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Part 1
CHAPTER 1
A. PROBLEM

l. Statement of the Problem. The importance of the regula-

tion of executive development has been reccgnized by a large number of
American Companies in the last fifteen years. Consequently, there now
exist several types of executive training approaches included among the
various programs for management develobment; one approach being the

"in plant" training program. There are many training methods found
within this "in plant" category such as job rotation schemes, on the
job training programs, lectures, and problem solving conferences. This
thesis will attempt to relate the problem solving conference method

of executive development to the overall scope and trend of management
training programs. Also, it will explore the future possibilities of
the filmed problem as a training tool in the problem solving confer-
ence.

2. Definition. The term management development may be very

simply defined as any sort of activity which makes some provision for
the improvement of managerial personnel. Executive development plans
refer to the entire improvement efforts of a company. This develop-
ment plan would include all of the various aspects involved in execu-
tive improvement, such as planning, selection, and development methods.

3, Significance of the Problem. The problem solving confer-

ence as a management tool developed in conjunction with the increasing
recognition that the need for decentralization and delegation is direct-

ly proportional to the size of the company. Delegation of authority
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underlined a growing need for more frequent conferences to enable the
executives as a group to arrive at a better division. Management
people in these decentralized situations were aided in their decisions
by listening to subordinates as well as talking among themselves on
an issue. The possibilities for taking this approach and using it as
a training tool became greater as the executives realized how much
clearer a problem became when in a free, but directed discussion many
different points of view were presented.

This thesis will attempt to clarify the significance of
executive training and to analyze the problem solving conference as a
training tool. It is desired that the contents of this thesis will
help the reader's comprehension of the topic and aid in deciding when
to use and not use the problem solving conference.

L. Basic Uniformity Recognized. There are, however, two

elements of basic uniformity that run through all of the methods and
plans for executive development including the conference aporoach:

a) appraisal of the organization's needs in terms of present and future
requirements b) it is still up to the person to govern the greatest
part of his self-development.

B. SCOPE OF THESIS

1. Approach to the Problem. The approach to the problem will

be to discuss a master plan idea of management development programs.from
the angle of what should be the objectives and accomplishments of such

a plan of training; and then evaluate the problem solving conference
within this context. There will also be a discussion of the possible
future uses of the filmed problem in the conference method. Finally,

conclusions will be based on the possibility of readjusting the problem
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sclving conference to fit increasing demands such as a greater use of
the filmed problem in the conference.

2. Limitations of the Thesis. There will be no attempt made

to elaborate on the varicus types of development techniques now being
used except to mention them in passing if they are pertinent to the
particular discussion then at hand. Any evaluation of psychological
factors involved in management development will not be made, as such
a discussion is beyond the scope of this thesis. Also, no discussion
will be made of the activities, such as selection and follow-up, which
are ancillary to the actual training method.

3, Previous Work. Voluminous amounts of material have been

published in connection with executive develcopment programs, and there
promises to be no let-up in the writings of many in the future. The
articles listed in the bibliography; therefore, are in a small manner
merely representative of the whole and are in the author's opinion

excellent sources on the subject of this thesis.
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CHAPTER 2
GENERAL BACKGROUND

A. FUNDAMENTALS

l. Development. A company has to recognize that its train-

ing program must cultivate the talent that is already there. It cannot
create any. A train'ng program should be the means by which men and
women are inspired to improve and develop themselves so that they will
do a better job.

2. Task. The avenue down which the efforts of the trainees
should be directed is in the performance of a task or the solving of
a problem. The energies and abilities of the trainees thus engaged will
provide an excellent moulding ground on which those same energies and
abilities will be improved in face of a company problem or task.

3. Motivation., The corporation must realize that the trainees

can't be made to feel that they are just there to better fulfill the
economic goals of the company. Man is not only an economic creature
as was once thought but must also be satisfied in such areas as accom-
plishment, identity, and initiative.

Lo Greater Participation. Probably the most expeditious

way to effect the above is to allow the trainee to take part in the
planning aspects of each of his responsibilities.

5, Greater Scope. Many types of training programs have been

started within the last fifteen years. However, there is still a scar=-
city of top management leadership. Since this problem is growing more
acute, one way of combatting this trend is to open up development

opportunities to lower echelon managers on the basis of their performance



in periodic merit rating appraisals. This would go a long way toward
combatting any "crown prince'" idea of there being just a selected few
who were going to be trained. Left unchecked, this danger could create
more problems than before the organization had a training program.

6. Need. The training program should be directed toward a
very real, but specific need. The cost of preparing a training pro-
gram and the time required by all the participants makes this necessary.
Immediate economic necessity is not the only reason. If the partici-
pants realize that they are handling the real thing they will have a
closer identification of training and job experience. Thus, the results
of their training period will have more validity from an evaluation
standpoint.

B. OBJECTIVES

The objectives of executive development plans are many and
varied, depending upon the outloock and needs of the company and how
these goals may best be translated into action via the particular train-
ing method employed. Some of these objectives are complementary, and
others are almost contradictory; hence, one type of program cannot serve
all needs.,

l. Improved Performance. This is probably one of the first

if not the most immediate consideration that top management should con-~
sider. Better performance means training men on matters pertaining to
the position they now hold. This would be training in specific skills
and procedures applicable to the present time and would usually pertain
to lower management echelons.

2. Complexity vis a vis a Widened Outlook. The increasing com=
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plexity of our business, economic, and social world is creating demands
upon the businessman immediately beyond the scope of his duties. Execu-
tive development can prepare the trainee in a general way for the com-
plex problems and decisions he will be encountering. It is able to do
this by pointing out to the student how to think in terms of various con-
siderations coming to bear on a problem. The implication here is that

if a person gets into the habit of considering other people's ideas,

then this same consideration can and should apply to other areas of
judgment outside the company scope when that person is in a decision
making capacity.

3. Assure Future Growth. The assurance of future growth

of the company by enhancing the flow of knowledge through its manage-
ment levels is another objective that is set for management training
programs. They can't guarantee that the company will grow or that

those trained will become more enlightened. However, if the program

is properly used, the flow of knowledge through management levels should
be strengthened. It should also be kept in mind that this emphasis

on knowledge and its hoped-for result of greater growth for the company
is a required step leading to a comprehensive development program.

Lo Insure Up-To-Date Management. Another objective desired

of executive development is to make certain that management is kept
modern as with engineering, automation, and other skills., Unless the
company is progressive and allows the new concepts taught to the
executives to be used, then the development program is stilted. A
conference program could be adversely affected because no participant

would feel that he is in an emotion-free atmosphere to the point where
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he would be able tc exchange ideas with others; his feeling would be
one of indifference.

5. Assure Individual Opportunity. Closely related to the first

fundamental mentioned is that the development program should be timed,
organized, and presented in such a manner that the trainee will have
sufficient latitude to improve himself. The student should feel that
his efforts, aiddd by the opportunity supplied by the program, are
bringing him along. In this way, the subject will be aware of a closer
tie with the training course and therein lies a greater probability of
the person's applying to the job what he has learned.

6. Assure Proper Environment. This objective has nothing to

do with a particular method of training per se but is more in the realm
of incentives to insure that the trainees will properly take advantage
of the opportunities to better themselves. The management training pro-
gram is the neans of effecting this; rewards will accrue to the success-—
ful graduates of the progran.

7. Develop Leadersnip via Convictions. The management train-

ing program is also expected to present an opportunity to the trainee
for him to develop convictions of his own. There is a current belief
that implies a correlation between conviction and leadership; because
triere exists many top echelon managers who lack conviction, thus ipso
facto they are weak leaders. &Even if this belief were partly true,
then the objective of developing conviction via a training program is
a highly commendable one. The only catch here is that the ball is
thrown to the currently existing top management personnel. Now if

these men den't have any conviction, then it would be impossible for
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them to impart it to others by means of any program that they may set
up and run., All this goes to show that the objective cannot be real-
ized by the workings of a training method per se. (Conviction here not
only has an element of ethical practice, but also the element of per-
sistence and follow-through in a project started by the leader.)

