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STRATEGIES AND TACTICS FOR PLANNED CHANGE
IN THE TECHNOLOGY-DRIVEN ORGANIZATION

CHAPTER I  

INTRODUCTION

T h i s  s t u d y  examines t he  p ro c e s s  o f  p l a nn e d  change 

w i t h i n  h i g h - t e c h n o l o g y  o r g a n i z a t i o n s  such as c o m p u t e r / d a t a  

p r o c e s s i n g ,  e l e c t r o n i c s ,  c h e m i c a l s ,  and a e r o s p a c e .  Many 

such o r g a n i z a t i o n s  are c o n t i n u o u s l y  i n v o l v e d  i n  r a p i d  

change .  They c o n f r o n t  such s i g n i f i c a n t  and c o n s t a n t  change 

t h a t  p l a n n i n g  f o r  and s u c c e s s f u l l y  d e a l i n g  w i t h  r a p i d  

change has become a ma j o r  i n s t i t u t i o n a l  o b j e c t i v e .

Rap i d  t e c h n o l o g i c a l  change has made such o r g a n i z a ­

t i o n s  i n c r e a s i n g l y  common ; most  o f t e n  t h e s e  a re  l a r g e  

b u s i n e s s  o r g a n i z a t i o n s  wh i ch  must  u t i l i z e  ma j o r  

t e c h n o l o g i c a l  advances i f  t he y  a r e  t o  compete and s u r v i v e .  

Change w i t h i n  such o r g a n i z a t i o n s  i s  t e c h n o l o g y - d r i v e n ;  

s t r u c t u r e  and f u n c t i o n  must  change t o  accommodate new 

t e c h n o l o g y .  The human s t r u c t u r e  o f  t he  o r g a n i z a t i o n  and 

t h e  f u n c t i o n s  o f  o r g a n i z a t i o n a l  members must  c o n t i n u o u s l y  

a l t e r  t o  f i t  t he  " s ha pe "  and r e q u i r e m e n t s  o f  new 

t e c h n o l o g y .

One a sp e c t  o f  change w i t h i n  t he  t e c h n o l o g y - d r i v e n
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o r g a n i z a t i o n  i s  o f  p a r t i c u l a r  i n t e r e s t  i n  t h i s  s t u d y .  I n  

s p i t e  o f  t he  o r g a n i z a t i o n ' s  commi tment  t o  change,  c e r t a i n  

c r i t i c a l  t y p e s  o f  change may o f t e n  be n e g l e c t e d  t o  t he  

p o i n t  t h a t  t hey  e v o l v e  i n  a random,  unp l a n ne d  manner .

Ther e  i s  o f t e n  an o r g a n i z a t i o n a l  b l i n d n e s s  f o r  " p e o p l e  

change"  ( b e h a v i o r a l  change i n  members o f  t h e  o r g a n i z a t i o n )  

. . . p r i m a r i l y  because o f  a p r e o c c u p a t i o n  w i t h  t e c h n o l o g i c a l  

c hange .  There  i s  such a f o c u s  o f  a t t e n t i o n  on b r i n g i n g  

abou t  s u c c e s s f u l  t e c h n o l o g i c a l  change t h a t  a p p r o p r i a t e  r e ­

sponses  ( b e h a v i o r a l  change)  i n  p e o p l e  may be assumed r a t h e r  

t han  p l ann e d  f o r  and d e v e l o p e d .  The human s t r u c t u r e  and 

f u n c t i o n s  o f  o r g a n i z a t i o n a l  members a re  u s u a l l y  l e s s  v i s ­

i b l e  and l e s s  demanding a s p e c t s  o f  t he  o r g a n i z a t i o n  t han 

a d v a n c i n g  t e c h n o l o g y .  A l t h o u g h  t he  human a s p e c t s  o f  the 

o r g a n i z a t i o n  must  i n e v i t a b l y  change a l s o ,  t hey  may s u f f e r  

c h r o n i c  n e g l e c t . . .  and u l t i m a t e l y  change i n  a h ap h a z a r d ,  un­

p l ann e d  f a s h i o n  wh i ch  i s  damaging t o  t he  o r g a n i z a t i o n .

I f  t he  change agent  i s  t o  s u c c e s s f u l l y  c r e a t e  

p e o p l e  change i n  a t e c h n o l o g y - d r i v e n  o r g a n i z a t i o n ,  t he  

c h a r a c t e r i s t i c s  p e c u l i a r  t o  t h i s  t y p e  o f  o r g a n i z a t i o n  must  

be u n d e r s t o o d .  F u r t h e r m o r e ,  change s t r a t e g i e s  and t a c t i c s  

t h a t  a re  s u i t a b l e  f o r  t h i s  e n v i r o n m e n t  must  be i d e n t i f i e d .

I t  i s  t he  i n t e n t i o n  i n  t h i s  s t u d y  t o  examine t hes e  m a t t e r s - -  

t o  examine the  p ro c e s s  o f  p l anned  p e o p l e  change i n  l a r g e  

b u s i n e s s  o r g a n i z a t i o n s  wh i ch  are  s u b j e c t  t o  r a p i d  t e c h n o ­

l o g i c a l  change.  Data p r o c e s s i n g  d i v i s i o n s  o f  l a r g e  c o r p o r -
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a t i o n s  a r e  t h e  s u b j e c t s  f o r  t he  s t u d y ;  such o r g a n i z a t i o n s  

e p i t o m i z e  r a p i d  t e c h n o l o g i c a l  change .  The f o c u s  o f  t he 

s t u d y  i s  s t r a t e g i e s  and t a c t i c s  f o r  i m p l e m e n t i n g  change 

p r o j e c t s  w i t h i n  t h e  e n v i r o n m e n t  o f  t h e  t e c h n o l o g y - d r i v e n  

o r g a n i z a t i o n .  More s p e c i f i c a l l y ,  t h e  s t u d y  d e a l s  w i t h  

s t r a t e g i e s  and t a c t i c s  f o r  t he  i m p l e m e n t a t i o n  o f  new t r a i n ­

i n g  d e p a r t m e n t s  o r  p rogr ams  w i t h i n  d a t a  p r o c e s s i n g  o r g a n ­

i z a t i o n s  .

R a t i o n a l e  and S i g n i f i c a n c e  o f  t he  S t udy  

I n s u f f i c i e n t  p l a nn e d  change r e s e a r c h  has been done 

w i t h i n  t h e  t e c h n o l o g y - d r i v e n  o r g a n i z a t i o n .  A c h i e v i n g  

" p e o p l e  change"  i n  t h i s  i n c r e a s i n g l y  common e n v i r o n m e n t  i s  

c e r t a i n l y  d e s e r v i n g  o f  s t u d y  ; new i n s i g h t s  c o n c e r n i n g  

p l a n n e d  change s t r a t e g i e s ,  t a c t i c s  and mode l s  may be g a i n e d .

The s t u d y  may b e n e f i t  t he  change age n t  w o r k i n g  i n  

t h i s  t y p e  o f  o r g a n i z a t i o n .  I t  may p r o v i d e  a s s i s t a n c e  w i t h  

one o f  t he  most  c r i t i c a l  q u e s t i o n s  f a c i n g  t h e  change agen t  : 

"How can s u p p o r t  f o r  p eo p l e  change be a c q u i r e d  i n  an 

o r g a n i z a t i o n  wh i c h  i s  p r i m a r i l y  i n v o l v e d  i n  t e c h n o l o g i c a l  

change?"  Even a p a r t i a l  answer  t o  t h i s  q u e s t i o n  wou ld  be 

o f  s i g n i f i c a n c e  t o  t he  p r a c t i c i n g  change a gen t  ( t h e  t r a i n ­

i n g  manager )  as w e l l  as t o  p l a n n e d  change l i t e r a t u r e .

S t a t e m e n t  o f  t he  Prob l em 

The p r o b l em s t u d i e d  was t he  f o l l o w i n g ;  "What  

p l a nn e d  change s t r a t e g i e s  and t a c t i c s  a r e  used to  i mp l emen t  

change w i t h i n  l a r g e  t e c h n o l o g y - d r i v e n  b u s i n e s s  o r g a n i z e -
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t i o n s ? "  More s p e c i f i c a l l y ,  "What  change s t r a t e g i e s / t a c t i c s  

a re  used by t r a i n i n g  managers i n  i m p l e m e n t i n g  new t r a i n i n g  

p r og r ams  or  d e p a r t m e n t s  w i t h i n  t he  e n v i r o n m e n t  o f  l a r g e  

d a t a  p r o c e s s i n g  o r g a n i z a t i o n s ? "

L i m i t a t i o n s

S e v e r a l  l i m i t a t i o n s  were p l a c e d  on t he  s t u d y ,  

r e l a t i n g  p r i m a r i l y  t o  t h e  sample chosen and t o  t he  d e s i g n  

o f  t h e  s t u d y .

1.  The s t u d y  was l i m i t e d  t o  l a r g e  d a t a  p r o c e s s i n g  o r g a n ­

i z a t i o n s ,  h a v i n g  a minimum o f  100 emp l oyees .

2 .  The o r g a n i z a t i o n s  s t u d i e d  a r e  l o c a t e d  i n  t he  s o u t h ­

w e s t e r n  r e g i o n  o f  t he  U n i t e d  S t a t e s .

3 .  The o r g a n i z a t i o n s  s t u d i e d  have i mp l e me n t e d  a new t r a i n ­

i n g  d e p a r t m e n t  or  p rogr am w i t h i n  r e c e n t  y e a r s .

4 .  The change, p r o j e c t s  s t u d i e d  a re  r e l a t i v e l y  s i g n i f i c a n t  

t o  t h e i r  o r g a n i z a t i o n s — as e v i d e n c e d  by i n v e s t m e n t s  i n  

e q u i p m e n t ,  f a c i l i t i e s ,  and employee t i m e .

5.  The sample o f  t r a i n i n g  p r og r ams  was l i m i t e d  t o  t ho s e  

recommended by a p a n e l  o f  p r o f e s s i o n a l s  ( e d u c a t i o n a l  

r e p r e s e n t a t i v e s  w i t h  l a r g e  n a t i o n a l  t r a i n i n g  com­

p a n i e s )  .

D e f i n i t i o n  o f  Terms

1.  For  t he  pu r po s e  o f  t h i s  s t u d y ,  " o r g a n i z a t i o n "  w i l l  

be d e f i n e d  as a l l  emp l oyees ,  f u n c t i o n s ,  and d e p a r t m e n t s  

mak ing  up a b u s i n e s s / i n d u s  t r i a l  c o r p o r a t i o n .  I t  s h o u l d  be 

emphas i zed  t h a t  " o r g a n i z a t i o n "  i n  t h i s  s t u d y  d en o t e s  a c o r ­
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p o r a t i o n  wh i ch  i s  f o r c e d  t o  change by new t e c h n o l o g i c a l  

d e v e l o p m e n t s .  T h i s  t ype  o f  o r g a n i z a t i o n  can no t  choose to 

rema i n  t he  same (an o p t i o n  a v a i l a b l e  t o  more s t a t i c  c o r p o r ­

a t i o n s ) ;  change i s  r e q u i r e d  i f  t he  o r g a n i z a t i o n  i s  t o  

compete and s u r v i v e .

2.  " T r a i n i n g  d e p a r t m e n t "  w i l l  be d e f i n e d  as t he  

t r a i n i n g  s t a f f  as w e l l  as a l l  t he  e d u c a t i o n a l  a c t i v i t i e s ,  

c o u r s e s ,  e t c . wh i ch  are  o f f e r e d  t o  t he  o r g a n i z a t i o n .

3.  " T r a i n i n g  p r og r am"  w i l l  be d e f i n e d  as a p a r t i c u l a r  

c o u r s e ,  e d u c a t i o n a l  a c t i v i t y ,  t e a c h i n g  d e v i c e ,  o r  comb i na­

t i o n  o f  t h e s e  mak ing up one p r o d u c t  o f f e r e d  by t he  t r a i n i n g  

d e p a r t m e n t .

4 .  " T e c h n o l o g y "  w i l l  be d e f i n e d  i n  t he  t e r ms  o f

S k i b b i n s  ( 1974 ,  p.  2 3 7 ) :

T e ch n o l o g y  i n c l u d e s  t h e  m a c h i ne r y  employed to  
p roduce  goods and s e r v i c e s  and t h e  t a n g i b l e  
m e c h a n i c a l  equ i pmen t  wh i ch  one m i g h t  see on a 
shop f l o o r ;  i t  a l s o  e n t a i l s  t he  know l ed g e ,  s k i l l s ,  
and methods wh i ch  e n t e r  i n t o  t he  p r o c e s se s  t h a t  
c o n v e r t  i n p u t s  t o  o u t p u t s .

5.  " T r a i n i n g  manager"  w i l l  be d e f i n e d  as t he  per son  

w i t h  d i r e c t  c o n t r o l  over  and r e s p o n s i b i l i t y  f o r  t he  t r a i n ­

i ng  d e p a r t m e n t .  I n  most  o r g a n i z a t i o n s ,  t h i s  per son  i s  a 

m i d d l e - l e v e l  manager .

6.  " P l a n n e d  change"  w i l l  be d e f i n e d  as p l anned  

e f f o r t s  t o w a r d  g a i n i n g  t he  a cc ep t an c e  o f  and e s t a b l i s h i n g  

t he  use o f  i n n o v a t i o n s  t h a t  are  i n t e n d e d  t o  b e n e f i t  t he  

o r g a n i z a t i o n  .



6

7. "Change a g e n t "  w i l l  be d e f i n e d  as any per son  who 

i s  a t t e m p t i n g  t o  b r i n g  abou t  p l a nn e d  change.

8.  "Change s t r a t e g y "  w i l l  be d e f i n e d  as an o v e r a l l  

p l a n  f o r  f a c i l i t a t i n g  a c c ep t an c e  o f  change,  i n c l u d i n g  g o a l -  

s e t t i n g  and a c t i o n  s t e p s .

