighty-six_percent had at least one promio-

group experienced the same progression. Miner
also examined - rehlnng recommendaticns for
those who left the company’ dunng the follow-up
period. Only thirty percent’of the controls, as
compared to sixty-nine percent. of the experi-
mental subjects who. separated, did so with a
statement in their files mdrcatmg that their supe—

rior§ were sorry to let them g0.

2

3

o
.k!-\

‘tion, while only fifty-six percent of the control



.

Moffie, Dannie J., Calhoon, Richard, and O’Brien, James. Evaluation of a management development
. program. Personnel Psychology, 1964,°17(4), 431-440.

* Moffie, Calhoon and O'Brien conducted a study demonstrating, the need for moreethan one measure of

. course effectiveness.

“TRAINING :

The consulting firm of Kepner-Tregoe and Asso-
_ciates Inc. provided their problém solving and
decision-making course to the top three levels of
managerial personnel of a large southeastern
papermill. The course lasted a total of twenty
hours: -

EVALUATION .
The -evaluators collected three distinct types of

data, all of . which were considered in the final"

decision to 'r\etain the course: (1) a course:end
questiOnnaire\obtained trainee reactions to.the
. program: trainees were asked for their opinions
on the extent t(\> which the course me_t its ‘objec-
tives, how the program related to their job relat-
ed problems and how the program might be im-
proved; (2) observers recorded the behavior of
.-participants during ‘practical work periods into
* pre-established categories in order to determine

the effects of training on interpersonal relation-

ships; (3) an experimental “evaluation was con-

ducted to determine the- effect of training on -

learning. Trainees 'and a second group of mana-

gers from another mill, matched on the basis of '

sbiographical and psychological test data, re-
ceived pre- and post course measures. These in-

cluded the Watson-Glaser Critical Thinking Ap- -

. praisal, a standardized test measuring the ability

to logicaily organize and ‘analyze problems, and

pre- and posttraining case problems developed

by the consultizig firm. : s

FINDINGS

The evaluators found no statistically significant

difference between the trained group and the .
_ control group on the experimental measures. -

They found, however,: that the trainees: thought
_the program to be worthwhile and were applying®
the techniques taught in the course to day-to day
manufacturing problems. They - concluded by

reporting that ‘“‘Management. plans to continue - .
. use of the training program in view of the fact

that in specific. situations tHe techniques learned
in‘the course appear'to be beneficial in the solu-
tion of every day manufacturing problems.’” .,

I

-~

" Moon, C.G., and Hariton, Theodore. Evaluating an

nel, 1958, 35(3), 36-41.

appraisal and feedback training program. Person-

Moon and Ha_riton demonstrz;te that meaningful results can be obtained from relatively simple measur-

ing methods.

TRAINING " .

In the spring of 1956, .the Engineering Section of
" a department of the General Electric Company

installed a new appraisal and personnel develop-

ment program. The new program featuréd a re-

vised performance appraisal systém and a thirty-

hour course teaching line -managers to use ap- .
praisal information in helping subordinates devel- -

op themselves. The program stressed both the
essential principles and interviewing skills neces-
sary to feed back appraisal results in a: manner
designed to stimulate employee'gIOWth and de-

. or
~J

T

Ed

velopment. Fifty managers attended half-day
sessions conducted in-house for a period of ‘two
weeks. During these sessions, they received lec-
tures and participated in a discussion and a.role
play. ‘ '

EVALUATION
Two years after the adoption of the new apprais-
al system a decision was made to evaluate its
effectiveness. A consultant from the, Educational
Testing Service and an in-house evaluator joined
forces to determine the effects of a new apprais-

*
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. tudes had occurred as compared to two years had an effect

. ment Journal, l97l 24(12) 28-34 - el S Lo

al and a personnel development program. Ques- ago. The experimental group perceived their =~ °

tionnaires were sent to sixty-six randomly select- superiors significantly higher than the controls
ed employees in the Engineering Section and a on eight out of ten dimensions. The greatest .
control group of sixty-seven employees in the differences in perceptions fell in the areas of giv-
company’s Manufacturing - Section. The latter ing recognition :for. good work, providing oppor-:
group had used a different appraisal system and - tunity for subordinates to express their view-
their managers had received no training in feed- p_onnts and expressing concern for their employ- -
back techniques. The questlonnaxre asked subor- . -ees’, futures - gains clearly attributable’ to ' the