8, Maintain Managerial Reserves. One of the most widely sub-

scribed-to objectives is to provide a reservoir of trained experienced
executives and key personnel whose potentialities are known, to fill
higher executive and administrative vacancies as they occur. Thus, the
continued efficient operation of the company is assured.

Secondly, the people who make up this reservoir are to be
trained, experienced executives whose potential is known. But the limi-
taticns of executive training are such that all of the experience expect-
ed of a candidate for a certain position cannot be supplied by a training
program. The only way to minimize this difficulty is to have a close
correlation between the manager's job and the training he takes for a
higher position. A company will still have to remember; however, that
a training program can never be a panacea,

The last item is that these people in the reservoir of execu-
tives shall fill higher executive positions as they occur and thus in-
sure the future of the company. This statement assumes that vacancies
regularly occur in the higher management group, and this will not hap-
pen unless it is vart of a well organized plan. This involves not only
executive development plans but also the ccompany policies on retirement,
promotion, and expansion. There is no way of absolutely insuring the

continued efficient operation of a company, but there cen be a minimizing
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of the possibilities of a failure,

9. Offset Over-Conformity. A more subtle objiective of a man-

agement training prograw is to combat an over-conformist attitude on the
part of top management which can be bullt up by not giving room to any
fresh approaches or to a strict promotion from within policy. The for-
mer is more within the realm of executive training and can be best conm-
batted by impressing upon the trainees what a difference can be made in
the general scope of a problem if just one new approach to it is brought
to bear.

10. Intellectual Activity. Another objective of an executive

training program is that the trainees will carry away from the program
a sharpened capacity to exercise their own analytical thought processes
and be able to integrate other's such that they are able in the company
of others to arrive at a decision. This is a highly idealistic require-
ment yet it illustrates the fact that in the higher echelon areas of
management the executive is more apt to decide via his cwn thinking
apparatus rather than by a well defined step-wise solution. In other
words, the "exception" principle 1s more apt to be applicable.

C. INCREASING TREND OF SELF-SCRUTINY

A re-evaluation is taking place within the management ranks
which promises to effect many changes before it has run its course.
Organizations in increasing numbers are giving over greater amounts of
time and money to the qualifications and preparations of management staffs.
This is an indication that management in general is becoming increas-
ingly aware of the nature and requirements of their duties. In this

awareness i1s a growing desire for improvement such that these require-
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ments may be better fulfilled. There are certain basic conditions
thet underlie the reasons for the above:

l. Complexity. The management positicn is attaining a great-

er degree of complexity. There are several contributing factors: a) Its
size is greater in terms of amount of area covered and quantity of work.
b) The responsibilities of a manager take in an increasingly larger
scope today. c) It is much more exacting because of the broader impact
of managerial decisions and activities. d) The manager has many more
external influences to ccntend with than his counterpart forty years ago.

2. Management As A Profession. Management personnel are be-

coming increasingly aware that management is an activity which requires
people of specific qualifications and preparation. Consequently, manage-
ment has in the past years assumed a character of professiomalism . which
necessitates the members to gravitate to the theory of teaching people
to be managers.

3. Competition. The greatest asset an organization can have

is its brainpower. Consequently, it's common sense to expect that com—
panies would try to consolidate and improve their most potent weapons.

l,. Business Expansion. Another factor to take into considera-

tion is that after 1945, business really started to boom and consequently
the demand for larger numbers of executive talent grew also. Add to this
our loss in manpower in World Wars One, Two, and Korea, During the de-
preséion years of the thirties necessity for economy did not permit sur-
plus employees, so consequently programs for develorment of executive
talent did not generally exist. Management reserves that might have

been nurtured to ease the pressure in the 1940's and 1950's were not to
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be had.

5+ Continued Stimulation. One of the most important reasons

underlying the increasing need for managément development is the reali-~-
zation that beyond a certain age the mental and leadership capacities
begin to decline unless the executive subjects himself to new challenges.
Thus the manager must not only be aware of his own job but have an
appreciation of the impact of his decisions upon the world about him.
These new challenges could very likely come from areas beyond his work
scope. A means of preparing the manager for this eventuality is to de-
sign a suitable training program that takes this into account. The

whole idea of this is to enable the executive to keep an open and respon-
sive mind to new areas of potential concern.

D. BENEFITS OF MANAGEMENT TRAINING PROGRAMS

The results of the use of an executive development plan or
some phases of an executive development plan have been quite far from
uniform. Generally, by far the best results have been with companies
that have had a complete plan operating at all levels of management
training for at least a decade. The trouble is that specific results
or gains are not measurable ; furthermore, direct correlations between
better performances and training programs are impossible to figure.

The only conclusion that can be drawn from this is that in
order for a training program to have a good chance to prove itself in
an organization, it must be in existence for a long period of time. It
must also be accepted and tried out at all management levels so that
the program will have as great an opportunity as possible to be felt.

It is safe to assume that many programs were stopped because of manage-
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ment's impatience in face of the time length involved and secondly,
because a specific cause and effect relationship between the program
and benefits could not be established. There are however, areas where
the benefits of a training program can be felt:

l. Human Relations. This has been one of the most important

benefits cited in the establishment of an executive training program.
Consequently, much has been written about this topic, ewven though it
borders on psychology and is a relatively new field of interest. While
it cannot be claimed that executive development plans are the total
answer to a human relations problem, they do have considerable value.
Improved inter-departmental relations can be accomplished by allowing
the executive to investigate problems of other departments via a train-
ing program. This also would enable the student-executive to put his
responsibilities in perspective.

2. Performance. Another specific benefit attributed to train-

ing programs is better performance. This particular gain is more appli-
cable to the lower management echelons which are concerned with methods
and techniques. Performance of these lower groups has generally improved
after a development program. A reason for this could be the fact that
the training schedule made these people more aware of the difficulties

of their position either by showing them that what they are doing pre-
sently they could do better by more training or by using better and
newer methods.

3. Recruitment, Replacement, Reserves., The problem of recruit-

ment, replacement, and reserves of executive talent has only been partial-

ly solved by executive development plans. However, organizations that
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are able to boast of successful executive training programs are those
who attract the best young talent, have a lower top echelon turnover
rate, and are able to fill executive positions more effectively.

Sound judgment and excellent foresight are still necessi-
ties in making an executive program something other than a purely
mechanical procedure through which the trainees automatically proceed
in attempting to better their handling 6f methods and procedures.,

L. Appraisal, In many cases, this benefit has been treated

as if it were a separate function when in reality it is a necessary
follow-up to the training program. Therefore, appraisal should be
included as part of the development plan. The chief benefit of the
appraisal lies in the integrated and complete executive training plan
where the appraisal results reflect the value and, for that matter, the
future of the development schedule,

5. Organizatipn. Executive development plans and the prepara-

tion for them have a definite impact on the organizational structure of
the company. The building and definition of an adequate structure may
be a necessary first step in instituting an executive training program.
But whether this is necessary or not, one must have a clear picture of
the relationships of the various executive functions to each other in
order to pinpoint the areas of greatest need. In many instances, the
original organizational structure has been unofficially changed or jobs
erroneously re-defined so that only the advent of preparative measures
leading to an executive trailning program have brought these inequities

to light.
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E. GENERAL PATTERN FOR MANAGEMENT TRAINING PROGRAMS

Most management development programs are divided into three
phases: the first one deals with the groundwork before the initiation
of such a program; the second pertains to auxiliary procedure; and the
third phase consists of the actual development training. Certainly some
of these phases may be played up or down, depending upon the goals and
objectives of the company involved. Howewver, the full impact of the
training procedure will be compromised by omitting part of this scheme.