9.  " T a c t i c "  w i l l  be d e f i n e d  i n  t h e  t e r ms  o f  Have l ock

( 19 75 ,  p.  153)  as " e x p l i c i t  sequences  o f  a c t i o n  s t e p s  t h a t

make u p . . .  s t r a t e g i e s . "

O r g a n i z a t i o n  o f  t he  S tudy  

Ch a p t e r  I  i s  conce r ned  w i t h  t he  b ac k g r o u nd ,  r a t i o n ­

a l e ,  and s i g n i f i c a n c e  o f  t he  s t u d y ;  a s t a t e m e n t  o f  t he  

p r ob l em and i t s  l i m i t a t i o n s ;  and a d e f i n i t i o n  o f  t e r ms  used 

i n  t he  s t u d y .  Ch a p t e r  I I  c o n t a i n s  f i n d i n g s  o f  t he  r e v i e w  o f  

l i t e r a t u r e .  The d es i g n  and methods o f  t he  s t u d y  are ex ­

p l a i n e d  i n  C h a p t e r  I I I .  Ch a p t e r  IV g i v e s  the  r e s u l t s  o f  t he  

a n a l y s i s  o f  d a t a .  And Ch ap t e r  V p r e s e n t s  summary,  c o n c l u ­

s i o n s ,  and recommenda t i ons  o f  t he  s t u d y .



CHAPTER I I  

REVIEW OF SELECTED RELATED LITERATURE

The pu r pose  o f  t h i s  c h a p t e r  i s  t o  r e v i e w  s e l e c t e d  

l i t e r a t u r e  r e l a t e d  t o  t he  s t u d y .  As s t a t e d  e a r l i e r ,  t h i s  

s t u d y  w i l l  examine t h e  p ro c e s s  o f  p l a n n e d  p eo p l e  change i n  

l a r g e  b u s i n e s s  o r g a n i z a t i o n s  wh i ch  a r e  s u b j e c t  t o  r a p i d  

t e c h n o l o g i c a l  change .  The f o c u s  o f  t he  s t u d y  w i l l  be 

s t r a t e g i e s  and t a c t i c s  f o r  i m p l e m e n t i n g  change p r o j e c t s  

w i t h i n  t he  e n v i r o n m e n t  o f  t he  t e c h n o l o g y - d r i v e n  o r g a n i z a ­

t i o n .  T h e r e f o r e ,  t h e  f o l l o w i n g  q u e s t i o n s  have s e r v ed  as

g u i d e l i n e s  f o r  i n c l u s i o n  o f  l i t e r a t u r e  i n  t h i s  r e v i e w  :

*  What a re  t he  c h a r a c t e r i s t i c s  o f  t h e  t e c h n o l o g y -  

d r i v e n  o r g a n i z a t i o n ?

*  What r e s e a r c h  i s  a v a i l a b l e  on p l a n n e d  p e o p l e  change 

i n  t he  h i g h - t e c h n o l o g y  c o r p o r a t i o n ?

*  What a re  t he  m a j o r  t h e o r e t i c a l  p e r s p e c t i v e s  on 

p l a nn e d  change?

*  What does t he  l i t e r a t u r e  r e p o r t  c o n c e r n i n g  p r i n c i p a l  

change s t r a t e g i e s  and t a c t i c s ?

C h a r a c t e r i s t i c s  o f  the T e c h n o l o g y - D r i v e n  O r g a n i z a t i o n

I n  i n d u s t r i e s  such as c o m p u t e r s / d a t a  p r o c e s s i n g ,  

e l e c t r o n i c s ,  c h e m i c a l s ,  and a e r o s p a c e ,  t he  e f f e c t s  o f  h i g h



t e c h n o l o g y  a re  d e c i s i v e .  T h i s  i s  t r u e  n o t  o n l y  f o r  i n d u s ­

t r i e s  wh i ch  u t i l i z e  such t e c h n o l o g i e s  b u t  a l s o  f o r  t hose  

wh i ch  m a n u f a c t u r e  t h e  t e c h n o l o g i e s .  I n  b o t h  cases ,  such 

i n d u s t r i e s  a re  s u b j e c t  t o  r a p i d  and c o n t i n u o u s  change as 

w e l l  as a v a r i e t y  o f  s i m i l a r  p r o b l e m s  and s i m i l a r  manage­

ment  i s s u e s .  I n  s h o r t ,  t hey  have i n  common a v a r i e t y  o f  

o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s .

The c o n t i n u o u s  change wh i ch  c h a r a c t e r i z e s  t he  

t e c h n o l o g y - d r i v e n  o r g a n i z a t i o n  i s  w e l l  summar i zed by Ramo 

i n  The Management  o f  I n n o v a t i v e  T e c h n o l o g i c a l  C o r p o r a ­

t i o n s  ( 1980 ,  p.  1 3 3 ) :

High t e c h n o l o g y  i s  a dynamic  f i e l d  w i t h  t he  
p r o d u c t s  and t e c h n i q u e s  f o r  m a n u f a c t u r i n g  them 
c h a n g i n g  r a p i d l y .  One t e c h n o l o g i c a l  deve l opmen t  
l e a d s  t o  a n o t h e r ,  and sys t ems  o f  d o i n g  t h i n g s  are  
a f f e c t e d  by advances  i n  t h e  components  o f  the 
sys tem o r  new s y s t ems  c o n c e p t s  t h a t  bypass  t he  
who l e  a p p r o a c h .  Over  a p e r i o d  o f  t i m e ,  a t e c h n o ­
l o g i c a l  c o r p o r a t i o n  w i l l  have t o  a l t e r  p r o d u c t s ,  
m a n u f a c t u r i n g  f a c i l i t i e s ,  m a r k e t i n g  s t r a t e g i e s  
and a p p l i c a t i o n  e n g i n e e r i n g ,  and s h i f t  emphasis  
t o  some e x t e n t  back  and f o r t h  f r om components 
t o  s y s t e m s .  A l l  t h i s  means t h a t  t he  t e c h n o l o g ­
i c a l  c o r p o r a t i o n ' s  o r g a n i z a t i o n  must  be ve r y  
f l e x i b l e .

The c o n t i n u o u s  change o f  t he  t e c h n o l o g y - d r i v e n  

o r g a n i z a t i o n  i s  i n d u c e d  by t he  e n v i r o n m e n t  i n  wh i ch  i t  must  

f u n c t i o n  and s u r v i v e ;  as e n v i r o n m e n t  changes i t  must  q u i c k ­

l y  and s u c c e s s f u l l y  a d a p t .  S k i b b i n s  ( 1974 ,  pp.  6 - 7 )  

remarks  o f  t h i s  a d a p t i v e  c a p a b i l i t y  t h a t

On l y  t he  more advanced b u s i n e s s  and i n d u s t r i a l  
o r g a n i z a t i o n s  i n  t he  U n i t e d  S t a t e s  c o n s i s t e n t l y  
d e m o n s t r a t e  t h i s  t r a i t .  They have t h i s  c h a r a c ­
t e r i s t i c  because  t he y  must  and do f ace  up t o



r a p i d l y  c h a n g i n g  c o n d i t i o n s  i n  an open,  h i g h -  
t e c h n o l o g y ,  h i g h - c o m p e t i t i o n  m a r k e t .  I n  c o n t r a s t  
t o  such e n t e r p r i s e s ,  few o f  t he  o t h e r  i n s t i t u ­
t i o n s  o f  i n d u s t r i a l  s o c i e t i e s  d i s p l a y  much a d a p t a ­
t i o n .  Our  s c h o o l s ,  g o v e r n m e n t s ,  r e l i g i o n s ,  c u l t u r a l  
o r g a n i z a t i o n s ,  and s e t t l e m e n t s  change f a r  more 
s l o w l y  t ha n  b u s i n e s s  e n t e r p r i s e . . .  most  o r g a n i z a ­
t i o n s  c l i n g  t o  t u r n - o f - t h e - c e n t u r y  h o m e o s t a t i c  
c o n c e p t s  and are  s l o w  t o  a c c e p t  t he  a d a p t a t i o n  
t e c h n i q u e s  d e v e l o p e d  o v e r  t he  l a s t  50 y e a r s .

One o f  t h e  most  p r o m i n e n t  c h a r a c t e r i s t i c s  o f  t he

h i g h l y  i n n o v a t i v e  o r g a n i z a t i o n ,  a c c o r d i n g  t o  Shepard  (1967 ,

p.  474)  i s  " p e r i o d i c i t y . "  Shepard  d e s c r i b e s  t h i s  as t he

c a p a b i l i t y  o f  a l t e r n a t i n g  i n  v a r i o u s  ways,  f o r  i n s t a n c e ,

a l t e r i n g  " o r g a n i z a t i o n a l  f o r m t o  s u i t  t he  r e q u i r e m e n t s  o f

t h e  t a s k  a t  a g i v e n  phase o f  i n n o v a t i o n . . "  The o r g a n i z a t i o n

may t a k e  one shape d u r i n g  t he  i n i t i a t i o n  o f  an i n n o v a t i o n

and a n o t h e r  d u r i n g  t h e  i m p l e m e n t a t i o n  o f  t he  p r o j e c t :

For  t h e  g e n e r a t i o n  phase o f  an i n n o v a t i o n ,  
t he  o r g a n i z a t i o n  needs a q u a l i t y  o f  openness 
so t h a t  d i v e r s e  and h e t e r o g e n e o u s  p e r s on s  can 
c o n t r i b u t e ,  and so t h a t  many a l t e r n a t i v e s  can be 
e x p l o r e d . For  i m p l e m e n t a t i o n ,  a q u i t e  d i f f e r e n t  
q u a l i t y  may be needed :  s i n g l e n e s s  o f  p u r p o s e ,  
f u n c t i o n a l  d i v i s i o n  o f  l a b o r ,  r e s p o n s i b i l i t y  and 
a u t h o r i t y , d i s c i p l i n e ,  t h e  d r a w i n g  o f  i n t e r n a l  
c o m m u n i c a t i o n  b o u n d a r i e s ,  and so on.

O t h e r  t y p e s  o f  p e r i o d i c i t y  a re  t he  use o f  s p e c i a l  t a s k  

f o r c e s  o r  t he  use o f  a m o d i f i e d  p r o j e c t  f o rm o f  o r g a n i z a ­

t i o n —  t h a t  i s ,  use o f  t e m p o r a r y  o r g a n i z a t i o n a l  u n i t s  de­

s i g n e d  f o r  s p e c i f i c  t a s k s  and c o n t a i n i n g  a l l  n e c es sa r y  

s k i l l s .  I n  a d d i t i o n ,  s e v e r a l  g r oups  may be a s s i g n e d  to  

work i n  p a r a l l e l  on t he  same p r o j e c t ,  w i t h  i n t e r g r o u p  

c o m m u n i c a t i o n  p l anned  f o r  a t  r e g u l a r  i n t e r v a l s .
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S e v e r a l  r e s e a r c h e r s  have d i s c u s s e d  t he  t y pe  o f  

o r g a n i z a t i o n a l  s t r u c t u r e  f r e q u e n t l y  seen i n  t he  h i g h l y  

t e c h n o l o g i c a l  i n d u s t r y .  l a s i n s k i  ( 1959 ,  p.  86)  s t a t e s  

t h a t  t he  more t e c h n o l o g i c a l  i n d u s t r i a l  p r o c e s s e s  r e q u i r e  

h o r i z o n t a l  and d i a g o n a l  o r g a n i z a t i o n a l  r e l a t i o n s - - a n d  t h a t  

v e r y  o f t e n  t hes e  can no t  e a s i l y  be p a t t e r n e d  o r  c l e a r l y  

d e f i n e d .  Such h o r i z o n t a l  and d i a g o n a l  l i n e s  w o u l d ,  o f  

c o u r s e ,  cause d i f f i c u l t y  i n  t h e  more t r a d i t i o n a l l y  o r g a n ­

i z e d  " v e r t i c a l "  o r g a n i z a t i o n .  B u t ,  as S k i b b i n s  ( p .  237)  

e x p l a i n s ,  " t h e  p re s en c e  o f  t e c h n o l o g i c a l  change i t s e l f  i n  

an o r g a n i z a t i o n  t e n d s  t o  r e q u i r e  t h a t  h o r i z o n t a l  s t r u c t u r e  

r e l a t i o n s h i p s  r e p l a c e  h i e r a r c h i c a l  v e r t i c a l  r e l a t i o n s h i p s . "

S k i b b i n s  goes ahead t o  p o i n t  ou t  o t h e r  i n f l u e n c e s

t h a t  t he  t e c h n i c a l  sys tem has on s t r u c t u r a l  a s p e c t s  o f  t he

o r g a n i z a t i o n  :

Research has r e v e a l e d  t h a t  t h e  f o l l o w i n g  
s t r u c t u r a l  c h a r a c t e r i s t i c s  c o r r e s p o n d  c l o s e l y  
t o  t he  t e c h n i c a l  s o p h i s t i c a t i o n  o f  an o p e r a t i o n ;  
t h e  l e n g t h  o f  t he  l i n e  o f  command; t h e  span o f  
c o n t r o l  o f  t he  c h i e f  e x e c u t i v e ;  t he  p e r c e n t  o f  
t o t a l  t u r n o v e r  a l l o c a t e d  to  t he  payment  o f  wages 
and s a l a r i e s  ; and t he  r a t i o s  o f  managers t o  t o t a l  
p e r s o n n e l ,  o f  c l e r i c a l  and a d m i n i s t r a t i v e  s t a f f  
t o  manual  w o r k e r s , o f  d i r e c t  t o  i n d i r e c t  l a b o r ,  
and o f  g r a d u a t e  t o  n on g r a du a t e  s u p e r v i s i o n  i n  
p r o d u c t i o n  d e p a r t m e n t s .

Thus ,  t he  management  sys tem r e q u i r e d  i n  t h e  o r g a n i z a t i o n

w i t h  r a p i d  t e c h n o l o g i c a l  change i s  q u i t e  d i f f e r e n t  f rom t he

t r a d i t i o n a l :  a sys tem w i t h  l o o s e l y  d e f i n e d  r o l e s  and t a s k s

i s  r e q u i r e d ;  a n e t w o r k  method o f  c o mmu n i c a t i o n  and c o n t r o l

i s  needed ; h o r i z o n t a l  r a t h e r  t han  v e r t i c a l  i n t e r a c t i o n s  are
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more e f f e c t i v e  ; and t he  b road  d i f f u s i o n  o f  a u t h o r i t y  by 

q u a l i f i c a t i o n s  r a t h e r  t han  by s t a t u s  i s  r e q u i r e d  ( p .  2 3 8 ) .