* dinates for theix Gpinfons concerning changes in training. In addition, the course participants re- -

their superior’s job behavior and_attitudes. Ten ported that -they felt it €asier to talk to- thelr
" dimensions of effective supervxslon were as- employess about job problems, and were able to
sessed Ty ‘the posttraining measure. Managers “suggest solutions. On the other hand, the majori-

" who attended training also received a question- ty felt that subordinates did not share any more .
"naire at this time asking their views about how of thelr job problems. with them .than they had
they themselves had changed. ' . prev1ously, nor did they feel that working rela-
' o o R _gnshlps with peers had improved.
: ‘ e evaluators concluded, based.on this study, S
BWDLNGS . - that the course definitely had a positive impact ;
_ Subordinates in both the experimental and: the on the engineering ‘managers and their subordi- - .
. control groups expressed that an overall im- nates, although there were other:. factors, not ..

‘provement in deif managers’ behavior and atti- - -examined in the study, which mlgh "\also have

" : . ' Y
¢ . iy

* Schein, Vlrgmna An evaluation of a long term management training ‘program. Training and Develop-.."-"

Schem descnbes a study which atrempted to assess the zmpact of a long-term training program upon )
*_ participant mterests, att:tudes and personahty charactenstlcs, and to determme if predtctors of these’ .

- changes could be found. o . , . - o
TRAINING ) ©~ sers, consultants, labor leaders, ‘government
Schein’ examined an eight-month management ~ Officials and educators to instract in the1r _respec-
* training program conducted for college graduates tive areas -of expertise. The trglnees included in .
by the: American Management Association, It ° this study were 124 male members of the first - .-

o

" had three objectives: (1) to prepare yorag peo- four course ‘offerings (1968-1969 term). “All were

“ple in phﬂogoph,es’ prlnc1ples, skills and actual = -college graduates and ranged i ln age from 21-31.
tools of management; (2) to make, partlclpants , ST
* highly - desirable candidates for employment in 'EVALUATION
any kind of organization they wish to-enter; and The purposes of the evaluition were tWOfOld (1)
(3) to Yelp participants. gain intellectual maturity, . to determine how the learning expenence effect-
e€mciional. stability, and 'leadership capability _'\‘ .ed changes’ in_ participants’ lnterests, attitudes -
more- quickly than could be attamed through' and personallty characteristics, and (2) to' deter-

- other sources. - o mine. if "predictors of these changes could be - .
' S - found. During’ the first one, and one-half weeks . = .
The course utilized lnstructlonal methods' such and again, eight months later, just prior to’ gradu-’ L
as’ lectures, group discussion and films as well as . ~ation, participants received a-battery of: vaned R
‘programmed instruction, video tape business’. . assessment instruments. These instruments were . .
simulations and ‘T-group sessions. Instructors - “selected to assess changes occurring in the parti- R
" were drawn from the ranks of practicing mana- .* cipants attributable 'to trammg Included  were: .
: . » . l\ ) / -
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‘ \S, T

1

- the’ Study- of Values; Strong Vogational Interest -

" vey; Leadership Opinion Questionnaire; Rotter’s
Intemal-External Scale; and three measures de-

‘tq measure attitudes toward manage-..
. mient--Influence Questionnaire, Pubhc Opinion_

S Que

-onnaire. and a-portion of - the, Partrcrpant
l -rmatnon Survey. RS

Further measures were admrmstered ‘only - once

‘Blank;“Guilford-Zimmerman Temperament Sur-

- battery. Significant change. occurred on thirty-

two' of the seventy-four subtests administered,
confirming the effectiveness of the .course.-
Changes fell into five general areas: leadership
style, attitude toward ‘business,. self confidence,
need for sociability and_diversity. These: changes

" seemed to correspond - roughly wrth the obJec- :

" ftives of the program

* during the first week to determine whether .or. -

* not they could serve as potential predictors of
‘change. These included: Adaptability Test; Otis

" Self Administering Test of Mental Ability; Miller

_ posttest scores on all tests and subtests of

“dealings ‘with people. The second,

Analogles Test; Califoinia Test of Personality;
Edwards Personal Preference Schedule; Gordon

~ Personal Inventory : and Profile; “Biographical
Inventory, -and a portion of the Partlcrpant Infor-

matlon Survey dealrng with prev10us expenence
F]NDINGS Co T

Thé evaluators compared pretest scores wit

N ]

After differences |n pre- and posttest scores
were calculated, the potential predictors “of

change were compared to (correlated with).those.-

" measures - of change which showed slgniﬁcant

-

N " s N L

dlfferences between pre- and posttest scores.
Results revealed that predictors of these changes
could be identified.. ‘Biographical indicators of
change surpassed mtelhgence and personality .