13 Phase One. This particular phase is itself divided into

three steps:

The first step is the development and definition of an im-
proved organizational structure. This is not free from the possibility
of great difficulty as changes in any organization tend to be battles
of the first order. But in most cases, a certain amount of re-adjust-
ment and re-arrangement is all that is required. In this regard, it is
necessary that a great amount of care be exercised when these changes
are taking place. If not, some members of top management may be alien-
ated. What is essential therefore, is that the timing and diplomacy for
any needed changes be such that top management's confidence is held.

The second step is to make a written job description of
every executive position. This step is necessary as one must know
just what kind of position one has in order to institute a training
program to fill it. The danger here 1s that this step may run into
opposition from those who have a far different idea of what the job
content of a particular position is in face of the actual job descrip-

tion. In addition to a strong handling of the situation, the actual
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writing of the descriptions would require great skill and experience;
perhaps an outside consultant should be considered.

The third and final step of this phase is to obtain written
specifications for each position., The specifications should contain
requirements of education and experience plus any other necessary
elements. The difficulty here will be in the area of evaluation as
to exactly where the emphasis should be placed so that the training
schedule can be set up accordingly.

2. Phase Two. The second phase of this general management

plan consists of two auxiliary procedures pertaining to the manpower
involved.

The first procedure is to evaluate the present job holders
of the management group in terms of individual abilities, potential,
and performance. This will help the evaluator determine a) what develop-
ment each executive will require in order to prepare him for a higher
promotion b) which executives are potentially top management material
and c) what additional training is required in order to ensble & mana-
ger to better perform on his current job. An evaluator's bias and
favoritism at this point can color the results to a point where the
subsequent training schedule is way off the mark.

The second procedure of the second phase has much to do with
the recruitment, replacement, and reserves spoken of earlier. The pro-
cedure is, specifically, the setting up of management replacement tables.
These tables can be set up chronologically as follows: a) expected
retirement dates of all executives b) all executives who are designated

as prospective replacers and c¢) all trainees who are currently under-
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going executive development. Thils should also include their present
state of completion together with all their past ratings. The danger
here lies principally ih the fact that the table will be allowed to go
out of date. Such a table is invaluable as a management tool for pro-
motions and development, but it neither replaces sound judgment and com-
mon sense nor does it relieve management of its responsibilities.

3. Phase Three. The third phase of the general plan is prob-

ably the best known as it is the actual development training phase.
It consists of three steps.

The first step consists of the actual training and develop-
ment of managers designated for higher positions. At this point in the
general pattern of a training program the problem solving conference
method would be put to use.

A second step of this phase is the selection and primary
training of present and new employees to prepare them for assuming
managerial and supervisory positions. The differentiating factor from
the above is that this phase is concerned strictly with lower echelon
personnel. They are being trained at this juncture for positions out
of which they may later step for the training spoken of in step one.
Thus this step would concern itself with improving the methods and
techniques of a present job holder for better present performance.

The final step of the final phase is a follow-up to effect
a periodic review and evaluation of those ex-trainees of the develop~ -
ment program. This is not only a self corrective feature of the over-
all management development plan, bub if this evaluation is also applied

periodically to the students, it can be determined how the trainee is
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progressing.

F. SELECTED ATTITUDES PERTAINING TO TRAINING PROGRAMS

At this point, it would be interesting to observe four
different management attitudes. The reason for this is to show how
these attitudes, echoing the implicit assumptions on which they are
based, can change a general management plan like the type discussed
above,

1. Self Motivated Individuals. Many companies believe that

if a person is to be developed, the best way to dc this 1s to provide
the proper atmosphere around his job. For example, they would contend
that a future top executive should get acquainted with the possible
stresses of a higher job by taking them on graduvally; beginning the
day he starts work for them. Here, stresses in the sense that he
would be given increasing responsibility and authority as the aspirant
advanced in the organization so that his decisiocn making powers would
be brought out and sharpened. In this type of set up, the company
would emrhasize the evaluation segment of phase three much more than
an actual formal training program. The man would be evaluated on the
basis of the improvement of his weaknesses and the displaying of his
strengths in the various job levels in which he would function. This
type of rzlan lends itself to a tailor made apprcach based upen an
evaluation much more than a rigid, formalized training program. Manage-
ment replacement tables could be used here and probably would repre-
sent the only formalized segment of an otherwise informal, tailored
approach based on an individual's sbilities,

2. Written Plan. Here we have an attitude that combines

the systematized coherence of a written scheme with the advantages
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of tailoring the plan to the particular strengths and weaknesses of
the person involved as pointed out above, Essentially, there is a
written plan for each executive. Needless to say, the written job

- description and specifications would exist. In fact, based on the
assumptions of a tailor-made approach and a written schedule, the whole
general scheme of an executive development plan as explained in the
previous section could be used by top management having this attitude
if they would expand their thinking to consider development beyond
the application of a method per se. If however, this were not so,
then the written plan would more than likely confine itself to the
modus operandl of training.

3, Training of Supervisors. Here, the thinking would run

along the lines of training the supervisors or lower echelon managers
for higher executive positions. The setup would probably be fairly
formalized although the exact method employed could vary considerably
with the company. The one item that would definitely be omitted would
be any training for the supervisory or lower management levels., In
this situation, top management is much more sympathetic toward higher
executive training programs that take men out of the supervisor's
level rather than training programs that put men into the supervisor's
level, This is erroneous as it was pointed out in the beginning of
this thesis that most successful training programs have as cne of
their ingredients the element of being complete; training at a2ll levels,
for all levels.

L, Management Education as a Way of Life. Here, the thinking
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runs along the lines that management development programs are not

and should not be programs per se but rather a way of business life
that is in a constant state of revolution in propértion to the changing
demands of its environment. Thus we have the idea of a complete thing
which more than likely would include in toto the previously discussed
general plan for management development. The written program would

be flexible enough, however, to be revised when top management felt

the need to do so. There is a striking similarity between this atti-
tude and the second management attitude pertaining to a written plan.
In both cases, there is a combination of the ideas of tailoring and

of writing the plan out. The difference between the two comes in their
. basic assumpticns. Whereas companies fostering the kind of thinking
exhibited in number two would be more apt to say at some point that an
executive is fully trained and ready to attain a higher position, the
people who think of training as a way of life would never say this.

G. INCREASING IMPACT OF OUTSIDE WORLD

It is essential for a management training program to impress
upon the student-executives that there is a very real world outside
of the company office doors. There is today a growing realizatich
among businessmen that if they don't assert themselves more and take
a greater leadership role in areas that concern their company's opera-
tions, then somebody else will. Here are two questions that can be
raised: a) what is meant by areas and what is their scope and b) who
is that someone else? Well, during the depression and the days of the
NRA, the people of this country lost confidence in business leadership

and turned to the politicians and labor leaders., A4s a result, greater
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restrictions were placed on business. Labor unions grew almost six-
fold in membership., A contributing factor just as equal to the de-
pression circumstance was the fact that businessmen did not lead in
such things as labor relaticns, so the govermment led for them.
Besides this defaulting of initiative by business, there
was alsc a change in the technical difficulties faced by business-
men, But can a man with a specialized background with a further
specialization in business acquire the kind of leadership necessary
to cope with these new problems? A method of enabiing the present
executive to better handle this increasing complexity lies in how he
is trained to be an executive. The burden, therefore, falls upon the

approach and content of an executive training program.