I n  a d d i t i o n  t o  s h a r i n g  a v a r i e t y  o f  s t r u c t u r a l  and 

b e h a v i o r a l  c h a r a c t e r i s t i c s ,  t he  h i g h  t e c h n o l o g y  o r g a n i z a ­

t i o n s  a l s o  have i n  common a s p e c i a l  s e t  o f  p r o b l e m s .  Ramo 

( p .  132)  e x p l a i n s  a number o f  t hese  as f o l l o w s :

The c o m p l e x i t y  and d i v e r s i f i c a t i o n  o f  t he  p r o ­
d u c t s ,  r e l a t i o n s h i p  w i t h  t he  cus t o me r  ( wh i c h  may 
i n v o l v e  a g r e a t  d e a l  o f  c o o p e r a t i v e  a p p l i c a t i o n  
e n g i n e e r i n g ) ,  t e c h n o l o g i c a l  o b s o l e s c e n c e  f a c t o r  
( wh i c h  i n v o l v e s  a d a p t a t i o n  t o  c h a n g e ) - - t h e s e  and 
many o t h e r  s p e c i a l  c h a r a c t e r i s t i c s  o f  t e c h n o l o g i c a l  
c o r p o r a t i o n s  p u t  h i g h  s t r e s s  on t he  c o n t i n u a l  need 
f o r  c r i t i c a l  e x a m i n a t i o n  o f  t he  p a t t e r n s  o f  a s s i g n ­
ment  o f  r e s p o n s i b i l i t y  and a u t h o r i t y  and o f  com­
mun i c a  t  i o n  and con t  r  o 1.

I t  i s  v e r y  d i f f e r e n t ,  Ramo p o i n t s  o u t ,  t o  p l a n  and c r e a t e

so me t h i n g  new, o r g a n i z e  f o r  i t ,  and t hen  ma r k e t  i t  t han  i t

i s  t o  o r g a n i z e  a s t a b l e  c o r p o r a t i o n  wh i ch  p r oduc es  i n  a

p r e d i c t a b l e  e n v i r o n m e n t .

A n s o f f  i n  " S t r a t e g i e s  f o r  a T e c h n o l g y - B as e d  B u s i ­

n es s "  ( 1967 ,  pp.  7 1 - 8 1 )  a r gues  t h a t  much a t t e n t i o n  has been 

g i v e n  t o  t he  s p e c i a l  p r o b l e m s  o f  t he  r e s e a r c h  and d e v e l o p ­

ment  (R & D) f u n c t i o n ,  b u t  t h a t  ve r y  l i t t l e  has been g i v e n

t o  what  he c a l l s  t he  " t e c h n o l o g y - b a s e d  i n d u s t r i e s . "

I n  t e c h n o l o g y - b a s e d  i n d u s t r i e s ,  howeve r ,  a
s u b t l e r  b u t  no l e s s  s i g n i f i c a n t  complex  o f
p r ob l ems  has escaped t he  r e c o g n i t i o n  o f  many 
managers who a re  d a i l y  g r a p p l i n g  w i t h  i t s  
symptoms and m a n i f e s t a t i o n s .  T h i s  i s  t he  
a r r a y  o f  new p r o b l e m s  and r e q u i r e m e n t s  imposed 
on the t e c h n o l o g y - b a s e d  c o r p o r a t i o n .

T h i s  complex o f  p r ob l e m s  r e s i d e s  i n  f o u r  a r e a s :  b u s i n e s s
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s t r a t e g y ,  o r g a n i z a t i o n ,  p l a n n i n g  and c o n t r o l ,  and m a r k e t i n g

( 1 )  Bus i ne s s  s t r a t e g y ;  What t e c h n o l o g i e s  t o  i n v e s t  i n ?  How 

much? And how much i n  R & D? What are  t he  t h r e a t s  and 

p r o f i t  o p p o r t u n i t i e s  i n  t h e  t e c h n o l o g y  o f  c o m p e t i t o r s ?  ( 2 )  

O r g a n i z a t i o n :  How t o  make t he  o r g a n i z a t i o n  f l e x i b l e  enough 

t o  d ea l  w i t h  r a p i d  change? How t o  a d j u s t  t he  o r g a n i z a ­

t i o n a l  s t r u c t u r e  as p r o d u c t s  e v o l v e ?  ( 3 )  P l a n n i n g  and 

c o n t r o l :  How can r e s e a r c h  o b j e c t i v e s  be f o r m u l a t e d :  Does 

r e s e a r c h  need a d i f f e r e n t  c o n t r o l  t han  d ev e l o p m e n t ?  ( 4 )  

M a r k e t i n g :  What m a r k e t i n g  s t r a t e g y  i s  b e s t ?  What t e c h n i c a l  

a d v a n t a g es  i n  t he  p r o d u c t s  a re  needed t o  g i v e  t he  c o r p o r a ­

t i o n  a c o m p e t i t i v e  adv a n t a g e?

Research  on P lanned  People  Change i n  t he  

H i g h - T e c h n o l o g y  C o r p o r a t i o n  

The r e s e a r c h  d i s c u s s e d  t o  t h i s  p o i n t  i n  t he  r e v i e w  

has examined t he  t e c h n o l o g i c a l  o r g a n i z a t i o n - - i t s  c h a r a c t e r ­

i s t i c s  and p r o b l e m s .  For  t h e  most  p a r t ,  howev e r ,  t he s e  

wo r ks  have no t  t r e a t e d  p e o p l e  change i n  t he  o r g a n i z a t i o n s  

s t u d i e d .  On t he  o t h e r  s i d e  o f  t he  m a t t e r ,  t h e r e  a re  s i g ­

n i f i c a n t  numbers o f  p l a n n e d  change works  a v a i l a b l e  wh i ch  

d e a l  w i t h  peo p l e  change i n  b u s i n e s s / i n d u s t r y / m a n a g e m e n t —  

b u t  most  do n o t  d e a l  s p e c i f i c a l l y  w i t h  t he  h i g h - t e c h ­

n o l o g y  e n v i r o n m e n t . R e l a t i v e l y  few ma j o r  wo r ks  f o c u s  on 

p l a n n e d  peo p l e  change i n  t he  h i g h  t e c h n o l o g y  c o r p o r a t i o n ;  

two o f  t he  more s i g n i f i c a n t  o f  t he s e  are  by F l o y d  Mann 

( 1 9 60 )  and Games C. T a y l o r  ( 1 9 7 1 ) .  Even t h e se  s t u d i e s  do
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n o t  d e a l  d i r e c t l y  w i t h  t h e  t e c h n o l o g y - d r i v e n  o r g a n i z a t i o n .  

Mann,  r e f l e c t i n g  t he  e a r l i e r  i n t e r e s t  i n  a u t o m a t i o n ,  

s t u d i e s  r e s i s t a n c e  t o  " o n e - t i m e "  a u t o m a t i o n  i n  e l e c t r i c a l  

p l a n t s  i n  A u t o m a t i o n  and t he  W o r k e r . T a y l o r  i n  

T e c h n o l o g y  and P lanned  O r g a n i z a t i o n a l  Change s t u d i e s  

t he  e f f e c t s  o f  t e c h n o l o g i c a l  change i n  an i n s u r a n c e  company 

and a r e f i n e r y .  I n  t h e  s t r i c t e s t  sense ,  n e i t h e r  work 

t r e a t s  t he  t y p e  o f  o r g a n i z a t i o n  i n v o l v e d  i n  r a p i d  and con­

t i n u o u s  t e c h n o l o g i c a l  change .  The i n d u s t r i e s  s t u d i e d  do,  

h ow ev e r ,  c o n t a i n  s o p h i s t i c a t e d  t e c h n o l o g y  and do undergo  

p e o p l e  change as a consequence .

Mann s t u d i e s  e l e c t r i c a l  p l a n t s  i n  t h e  p r o c e s s  o f

i n t r o d u c i n g  s o p h i s t i c a t e d  new a u t o m a t i o n .  H i s  f o c u s  i s

r e d u c i n g  w o r k e r s '  r e s i s t a n c e  t o  and p e r s o n a l  a n x i e t y  ove r

t h e  new a u t o m a t i o n .  He c o n c l u d e s  t h a t

P eop l e  must  be c o n s i d e r e d  as b e i n g  i n t e g r a l  
p a r t s  o f  t h e  p r o d u c t i o n  p r o c e s s .  Our p r e s e n t  
f i n d i n g s  emphas i ze  t he  p r o f o u n d  e f f e c t s  wh i ch  
t h e  d es i g n  and l o c a t i o n  o f  equ i pment  have bo t h  
on t h e  v a r i o u s  j o b s  wh i ch  w o r k e r s  p e r f o r m  i n  a 
p l a n t  and on t h e  k i n d  o f  o r g a n i z a t i o n  and g roup  
r e l a t i o n s h i p s  w h i c h  d ev e l o p  among them.  I n  p l a n ­
n i n g  f o r  a u t o m a t i o n ,  equ i pmen t  and p ro c e s s  d es i g n  
must  be c o n s i d e r e d  no t  o n l y  f o r  i t s  t e c h n i c a l  
e f f e c t s ,  b u t  a l s o  i n  t e r ms  o f  i t s  i m p l i c a t i o n s  f o r  
t h e  c h a r a c t e r  o f  t h e  w o r k e r s '  j o b s ,  t h e  subg r o u ps  
w h i c h  w i l l  f o r m ,  and t he  t o t a l  human o r g a n i z a t i o n  
w h i c h  w i l l  e v o l v e  ( p .  1 9 3 ) .

Mann ' s  c e n t r a l  t h e s i s  i s  t h a t  management  i s  p r e o c c u p i e d

w i t h  t he  t e c h n i c a l  f a c e t s  o f  change,  n o t  r e a l i z i n g  the

i n t e r a c t i v e  b a l a n c e  between t e c h n i c a l  and s o c i a l  s y s t em s .

D u r i n g  t e c h n o l o g i c a l  change,  management  does i t s  p l a n n i n g
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p r i m a r i l y  i n  r e g a r d  t o  e q u i p m e n t — c o s t ,  p e r f o r m a n c e ,  a v a i l ­

a b l e  space u t i l i z a t i o n ,  e t c . A f t e r  t hese  f a c t o r s  have been 

c o n s i d e r e d ,  Mann e x p l a i n s ,  t he  new f a c t o r y  i s  b u i l t  or  t he  

p r e s e n t  one changed.  " P e o p l e  a re  c o n s i d e r e d  o n l y  as 

a d j u n c t s  t o  t he  m a c h i n e r y ,  where t he y  are needed f rom an 

e n g i n e e r i n g  s t a n d p o i n t .  The s o c i a l  sys tem i s  o v e r l o o k e d  a t  

t h i s  s t age  o f  p l a n n i n g . "

T a y l o r ' s  T e c hn o l ogy  and Planned O r g a n i z a t i o n a l

Change s t u d i e s  300 work  g r oups  i n  two o r g a n i z a t i o n s .

H i s  main h y p o t h e s i s  i s  t h a t

work g roup a cc ep t a n ce  o f  p l anned  s o c i a l  sys tem 
change i n  t he  d i r e c t i o n  o f  more p a r t i c i p a t i v e  
and r e s p o n s i b l e  a c t i v i t i e s  ( e . g . ,  L i k e r t ' s  
' Sys tem I V ' )  w i l l  be enhanced i n  s u b u n i t s  w i t h  
i n i t i a l l y  h i g h  o r  complex  t e c h n o l o g y .  T h i s  ac c ep ­
t ance  i s  i n c r e a s e d  as a f u n c t i o n  o f  t he  amount  
o f  s i t u a t i o n a l  c o n s t r a i n t  a p p l i e d  by t he  t e c h ­
n o l o g y  and t h e  degree  t o  wh i ch  p r i o r  t e c h n o l o g i c a l  
change can be c o n s i d e r e d  a c o n t i n u i n g  s o u r ce  o f  
b e h a v i o r a l  c o n s t r a i n t ,  and o f  ' u n f r e e z i n g ' i n  
t he  l i f espace o f  t he  work g roup ( p .  2 9 ) .

T a y l o r ' s  t h e s i s  i s  t h a t  t e c h n o l o g i c a l  change f a c i l i t a t e s  

s o c i a l  change ; o r g a n i z a t i o n a l  change i s  more e f f e c t i v e l y  

c r e a t e d  by t e c h n o l o g i c a l  change t han  by s m a l l ,  i n t e r n a l  

changes .  T e c h n o l o g i c a l  change c r e a t e s  b r o a d ,  permanent  

change w i t h  l e s s  r e s i s t a n c e .  T a y l o r  draws h e a v i l y  on Kat z  

and K ah n ' s  open sys tem t h e o r y  ( 1 9 6 6 ) .  Ka t z  and Kahn p os ­

t u l a t e  t h a t  changes can n o t  be e f f e c t e d  i n  t he  t e c h n i c a l  

sys tem w i t h o u t  r e p e r c u s s i o n s  i n  t he  s o c i a l  s y s t em .

Sy s t e m i c  change i n  t h e  i n p u t  f rom the  e n v i r o n m e n t  i s  t he  

most  p o w e r f u l  app roach  t o  c h an g i n g  o r g a n i z a t i o n s .  A s t i l l
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e a r l i e r  work  t h a t  p o s t u l a t e s  s i m i l a r  t h e o r i e s  i s  C o t t r e l l ' s  

Ene rgy  and S o c i e t y ;  t he  R e l a t i o n  Between Ene r gy ,  S o c i a l  

Change , and Economic Deve l opment  ( 1 9 5 5 ) .

A n o t h e r  a rea  o f  r e s e a r c h  i s  o f  i n t e r e s t  h e r e ,  even 

t hough  i t  does n o t  d e a l  s p e c i f i c a l l y  w i t h  t he  h i g h - t e c h ­

n o l o g y  o r g a n i z a t i o n .  W i t h i n  t he  p as t  few y ea r s  a l i t e r a t u r e  

has begun t o  d e v e l o p  on t he  dynamics  o f  l a r g e - s y s t e m  change 

i n  complex  o r g a n i z a t i o n s :  Beckhard  ( 1 9 7 5 ) ,  Beckhard  and 

H a r r i s  ( 1 9 7 7 ) ,  H a r r i s  ( 1 9 8 0 ) ,  N a d l e r  ( 1 9 8 2 ) ,  Ackerman 

( 1 9 8 2 ) ,  and Roeber  ( 1 9 7 3 ) .  Most  o f  t hes e  w r i t e r s  have d i s ­

cussed  t h e  " t r a n s i t i o n "  s t a t e  i n  t he  change o f  complex  

o r g a n i z a t i o n s ;  and what  t he y  have t o  say p r o v i d e s  a u s e f u l  

a n a l y s i s  o f  t he  h i g h - t e c h n o l o g y  o r g a n i z a t i o n .  The c o nce r n  

i n  t hes e  works  has been how t o  manage a m a j o r  o r g a n i z a t i o n a l  

t r a n s i t i o n  when t he  f u t u r e  o f  t he  o r g a n i z a t i o n  i s  u n s t a b l e  

o r  u n c e r t a i n .