. factors in their ability to predict change. These

ﬁndmgs suggest that measures of .background .

-and past exper|ence could be ‘used to identify

those 1nd1v1duals most hkely to beneﬁt from thls
program

PR

A -

. Schwarz, Fred C., Stilwell, erham P., and Scanlon, Burt K. Effects of management development on
~  subordinate behavlor Trammg and DevelopnT’FJournal 1968, 22(4), 38-50 and 22(5), 27-30. '

'L'he evaluators demonstrate how a trme lag desrgn ‘can be used to. obtam a control group when one

would ordinarily not be avarlable They also pomt out, the drﬂicultres of this design.

3

»TRAINING

A large midwestern i 1nsurance corporatlon devel-

oped a. unrverslty based general management
semiaar. in ‘ conjiinction with. the Umversrty -of

‘ Wisconsin. The course had two..units. The first,

stressed
“The Man-

‘‘Effective Executive - Supervision,”

EVALUATION . B

An evaluation study was deslgned by umversrty

. 'personnel to assess the impact of the course

upon management behavior and to 1dent1fy sub-
_‘_ordrnate Teaction to any change. The evaluators
employed a special case of the pretest-posttest

control group design called the - ‘‘cycle™. or' time-

agement Process,” dealt with work aspects such

. as .planning, organlzlng, ‘controlling and- delega-
-tion. ‘Each session lasted' three, days. Professors
“from the< University _ of WISCOHSln and other -
-umversltles, business leaders,»and consultants * °
_instructed. Workshops 'in which - partrcrpants.

‘could-test out.. learning were stressed. Other in-

.- structional methdds: employed were - lectures,-
- . directed . discussions, case. studies, buzz _groupsss
. films, and:role plays. Fifty-seven managers rep-
’ -‘_”resenhng ﬁve levels of top management attend- e

lag design. As m ‘the former design, the prospec-

tive.trainees are divided \into two groups — the

'experimental group and .the control group. How-'

ever, in the e time:lag design both groups’ ultlmate-
ly receive tramrng First ‘both groups take the

" pretest,. then one:group is trained.  Then, -both -

groups take the posttest.- Finally, the second

group rpcerves training ‘and further comparison
%“'measures may. be made. This" ‘procedure allows -

“for thie establishment of a- control group w1thout
depnvmg anyone of trammg &

. -y e

.




. ¥ : S ‘ _ .
The prospective . participants in this study were personnel during interviews they spoke mainly
randomly divided into .two groups and then about staffing and resolving conflicts, and had a
trained six months apart. Group *‘A” started great concern for production. The groups also.
traipning in September 1965 and Group “B” in  differed in their methods and effectiveness of
February 1966.¢ - - " problem solving." Group “‘A’’ reported greater
- effectiveness through the usé of higher levels of
motivation, employee involvement and develop--
‘ment; Group ““B’’ used persuasion and sales-
. manship to. solve - problems Group “A” also
displayed more of a tendency to léarn from ev-
eryday expenences

Between the two ses'sions,’former and prospec-
tive participants were interviewed and asked to
describe critical incidents in their jobs and how
they handled them. No mention of, or connec-
tion to the university program was made. The ~
critical incident portion of the evaluation mea- .
surement assessed the impaCtGof tralmng upon " "A second comparison betWeen the two groups
managers behavnor o - was made based on the results of the subordi-
) nate questioninairé. After training, Group “A”™
was perceived .as becommg less active, less de-
finitive and, less production-centered, Subordl-
nates described the Group “B* managers as
+ moving more toward structure and becoming
more active. The course, therefore, had opposlte"
effects on the two groups.

. Before and after their managers were tralned
subordinates completed the Leadership Behavior -
Descnptlon Questionnaire (LBDQ). The instru-

" ment describes the leadershlp practices or activi-
ties of the supenor as perceived by the subordi-
nate without assigning value judgments to the
‘behavior. This provided an overall measure of _
trammg effectlveness N The evaluators suggested that these differénces

‘were due to the time gap, rather than the train-
ing program. Many members of both groups had

FINDINGS ) v v daily contact with one another. Because of the”
The following conclusions were derived from " interdependency: of people working within the -
“interview results. Group ““A" showed a greater organization, the time lag design allowed ‘the
tendency ‘to emphasize personnel events over “negative’’ results of Group ‘“‘A’s training
productlon related events. They ‘also placed " experience to influence the outcomes of Group .
greater emphasis on employeg' attitudes and had “BY’s experience. The evaluators were, there- ~
a greater concern for employee development.  fore, unable to reach any deﬁmte ‘conclusions

However, when’ control Group “B’’ mentioned based on the results of this study

T '

1 -

..