H. HIGHER MANAGEMENT SKILLS NEEDED.

Twenty-five years ago, executives were concerned with the
four basic areas of their organization which were sales, production,
finance, and technological development. But today there is an increas-
ing influence of social, political, and ecocnomic forces that are re-
quiring managers to view thelr companies in relation to the community
and nation as well as the industry. For example, company investment
decisions could affect the economies of countries, help build better
schools in communities, and change the labor situation of many states
all at the same time. Not only have there been changes external to
the company to cause this widened outlook, but there have been several
internal developments as well. The attitudes of employees have changed
because they are more educated, traveled, and generally more sophisti-

cated than their counterparts twenby-five years ago. Thus there is
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today potentially more receptiveness to training programs on the

lower management level., Secondly, govermment regulation has formal-
ized the employer-employee relationship so that it has become more
important than ever before for the executives to have a greater
awareness of the federal role in face of company operations. Last-
ly, the character of the business itself has radically changed so

that departmentalization has been necessary to enable the larger firms
to function more efficiently. This condition has provided fertile ground
for antagonisms and inter-departmental rivalries to grow within the
company. If, however, the representatives of the various departments
realize that only by working as a unified group can the comvany pros—
per, then the dangers of internal dissensions is lessened.

Besides developing a group attitude, an executive training
program should provide the trainee with a situation in which he is
able to develop his perception and powers of analysis. Much, if not
all of a manager's decision making ability will rest upon these two
attributes. The manager should be made aware that he is part of a
growing organization and as such is not expected tc know all the answers,
Accordingly, information offered in a training program should not be
treated as gospel. The aim rather, should be to present information
that may or may not be relevant to a specific problem at hand; and
may or may not be true and have a practical application. This way,
the program contents will provide a frame of reference against which
the manager may weigh his reasons for a particular decision.

It is the author's opinion that a problem solving con-—

ference approach in a management training program for top executives
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does impart to the trainees who are exposed to this method a widened
out look, team spirit and an opportunity for individual development.

This will be explored in greater length in Part 2.
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PART 2
CHAPTER 1

A. INTRODUCTION

1, Conference Defined. A conference is defined as a

meeting of two or more people to consolidate their ideas for solving
a problem. The conference is designed to elicit specific thinking
and candid expression from all those participating so that the maxi-
mun benefit may be derived. Only in a climate free from emotional
conflict such as the non-existence of "what the boss says goes"-idea
will the conferees be able to apply analytically the experience of
thelr differing backgrounds to arrive at a fruitful conclusion.

2, Problem Solving Conference. Executives and managers who

use consultation as a technique of management found a marked increase
in morale because of the interest and personal involvement of the peo-
ple who take part. The tendency of the user of consultative manage-
ment i1s to avoid unilateral decisions and to depend upon group judg-
ment. The training significance of this can be well seen and increased
if true situations are submitted to the conference trainees for their
deliberation.

B. CONFERGNCE PROBIL&M CRITERIA

1, Should be Heal. The reality of a given problem can be

a matter of degree. It can vary framn one that is imaginary to one
that is a hot issue. There is a danger in not identifying an imagin-
ary or hypothetical problem as such. It could lead to frustration and
thus affect participant morale, This can become gquite acute if a

bumbling conference leader attempts to disguise a problem's true nature,
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because the trainees could get the idea that they are being fooled or
manipulated. The upshot of this is that the experienced conference
leader avoids these hypothetical problems unless the group understands
that the problem is imaginary and more important, realizes that there
are particular lessons to be drawn out of the situation that the pro-
blem is attempting to illustrate.

There is also the aspect of time. Does the condition have
tc be solved as soon as possible? If it is acute, does the group
recognizeit as such? As illustrated here, it is not enough that the
problem be real, but it must be recognized as such by the group.

2. Should Be Specific. The more specific the problem, then

the more easily the group can handle it and consequently the better
the results will be., An experienced conference leader will try to
make the problem as specific as possible. For instance, if the agenda
for the conference calls for discussions inveolving the question of
how to improve attendance at a plant where there exists an excessive
amount of absenteeism, it would be a mistake to open the conference

on the broad area of absenteeism. There is a good chance that if

this were done, the conference would ramble on and bog down. If,
however, the conference leader takes the group through one area at

a time in the realm of absenteeism such as sickness, working conditions,
or company laxity, the whole plan would function much smoother. In
this approach, the group's attention would be on one specific problem
at a time and consequently an opportunity fer a better decision would
be that much greater.

3, #ithin The Group's Competence. Material for a conference
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problem can be considered worthwhile when the experience of those

in the group is such that it gives them an appreciation of the subject.
People whose experience in a particular area is so limited that they
don't even begin to have the vaguest appreciation of a problem cer—
tainly can't be expected to contribute anything worthwhile to its
solution.

Lo TIdentify The Problem. One of the most difficult jobs

that a conference leader can have 1s to identify the real problem,

A leader's job is made easier if he knows the purpose of the confer-
ence., For instance, there is a great difference in solving a problem
by asking the question "How can supervisors cut absenteeism?!" or asking
Bow can we help supervisors cut absenteeism?'".

5. Phrasing The Problem. Phrasing the problem for discussion

is closely associated with its identification. The question introducing
the problem can't be phrased until the problem is identified. Also,

the vhrasing of the question will be as exact as the identification

is specific, or as inexact as that same identification is general. The
conference problem is stated in concise, understandable words. The

more succinct and meaningful the phrase, the easier conference members
will grasp the nature of the problem and what they are expected to do
with 1it.

6. Five Cteps in Problem Solving. After the general nature

of the problem is known, there are five steps in the problem solving
sequence that a typical conference would go through. In some cases,
heavier emphasis will be placed on some steps and lighter emphasis

on others. It is also possible that a conference program may eliminate
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a step or two. What it boils down to is that the individual conference
approach will be tailored according to the goals and objectives of the
company.

a) Step One: What are the Known Facts? Since it is important

for everybody in the conference group to be satisfied as to what are
the basic premises of the problem they are considering, this is logi-
cally the first and probably the least likely to be eliminated. Once
the facts are known, the answers will come a lot easier. So the con-
ferees should go about doing this by answering the questions what,
why, where, who, and when,

1) What., The answer to this query demands a description
of the situation. Of what application to the specific workings of
the company is the problem? Does the group have any idea of the
intricacies of the problem? Do the conferees know the limits of the
problem?

2) Why., This question involves the rationale for the
existence of the problem in the first place. Why is 1t necessary
tc judge that a particular situation is a problem situation so that
the conferees must cast about for a solution? Is there any objective
evidence to indicate that a possible solution would be the corrective
one based on the reasons for there being a problem?

3) Where, This indicates the area in the organization in
which the conference is centering its attention. Where would the solu-—
tion be put into practice? Does that area have any particular advan—
tages or disadvantages that would have a bearing on the solution's

success?
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4) ¥Who. This covers the personalities and positions in-
volved in the problem and its solution. Here again, does this situa-
tion bring to bear advantages or disadvantages that would affect the
soluticn's outcome? Also, who 1s going to be held responsible for
the implementing of the solution?

5) When. This refers to the time element involved. Is the
organization in a particular sitwtion now such that the soluticn could
either be adversely or beneficially affected? Would it be best to wait
before putting the solution into operation? If so, how long should
they wait? Also, how much time is expected to elapse before the pro-
blem begins to be corrected? And how long, then, will this take?