These w r i t e r s  emphas i ze  ( 1 )  t he  i n t e r d e p e n d e n c e  o f  

t h e  components  o r  o r g a n i z a t i o n s  and ( 2 )  t h e  e f f e c t  o f  t he  

o u t s i d e  e n v i r o n m e n t  on t he  open sys tem o f  t he  o r g a n i z a t i o n .  

H a r r i s  ( 1980 ,  p.  63)  e x p l a i n s  t h a t  "The t y p e s  o f  e n v i r o n ­

m e n t a l  f o r c e s  a f f e c t i n g  o r g a n i z a t i o n s  i n c l u d e  economi cs ,  

l e g a l  a g e n t s ,  c u l t u r e ,  and t e c h n o l o g y .  The t y p e s  o f  

e n v i r o n m e n t a l  f o r c e s  have no t  changed,  b u t  r a t h e r  t he  

magn i t ude  and p e r v a s i v e n e s s  o f  t he  f o r c e s  have i n c r e a s e d  i n  

r e c e n t  y e a r s . "  He c o n t i n u e s ,

. . . a s  a consequence o f  e n v i r o n m e n t a l  f o r c e s
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and t he  a s s o c i a t e d  c o m p l e x i t y  and i n t e r d e p e n ­
d e n c i e s ,  a c h i e v i n g  and m a i n t a i n i n g  o r g a n i z a t i o n a l  
s t a b i l i t y  has become p r o b l e m a t i c .  Qpen- sys t ems  
dynami cs  i n c r e a s e  u n c e r t a i n t y  and dependence and 
t h u s  dec r ease  o r g a n i z a t i o n a l  s t a b i l i t y .  As a 
r e s u l t ,  o r g a n i z a t i o n a l  a n x i e t y  i s  i n c r e a s e d .

The n a t u r e  o f  t h e  o r g a n i z a t i o n a l  w o r l d —  
t u r b u l e n t  e n v i r o n m e n t s  and i n c r e a s i n g  i n t e r ­
d e p e n d e n c i e s — makes o r g a n i z a t i o n a l  f u t u r e s  
u n c e r t a i n ;  and as t h i n g s  l o o k  as t hough  t he y  
w i l l  become more complex  t hen  u n c e r t a i n t y  w i l l  
become i n c r e a s i n g l y  more c h a r a c t e r i s t i c  o f  
o r g a n i z a t i o n a l  l i f e .

N a d l e r  p o i n t s  o u t  t h a t  t h i s  u n c e r t a i n t y  and t u r b u ­

l e n c e  i n  t he  o r g a n i z a t i o n  causes  management  t o  o v e r l o o k  

t he  p r ob l e m  o f  p eo p l e  change i n  t h e  o r g a n i z a t i o n  ( p .  4 3 ) .

F i n a l l y ,  s i t u a t i o n s  w i t h  u n c e r t a i n  f u t u r e  
s t a t e s  a re  by d e f i n i t i o n  t u r b u l e n t  and p o t e n t i a l l y  
t h r e a t e n i n g  t o  t he  o r g a n i z a t i o n .  As a r e s u l t ,  
s e n i o r  management  i s  f r e q u e n t l y  p r e o c c u p i e d  
w i t h  e n v i r o n m e n t a l  and s t r a t e g i c  c h a l l e n g e s  t h a t  
must  be d e a l t  w i t h .  T h i s  may l e a v e  l i t t l e  t i m e  
f o r  a t t e n t i o n  t o  t h e  m a i n t en a nc e  o f  t he  human 
o r g a n i z a t i o n  d u r i n g  t r a n s i t i o n .

H a r r i s  d i s c u s s e s  t h i s  p r ob l em ( p .  66)  w i t h  t he  example o f  

o r g a n i z a t i o n s  a t t e m p t i n g  t o  i n s t a l l  s o p h i s t i c a t e d  manage­

ment  i n f o r m a t i o n  s y s t e m s :

Such t e c h n o l o g i c a l  changes o f t e n  f a i l  t o  meet  
e xp e c t e d  l e v e l s  o f  success  because t he  t e c h n o ­
l o g i c a l  change ( i n t r o d u c t i o n  o f  t he  comput e r  
i n p u t - o u t p u t  sys t em)  o c c u r s  w i t h o u t  c o n s i d e r a ­
t i o n  o f  c o m p a t i b i l i t y  w i t h  o t h e r  m a j o r  o r g a n i ­
z a t i o n a l  s ub s y s t ems .  For  i n s t a n c e ,  t he  f o r m a l  
s t r u c t u r e ,  o r  r ewa r d  s y s t ems ,  or  p e r s o n n e l  
s k i l l s  and a t t i t u d e s  may n o t  be c o m p a t i b l e  w i t h  
t he  new t e c h n o l o g y .

N a d l e r ' s r ecommenda t i ons  f o r  managing t h e  t r a n ­

s i t i o n  s t a t e  i n  an o r g a n i z a t i o n  a re  as f o l l o w s .  ( 1 )  

C r e a t e  a " v e r y  t i g h t  l i n k a g e  between t hos e  who p l a n . . .
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and t h o s e  who manage t h e  t r a n s i t i o n . "  ( 2 )  E s t a b l i s h  

g r e a t l y  i n c r e a s e d  c o mmu n i c a t i o n  f l o w s  w i t h  t he  o r g a n i z a ­

t i o n .  " G i v e n  t he  p o s s i b l e  i n t e n s i t y  and speed o f  a c t i v i t y ,  

i n f o r m a t i o n  must  f l o w  o u t  t o  t he  o r g a n i z a t i o n  r e g u l a r l y  and 

e f f e c t i v e l y . "  There  i s  a l s o  a s t r o n g  need f o r  m o n i t o r i n g  

how p e o p l e  i n  t he  o r g a n i z a t i o n  a re  d e a l i n g  w i t h  t he  c h a n g e . 

( 5 )  S e n i o r  management  must  " b a l a n c e  t he  t i m e  and a t t e n t i o n  

g i v e n  t o  s t r a t e g i c  as opposed t o  i m p l e m e n t a t i o n  m a t t e r s . "  

S i m i l a r l y ,  H a r r i s  recommends "mac r osys t em i n t e r v e n t i o n s "  

wh i c h  he d e f i n e s  as

a s e r i e s  o f  p l a n n e d  s t e p s  t a r g e t e d  a t  ma j o r  
sys t em e l e men t s  ( e . g . ,  s t r u c t u r e , t e c h n o l o g y ,  
r e wa r d  s y s t ems ,  g o a l s ,  p r i o r i t i e s , e t c . )  w i t h  
t he  g o a l  o f  a c h i e v i n g  a changed and c o m p a t i b l e  
c o n f i g u r a t i o n  among t ho s e  sys tem e l e men t s  t h a t  
i s  a l s o  c o m p a t i b l e  w i t h  and s u p p o r t i v e  o f  a 
d e s i r e d  l e v e l  o f  o r g a n i z a t i o n a l  h e a l t h  and 
e f f e c t i v e n e s s .

These works  on t h e  t r a n s i t i o n  s t a t e  o f  complex  

o r g a n i z a t i o n s  c l e a r l y  have a p p l i c a t i o n  t o  t h e  s t u d y  o f  t he  

h i g h - t e c h n o l o g y  o r g a n i z a t i o n .  W i t h i n  t he  h i g h - t e c h n o l o g y  

o r g a n i z a t i o n ,  o f  c o u r s e ,  t he  " t r a n s i t i o n "  s t a t e  i s  p e r p e t ­

u a l .  Th a t  i s ,  t h i s  o r g a n i z a t i o n  i s  no t  so much p a s s i n g  

t h r o u g h  an " i n - b e t w e e n "  o r  m i d d l e  zone o f  change t ow a r d  

some new d e s t i n a t i o n .  I n s t e a d ,  i t  i s  u n d e r g o i n g  co n ­

t i n u i n g  change .  But  t he  " t r a n s i t i o n "  e n v i r o n m e n t  

appea r s  t o  have much i n  common w i t h  t h a t  o f  t he  h i g h -  

t e c h n o l o g y  o r g a n i z a t i o n .  Both a re  " l a r g e - s y s t e m "  change 

e n v i r o n m e n t s ,  and bo t h  wou ld  appear  t o  p r oduce  t he  same
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c o n s e q u e n c e s - - a  h i g h  l e v e l  o f  u n c e r t a i n t y  and a n x i e t y ;  an 

i n c r e a s e d  need f o r  c o m m u n i c a t i o n ;  and a p r e o c c u p a t i o n  w i t h  

t h e  " s t r a t e g i c "  a s p e c t s  o f  t he  o r g a n i z a t i o n  ( such  as 

t e c h n o l o g i c a l  change)  a t  t h e  expense o f  o t h e r  subsys tem 

needs  ( s u ch  as p e r s o n n e l  s k i l l s ) .

Broad  P e r s p e c t i v e s  on P l anned  Change

A b road  o v e r v i e w  o f  p l a n n e d  change p e r s p e c t i v e s  i s  

p r o v i d e d  by R o b e r t  Ch i n  and Kenneth  Benne i n  The P l a n ­

n i n g  o f  Change ( 1 9 7 6 ) .  I n  r e v i e w i n g  t h e  who l e  s p ec t ru m 

o f  change t h e o r i e s  and movements ,  t he y  f i n d  t h r e e  ma j o r  

p e r s p e c t i v e s :  r a t i o n a l - e m p i r i c a l ,  n o r m a t i v e  r e - e d u c a t i v e ,  

and t h e  a p p l i c a t i o n  o f  pow er .  Each o f  t he se  i s  a b road 

p h i l o s o p h i c a l  a pp r oach  t o  p l a n n e d  change and i n c l u d e s  a 

w i d e  v a r i e t y  o f  l o o s e l y  r e l a t e d  o r  i n t e r c o n n e c t e d  t h e o r i s t s /  

movemen t s .

The r a t i o n a l - e m p i r i c a l  app r oach  makes t he  fundamen­

t a l  a s s u m p t i o n s  t h a t  men a re  r a t i o n a l  and t h a t  t h e y  w i l l  

r a t i o n a l l y  p u r sue  s e l f - i n t e r e s t s  once t h e y  a re  r e v e a l e d .

The change a g e n t ,  t h e r e f o r e ,  must  f i r s t  r a t i o n a l l y  j u s t i f y  

t h e  change and t he n  show what  t he  c l i e n t  w i l l  g a i n  by t he  

c h an g e .  More s p e c i f i c a l l y ,  t he  change agen t  encou rages  

r e s e a r c h  and a c q u i s i t i o n  o f  knowl edge  and t hen  u t i l i z e s  

g e n e r a l  e d u c a t i o n  t o  commun i ca t e  t he  r e s u l t s  o f  r e s e a r c h . . .  

t h i s  on t h e  f a i t h  i n  r a t i o n a l  a cc e p t a n ce  once c ommun i ca t ed .  

T h i s  v i ew  o f  change i s  i d e n t i f i e d  w i t h  t he  E n l i g h t e n m e n t  

and c l a s s i c a l  l i b e r a l i s m :  l e f f e r s o n  and Horace Mann are
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c i t e d  as e a r l y  a dv o c a t e s  o f  r e s e a r c h  and e d u c a t i o n  as means 

o f  b r i n g i n g  abou t  p o s i t i v e  c hange .  M a j o r  change movements 

i n c l u d e d  a re  as f o l l o w s :

( 1 )  Bas i c  Research and D i s s e m i n a t i o n  o f  Knowledge 

t h r o u g h  Gen e r a l  E d u c a t i o n ;

( 2 )  P e r s o n n e l  S e l e c t i o n  and Rep l acement ;

( 3 )  Systems A n a l y s t s  as S t a f f  and C o n s u l t a n t s ;

( 4 )  A p p l i e d  Research and L i n k ag e  Systems f o r  D i f f u s i o n

o f  Research R e s u l t s ;

( 5 )  U t o p i a n  T h i n k i n g  as a S t r a t e g y  o f  Ch ang i ng .

Among t h e  p r i n c i p a l  t h e o r i s t s  o f  t he  r a t i o n a l - e m p i r i c a l  

s c h o o l  a re  C l a r k ,  Cuba,  J ung ,  L i p p i t t ,  H a v e l o c k ,  Benne,  E. 

Rogers ;  Boh l en  and B e a l e .

The second ma j o r  app r oach  t o  change,  t he  n o r m a t i v e -  

r e - e d u c a t i v e ,  i s  based on t he  a ss um p t i o n  t h a t  a c t i o n  and

p r a c t i c e  a re  s u p p o r t e d  by s o c i o c u l t u r a l  norms and by com­

m i t m e n t s  t o  t hes e  norms.  Ch i n  e x p l a i n s  t h a t  "Change i n  a 

p a t t e r n  o f  p r a c t i c e  o r  a c t i o n ,  a c c o r d i n g  t o  t h i s  v i e w ,  w i l l  

o cc u r  o n l y  as t he  pe r sons  i n v o l v e d  a re  b r o u g h t  t o  change 

t h e i r  n o r m a t i v e  o r i e n t a t i o n s  t o  o l d  p a t t e r n s  and d ev e l o p  

commi tments  t o  new ones "  ( p .  2 3 ) .  T h i s  v i ew o f  change i s  

d i f f e r e n t  f rom t he  r a t i o n a l - e m p i r i c a l  i n  t h a t  change i s  

seen as a p r o d u c t  o f  changed a t t i t u d e s ,  v a l u e s ,  o r  r e l a t i o n ­

s h i p s  r a t h e r  t han  changed k n o w l e d g e / i n f o r m a t i o n .  Humans 

are g u i de d  by norms,  h a b i t s ,  v a l u e s ;  and t hes e  must  be t he  

t a r g e t s  o f  t he  change a g e n t .
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The n o r m a t i v e - r e - e d u c a t i v e  approach  t o  change i s  

c h a r a c t e r i z e d  by emphas i s  on t he  change a g e n t — t h e  agent  

who makes d i r e c t  i n t e r v e n t i o n s  i n t o  t he  o r g a n i z a t i o n  or  

commun i t y .  The change agen t  i s  o r d i n a r i l y  seen as a h e l p e r  

i n  some s e n s e . . .  r a t h e r  t han  as one who a u t o m a t i c a l l y  p r o ­

v i d e s  s o l u t i o n s  t h r o u g h  t e c h n i c a l  i n f o r m a t i o n .  The c l i e n t  

( w h e t h e r  p e r s o n ,  o r g a n i z a t i o n ,  e t c . )  must  c o l l a b o r a t e  w i t h  

t he  change agent  t o  c l a r i f y  v a l u e s  and a d j u s t  them as 

n e e d ed .