Thorley, S. Evaluating an rn-company management trammg program Tralr ‘ng and Development Jour-
nal, -1969, 23(9) 48-50. - u

This study examines an attempt to assess. trammg related behavroral changes in the -applied work set-
tmg . . oo
\ (AINING .o _ Course speakers, for the most part, came from .
_ areas of specialization within the company. The
training ‘program  took place in ‘the company s
-small training center in London

Thorley descnbes the evaluatlon of a trammg
course given. to 234 managers working in a Jarge
English telecommunications company. The one
week: course -was desrgned te broaden the knowl- - .
~ edge .of the managers, “expose them to .new ‘:EVALUATION

.ideas, and to create the sense of functional inter- ‘The evaluator devnsed a questionnaire to collcct ' _
. dependenCe Each day, managers received 'a .. from the' partrcnpants possible criteria outside the .
“ different topic. Topics included keting, tech- - training-$itbation against which course success‘
" nical manufacturing, finance, and rsonnel.’ _could be ‘measured. The questlonnalre was com—
20
v . L, "’8 - . A
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- pleted anonomously by participants at the close

of the course. From the responses,  the evaluator

v derlved six categories: introduction of new tech-

g

MC_ L

: EVALUATION

n_lques,. financial control, cooperation with other
- funétions,

attitude toward job and company,
staff development and decision making. To as-
sess whether changes in behavior, skills or. atti-

-tude had resulted from training, interviews with
—each trarnee s immediate superlor were arranged

'six months later. Each superior was given a list.
of his subordlnates who had attended the course
and asked about the performance of the group in
each of the six areas.

FINDINGS L
‘One half the superiors cited change in the spe-
cific areas of financial control, cooperatior with

- but could not be specific.

other functions, attitude toward job and comp- -
any and decision making. The other half indicated
positive changes had’ occurred in' these areas,
One third: reported
change in staff development; a quarter reported
introduction of new techniques and -a quarter

. perceivéd a change but couldn’t be specific.

Thorley noted that there might have bgen some
mprecrsron in the measurement techmcmg{
in this study, but he believed this approach to
preferable to course ratings, speaker ra‘trngs and -

-post courses reports. It may .mean’ more work
- for the training manager, but the resuits obtamed

through this approach are d1rectly related to the.

" course objectives which had been derlved from

a perceptron of tralmng needs

°

havioral Science, 1968, 4(3) 313-325.

‘ Valiquet, Michael I. -{ndividual change in a management development Jprogram. Joumal of Applred Be- E

' Vahquet exammed partrcrpants on- the-Job behavior to determme whether. learnmg from an expenmen-
tal organizational development program had resulted in changed attrtudes and behawor

v . -

TRAINING

The training program ufider observatlon was an

on-going lab-type orgamzatronal "development
program with provision for gurded .on-the-job
}application of learning. The primary goal of the
- program was to optimize the company’s use of
_its human resources .and to improve collabora-
tion in working toward common goals. To this
end, participants were taught to analyze the con-
.sequences of their own actions and encouraged
to .consider and experlment with alterndtive

v managementassUmptlons attltudes and behav-

ioral patterns

SN
/ .
22N
o

About one year. after 3all training had been com-

_:\_ N

A

Valiquet selected at 'rando_m sixty participants
from four different company locations. He se--
lected these four because in ‘each one, the train-
lng had begun at least one year pricr to the eval-
ruation. Trainees therefore had ample time to in-
ternalize the new values, attitudes and behavior-
al skills in thé working environment. Also, the

‘researcher could determine how much learning
. had “‘survived the state of early post-training

euphorla” and the .pressures and- adversities of

-the work situation.l A ‘“matched pair control
_group” ‘was obtained by asking each experimen-

pleted Valiquet undertook«the task of evaluatrng

the training effort. He saought

_ to agsess the im-
- pact of the program on the attifides and behav- .

ior of the participants in terms of the stated

training objectives. He did this by comparing -
data from trained and untramed managers for.. ..

evrdence of such changes . .

tal subject ‘to nominate" another manager who
held an identical or- ‘almost similar functional role
to the subject but who had not partrcrpated in -
training. .