If it is at all possible, these guestions shculd be pre-—
viewed to the conferees. This way, they will have a chance to become
better acquainted with the situation; and most important, they will
be already thinking along precise lines.

b) Step Two: Define the Real Problem. The real problem

should be defined along the limits as set out in step one. Then it
will naturally follow that any solution correcting this problem will
also have to fall within these limits. Practically speaking, the
only way any complex problem involving many areas such as finance,
production, sales, or government reaction is going to be adequately
solved is by following a formalized thinking pattern such as this.

c) Step Three: Analyze the Problem. This is the stage at

which the conferees actually begin to benefit from each other's sug-
gestions and begin to realize the value of a team approach. Each

member should be encouraged to examine the i1ssues involved and deter-
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mine where he stands., Further, effective listening at this point will
enable the members to profit from the thinking of each other. A good
conference leader must clarify the various conflicts in thinking. They
will more than likely be in the form of interpretation of the problem;
whether the trouble is a sales, production, or a financial one. Per-
haps a combination of them. But regardless of where the trouble lies,
the conferees should work out their differences under the leader's
guidance. This is the specific point at which a team spirit will be-
gin to take shape; and at which the conference leader must be sure

to subordinate his own ideas to those of the group sc as not to color
the group's decision.

d) Step Four: What are the Possible Solutions? A number of

possible solutions should emerge out of a thorough-going analysis of
the problem and its consequent free interchange of ideas. The trick
is to take the best one within the limits of step one: what, why,
where, who, and when.

e) Step Five: Recommend Action. This is the critical step.

The group has finally arrived at a decision and completed what for
many if not all is a new way to solve something that as individuals
they have never coped with before. Actually, this step is the logical
cutcome of the appraisal mentioned in step four.

In conclusion, these five steps illustrate that for a
successful problem solving training conference: a) adequate informa-
tion has to be presented beforehand if the analysis and plan of action
are to be based on pertinent facts b) the problem has to be limited

and defined so that it can be handled well and in a reasonable amount
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of time and c¢) heavy emphasis must necessarily be placed on the con-
duct of the conference leader.

C._ CONFERENCE LEADERSHIP TRAINING

The skill of the conference leader has a direct bearing on
the success of the conference. However, this skill cannot be acquired
by merely're;ding, self-analysis, or privately conducted dry runs.
Conference leading skill, like most other things, can only come by
practicing. This is best done under the scrutiny of an experienced
leader. There are three areas that are critical in the makeup of
a conference leader aside from his training. These are: who should
he be, his function as a leader, and lastly, his attitude as a leader
and influencer.

1, Who., Ideally, the conference training leaders should be
those members of the top management positions to which the conferees
are aspiring. No one group of men are in a better position as far as
experience is concerned to appreciate the importance of a complex pro-
blem and how to solve it. Granted that this group of men is very busy;
yet no one should have a bigger stake in who is going to replace them
than they. Also, the members of this top management group have already
conducted countless production, staff, or employee relations meetings.
They know team spirit. Consequently, as they at first solicited the
opinions of their subordinates before arriving at a final decision;
so as a conference leader a top manager will guide a training con-
ference to a decision. How he does this is taken up in section "DV,

2., Function of the Leader. There is a great amount of

resemblance between the conference leader and a top manager conducting
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an interdepartmental conference. As a conference leader, an executive
has to act as a mediator while maintaining an unbiased attitude. Yet
at the same time the leader must keep the conference moving toward a
recognized goal in an emotion-free atmosphere. The important point
to remember is that the conferees are the ones doing the moving while
being impressed with the fact that this moving is a product of group
effort.

3. leader's Attitude. It is the attitude of the conference

leader more than anything else that will establish the mood and bias-~
free manner of the conference. He must continually make sure as the
discussion progresses that the forthcoming decision, being brought
about by the conferees!' analyses, is actually a product of just that
and not his (leader's) views. He must be willing to learn and practice
conference leading techniques which in and of themselves can insure a
great amount of freedom. Summed up, the leader should be aware of how
not to influence people. He can do this primarily by letting the
logic of the group approach come into play; namely, by providing an
atmosphere where every member may feel free to express himself as he
wishes. Once these opinions have been expressed, the leader should
maintain a neutral, objective attitude. The guidance of and the im~
pressions to the group which the leader wishes to ccnvey should be
done through his objective attitude. The more objective the approach
can be, then the greater amount of success the leader will have in his
function,

D. PREPARATION OF THE CONFERENCE

Planning is an essential part of the conference technique.
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As pointed out above, the successful leader knows where the conference
is going. However, because of its free atmosphere, the leader's con-
ceptual plan should be flexible enough to accomodate a new or unexpected
line of reasoning. Yet no matter how deceptively easy a skillful lead-
er may make it look, there are three general categories in which he

must have already given a great deal of forethought.

l, Plan of Attack. Such a plan chiefly consists of recog—

nizing and identifying the major points that should be considered in
discussing the problem; and secondly, establishing them in an orderly
sequence. This i1s the area where flexibility for the unexpected
must be allowed and where the leader's objective guiding of the confer-
ence meets its most exact test. How to impress the conferees that
£, Y, and Z are the major points: and more pertinent for the training
aspects of the problem solving conference, to have the student-executives
develop a greater appreciation of the methods involved in revealing
these points. A problem~solving conference devoid of any training
purpose and meeting just to solve a problem would use points X, Y and
Z as a means of arriving aﬁ a solution. However, the leader of a train-
ing conference approaches these same points as if they were an end in
themselves; this subtle difference must be incorporated into the lead-
er's plan of attack if the training conference is to realize its gcals.
2. Outline. The outline is the mechanical procedure through
which the leader hopes to bring out the afore-mentioned poiﬁts. This
section should open with a precise statement of the purpcse of the con-
ference., This will help the director to identify and phrase the problem
accurately in his own mind so that he will be able to better pinpoint

the scope of the approach to it in his introductory remarks to the
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conferees. The crucial element at this stage is that the trainees will
have their first impression of the objectivity and tone of the leader
and conference, respectively,

The body of the outline should consist of a very detailed
plan of how the discussion should be developed and guided so that as
few details as possible will be overlooked. This step should also in-
clule the previously discussed five steps in the problem-solving process.

The leader is probably least sure as to what will go into
the summary than into the introduction and body. This is because it
can only be based on what took place during the discussion, and with
allowances for the unexpected, the summary can only be written just
before the conference is to arrive at its conclusions. Its importance
lies in the fact that it can impress the trainees that a useful solu-
tion can be arrived at by the process of combining several ideas.,

3. Questions. They are the chief tool of the conference

leader and through them he will either succeed or fail in fulfilling
the image of being a guide, not a dictator. This is best done by
having good judgment in the use of various types of questions and
their probable affect on the conferees. The best kind of guestion
for the conference leader to ask is one that requires a good deal
of thought in answering it. Thought in the sense that a free and
lively discussion will be started among the conference members. The
trick for the leader to master is to choose a type of question that
will keep discussion within a workable scope. A proof as tc the ex-—
cellence of the gquestion is whether the discussion that it starts

brings out the major points of the problem that the leader hopes to
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illustrate. If the leader has to resort to leading guestions to bring
out these points, he is leading the discussion &long unnecessarily
arbitrary lines and is in effect taking on a greater decision-making
capacity. This will be true because a leading question will direct
the conferees toward a decision, giving them little chance to exercise
their own thoughts on the matter. By the definition of leader, however,
it must still be realized that he will lead. The point is that he
must exercise an element of finesse as i1llustrated by his types of
guestions.

S. CONFERZNCE EVALUATION

What are the inherent strengths and weaknesses of a good execu-
tive development program built around a good problem solving conference?
The criteria that will be used to measure this will be the general ob-
jectives of executive training plans as set down in Part One.

1. Improved Performance, Implied here is the reasoning that

the development plan i1s geared to the performance on the job now held
by the trainee, This type of thinking pertaining to the use of a train-
ing program is better exhibited in training people for lower echelon
positions. The improving of a job presently held by a conferee is not
the purpose of the conference method. Rather, it is to impress those
merbers of future top echelon decision meking positions that there are
definite merits to a group or team approach. However, as was stated
earlier, a conferee impressed with this approach could go back to his
own supervisory Jjob and could, as a result of his exrerience, be more
willing to listen to the views of his subordinates on a particular

point. In general, however, there are more specific and formalized
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approaches for present job improvement other than the problem solving
conference training method.