Change movements w i t h i n  t he  n o r m a t i v e - r e - e d u c a t i v e  

p e r s p e c t i v e  are l i s t e d  by Chin and Benne as f o l l o w s ;

( 1 )  I m p r o v i n g  t he  P r o b l e m - S o l v i n g  C a p a b i l i t i e s  o f  a 

System;

( 2 )  R e l e a s i n g  and F o s t e r i n g  Growth i n  t he  Per sons  Who

■■ Make Up t he  System to  be Changed.

Among t he  p r i n c i p a l  t h e o r i s t s  i n  t h e  r e - e d u c a t i v e  c a t e g o r y  

a re  B e n n i s ,  Benne,  C h i n ,  L i p p i t t ,  Mann,  A r g y r i s ,  B l a k e ,  

McGregor ,  and L i k e r t .

The t h i r d  ma j o r  change p e r s p e c t i v e ,  t he  a p p l i c a t i o n  

o f  power ,  i s  based on t he  a ss um p t i o n  t h a t  t he  use o f  power 

o r  a u t h o r i t y  w i l l  i n s u r e  c o m p l i a n c e  w i t h  p l a n s ,  d i r e c t i o n s ,  

o r  l e a d e r s h i p .  Some power  s t r a t e g i e s  may use a u t h o r i t a t i v e  

power  such as law or  a d m i n i s t r a t i v e  p o l i c y ;  o t h e r s  may make 

use o f  more d i r e c t  c o e r c i v e  p o w e r . The emphas i s  i n  t he s e  

s t r a t e g i e s  i s  u s u a l l y  upon p o l i t i c a l  and economic  s a n c t i o n s  

i n  t he  a p p l i c a t i o n  o f  power .  To i l l u s t r a t e ,  a l aw a g a i n s t
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r a c i a l  i m b a l a n c e  i s  a p p l y i n g  c o e r c i v e  power f o r  c h a n g e - -  

s i m i l a r l y ,  f e d e r a l  f u n d i n g  f o r  s c i e n c e  i n s t r u c t i o n  i s  a l s o  

an a p p l i c a t i o n  o f  c o e r c i v e  i n f l u e n c e  f o r  c h a n g e .

The p r i n c i p a l  f a m i l i e s  o f  p o w e r - c o e r c i v e  change 

movements a re  as f o l l o w s ;

( 1 )  S t r a t e g i e s  o f  N o n v i o l e n c e ;

( 2 )  Use o f  P o l i t i c a l  I n s t i t u t i o n s  t o  A c h i ev e  Change;

( 3 )  Chang i ng  t h r o u g h  t he  R e c o m p o s i t i o n  and M a n i p u l a ­

t i o n  o f  Power E l i t e s .

Among t he  t h e o r i s t s  a s s o c i a t e d  w i t h  t he s e  movements are 

T h o r e a u , Gandh i ,  M a r t i n  L u t h e r  K i n g , Marx ,  C. W. M i l l s ,  and 

F.  H u n t e r .

T u r n i n g  a t  t h i s  p o i n t  f rom an o v e r v i e w  o f  p l a nn e d  

change i n  g e n e r a l ,  l e t  us l o o k  more s p e c i f i c a l l y  a t  t he  

l i t e r a t u r e  o f  o r g a n i z a t i o n a l  change .  P h i l i p  M. Marcus 

( 1 9 7 6 )  p r o v i d e s  a h e l p f u l  c a t e g o r i z a t i o n  o f  o r g a n i z a t i o n a l  

change l i t e r a t u r e .  Marcus  d i s c u s s e s  f o u r  ma j o r  c a t e g o r i e s  

o f  o r g a n i z a t i o n a l  change :  ( 1 )  t he  E v o l u t i o n i s t s  and Neo- 

E v o l u t i o n i s t s  ; ( 2 )  t h e  E n v i r o n m e n t a l i s t s ;  ( 3 )  C o m p e t i t i o n  

and C o n f l i c t ;  and ( 4 )  t he  I n t e r v e n t i o n i s t s .

The E v o l u t i o n i s t  and N e o - E v o l u t i o n i s t  t h e o r y  o f  

o r g a n i z a t i o n a l  change,  a c c o r d i n g  to  Marcus ,  f o c u s e s  on t he  

u n f o l d i n g  o f  s o c i a l  p r o c e s s e s .  The work o f  Weber ( 1 9 4 7 ) ,  

M i c h e l s  ( 1 9 4 9 ) ,  T r o l t s c h  ( 1 9 3 2 ) ,  Mer t on  ( 1 9 5 7 ) ,  and Blau  

( 1 9 67 )  i s  o f f e r e d  as d e m o n s t r a t i n g  t h i s  a pp ro a c h .  B l a u ,  

f o r  examp l e ,  a r gues  i n  a s t u d y  o f  two government  a ge n c i e s
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t h a t  t h e  o r g a n i z a t i o n  c o n t a i n s  t he  seeds t h a t  w i l l  p r oduce  

i t s  new s o c i a l  f o r m s ;  " B l a u  shows how a n x i e t y  on t h e  j o b ,  

c r e a t e d  by c o n f l i c t  w i t h  c l i e n t s  o r  s u p e r v i s o r s ,  l e a d s  t o  

s o c i a l  r e l a t i o n s h i p s  wh i c h  c r e a t e  norms,  and,  u l t i m a t e l y ,  

r u l e s  and o r g a n i z a t i o n a l  p r a c t i c e s  become m o d i f i e d "

( p .  8 0 8 ) .  S i m i l a r l y ,  M i c h e l s '  I r o n  Law o f  O l i g a r c h y  

s t u d i e s  a German w o r k e r s '  p o l i t i c a l  p a r t y  and p o s t u l a t e s  an 

e v o l u t i o n  t ow a r d  o l i g a r c h y .  Lea d e r s  o f  t he  o r g a n i z a t i o n  

e x p e r i e n c e d  p r e s s u r e s  t h a t  l e d  them t o  r e l y  upon non-demo­

c r a t  i c  measur es .  I n  s p i t e  o f  t h e  o r g a n i z a t i o n ' s  b e g i n n i n g  

p o i n t ,  p a r t i c i p a t i o n  by members was u l t i m a t e l y  much r e d u c e d .  

Thus ,  " even  i n  t hos e  o r g a n i z a t i o n s  whose i n i t i a l  s e t  o f  

g o a l s  i s  t o  i n c r e a s e  t h e  i m p a c t  o f  i t s  members upon s o c i ­

e t y ,  t h e  n a t u r e  o f  t h e  l e a d e r s h i p  sys tem engende r s  t he  

d e v e l o p me n t  o f  an u n r e s p o n s i v e  o l i g a r c h y "  ( p .  8 0 6 ) .

Most  o f  t h e  e v o l u t i o n a r y  l i t e r a t u r e  has t r e a t e d  

change f a c t o r s  wh i ch  a f f e c t  t h e  e n t i r e  o r g a n i z a t i o n .  The 

r e v i s i o n i s t s ,  on t he  o t h e r  hand,  have l o o k e d  a t  p a r t s  o f  

t he  o r g a n i z a t i o n ,  s e e k i n g  t h e  means by wh i ch  t h e y  can 

e f f e c t  t h e  a cc om p l i s h m e n t  o f  o r g a n i z a t i o n a l  g o a l s .

The E n v i r o n m e n t a l  app r oach  t o  o r g a n i z a t i o n a l  change 

f o c u s e s  on t he  r e l a t i o n s h i p  between o r g a n i z a t i o n a l  change 

and t he  l a r g e r  s o c i a l  f r a m e w o r k .  The work  o f  B e n d i x  ( 1 9 5 6 ) ,  

S t i nc h c o mb e  ( 1 9 6 5 ) ,  and Hage and A i k e n  ( 1970 )  e x e m p l i f i e s  

t h i s  a p p r o a c h .  B e n d i x ,  f o r  examp l e ,  shows t he  r e l a t i o n s h i p  

between s o c i a l  i d e o l o g i e s  and m a n a g e r i a l  t e c h n i g u e s  f o r
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a u t h o r i t y  and c o n t r o l .  He s t u d i e s  changes i n  m a n a g e r i a l  

p h i l o s o p h i e s  i n  E n g la n d ,  R u s s ia ,  and th e  U n i t e d  S t a t e s ,  

show ing  how o r g a n i z a t i o n a l  a u t h o r i t y  r e l a t i o n s h i p s  changed 

t o  r e f l e c t  th e  changes i n  t h e  a g r i c u l t u r a l  l a b o r  f o r c e ,  

u r b a n i z a t i o n ,  and i n d u s t r i a l i z a t i o n .  Modern-day  human 

r e l a t i o n s  a pp roaches  t o  s u p e r v i s o r y - s u b o r d i n a t e  r e l a t i o n ­

s h i p s  s i m p l y  m i r r o r  th e  l a r g e r  s o c i a l  d e v e lo p m e n t s . In  

s h o r t ,  t h e  work  o f  Bend ix  and o t h e r  E n v i r o n m e n t a l i s t s  l o o k s  

o u t s i d e  th e  o r g a n i z a t i o n  f o r  causes o f  change.  The causes 

f o r  o r g a n i z a t i o n a l  change a re  to  be l o c a t e d  i n  the  l a r g e r  

s o c i a l  e n v i r o n m e n t .

The t h i r d  t y p e  o f  o r g a n i z a t i o n a l  change app roach  

w h ich  Marcus d i s c u s s e s  i s  c o m p e t i t i o n  and c o n f l i c t .  T h i s  

app roa ch  i s  t h a t  o f  e c o n o m is t s  such as Caves (1 967 )  and 

H i r schm an  (1970 )  and p o l i t i c a l  s c i e n t i s t  James MacGregor 

B u r n s .  Marcus e x p l a i n s  t h a t  Caves examines th e  v a r i e t y  o f  

f a c t o r s  t h a t  c o n t r o l  m a rke t  c o n c e n t r a t i o n :  " p r o d u c t  d i f f e r ­

e n t i a t i o n ,  b a r r i e r s  to  e n t r y ,  r o l e  o f  go ve rn m e n t ,  demand 

e l a s t i c i t y ,  e t c . "  ( p .  8 2 4 ) .  Caves p o s t u l a t e s  t h a t  compe­

t i t i o n  among s e l l e r s  i s  i n c r e a s e d  as p r o d u c t  d i f f e r e n t i a ­

t i o n  i s  i n c r e a s e d .  Thus ,  s m a l l e r  o r g a n i z a t i o n s  can compete 

more e a s i l y  i f  t h e i r  p r o d u c t s  a re  d i f f e r e n t  f rom  th o s e  o f  

l a r g e  o r g a n i z a t i o n s .  The communi ty  h o s p i t a l  i s  o f f e r e d  as 

example  o f  an o r g a n i z a t i o n  t h a t  wou ld  n o t  compete w i t h  

o t h e r  l i k e  o r g a n i z a t i o n s . . . i n s t e a d ,  c o m p e t i t i o n  w ou ld  ta k e  

p la c e  among s u b u n i t s .
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" M a r k e t  c o n d u c t "  i s  o r g a n i z a t i o n a l  b e h a v i o r  as t h e  

o r g a n i z a t i o n  competes and a t t e m p t s  to  m a i n t a i n  a f a v o r a b l e  

p o s i t i o n  i n  t h e  m a r k e t .  I t  i n c r e a s e s  p r i c e s  t o  meet c o s t  

i n c r e a s e s  and t h e o r e t i c a l l y  g a i n s  g r e a t e r  p r o f i t s .  On the  

o t h e r  hand ,  i t  l o w e r s  p r i c e s  to  c a p t u r e  more o f  th e  m a r k e t ;  

b u t  t h e  s t r a t e g y  f a i l s  i f  o t h e r  s e l l e r s  a l s o  l o w e r  p r i c e s .  

I f  a l l  s e l l e r s  l o w e r  p r i c e s ,  p r o f i t s  d e c l i n e .  Marcus d i s ­

cusses  t h e  o r g a n i z a t i o n a l  i m p l i c a t i o n s  o f  p r i c e  and p r o f i t  

as f o l l o w s  :

For exam p le ,  u s i n g  th e  i l l u s t r a t i o n  o f  h o s p i t a l s ,  
one w ou ld  e x p e c t  r e l a t i v e l y  l i t t l e  change i n  an 
o r g a n i z a t i o n a l  s t r u c t u r e  w h ich  p ro duces  lo w e re d  
c o s t s  t o  the  p a t i e n t  ( f o r  exam p le ,  f e e s , w a i t i n g  
t i m e ,  d e f e r e n c e  t o  M . D . ' s ,  c o m p l i a n c e  t o  d i r e c ­
t i v e s )  i f  o t h e r  h o s p i t a l s  were to  engage i n  
s i m i l a r  b e h a v i o r .  A c c o r d i n g  to  t h i s  ( C a v e s ' )  
t h e o r y ,  o v e r - a l l  p r o f i t s  t o  th e  m e d ic a l  p r o ­
f e s s i o n  wou ld  d rop  because p a t i e n t s  would 
d e p r e c i a t e  t h e  v a lu e  o f  t h e  s e r v i c e ,  tak e  i t  
f o r  g r a n t e d ,  be l e s s  w i l l i n g  t o  pay o t h e r  s o c i a l  
c o s t s ,  such as s u p p o r t i n g  m e d i c a l  r e s e a r c h  or  
p r o v i d i n g  h ig h  p r e s t i g e  t o  th e  o c c u p a t i o n .  I n  
th e  lo n g  r u n ,  t h i s  l i n e  o f  r e a s o n in g  co n te n d s  
t h a t  o n l y  low  a b i l i t y  p e r s o n n e l  w ou ld  be 
a t t r a c t e d  t o  th e  f i e l d  and o v e r - a l l  s e r v i c e  wou ld  
be i m p a i r e d  ( p .  8 2 5 ) .