Dy
-

Evaluative data was prov1ded by “descrlbers
who were individuals who had worked with the

-subJect for the past year. They were selected

from™a rmxed list of seven to ten pe_ers, superi-
ors and subordinates, submitted by each partici- -

pant. Five describers selected randomly from

each participant’s list received an_ 6pen-ended

questlonnaxre asklng the 1ndlvrdual to descrlbe .

2
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any specific chapge that had occurred since the
s previous year. §ybiects received a similar ques-

‘tionnaire to elicjy descriptions of their own be-
- havior. e T T

Describers’ respofses Were. categorized accord-~

ing to twentyOne Content —sub-Categories
. grouped into threg major categories, foung to be
.organizationally ;ad personally felevant i two
earlief studies dgge by Miles2 and Bunker3. Due
to poor overall gty rates, final results were
. available for opjy thirty-four trained sypjects
and fifteen contrg|s. '

- FINDINGS -
Statistically signjgcant “differences between the
‘experimental ang Control group describers were

i

L

obtainefi ‘(‘)n ‘‘total number,.;'of 'chénges ob-
served’’, ‘tota] changes agreed upon by two .or

- more observers®, and “‘total number of changes

reported by ‘the subjects themselves’”. Valiquet
attributes the strong positive results to_the fact ..
that the program involved inhouse training, con-
ducted with: co.workers, by company trainers.
These factors facilitated the transfer of actual
behavior to the work situation. . .

-Miles. M.B. Processes and outcome. Journal of Counsel-
ing Psychology, 1960, 7(4). 301-306.- '

2]bid. T .

“3Bunker, D.R. Individual applications of laboratory train-

i;ﬁ Journal of Applied Behaviora] Science, 1965, 1(2),. 131-:

Vogels, Captain pavid Jr. Evaluation of a management tralfing Course. Journal of the American Society

* -of Training Diregors, 1958, 12(1), 44-51.

Vogels-used gueggionpdires to test the effecjiveness of a combined training and organizational devélop-

ment program.

AR 5

Vogels' describey 4 management tfa’"'ng program
“for first and secoad level §uperv150rs N the Air
_Force. It was dygjgned to improve their gypervi-
" sory skills and gstaplish two-way commynica-

tions within ty, orgahization. The trajning -

course covered gpecific aspects Of the sypervi-

sors’ job, work gjfyation improvement, produc- -

tivity, problem gglvipg, interpersonal rejations,
improvement of sef, and emPloyee develop-
ment. Over a Opg Yeaf Period trainees attended
twenty-five twosp,rt conferences Conducteq dur-
ing weekly twapyour Sessi9ns. lhe. ‘“‘develop-
mental approach: ~ a-modified Case stugy ap-

proach, and wopyshops were the dominant in-

" structional methggs. .

- After each confgence. trainees. compiled 5 list -

of job related proplems and forwarded it (o the

" course monitors,fhese problems Were thep dis-

" cussed with trajyges’ . immediate gIpervigors at

" monthly meetings held by the evaluator and -

management anq ¢hanges Were a8Teed upop, In-
_frequent meetings were held with superiorg two
levels above the graipees tO disCUss unresolved
,problems. These (gults were, in turn, feq pack

22 S

1

o .

o1
s

4o~

to the trainees’ immediat‘e'l' superiors. Through

 this circuit, the gvalyator hoped to help establish .

organizational commitment and open up two-

* way lines of communication throughout organi- -

zational levels -

EVALUATION |

To test the effectiveness of the combined train-
ing and organizatjonal development program, the
evaluator examined trainees’ and immediate

* SUpervisors’ perceptions while traifiing was still

in _ProOBIess. A questionnaire administered to
trainees asked them how effective they thought
the course was and asked them if they perceived
change.ln thffir behavior at the point of question-
naire d}ssemlpgtion. A similar questionnaire giv-
en to immediate superiors during.one of ‘their

- feedback sessions asked for their feelings about

the effectiveness .of the training program feed--
back sessions, s . R .

L

FINDINGS . |
The ‘questionnaires showed that while ‘both the,.
trainees and their supervisors were satisfied with

E__he_ training, the  trainees were not cognizant of . -

30
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“their superiors’ satisfaction. The feedback tech-.

nique has only succeeded in opening upward
clinés of communication, not in facilitating the
@}QWnWard flow. The course nonetheless was

) ments:.

found to meet its objectives by improving super-

visory skills. It was also responsible for the in-
improve--. ..

troductlon of Val‘IOUS management

L

»Wexley, Kenneth N. and-Memeroff, Wayné F. Effectiveness of positive reinforcements and goals set-
,tlng as methods of management development Journal of Apphed Psychology, 1975, 60(4), 446-450.