2. Complexity vis a vis Widened Outlcok. The implication

of this objective is that if a person gets into the habit of consider-
ing ancther's ideas, then this same consideration should apply to

other areas outside ot the company scope when that person is in a deci-
sion making capacity. Here, the problem solving conference approach

is well suited. Each member contributes to the whole, and in doing this,
is able to observe how his ideas effect a solutiocn. Also,‘the confer-
ence gives him a working experience of how his area of specialization

as represented by his ideas blend into the other fellow's specialization
and ideas. This generalist vliew can be applied by the future top exe-
cutive to just about any area or problem that might cross his path;

both in and out of the company scope.

3. Assure Future Growth. The object of this requirement is

to insure that the futufe and growth of the company will be enhanced

by providing a flow of knowledge through its management levels, Now
the conference method is an excellent means of not only providing

the opportunity for knowledge to be disseminated, but also to provide

a situation where results are produced by an intermixture of that know-
ledge., Here, in a very personal way, can aspiring young top executives
be shown that there are people in other areas of specializatiocns in

the company whose views are just as strong in their area of work. This
consciousness on the trainees' part will aid in maintaining in their
minds the image of the company as a well integrated whole for whose

interests they must work; and second place being taken by their own
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departmental considerations.

4o Insure Up-To-Date lignagement. Here the requirement is

based on putting into practice any new managerial ideas and methods
that may come along. Conference training methods are not the means
of deciding whether this would be done. Rather the corporate manage-
ment must maintain an opening with outside sources; such as a univer-
sity training program. Having access to the business schools is pro-
bably the most expeditious way of management's keeping its finger on
the pulse of change. A conference, and not a training one at that,
could at the most discuss the application of a new idea to a present
set-up. This points up the fact that a training conference is inade-
quate as far as teaching new methods is concerned. Its primary pur-
pose in this regard is to show the trainees how to work with present
facts and ideas.

5. Assure Individual Opportunity. Here the student should

feel that his efforts, aided by the opportunity supplied by the train-
ing program, are bringing him along. As far as the conference method
is concerned, this not only means making him aware of other's opinions,
but how he as a higher executive of a fairly complex company would make,
or help to make, a decision of an overall nature. The individual is
not lost in an anonymous whole called the group, rather he should be
able to specify Jjust where he is; and to do this he must have already
come to a good understanding of his role as a decision contributor.

6, Assure Proper Environment. This refers to the organiza-

tion's providing incentives. The best kind of an incentive would be

eventual promotion of trainees to higher executive positions. If the
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company is going to set up a training program, then it should make it
worthwhile for the participants to go'through it. Actually, the type
of program set up is of little consequence here, rather company atti-
tude and backing is what is on trial.

7. Develop Leadership via Convictions. Here, the requirement

refers to conviction in terms of a definite idea on how things should

be apprcached as against a vascillating attitude. This does not neces-
sarily imply a forceful one man approach as it does a set modus operan-
di. An executive training program should have enough direction in order
to convey to the students who take part in it some definite ideas on
running the organization. Within this context, the problem solving con-
ference training method should develop a conviction or a decision mak-
ing approach involving the use of group analysis. This method as des-
cribed is well able to do Jjust that; but the degree of its being success—-
fﬁl in this regard more properly falls under the phase of evaluation
which is beyond the scope of this thesis,

8, Maintain Managerial Reserves., The idea here is that a

management training program is part of the overall scheme of company
policy and goals. The volume and intensity of the programs will depend
upon the number and types of reserves needed. Yet by the inplication
of the label "reserves', we have a situation where potential managers
are being trained in a program; but they are still lacking in experience
in contrast to the people whom they will replace. It is therefore
necessary to approximate in the conference the decision making function
of top management. This is the closest possible correlation between

training and actual experience. On this basis, then, the conference
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9, Offset Over-Conformity. This requirement illustrates

the idea that as long as new approaches are allowed for, management
thinking will not become clouded and impervious to change. To a cer-
tain extent, this has a direct similarity to the requirement dealing
with up-to-date management. Similar in the sense that both are con-
cerned with the putting to work of new ideas. Where the up-to-date
management requirement speaks of new ideas in the general framework

of management, development programs, this requirement can be more
specifically related to the problem solving conference. It can be in
the sense that the conference method is better able than any other
training method to offset over conformity. This is so because it gives
the conferees an opportunity to observe and help unroll the results

in the solution of a problem., If they are attentive in this endeavor,
they will be impressed by the impact of others' ideas outside their
own scope. To the specialist-student, this is either new or at least
different. Certainly impressions such as these jar a conformist atti-
tude, which in this discussion is interpreted to mean excessively nar-
row to the point of being unchangeable.

10, Intellectual Activity. Here, the requirement deals

with the executive's being able to exercise his own analytical thought
processes and also to be able to integrate the thinking of other people
with his own in order to arrive at a decision. This is precisely

what the problem solving conference training method is designed to
inculcate into its trainees. By the process of discussion and question

and answer, the conferees will be made to realize how, as a group, they
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go about developing a solution and as individuals to see how their
improved individual effort will contribute to the total endeavor.

This particular requirement should not be strictly inter-
preted on an individualistic basis. If the trainee can be shown that
he should improve as a continual part of the group, then the team
spirit will have a greater chance of remaining with him. It is main-
tained that this can best be effected in a training conference atmos-—
phere, given its group approach to a problem.

The conference training method appears to be well suited
for use within the objectives of a general management training program,
but with reservations. The participants in the conference should al-
ready be at middle management level, preferably department supervisors.
This can only mean that the method is best used for top management
grooming. The leader must be skilled. Every characteristic pertain-
ing to the conference indicates that no company will have many of
these conferences going at once., Those that do, had better consider

the above ideas carefully.
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PART THREE
CHAPTER ONE

A. INTRODUCTION

Motion pictures are now being used more and more for indus-
trial purposes. Films are being employed to sell the product, instruct
the salesman, inform the stockholder, inspire the worker, please the
public, and among a host of other objectives ~———= train executives,

The first part of this thesis dealt with training programs
in general and the second part narrowed that scope to a specific train-
ing program. The third part will narrow the scope even further by
asking the question: "Can the picture be used in a prcblem solving
conference method?"

The application of films in this area could still be classi-
fied as experimental. In this regard, discussions on experiments that
will be presented in Chapter Two and which deal with commercial films,
tailor-made films, and films as training tools will now be evaluated
relative to the "Five Steps in Problem Solving" spoken of earlier.

After the general nature of a problem is known, there are
five steps in solving that problem which a conference goes through,.

Step One: What are the Known Facts? These are the basic

premises on which all the members of the conference should be acquainted.
What. This query demands a description of the situation.

For instance, a tailor made film can show the scope of a problem area.

It can do this by focusing on a specific activity of one department,

implying that that activity is the source of the problem. If excessive

absenteeism were due to a weak, vascillating company policy of punish-



L7,

ment, then the film could show a few instances of the personnel
director's incompetent reaction to the absentee problem to point
this out.

Why. Here, the incompetent personnel man could be illus~
trated as the symbol of a weak company position by doing nothing about
the absentee problem,

Where. Here again, the problem source could be illustrated
by the picture, In this example, it would be a weak personnel man and
his pelicies.

Who, This deals with perscnalities. Comments* from the
Continental Army Command will point up the value of a well made film's
being able to give the viewer good insight into personalities and emo-
tional behavior. An example of this could be the "dubbing in" of a
voice to represent the various character's thoughts on an issue. This
is one means of providing an excellent opportunity to observe how
various personal motives and reactions influence actions.

When. This refers to the time element. Is the organization
in a particular situaticn now so that the solution cculd be adversely
or beneficially affected? Any information pertaining to the company
or the industry which is background material to a prcblem is best given
as pre—~conference briefing material. This is necessary because any
inclusion of this information in a tailor made film which is designed
to illustrate one problem would only confuse the picture.