Thus ,  t h e  Com p e t i t i o n / C o n f l i c t  app ro ach  t o  o r g a n i z a t i o n a l

change emphas izes  the  dependence o f  i n t e r n a l  c o n d i t i o n s  i n

th e  o r g a n i z a t i o n  upon c o m p e t i t i v e  s t r a t e g i e s  and m a rke t

c o n f l i c t s .  And e f f o r t s  tow a rd  c h a n g in g  i n t e r n a l  c o n d i t i o n s

wou ld  do w e l l  t o  g i v e  due c o n s i d e r a t i o n  t o  t h i s  dependence .

The f o u r t h  c a t e g o r y  o f  o r g a n i z a t i o n a l  change.  I n t e r ­

v e n t i o n ,  Marcus d e s c r i b e d  as g ro w in g  f rom  the  work o f  E l t o n  

Mayo and K u r t  L e w in .  L a t e r  t h e o r i s t s  l i s t e d  a re  Coch and
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F ren ch  ( 1 9 6 0 ) ,  L i k e r t  ( 1 9 6 1 ) ,  Seashore  and Bowers ( 1 9 6 3 ) ,  

Mann ( 1 9 6 0 ) .  " I n  e f f e c t , "  e x p l a i n s  M a rcus ,  " f o l l o w e r s  o f  

Mayo and Lew in  t o o k  th e  o r g a n i z a t i o n a l  l e v i a t h a n  as a 

g i v e n ,  and a t t e m p t e d  t o  change p e r c e p t i o n s  and a t t i t u d e s  

to w a r d  i t .  They assumed t h a t  m o d i f i c a t i o n s  o f  b e h a v i o r  

w o u ld  f o l l o w  changes i n  p e r c e p t i o n  and c o n t r i b u t e ,  u l t i m ­

a t e l y ,  t o  new and d e s i r a b l e  s t r u c t u a l  f o r m s "  ( p .  8 1 0 ) .  He 

c i t e s  t h e  work  o f  Coch and F ren ch  as th e  most  o b v i o u s  

example  o f  t h i s  a p p ro a c h .  These a u t h o r s  examine r e s i s t a n c e  

t o  o r g a n i z a t i o n a l  change and c o n c lu d e  t h a t  r e s i s t a n c e  was 

i n v e r s e l y  r e l a t e d  t o  p a r t i c i p a t i o n  i n  g ro up  d e c i s i o n ­

m a k in g .  The i n t e r v e n t i o n  i n t o  t h e  o r g a n i z a t i o n ,  t h e r e f o r e ,  

was p a r t i c i p a t i o n .  O r ,  s t a t e d  a n o t h e r  way,  good communica­

t i o n  was t h e  s o l u t i o n . . .  a l l  c o n f l i c t s  w ou ld  be e l i m i n a t e d  

by good c o m m u n i c a t i o n .

The t o o l s  used by t h e  I n t e r v e n t i o n i s t s ,  Marcus 

comments , have ranged  f rom  th e  T - g r o u p s  ( s e n s i t i v i t y  

g r o u p s )  t o  s u r v e y s  and p r o b l e m - s o l v i n g  e x e r c i s e s .  U s in g  

t h e s e  methods t h e y  have s o u g h t  " t e n s i o n  r e l e a s e ,  power 

r e d i s t r i b u t i o n , c o n f l i c t  r e s o l u t i o n ,  and th e  d e v e lo p m e n t  o f  

new v a l u e s .  But  i r r e s p e c t i v e  o f  t h e i r  t e c h n i q u e s ,  t a r g e t s  

o f  ch an g e ,  o r  o v e r - a l l  g o a l s ,  t h e  f o c u s  o f  i n v e s t i g a t i o n  

was th e  p e r s o n ,  e s p e c i a l l y  t h o s e  a t  t h e  l o w e r  e c h e lo n s  o f  

t h e  o r g a n i z a t i o n "  ( p .  8 1 1 ) .

The f o l l o w i n g  s e c t i o n s  o f  t h i s  r e v i e w  w i l l  f o c u s  on 

t h e  I n t e r v e n t i o n i s t  a p p ro a c h .  S p e c i f i c a l l y ,  t h e  r e v ie w
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w i l l  d e a l  w i t h  v a r i o u s  a pp roa che s  to  o r g a n i z a t i o n a l  change 

u t i l i z e d  by t h e  I n t e r v e n t i o n i s t .  S t a t e d  as a q u e s t i o n ,  

"What a re  th e  p r i n c i p a l  change models used by th e  I n t e r v e n ­

t i o n i s t  t o  d e s c r i b e  o r  c o n c e p t u a l i z e  change?"

Among th e  p r i n c i p a l  mode ls  o f  o r g a n i z a t i o n a l  change 

i s  t h e  P r o b l e m - S o l v i n g  m o de l .  L i p p i t t ,  Watson ,  and W e s t le y  

( 1 9 5 8 ) — d e p e n d in g  h e a v i l y  on Gohn Dewey, How We T h in k  

( 1 9 1 0 ) — p r o v i d e  an e a r l y  e x p l a n a t i o n  o f  t h i s  m ode l ,  des ­

c r i b i n g  i t  as c o n t a i n i n g  seven pha se s :

1 .  D eve lopm en t  o f  a need f o r  change

2 .  E s t a b l i s h m e n t  o f  a change r e l a t i o n s h i p

3 .  C l a r i f i c a t i o n  o r  d i a g n o s i s  o f  th e  c l i e n t  s y s t e m ' s  

p ro b le m s

4.  E x a m in a t i o n  o f  a l t e r n a t i v e  r o u t e s  and g o a ls  ; 

e s t a b l i s h m e n t  o f  g o a l s  and i n t e n t i o n s  o f  a c t i o n

5.. T r a n s f o r m a t i o n  o f  i n t e n t i o n s  i n t o  a c t u a l  change 

e f f o r t s

6 .  G e n e r a l i z a t i o n  and s t a b i l i z a t i o n  o f  change

7 .  T e r m i n a t i o n  o f  t h e  r e l a t i o n s h i p

Z a l t m a n ,  F l o r i o ,  and S i k o r s k i  ( 1 9 77 )  emphas ize  t h a t  t h i s

model  i s  b u i l t  on th e  a s s u m p t io n  t h a t  t h e  o r g a n i z a t i o n  does 

n o t  c o n t a i n  th e  n e c e s s a ry  r e s o u r c e s  f o r  s o l v i n g  th e  p r o b ­

lem ; o u t s i d e  a s s i s t a n c e - - t h e  e x t e r n a l  change agen t  —  i s  n e c ­

e s s a r y .  Thus ,  the  second phase ,  e s t a b l i s h m e n t  o f  a change 

r e l a t i o n s h i p ,  i s  te rmed  by Z a l tm a n  the  most  c r u c i a l .  "Com­

m u n i c a t i o n  c h a n n e l s  must  be opened and a m u tu a l  f e e l i n g  o f
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t r u s t  and u n d e r s t a n d i n g  must  be d e v e lo p e d  between change 

p l a n n e r  and c l i e n t  sys tem f o r  t h e  change p r o c e s s  t o  e v o l v e  

s m o o t h l y "  ( p .  7 0 ) .  Phase t h r e e  o f  t h e  p r o c e s s  c o n s i s t s  o f  

d a t a  g a t h e r i n g ,  d a ta  a n a l y s i s ,  and e v a l u a t i o n  o f  t h e  d a ta  

i n  v ie w  o f  t h e  n e w ly  a c q u i r e d  i n f o r m a t i o n .  A l t e r n a t i v e s  

a re  t h e n  c o n s i d e r e d ;  a p l a n  i s  chosen ; and th e  p l a n  i s  

i m p le m e n te d .  A p e r i o d  i s  a l l o w e d  f o r  s t a b i l i z a t i o n . . .  t he n  

t h e  a g e n t - c l i e n t  r e l a t i o n s h i p  must  be t e r m i n a t e d .  Z a l tm an  

e m p h a s iz e s  t h a t  dependence on t h e  change a gen t  may c r e a t e  a 

p r o b le m  a t  t h i s  p o i n t .  "Change p l a n n e r s  s h o u ld  a i d  o r g a n ­

i z a t i o n  members i n  g a i n i n g  t h e  r e q u i s i t e  s k i l l s  t o  s y s te m ­

a t i c a l l y  s o l v e  t h e i r  own p r o b l e m s — b o th  th o s e  t h a t  a re  

r e l a t e d  and th o s e  t h a t  a re  u n r e l a t e d  t o  th e  n e w ly  adop te d  

i n n o v a t i o n "  ( p .  7 1 ) .

H a v e lo c k  (1 9 7 3 )  e x p l a i n s  t h a t  f i v e  p o i n t s  a re

g e n e r a l l y  s t r e s s e d  a b o u t  t h e  P r o b l e m - S o l v i n g  M o de l ;

. . . u s e r  need i s  t h e  pa ram ou n t  c o n s i d e r a t i o n  
and o n l y  a c c e p t a b l e  v a l u e - s t a n c e  f o r  the  
change a g e n t ;  second ,  t h a t  d i a g n o s i s  o f  need 
a lw a y s  has t o  be an i n t e g r a l  p a r t  o f  t h e  t o t a l  
p r o c e s s  ; t h i r d  ; t h a t  t h e  o u t s i d e  change agen t  
s h o u ld  be n o n d i r e c t i v e , r a r e l y ,  i f  e v e r ,  v i o ­
l a t i n g  t h e  i n t e g r i t y  o f  t h e  u s e r  by p l a c i n g  
h i m s e l f  i n  a d i r e c t i v e  o r  e x p e r t  s t a t u s ;  f o u r t h ,  
t h a t  t h e  i n t e r n a l  r e s o u r c e s , i . e . ,  t h o s e  r e ­
s o u r c e s  a l r e a d y  e x i s t i n g  and e a s i l y  a c c e s s i b l e  
w i t h i n  t h e  c l i e n t  s y s te m ,  i t s e l f ,  s h o u ld  
a lw a y s  be f u l l y  u t i l i z e d  ; and f i f t h ,  t h a t  
s e l f - i n i t i a t e d  and s e l f - a p p l i e d  i n n o v a t i o n  
w i l l  have t h e  s t r o n g e s t  u s e r  commitment  and th e  
b e s t  chances  f o r  l o n g - t e r m  s u r v i v a l  ( p p .  8 - 9 ) .

L i n d q u i s t  (1 9 7 8 )  p o i n t s  o u t  t h a t  t h e  P r o b l e m - S o l v i n g  

Model  i s  h e a v i l y  i n f l u e n c e d  by h u m a n i s t i c  p s y c h o l o g y .
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" E s s e n t i a l l y ,  a p p l i e d  b e h a v i o r a l  s c i e n c e  ta k e s  a c l i n i c a l  

a pp ro ach  and a p p l i e s  i t  t o  g ro up s  and o r g a n i z a t i o n s "  ( p . 7 ) .  

L i n d q u i s t  emphas izes t h i s  app roach  as one d e s ign e d  to  d e a l  

w i t h  th e  n o n - r a t i o n a l  a s p e c t s  o f  o r g a n i z a t i o n s ;  the  

p r o b le m s  may be f e a r s ,  r e s i s t a n c e  to  change ,  e t c . I n  such 

a ca se ,  t h e  o r g a n i z a t i o n  needs " i n t e r v e n t i o n "  i n  th e  fo rm 

o f  t h e  change agen t  who can h e l p  t o  l o c a t e  and c o n f r o n t  

h id d e n  p ro b le m s .

A n o th e r  o f  t h e  p r i n c i p a l  models f o r  o r g a n i z a t i o n a l

change i s  t h e  R e s e a r c h - D e v e l o p m e n t - a n d - D i f f u s i o n  M o d e l .

H a v e lo c k  (1973 )  e x p a in s  t h a t  t h i s  model  i s  based on a t

l e a s t  f i v e  a s s u m p t io n s :

F i r s t ,  i t  assumes t h a t  t h e r e  s h o u ld  be a r a t i o n ­
a l  sequence i n  th e  e v o l u t i o n  and a p p l i c a ­
t i o n  o f  an i n n o v a t i o n .  T h i s  sequence s h o u ld  
i n c l u d e  r e s e a r c h ,  d e v e lo p m e n t ,  and p a c k a g in g  
b e f o r e  mass d i s s e m i n a t i o n  t a k e s  p l a c e .  Second,  
i t  assumes t h a t  t h e r e  has t o  be p l a n n i n g ,  
u s u a l l y  on a mass ive  s c a l e  o v e r  a l o n g  t im e  
s pan .  T h i r d ,  i t  assumes t h a t  t h e r e  has to  
be a d i v i s i o n  and c o o r d i n a t i o n  o f  l a b o r  to  
a c c o r d  w i t h  the  r a t i o n a l  sequence and the  
p l a n n i n g .  F o u r t h ,  i t  assumes a m o r e - o r - l e s s  
p a s s i v e  b u t  r a t i o n a l  consumer who w i l l  a c c e p t  
and ad o p t  the  i n n o v a t i o n  i f  i t  i s  o f f e r e d  t o  
him i n  t h e  r i g h t  p l a c e  a t  th e  r i g h t  t im e  
and i n  the  r i g h t  f o r m . F i f t h  and f i n a l l y ,  
t h e  p r o p o n e n ts  o f  t h i s  v i e w p o i n t  a c c e p t  the  
f a c t  o f  a h ig h  i n i t i a l  d eve lo p m en t  c o s t  
p r i o r  t o  any d i s s e m i n a t i o n  a c t i v i t y  be­
cause o f  th e  a n t i c i p a t e d  l o n g - t e r m  b e n e f i t s  
i n  e f f i c i e n c y  and q u a l i t y  o f  the  i n n o v a ­
t i o n  and i t s  s u i t a b i l i t y  f o r  mass a ud ie n c e  
d i s s e m i n a t i o n  (p .  1 2 ) .

The RD & D Model  c o n t a i n s  f o u r  main s t e p s — r e s e a r c h ,  

d e v e lo p m e n t ,  d i f f u s i o n ,  and a d o p t i o n .  E .G. C l a r k  and D .L .
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Cuba (1 9 6 7 )  s u b d i v i d e  these  f o u r  s t e p s  i n t o  t a s k s ,  each 

w i t h  s p e c i f i c  o b j e c t i v e s ,  c r i t e r i a ,  and r e l a t i o n s h i p s  t o  

t h e  o v e r a l l  p ro c e s s  o f  change .  Deve lopm en t  i s  d i v i d e d  i n t o  

I n n o v a t i o n  and D es ign  ; D i f f u s i o n  i s  d i v i d e d  i n t o  D i s s e m i n a ­

t i o n  and D e m o n s t r a t i o n  ; A d o p t i o n  i n t o  T r i a l ,  I n s t a l l a t i o n ,  

and I n s t i t u t i o n a l i z a t i o n .