The eValuators employ an exper lmental des:gn to compare the effectrveness of two variations of a su-

per Vlsory skills training program.

The obJectlves of the tralmng program were to

develop-a more considerate, democratic style of

“leadership of managers working. in a Jarge urban '

medical center. It was hoped that through the
training of managers™ subordinate job satisfaction
could be increased and absenteeism reduced.

~ The training program; had tWo phases. Phase 1..
caonsisted of two half-day workshops given. on

consecutive days.- Instructors relied on role play

eXercCises to teach those behaviors appropnate to

demOCratlc considerate SUpervisors.

provided specific feedback o trainees about the

effectiveness of their performance. Phase 11 in-

volved gulded application of’ these techniques on
~ the job, o .

Nine departments of the medlcal center- were

seleCted to partncnpate in the Program All de-
Pal'tment heads ‘were put through the training"

eXercises in order to insure their understanding,
Commitment and support Of the program. Twen-

ty-seven of their mmedlate subordinates,- three.

from each department, then participated in vari-
- ations of the two phase program. .

EVALUATION .

WeXley and Nemeroff compared three dlfferent -
‘vanatlons in the training program to determine. -

_which of these had the greatest effect on subor-
dinate perceptions (behaVlOl') ‘and absenteelsm

' ."(l‘%lllts) w1th1n the orgamzatlon

The participating- managers were randomly as-
signed by department to one of two experimental

- groups or the control group, such that each de-

- partment had the same number Of managers par-
tl'iill)atmg in each group.

i
.

Tralners’ .

‘The control group received neither

[

-

Experimental Group 1 received the following
treatment or training seqiience. Before each of

. the several role plays, the trainer discussed with
" the trainees a list of effective and ineffectiye
behaviors specific to the . particular exercise,

Instructional staff observed the. trainees’ partici- -

pation and thei provided a *‘delayed appraisal””
which incorporated specific feedback with rein-
forcement. Trdinees were told how well the'y
were ‘doing, and how much lmprovement they

had made. During the second phase, lasting for .

six weeks back on the job, trainees filled out a
behavioral ‘checklist. daily, to keep a’record pf

theu performance The trainer interviewed train-
. ees at the end of the first and third weeks to re-

view checked behaviors and to provide consulta- . .

tion on any partlcular problem trainees had in

the application “of new behaviors. Buring the

" first meeting, trainees set goals for review at the
second meeting. The trainer encouraged them to
set-as their goals, the application of- behaviors

not previously checked. . _ o

Experimental Group II received the same-treat-
ment with the addition of ‘‘telecoaching,” or
direct '
through a device worn on the. ear of the trainee.
The reinforcement was lmmedlate in nature and
behavioral'in context.

. “telecoach-
.ing”’ nor the behavioral checklist and did not set
goals for review, but otherwnse expenenced the

" same tralnlng sequernce.

Sixty days after completlon .of the trainlng the .
evaluators ‘collected  measures of managerial
behavior ‘and job satlsfactlon from subordinates

) of the trainees. BetWeen three” and six of each

ER v

23

‘reinforcement -given during exercises
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manager'’s subordmates were randomly selected
. to provide information on their ‘superior’s behav-
ior on the ;Leadership Behavior Description *

Questionnaire and two scales.of job satisfaction.

. Absenteeism records were also examined at that

tlme . -

FINDINGS ~ * ... - .

_-Members of both experlmental groups lmproved"

slightly more than the control group members
did. The improvement was measured in terms of

subordinates’ perceptions of managerial behavior.
and of absenteersm ‘within the ;organization. Im- -
provements were - accomplished without any .’

undesired . detrimental effects to the miapagers’

oo
;

. abiiity‘ to direct the group or ernphasize produc-

tion goals. The basic treatment provided to

Group 1 was significantly more effective in in-

creasing subordinate satisfaction than the_treat-.
ment given Group II, featunng **telecoaching”
- via the ear devrce : :

Post experimental interviews revealed com-
plaints that the ear apparatus had distupted the
conversational flow of the role plays. In addition.
it ‘contradicted the participative management
‘style preached during training, since it on]y al-
IOWed for oné-way communication. :

S

Wilson, John, E. Mullen, Donald P., and Morton,. Robert. Sensitivity training for individual growth—
team training for organizational development: Training and Development Journal, 1968, 22(D), 47-53. i

within.the organizational setting.