Step Two: Define the Real Problem. Here, the problem should

be defined within the limits as set out in Step Cne. This & tailor

% 37, P, 126
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made film can do. In fact, it is impossible to differentiate be-
tween Steps One and Two when a filmed presentation is being used.
The problem, such as a personnel director's indifference because of
laxity, will necessarily be brought out when the questions What-Why-
Where-wWho-wWhen are satisfied.

Steps Three, Four, and Five are Analyze the Problem, Possi-
ble Sclutions, and the Recommending of Action, respectively. These
areas of the problem solving process are carried on by group dis-
cussion as a follow up to the film.

The tailor made film as a training tool in the conference
assumes the passive role of presenting the facts. The active or pro-
blem solving part of the conference is subsequently taken up in dis-
cussion after the film is over.

Is the film too powerful a tool in a training environment?

A picture may realistically portray a problem, but its use as a train-
ing tool is unrealistic because it does not allow the conferees the
opportunity to answer the questions What-ihere-ithy-Who-When on their
own. A top decision maker 1s going to have to answer these questions
on his own and not have a film do it for him.

Yet it might be argued that the film's use in a conference
prevents the danger of wasting time. The conferees in the type of
conference discussed in this thesis are already middle management level.
Consequently, by virtue of their present management position, the fact
that they are being trained for higher responsibilities which speaks
well of their potential, and the careful guiding of a skilled confer-

ence leader; they are not likely to get bogged down when attempting
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to answer the above five questions. It could also be argued that
conferees who are exposed to a filmed problem are inadequately trained
to discover the reasons for a problem because they are accustomed to
have a film give them the reasons. The argument could be reversed to
say that the conference which uses a film agproach is in itself a waste
of time because it inadeguately prepares top decision makers.
Due to its length, the commercial film will usually por-
tray more than one problsm. It is not designed to spoon feed a problem
presentation as a tailored film is "tailored" to do. It would be up
to the trainees to discover what was wrong. Yet the use of conmercial
film will be limited at best. Their strength in not being tailored to
show the conferees where to look for a sclution is also a weakness.
Both the Humble* and Dartmouth®* experiments will show that commercial
films' used as training tools are minimal as there exist few commercial
films that would be very good in portraying management problems.
Commercial and tailor made films are not very good training
tools in top execubive develonuent problem solving conferences but
they do have a definite vlace as training tools. This is so because
of their advantages of technique in which trainees are able to get a

good insisht into personalities and emotional behavior.

*’_X%, NO. 37. Po 127c
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CHAPTER 2

A. STATEMENT

There were basic similarities of approach in many of the
experiments conducted using films as a training tool in executive
training conferences. They provided the content for potentially
lengthy discussions. Gach one had a specific problem that it present-
ed to the conferees., All of the problems exhibited would be classified
as ahuman relations!" - type of consideration.

B. ADVANTAGES

The advantages of a custom-made moving picture are many,
yet are partly offset by several drawbacks. The following outline
is submitted for the reader's consideration:

1. Need. The film involved is specifically made to illus-
trate a problem that the conference group will meet in its experience.
This benefit has certain drawbacks for a problem-solving conference
training group; as the group itself is composed of people with vary-
ing experiences and backgrounds. Consequently, there is no one tailor
made film that would fit the specific needs of each person. Also, it
is assumed that an executive program as discussed in this thesis, is
not designed for the purpose of vresent job betterment as would be
illustrated by a film presenting a present need. Within the thinking
of this advantage, the tailor-made film is not adgquate for an execu-
tive development discussion group.

2. Reality. A second beneficial affect is that a tailor
made film can be produced to illustrate an actual situation chosen

for the group's study. This is also true for a conference and would
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therefore be considered for the trainee's discussion because it
satisfies the previously stated requirement of a conference problem's
having to be real.

3. Specific Incident. This benefit can also satisfy

another requirement for the problem solving conference; namely a
specific incident may be shown so a specific problem may be illus-
trated. However, this thought could also hold for any other type
of training method.

Lo Cut-=0Off Point. Another salutary affect that is just as

true for all pictures as well as those that are custom-made is that
after the problem has been presented to the conference, the film may
end after which the discussion may begin. So we have a clear delin-
eation between the specialist phase as illustrated by the film's
presenting a specific problem; and the generalist phase in which the
varied experiences of the group are brought to bear on the considera-
tion. We have a generalist approach to a specific problem. This
separation of generalist and specialist is essential because out of
this a sharpening of the team approach will be effected.

C. DISADVANTAGE

The main disadvantage to the custom-made film lies in its
cost. "Production costs can vary from several hundred doliars per
minute running time upward to approximately $1300 per minute for black
and white and $1800 per minute for color, depending upon a number of
variables such as:

a) Scope of the motion picture produced...subject, location,

etc.
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b) Whether the picture is made by people within
the coumpany or by a professional film producer from outside.

c) Quality and availability of motion picture talent
used.,

d) Degree of adherence to objectivity and reality as
difficult as it is important.

e) Extent to which the original concept of the picture
is modified during production.” #*

D, COMMERCIAL FIIMS

Another type of motion picture used for training purposes
is theedited commercial film, The main drawback here is that it was
made for entertainment purposes. Consequently, much cutting may have
to be done in order tc clarify the problem that the editors are try-
ing to show. Difficulties may still remain: A film is thought of as
essentially a medium of entertainment. To show a picture in a serious
executive-development atmosphere, especially if the motion picture were
made specifically for enjoyment, may hinder the conferee's being able
to draw any serious ideas from it. Secondly, the problem that is to
be presented to the training conference must be specific; not two, not
three, but one. The task of editing a commercial film to one specific
problem is formidable; in fact the basic idea of the picture may be
so distorted in this process that the end result may be worthless.

Two experiments were conducted in the use of commercial
films for training purposes; one by the Humble Oil and Refining Com~
pany and the other by the Amos Tuck School of Business Administration
of Dartmouth College under the direction of Professor Robert L. Katz.

* 37, P. 124
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E. HUMBLE OIL'S EXPERIENCE

Humble ©Oil's basic objective was to determine the practi-
cality of the use of commercial films as training tools in exploring
various facets of human relations.

The company set up a conference-type arrangement. The
discussion leader viewed the film about five or six times after which
he prepared a set of questions which illustrated the problem he desired
to discuss. He also prepared an outline of the film that was to be
presented to the class. A discussion followed the showing of the film.

No results were indicated on this experiment. It is this
writer's opinion; however, that this type of film with its "Hollywood
distortions" of true-to-life problems, the entertainment factor, and
the movie's length all add up to the commercial film's being too un-
wieldy to handle in a conference atmosphere.

F. DARTMOUTH COLLEGE'S EXPERIENCE

The commercial films used in Dartmouth College's experiments
were not integrated into an executive training problem solving confer-
ence. The objectives of the trial were:

1. "To aid students in gaining a fuller understanding of the
way various elements of a situation can influence the perceptions of
people. (For this a film was used in which flashback techniques re-
ported a single incident as seen through the eyes of various observers.)

2. To demonstrate how widely individual reactions to the
same situation vary as a result of previocus conditioning and experience.
{For this purpose a film about a jury was used to show how the incidents

depicted in each juror's past affected the way he responded at the trials
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3. To provide, as a basis for class discussion, a complex
administrative problem developing over a substantial time span; which
would help students to recognize and consider the long range consequences
of individual acts and incidents. The most successful film used for
this objective concerned the performance and morale demonstrated by a
group of bomber crews in response to administrative action instituted
by two different commanding officers," %

Even though the commercial films used were under the scru-
tiny of Business School professors and students, the elements of un-
reality, entertainment, and length compromised the desired objectives.