The f u n c t i o n  o f  r e s e a r c h  i n  t h i s  m o de l ,  a c c o r d i n g  t o  

Z a l tm a n  (1 9 7 7 ,  p. 6 7 ) ,  i s  t o  s e c u r e  kn o w le d g e ,  w h e th e r  o r  

n o t  i t  i s  d i r e c t l y  u s a b le  i n  th e  i n n o v a t i o n .  The r e s e a r c h  

i s  j u d g e d  on q u a l i t y  and v a l i d i t y ,  n o t  on im m e d ia te  

u s e f u l n e s s .  E v a l u a t i o n  i s  seen as a s i g n i f i c a n t  p a r t  o f  

th e  r e s e a r c h  s t e p  as w e l l  as a p a r t  o f  each o f  th e  o t h e r  

t h r e e  s t e p s  o f  the  m o d e l .

I v o r  M o r r i s h  (1 9 76 ,  p. 119) comments t h a t  the  R D &

D Model emphas izes  th e  p l a n n i n g  o f  change on a l a r g e  

s c a l e .  L a b o r a t o r i e s ,  r e s e a r c h  a g e n c i e s ,  e t c . a re  r e q u i r e d  

f o r  such l a r g e  s c a l e  r e s e a r c h  and e v a l u a t i o n .  T h us , he 

e x p l a i n s ,  t h o r o u g h  R D & D r a r e l y  happens w i t h i n  e d u c a t i o n  ; 

p r o t o t y p e s  a re  found  i n  i n d u s t r y ,  a g r i c u l t u r e , and 

m e d i c i n e .

The R D & D Model i s  what  Z a l tm a n  te r m s  a " t e c h n o ­

c r a t i c  change phenomenon" ( p .  6 9 ) .  I t  i s  a n o n c o l l a b o r a -  

t i v e  a pp ro a ch  to  change i n  t h a t  the  e a r l i e r  s t a g e s  o f  t h e  

p r o c e s s  ( g o a l - s e t t i n g )  do n o t  i n v o l v e  th e  c l i e n t  o r  con ­

sumer .  I n  t h i s  model  the  change agen t  does n o t  b e g in  the  

r e l a t i o n s h i p  w i t h  the  c l i e n t  u n t i l  t h e  d i f f u s i o n  s t a g e .
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whereas  i n  th e  P r o b l e m - S o l v i n g  Model t h i s  r e l a t i o n s h i p  i s  

begun i m m e d i a t e l y  a f t e r  a need f o r  change i s  d e v e lo p e d .

A t h i r d  model o f  o r g a n i z a t i o n a l  change i s  th e  

S o c i a l - I n t e r a c t i o n  M o d e l .  W i th  t h i s  m o d e l , t h e  f o c u s  i s  on 

th e  i n d i v i d u a l  w i t h i n  t h e  o r g a n i z a t i o n  and h i s  resp on se  to  

i n f o r m a t i o n  communica ted  t o  h im .  T h i s  model  i s  b u i l t  on 

t h e  a s s u m p t io n  t h a t  i n f o r m a t i o n  can most  e f f e c t i v e l y  be 

d i s s e m i n a t e d  t h r o u g h  p e r s o n a l  c o n t a c t .  The key to  a d o p t i o n  

o f  an i n n o v a t i o n , M o r r i s h  (1 9 7 6 )  comments , i s  th e  s o c i a l  

i n t e r a c t i o n  among g roup  members. " G e n e r a l l y ,  r e s e a r c h e r s  

c o n c e n t r a t e  on an i n n o v a t i o n  t h a t  a pp e a rs  i n  a fo rm  t h a t  i s  

b o th  c o n c r e t e  and d i f f u s a b l e . . .  t h e y  t r a c e  i t s  f l o w  t h r o u g h  

th e  s o c i a l  sys tem o f  the  a d o p t e r s .  I n  p a r t i c u l a r ,  t h e y  

make a s t u d y  o f  th e  e f f e c t s  o f  s o c i a l  s t r u c t u r e  and s o c i a l  

r e l a t i o n s h i p s  o f  i n n o v a t i o n s  and t h e i r  d e v e lo p m e n t "  ( p .

1 2 3 ) .

Rogers  and Shoemaker (1 9 7 1 ,  pp.  1 0 0 -1 0 1 )  e x p l a i n  t h a t  

th e  a d o p t i o n  p ro c e s s  ( f o r  t h e  S - I  M od e l )  was p o s t u l a t e d  i n  

1955 by a c o m m i t t e e  o f  r u r a l  s o c i o l o g i s t s .  The s t a g e s  i n  

t h e  p r o c e s s  a re  as f o l l o w s .

1.  Awareness s t a g e .  The i n d i v i d u a l  l e a r n s  o f  the  

e x i s t e n c e  o f  t h e  new id e a  b u t  l a c k s  i n f o r m a t i o n  

a b o u t  i t .

2 .  I n t e r e s t  s t a g e .  The i n d i v i d u a l  d e v e lo p s  

i n t e r e s t  i n  th e  i n n o v a t i o n  and seeks  a d d i t i o n a l  

i n f o r m a t i o n  ab o u t  i t .
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3.  E v a l u a t i o n  s t a g e .  The i n d i v i d u a l  makes m e n ta l  

a p p l i c a t i o n  o f  t h e  new id e a  t o  h i s  p r e s e n t  and 

a n t i c i p a t e d  f u t u r e  s i t u a t i o n  and d e c id e s  w h e th e r  

o r  n o t  t o  t r y  i t .

4 .  T r i a l  s t a g e . The i n d i v i d u a l  a c t u a l l y  a p p l i e s  

t h e  new id e a  on a s m a l l  s c a l e  i n  o r d e r  to  

d e t e r m i n e  i t s  u t i l i t y  i n  h i s  own s i t u a t i o n .

5.  A d o p t i o n  s t a g e . The i n d i v i d u a l  uses th e  new 

i d e a  c o n t i n u o u s l y  on a f u l l  s c a l e .

The Rogers and Shoemaker s t u d y  i d e n t i f i e s  c a t e g o r i e s  

o f  p o t e n t i a l  a d o p t e r s  and s p e c i f i c  s t a g e s  i n  t h e  a d o p t i o n  

o f  i n n o v a t i o n s  ( p p .  1 8 4 - 9 2 ) .  F i r s t  o f  a l l ,  t h e r e  i s  i n  any 

o r g a n i z a t i o n  a g roup  o f  I n n o v a t o r s ,  ve n tu re som e  i n d i v i d u a l s  

who a re  eage r  t o  t r y  new i d e a s .  S e c o n d l y ,  a g roup  o f  E a r l y  

A d o p t e r s  has t h e  g r e a t e s t  deg ree  o f  o p i n i o n  l e a d e r s h i p  i n  

most  o r g a n i z a t i o n s .  These i n d i v i d u a l s  a re  somewhat 

i n n o v a t i v e ,  b u t  n o t  t o  t h e  e x t e n t  o f  t h o s e  i n  t h e  f i r s t  

c a t e g o r y — and t h e y  a re  h i g h l y  enough r e s p e c t e d  by p e e rs  to  

s e r v e  as r o l e  m o d e ls .  Next  i n  t h e  p r o c e s s  i s  a c c e p ta n c e  by 

th e  E a r l y  M a j o r i t y ,  a bo u t  one t h i r d  o f  t h e  o r g a n i z a t i o n  o r  

p o p u l a t i o n .  These a re  more c a u t i o u s  and d e l i b e r a t i v e  

f o l l o w e r s  o f  th e  E a r l y  A d o p t e r s .  The L a te  M a j o r i t y ,  a 

s k e p t i c a l  and c a u t i o u s  g r o u p ,  do n o t  a do p t  u n t i l  most  

o t h e r s  have done so .  Peer p r e s s u r e  i s  e s s e n t i a l  t o  b r i n g  

a bo u t  change o f  t h e  L a te  M a j o r i t y .  F i n a l l y ,  the  Lag ga rds  

a re  t h e  l a s t  t o  a c c e p t  an i n n o v a t i o n .  T h e i r  v a lu e s  a re
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e x t r e m e l y  t r a d i t i o n a l ;  t h e y  j u d g e  a new id e a  i n  te rm s  o f  

what  has been done i n  p r e v i o u s  g e n e r a t i o n s .  By the  t im e  

th e  Laggard  a d o p ts  t h e  i n n o v a t i o n ,  th e  I n n o v a t o r  may have 

s u pe rsed ed  i t  w i t h  a n o t h e r  more r e c e n t  i d e a .

S - I  r e s e a r c h  shows t h a t  the  s o u rc e  o f  i n f o r m a t i o n  

w h ich  i s  most  i n f l u e n t i a l  i n  t h e  a d o p t i o n  p ro c e s s  w i l l  va ry  

a c c o r d i n g  t o  t h e  s ta g e  i n  th e  p ro c e s s  and th e  c a te g o r y  o f  

a d o p t e r s  a f f e c t e d .  Media may p l a y  a m a jo r  r o l e  e a r l y  i n  

t h e  a d o p t i o n  w i t h  I n n o v a t o r s  and E a r l y  A d o p t e r s .  However ,  

p e r s o n a l  c o n t a c t s  a re  more i m p o r t a n t  d u r i n g  th e  l a t e r  

s t a g e s  o f  awareness  and i n t e r e s t . . .  and w i t h  t h o s e  who adop t  

l a t e r  i n  the  p r o c e s s .  The S - I  r e s e a r c h  a l s o  p o i n t s  o u t  

t h a t  t h e  most  e f f e c t i v e  means o f  c h a n g in g  an o r g a n i z a t i o n  

i s  t h r o u g h  O p i n i o n  L e a d e r s ,  t ho s e  t o  whom o t h e r s  l o o k  f o r  

a d v i c e .  As Rogers  s t a t e s  ( p .  2 4 3 ) ,  " D i f f u s i o n  campaigns 

a re  more l i k e l y  t o  be s u c c e s s f u l  i f  change a g e n ts  i d e n t i f y  

and m o b i l i z e  o p i n i o n  l e a d e r s "  ( p .  2 4 3 ) .  Rogers  l i s t s  a 

s e r i e s  o f  g e n e r a l i z a t i o n s  w h ich  a re  w e l l  s u p p o r t e d  by 

e m p i r i c a l  s t u d i e s . . .  G e n e r a l i z a t i o n  7 -10  i s  as f o l l o w s :  

"Change agen t  su c c e s s  i s  p o s i t i v e l y  r e l a t e d  t o  the  e x t e n t  

t h a t  he works  t h r o u g h  o p i n i o n  l e a d e r s . "  The o p i n i o n  

l e a d e r s  can a c c e l e r a t e  the  a d o p t i o n  o f  an i n n o v a t i o n  because 

t h e y  a re  h i g h l y  p e r s u a s i v e  c o m m un ica to rs  to  o t h e r s  i n  th e  

p o p u l a t i o n .  They may have such h ig h  c r e d i b i l i t y  t h a t  t h e i r  

a c c e p ta n c e  may v i r t u a l l y  make i t  i m p o s s i b l e  t o  s t o p  the  

s p re a d  o f  an i n n o v a t i o n .
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H a v e lo c k  p r o v i d e s  a f o u r t h  o r g a n i z a t i o n a l  change 

model  w h ich  i s  a c o m b i n a t i o n  o f  th e  P r o b l e m - S o l v i n g ,  R D & 

D, and 5=1 m o d e ls .  T h i s  m ode l ,  t h e  L in k a g e  M o de l ,  i s  based 

on the  a s s u m p t io n  t h a t  each o f  t h e  m o d e ls ,  i f  used e x c l u ­

s i v e l y ,  w i l l  f a i l  t o  a d d re s s  o r g a n i z a t i o n a l  needs .  Peop le  

a re  n o t  c o n s i s t e n t l y  r a t i o n a l ;  and a l l  o r g a n i z a t i o n a l  p r o b ­

lems w i l l  n o t  respon d  t o  s k i l l e d  i n t e r v e n t i o n  wh ich  

d ia g n o s e s  human needs .  S i m i l a r l y ,  u t i l i z i n g  s o c i a l  i n t e r ­

a c t i o n  t h r o u g h  o p i n i o n  l e a d e r s  w i l l  n o t  meet a l l  needs.  

H a v e lo c k  c o n te n d s  t h a t  a l l  a re  needed i n  a combined m ode l .

H a v e l o c k ' s  model ( 1 9 73 ,  pp.  2 3 - 3 2 )  b e g in s  w i t h  an 

emphas is  on th e  c l i e n t  as a p r o b l e m - s o l v e r . The c l i e n t  

e x p e r i e n c e s  " f e l t  n e e d , "  makes a d i a g n o s i s  and fo rm s  a 

p ro b le m  s t a t e m e n t .  He th e n  moves t h r o u g h  th e  s e a r c h ,  r e ­

t r i e v a l ,  and s o l u t i o n  s t a g e s  t o  th e  a p p l i c a t i o n  o f  the  

s o l u t i o n .  C e n t r a l  to  t h e  L in k a g e  M o de l ,  as H a v e lo c k  ex­

p l a i n s ,  i s  t h a t  " t h e  u s e r  must  be m e a n i n g f u l l y  r e l a t e d  

t o  o u t s i d e  r e s o u r c e s " ( p .  2 3 ) .