TRAINING ) -
~The evaluators studied two oﬂ?enngs of ‘An lnter--
-agency management development course ‘provid-

ed by the tralmng Division of. the State" Person-
nel Board of ‘the State of ‘California. for upper
level managers in°State Service.-
Morton and Wilson conducted both offerings.
The six-day residential course emphasized inter-

-personal relatlonshlps and -leadership”skills. The

first program, conducted for forty participants,

" in November, 1964, used the tradltlonal sensmv-

ity approach. The second conducted one year
later for forty-one participants, used a modified
version of the Organizational Training Laborato-

"y, "an approach emphasizing team .decrslon-_
making”and problem:-solving. : ’

v

_EVALUATION - - .

©_ Mullen, a:managément analyst with- the State of-
California, conducted the evaluation: He de-

2, o .
ExA o . -

Consultarnts.

* Two different approaches to- sensmvn‘y trammg aré compared to determme their relatlve effectrveness

@
= . LR
ES] o

signed a questionnaire to determine the mana- :

. gers’ perceptions of the value of their training

‘experience to themiselves as. individuals and .as
managers in their organizations. The question-
‘naire included specific questions. with scaled re-
‘sponses and an open-ended questron asking man-

- agers to cite things they were now doing that

they hadn’t done prior to the course, both as
individuals and as managers within the organiz:-
tion. The questionnaires were sent out six -
months after the second group of _managers had
been tralned -

.
e

4. . ’ . I

FINDINGS

The authors found both courses to be of equal
value to the managers as individuals. JThe Orga-

a

. nizational Training Lab, however, proved superi- -
.. or for improvements in team work .and betterﬁ for "

mterpersonal skills and problem solvmg 3

3
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GLO_SSARY

Battery—A series of related tests admlmstered together A i ) I -

Behavror—An assessment of individual performance on the ]Ob (Se ¢ Data.)

Client—The person(s) or organlzatlon(s) for whlch an evaluatlon is conducted. '

Control Group—A group, of persons who do not. parthlpate in the tralmng program but who are similar
in all relevant respects to those who do participate. Control groups are used as a basis for compar-
ison. -~ . = . . .

P

) Correlatlon—A statistical process Wthh shows the degree to Wthh two or more events or objects are

related to each other. In evaluations of training program effectlveness, correlations: may be calcy-
lated to determlne the relathnshlps*among factors effecting training results.

Cntenon, Cntena—Measures of training effectlveness which reflect the goals ‘and ob]ectlves of the
training program.. They provide a descnptlon or image of what should happen thereby facnlttatlng A
compansons between_what should have happened and what did happen .

Data-—Factual material from Wthh conclusions may be drawn. When evaluating training, four catego~
rles of data may be obtained: Reactlon, Learning, Behavror and Results. . :

Design—A strategy Wthh the evaluator uses to collect data. The design usually specrﬁes who will be
measured (expenmental group, control group), and when they will be measured (pretest, posttest).
Phe purpose of the design is to guard against the pOSSlblllty that somethlng other than the treat-

. ment causes the: observed effects of the training program

‘Evaluatlon—A dellberate process which provides specrﬁc rellable mformatlon about a selected toplc
problem, or questlon for purposes of determlmng value and/or making decisions.

Experimental Desngn—A data collection strategy which attempts to control as many relevant and 1rrele-
vant variables as possible. An experimental design gains its rigor by uslng cont"ol groups and ran-’
gom selection and assignment of individuals to groups. '

-t

_ Expenmental Group—A’group of sub]ects who recelve the experlmental treatment in a design.

Forced Chorce—-A special kind of multiple-choice item Wthh forces the respondent to choose the ‘more
descnptlve of two or mgre equally attractive or un-attractive statements. This type of item is more
often used in personahty and attitudinal measures when social desirability of the possible respon-
ses may lnterfere with the selectlon of the alternative chosen. : i -

Formatlve Evaluatlon—The process of judging-an instructional package or. process or its components
"during the developmental period for the purpose of providing persons directly involved with the
" formation of the entity with feed- back as to possrble lmprovements (See Evaluation.) -

Hist/orial Data—Data collected by the orgamzatlon as part of its normal day-to-day functlonmg It can
- include numerical“indices such as absenteeism, turnover or production rates,- and orgamzatlonal'
documents such as agency.memoranda, auditing reports program budgets, employee rating forms,

supervrsor appraisals and written plans.. e L
. ) * 32

Hypothesrs-—A statement proposrng a plausrble relatronshlp between two or more variables.
_Learning——The pr1nc1ples facts, kllls and’ attltudes that partrcnpants garn from tramlng (See Data.)