G. CCMMENTS FROM HARVARD

The Business School at Harvard University, after an inten-
sive study of the use of the filmed problem, drew up a list of advan-
tages and drawbacks. Many of these are vertinent to the use of the
filmed problem in a problem solving conference:

l. Better Feel for the Problem., Many students interviewed

by the Harvard faculty felt that the situations and individuals as
depicted by a good custom-made training film tend to come to life.
This idea of realism in the problem is well suited to the demands of
a problem solving conference.

2. Cbjectivity. In a problem solving conference, there is

no doubt that a real life presentation of a problem via film cuts down
the element of subjectivity on the part of the conference leader. He
doesn't have to relate the problem to the conference; consequently, the
danger of coloring it is lessened. In this situvation, then, greater

* 37, P. 126
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objectivity-—~from a good film---can be obtained.

3. Reliance on Listening and Cbservation. A conference

leader is more apt to go over a point in a problem than he is to run
a film to show the same point. A conferee had better listen intently
and cbserve accurately so that he is able to recognize the points in-
volved. This mannerism is something that every good executive should
have in order to enable him to do a better job. Since the problem
solving conference is spcken of iﬁ this thesis in terms of training
executives, then anything that can sharpen executive abilities is
welcame.

L., Little Preparation Required. It is assumed that those

people taking part as conferees of the executive development program
are already middle management level. Conseguently, their time is
valuable. The fact that no preparation is required prior to viewing
the film is invaluable on this scere. A film can convey the whole
picture: surrocundings, conditions, etc. in a much shorter space of
time than a conference leader could describe it.

H, PRACTICAL DRAWBACKS

The film as a training tool and as a problem presenter in
the conference method does have some very definite advantages. There
are, however, some disadvantages:

1. Not Easy to Use. More time can be spent in handling a

filmed problem than in letting the conference leader present it.
Everybody will interpret the film against the experiences of his back-
ground and may overlook many important points. There is, therefcre,

more assurance that all of the main points may be brought out by having
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the leader do it-by objective questionning rather than by passively
assuming this will be done by observing the film. Whether more or
less time will be taken in this regard would depend upon the leader's
skill, the quality of the film, and perceptiveness of the trainees.

2. Bxpense, It is more expensive to have a film present a
case problem than it is for the conference leader to do it. In fact,
the film is doing the job of a good conference leader, yet he is still
needed.

3, Facilities, The sound and projection facilities have

to be the best so that distortions are prevented. If full run com-
mercial films are used, it could become a very expensive item,

L. Skillful Leaders. The use of a filmed-problem would

have little trouble on this score as any well run conference is only
as strong as its skillful leader. Here, the leader's deftness would
be employed to assure that the conferees understood all of the major
points brought out in the film,

Concerning the film's promise as a training toecl, Mr. J.R.
Venable of Humble 0il said:

"I wish to endorse very highly the training program of vieﬁb
ing and discussing excerpts from appropriate motion pictures...The
program, conducted as a trial basis to evaluate its merits, was very
favorably received and has, in my opinion, lots of merit in deepen-
ing future service laboratory attitudes on employee relations. I
recommend that this be continued in our group and be extended to other
supervisory groups in the refinery." ¥

Professor Katz of the Amos Tuck School of Business Adminis-

* 37, P, 127
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tration:

"I believe that films have been very helpful to my students
in understanding certain concepts... not as abstractions but in the
context of svecific situations. Films have also made possible...
more than any other teaching material...a real understanding of ad-
ministration as a continuing activity when every action and relation-
ship has long run consequences, rather than as a series of disconnected
one shot solutions of 'problems' ", %

Both comments reveal that the film is an excellent training
tool.

A Continental Army Command experiment chose two identical
groups of officer-candidate students. The only difference in the train-
ing techniques employed was that one group had part of its training
in the form of filmed problems. The results were impressive: ¥¥

"Students who received the special training (films--author)
techniques employed acquired a broader point of view and more confidence
in their own ability to deal with leadership problems than those in
the control groups. They also showed a greater improvement in the
quality of their problem solutions and superior ability to judge
leadership characteristics in others."

I. COMMENTS FRCM THE ARMY

The army said:
"Students reported that their interest and involvement
was increased by the realism of the films and the showing of details
such as characterigzations and attitudes. The instructor's comments

%, %% 37, P. 127
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stated that films introduced tension, moods, and surroundings which
could not be adequately described in short written cases."*

J. COLMENTS FRCM HUMBLE OIL

In answer to a questionnaire submitted to employees who
were exposed to this filmed-approach, it was concluded that the follow-
up discussion was excellent because it obtained a greater insight into
human behavior with respect to the revealed characterizations. Other
benefits cited were a greater degree of incisive thinking on complex
problems, ability to transpose personalities or problem areas from the
film to the onlooker's own experience, and lastly, a greater aware-

ness of other's ideas.

* 37, P. 128
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CHAPTER THREE

A. FUTURE PROSPECTS

The extent to which films are used as training tools and
problem solving conferences are employed as a top management training
procedure is, in the author's opinion, dependent on two separate areas
of consideration.

1. Place of the IFilm in the Organization. Films' increasing

use will be governed by the importance assigned to human relations
problems as a managerial consideration. The Humble 0il, Dartmouth
College, Harvard University, and the U. S. Army experiments all pointed
to the films' being able to illustrate situations in which personality
conflicts were present. These experiments showed that films were an
excellent medium for conveying a fuller understanding of human percep-
tions and moods.

The future use of films will be to aid in the training of
personnel people., Personnel departments in tecday's organization are
taking a closer look at what an employee is thinking as evidenced by
the growing weight given to the wvarious tests for aptitude, intelligence,
and personality now being administered. The organization has placed
itself in the realm of mental outlook, psychology, and human relations
of its employees. Consequently, the place of films in an organization
training program will be at the most confined to a limited area; that
of personnel. At the most, future value of films will be a methodo-
logical one in the sense that they will be a more refined means of in-
creasing the understanding of personnel men so that these people will

be better able to cope with the human relations aspects of the organi-
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zation.

2. Place of the Conference in the Organization. The impor-

tance of the problem solving conference as a top management training
procedure will be governed by the degree of decentralization and com-
plexity of industry. Greater decentralization means a greater demand
for more executive vice presidents, branch and department managefs; all
to run their sections as autonomously as possible from the central office.
Greater complexity implies the necessity for team operation as no one
man could hope to be acquainted with the sales, manufacturing, finan-
cial, legal, political, economic, personnel, etc. implications of a
top echelon decision., It is impossible® to say at this point in time
whether there has been a greater or lesser amount of decentralization
than there was twenty-five years ago. For every company that has decen-
tralized such as General Electric, there are companies such as Sun 0il
or National Cash Register that have been able to maintain strict cen-
tralized control; partly through greater automation. Compare a finan-
cial statement or a newspaper to their counterparts twenty-five years
ago and it will be seen that today's manager is facing a more complex
set of problems in such areas as labor in face of automation, and for-
eign trade with respect to legal and currency considerations.

Where does the problem solving conference fit into this?
The problem solving conference does inculcate a team spirit into its
participants via its group approach to a problem. Yet its use in a
training program will necessarily be limited by the very factors that
provide good grounds for its use. Because of the complexity of a top

% 15
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management position, the demands of time are great. Zven the middle
management ranks from which the conferees will come are pressed for
time, as any supervisory posltion is literally a "25-hour work day".
Conseguently, a blending of actual job experience and training material
may become more necessary as greater demands (and therefore time) are
~made on the manager's responsibility. This blending could be effected
by having the regular departmental or supervisory conferences with

the factory or division head double as a training conference., It is
the author's opinion that instead of having a formal conference train-
ing program for middle management as such, the organization will rather
tend towards having an attitude spoken of in Part One; that management
is a way of life. A way of life in the sense that the work experience
for middle managers will also be thought of as a training experience

as exemplified by the training and department conferences being one

and the same.
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