. Matching——A pamng of sub]ects on the basis of background mformatlon factors such as age ‘level of

:-education or organizational status, followed. by random assignment of one member of the pair to
the experimental group and the other to the control group. This process, used when totally random =
- selection and assignment are impossitile, helps prevent the personal charactenstlcs of ‘the sub]ects
from contamlnatlng the evaluation results .

N N
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Open-ended-—A question allow1ng respondents to answer freely in thelr own words rather than restrict--
ing their answers to’a_few stated alternatives as in a multiple-choice question. Although they are
. more dlfﬁcult to analyze: than multlple-cholce qUestlons open-ended questlons allow for a wider

vanety of responses .

Posttcst, Postcourse or Posttrammg Measurement—-—A measurement taken after the tralnlng program has
ended. The resulting information can be used to determine whether or not trainees have achieved -

training ob]ectlves If compared to a pretest the posttest provides a measure “of change probably
attributable to training. g

Pretest, Precourse or Pretrammg Measurement—A measurement taken before the tralnlng program be-
gxns or. .during.its early stages. The resulting information may be used to provnde instfuctional de-
slgners s'with a picture of the skills and abilities of the- average entering trainee, or may be used to
give the instructor an idea of how much the group already knows relative _fo the learning. ob]ec-
tives. ‘A pretest also p?pvndes a baseline for comparison agalnst a posttest.

Procedures—lnstruments,}devrces used to obtain data for evaluatron. e I

Random Assignment or Selection—The. selection of cases or subjects in such a way ‘that all have an
“equal probability of being included, and the selection of one subject has no influence on.the selec-
tro‘n of any other subject. - - -G

Rating—-The process of Judglng someone or somethlng according to predetermlned cnterla (See scale).

+ Reaction—An mdlcatlon of how well the trainees hked a particular program mcludlng materlals instruc-

tors, fac1htles methodology, content etc. (See Data)

Rellablllty—The degree -to Wthh a dev1ce or lnstrument (procedure) measures a given characteristic
conslstently o » _ : w o

Rosults-—-The impact of tralmng on the orgamzatlon or job environment. (See Data )

- Rigor—A term used to describe the amount of control exerted by a design and ‘the consequent preci-

sion that can be attributed to the findings.- The ‘more rigorous the des1gn the greater is the level of ..~

confidence that one can have ln the findings of ancevaluatlon

Sample—-A ‘subset .of the population, usually selected to be representatlve of the whole groUp beno
studied. .

i

Scale—A graduated contlnuum which allows a rater to assign numencal values ranglng from low to -

high to a given trait or characteristic. Scales generally have bétween™ “three and nine categorles
which may or may not have accompanying descnptlve ad]ectlves or numbers e

Slgniﬂcant Statistically Slgmﬁcant—A statistically slgnlﬁcant event js one that has a low likelihood” of
.- happening by chance. Significance does not mean lmportance' it merely means that a difference,

such as the dlﬁerence between the scores of two groups ona posttest, was due to some dlﬁerence :

between the two groups rather than due to chance:

Subjects—lndlvrduals selected to part1c1pate in any facet of a des:gn.

Summative Evaluation—The process of judging a completed instructional package or process for the.

- purposeé’of providing the end user with information as to its demonstrated effectiveness in.a given

"user), or retaln it(if a current user) (See Evaluation.) .

Treatment—The tra1n1ng program or a variatiof in the tra1n1ng program given to an expenmental group

- i1nadwign. S , < T

\

situation. Based on this mformatlon the user may decrde to purchase the entity. (lf a potentlal‘

Test-——A series. of questlons, exercises or other means of measunng the knowledge, skills, abxlmes or -

aptrtudes of an mdrvrdual Or group agamst selected cnteria or norms:

T
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Validity—The degree to which a device or instrument (procedure) measures \whfat_ it was intended to
» Measure. S L T

,Vaﬁable'__Sometﬁing that is éapable of éh:aﬁging in value over time. One purpose of a design is to con-

trol for (limit the variability of) irrelevant variables so that the effect of relevant variables may be
observed. . ' : . C i
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