The o u t s i d e  r e s o u r c e  i s  a g r o u p ,  R & D c e n t e r ,  con ­

s u l t a n t  o r g a n i z a t i o n ,  e t c . a l s o  engaged i n  t r y i n g  to  s o l v e  

s i m i l a r  p r o b le m s ,  p e rha p s  because o f  a r e l a t i o n s h i p  w i t h  

t h e  " u s e r "  o r g a n i z a t i o n  o r  pe rhap s  s i m p l y  t h r o u g h  h a v in g  

th e  same p r o b le m s .  The u s e r  and th e  o u t s i d e  r e s o u r c e  then  

c o o p e r a te  i n  th e  p r o b l e m - s o l v i n g  p r o c e s s .  Both  u t i l i z e  t h e  

r a t i o n a l  p l a n n i n g  o f  t h e  R & D M ode l ;  b o th  communicate  s o l ­

u t i o n s / m e s s a g e s  t h r o u g h  s o c i a l  n e t w o r k s ;  bo th  wou ld  use
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i n t e r v e n t i o n  as needed to  i d e n t i f y  human needs and b a r r i e r s  

t o  change .  The l i n k i n g  c o n c e p t  i s  d e s ig n e d  to  e l i m i n a t e  

two p r i m a r y  d e f i c i e n c i e s  w i t h  o t h e r  m o d e ls :

(1 )  O the r  models  ten d  t o  u t i l i z e  o n l y  a few o f  th e  

change a pp ro a che s  a v a i l a b l e ;

(2 )  A s o l u t i o n  w h ic h  i s  a r r i v e d  a t  e i t h e r  i n s i d e  o r  

o u t s i d e  th e  o r g a n i z a t i o n  w i l l  be i n a d e q u a t e .  I f  

d e v e lo p e d  e x t e r n a l l y ,  i t  w i l l  n o t  f i t  l o c a l  

needs .  I f  d e v e lo p e d  i n t e r n a l l y ,  i t  w i l l  n o t  

u t i l i z e  e x p e r i e n c e  and e x p e r t i s e  a v a i l a b l e  e l s e ­

where .

An a d d i t i o n a l  model  o f  o r g a n i z a t i o n a l  change i s  t h e  

Z a l t m a n ,  Duncan,  and H o lb e c k  Model  ( 1 9 7 3 ) .  T h i s  model  

c o n t a i n s  two b a s i c  s t a g e s , i n i t i a t i o n  and i m p l e m e n t a t i o n ,  

each i n  t u r n  c o n t a i n i n g  s u b s t a g e s .  I n i t i a t i o n  i s  t h e  f i r s t  

pha se ,  c o n s i s t i n g  o f  k n o w le d g e - a w a r e n e s s ,  a t t i t u d e  

f o r m a t i o n ,  and d e c i s i o n .  The second s ta g e  i s  im p le m e n ta ­

t i o n ,  c o n s i s t i n g  o f  i n i t i a l  i m p l e m e n t a t i o n  and c o n t i n u e d -  

s u s t a i n e d  i m p l e m e n t a t i o n .

The most  d i s t i n c t i v e  c h a r a c t e r i s t i c  o f  t h e  Z a l t m a n ,

Duncan ,  and H o lb e c k  model  i s  i t s  c o n s i d e r a t i o n  o f  th e

e f f e c t s  o f  the  i n t e r n a l  e n v i r o n m e n t  o f  an o r g a n i z a t i o n  on

th e  change p r o c e s s .  As Z a l tm a n  (1 9 7 7 ,  p. 57)  e x p l a i n s .

The a u t h o r s  o f  t h i s  model  r e c o g n i z e ,  how eve r ,  
t h a t  the  i n n o v a t i o n  p ro c e s s  w i l l  n o t  a lw a ys  f o l l o w  
[an ]  e x a c t  p a t t e r n .  The p r o c e s s  w i l l  v a ry  
a c c o r d i n g  t o  the  n a t u r e  o f  t h e  o r g a n i z a t i o n  
and the  p a r t i c u l a r  i n n o v a t i o n  i n  q u e s t i o n .  In
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f a c t ,  t h e  p r o c e s s  i s  p r o b a b l y  n o t  l i n e a r ,  w i t h  a 
c l e a r - c u t  b e g i n n i n g  and end,  b u t  r a t h e r  c i r c u l a r .
Each new d e c i s i o n  o r  outcome i s  l i k e l y  t o  a f f e c t  
one o r  more o f  t h e  p r e v i o u s  outcomes o r  s t a g e s .
F i v e  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  may a f f e c t  
t h e  two s t a g e s ;  c o m p l e x i t y ,  f o r m a l i z a t i o n ,  
c e n t r a l i z a t i o n ,  i n t e r p e r s o n a l  r e l a t i o n s ,  and 
d e a l i n g  w i t h  c o n f l i c t .

C o m p l e x i t y  r e f e r s  t o  t h e  v a r i e t y  o f  j o b  s p e c i a l t i e s  and 

t a s k  s t r u c t u r e s .  F o r m a l i z a t i o n  i n d i c a t e s  t h e  emphas is  

g i v e n  by th e  o r g a n i z a t i o n  t o  e s t a b l i s h  r u l e s ,  p r o c e d u r e s ,  

and g u i d e l i n e s .  C e n t r a l i z a t i o n  r e f e r s  t o  t h e  l o c a t i o n  o f  

d e c i s i o n - m a k i n g  p o w e r - - w h e t h e r  c e n t r a l i z e d  o r  d e c e n t r a l ­

i z e d .  I n t e r p e r s o n a l  r e l a t i o n s  a f f e c t  change i n  t h a t  c l o s e r  

r  e1a t  i  ons h i  p s f  ac i 1 i  t  a t  e b o t  h t  he i  n i  t  i  a t  i o n  an d im plamen­

t a t i o n  s t a g e s .  S i m i l a r l y ,  an o r g a n i z a t i o n ' s  a b i l i t y  to  

d e a l  w i t h  c o n f l i c t  a f f e c t s  i t s  a b i l i t y  t o  chang e .

Through  c o n s i d e r a t i o n  o f  t h e s e  f i v e  o r g a n i z a t i o n a l  

c h a r a c t e r i s t i c s ,  t h e  Z a l t m a n ,  Duncan,  and H o lb eck  Model  

p r o v i d e s  a h i g h l y  u s e f u l  a n a l y s i s  o f  th e  i n i t i a t i o n  and 

i m p l e m e n t a t i o n  p r o c e s s e s .  The model  may a s s i s t  t h e  change 

a g e n t  s i g n i f i c a n t l y  i n  d e c i d i n g  wh ich  change a pp roache s  

w i l l  o r  w i l l  n o t  succeed i n  a p a r t i c u l a r  o r g a n i z a t i o n .  For  

e x a m p le ,  i n  t h e  Z a l tm a n  m o d e l ,  t h e  i n i t i a t i o n  o f  changes  i s  

more d i f f i c u l t  t h a n  i m p l e m e n t a t i o n  i f  t h e  o r g a n i z a t i o n  i s  

h i g h l y  c e n t r a l i z e d .  Thus ,  t h e  change age n t  i n  such an 

o r g a n i z a t i o n  may seek an a pp roach  t h a t  i n v o l v e s  members i n  

t h e  " o u t l y i n g "  p a r t s  o f  t h e  o r g a n i z a t i o n  a t  t h e  i n i t i a t i o n  

s ta g e  i n  o r d e r  t o  d e a l  w i t h  t h e  d i f f i c u l t y .
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A v a r i a t i o n  o f  th e  P r o b l e m - S o l v i n g  Model  i s  

d i s c u s s e d  by G o u g h ia n ,  Cooke,  and S a f e r  ( 1 9 7 2 ) .  The 

S u r v e y - F e e d b a c k - P r o b le m  S o l v i n g - C o l l e c t i v e  D e c i s i o n  Model 

i s  d e s ig n e d  s p e c i f i c a l l y  as an o r g a n i z a t i o n a l  d e ve lo p m e n t  

a pp ro a ch  t o  p la n n e d  change .  The emphas is  i n  t h i s  model  i s  

on g roup  p ro c e s s  and p r o b le m s .  The seven s ta g e s  a re  e v a l ­

u a t i o n ,  s t i m u l a t i o n ,  i n t e r n a l  d i f f u s i o n ,  l e g i t i m a t i o n ,  

a d o p t i o n ,  i m p l e m e n t a t i o n ,  and r o u t i n i z a t i o n .

D i s t i n c t i v e  a b o u t  t h i s  model  i s  i t s  b e g i n n i n g  w i t h  

" e v a l u a t i o n " . . .  o r d i n a r i l y  a s u r v e y  p r o c e s s .  The f o c u s  i s  

on i d e n t i f i c a t i o n  o f  p ro b le m s  as seen by members o f  the  

o r g a n i z a t i o n .  T h i s  i n f o r m a t i o n  i s  then  communica ted  to  

o t h e r s  i n  the  o r g a n i z a t i o n  who a re  a f f e c t e d  ; s o l u t i o n s  a re  

the n  p r e s e n t e d  t o  a u t h o r i t i e s  f o r  l e g i t i m a t i o n .  The p r o ­

cess  i s  c y c l i c a l  i n  t h a t  e v a l u a t i o n  a l s o  f o l l o w s  a t  t h e  end 

o f  t h e  p ro c e s s  and l e a d s  i n t o  a r e p e t i t i o n  o f  th e  c y c l e .

Thus ; f i n a l  e v a l u a t i o n  and f e e d b a c k  l e a d s  i n t o  a new c y c l e  

o f  p r o b l e m - s o l v i n g ,  i m p l e m e n t a t i o n ,  and e v a l u a t i o n .

An A u t h o r i t y / C o l l e c t i v e  I n n o v a t i v e  D e c i s i o n  change 

model  i s  p r o v i d e d  by Rogers  and Shoemaker ( 1 9 7 1 ) .  These 

a u t h o r s  o f f e r  a d e s c r i p t i v e  model  w h ich  f o c u s e s  on th e  

p r o c e s s  by w h ich  d e c i s i o n s  a re  made. The " a u t h o r i t y  i n n o ­

v a t i v e  d e c i s i o n "  i s  an a u t h o r i t a t i v e  app ro ach  t o  change .  

Rogers  e x p l a i n s  i t  as f o l l o w s  : " A u t h o r i t y  i n n o v a t i v e  d e c i ­

s i o n s  a re  t hose  f o r c e d  upon an i n d i v i d u a l . . . [who]  i s  o r d e r e d  

by someone i n  a p o s i t i o n  o f  h i g h e r  a u t h o r i t y  to  a dop t  o r
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r e j e c t  an i n n o v a t i o n "  ( p .  3 0 1 ) .  The " c o l l e c t i v e  i n n o v a t i v e  

d e c i s i o n , "  on t h e  o t h e r  hand ,  i s  a p a r t i c i p a t i v e  a p p r o a c h .  

There  a re  f i v e  s t a g e s  i n  t h i s  a p p r o a c h ;  s t i m u l a t i o n  (a w a r e ­

ness o f  n e e d ) ;  i n i t i a t i o n  ( t h e  p r o c e s s  by w h ich  t h e  i d e a  

becomes f a m i l i a r ) ; l e g i t i m a t i o n  ( a p p r o v a l ) ;  d e c i s i o n  

( g a i n i n g  agreement  on t h e  a c c e p ta n c e  o r  r e j e c t i o n ) ; and 

a c t i o n  ( i m p l e m e n t i n g  i f  a c c e p t e d ) .

T h i s  t y p e  o f  d e s c r i p t i v e  change model  may a s s i s t  t h e  

change a g e n t  i n  somewhat the  same f a s h i o n  as th e  Z a l t m a n ,  

Duncan,  and H o lb ec k  M o d e l .  Tha t  i s ,  t h i s  model may e n a b le  

th e  change a ge n t  t o  b e t t e r  c o n c e p t u a l i z e  t h e  o r g a n i z a t i o n  

and p ro c e s s e s  he i s  d e a l i n g  w i t h .  By more f u l l y  u n d e r ­

s t a n d i n g  i t s  e n v i r o n m e n t  and i t s  t y p i c a l  means o f  accom­

p l i s h i n g  change ,  s / h e  can more s u c c e s s f u l l y  p l a n  how t o  

i n t e r v e n e - - w h e t h e r  to  a c t  as " s t i m u l a t o r "  o r  " i n i t i a t o r , "  

w h e th e r  t o  i d e n t i f y  " l e g i t i m a t o r s , " w h e th e r  t o  p l a n  d e c i ­

s i o n - m a k i n g  s e s s i o n s ,  e t c .

S t r a t e g i e s  and T a c t i c s  f o r  P lanned  O r g a n i z a t i o n a l  Change

A change s t r a t e g y  i s  an o v e r a l l  p l a n  f o r  f a c i l i t a t ­

i n g  a c c e p ta n c e  o f  ch ang e .  S t a t e d  i n  o t h e r  t e r m s ,  a 

s t r a t e g y  i s  a r e l a t i v e l y  b road  s e t  o f  p o l i c i e s  w h ic h  g u id e  

s p e c i f i c  change a c t i v i t i e s .  A number o f  t h e  p r i n c i p a l  

change s t r a t e g i e s  have been d i s c u s s e d  e a r l i e r :  R D & D , 

P r o b l e m - S o l v i n g ,  S o c i a l - I n t e r a c t i o n ,  and t h e  v a r i o u s  o t h e r  

a pp roa ches  m ig h t  be u t i l i z e d  as models o r  as s t r a t e g i e s ,  

d e p e n d in g  on th e  a p p l i c a t i o n .  L i n d q u i s t ,  f o r  e x a m p le .
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t r e a t s  t he s e  as s t r a t e g i e s ,  w h i l e  M o r r i s h  d e s c r i b e s  them as

m o d e ls .  Z a l tm a n  (1 9 77 ,  p. 71)  h e l p s  to  c l a r i f y  th e  m a t t e r  :

Models o f  change d e s c r i b e  o r  pe rhaps  p r e s c r i b e  
i n  a f o r m a l  way th e  g e n e r a l  p ro c e s s  o f  chan ge .
When t h e  p l a n n e r  b e g in s  to  o u t l i n e  an app roa ch  
f o r  a c t u a l l y  e x e c u t i n g  change,  h i s  mode becomes 
s t r a t e g i c .  The n o t i o n  o f  d e l i b e r a t e  and con­
s c i o u s  change i m p l i e s  t h a t ,  a t  some p o i n t  i n  the  
p r o c e s s ,  some means o r  s t r a t e g y  i s  s e l e c t e d  o r  
c r e a t e d  f o r  e f f e c t i n g  change.

In  s h o r t ,  an a pp ro ach  to  p la n n e d  change m ig h t  f u n c t i o n  as 

"m o d e l " o r  " s t r a t e g y "  depend ing  on i t s  u t i l i t y  a t  a g i v e n  

t i m e .  I f  used i n  d e s c r i b i n g  o r  p r e s c r i b i n g  c han ge ,  i t  i s  

o r d i n a r i l y  te rmed  a " m o d e l . "  I f  used i n  p l a n n i n g  the  

e x e c u t i o n  o f  change,  i t  s e rv e s  as " s t r a t e g y . "  To i l l u s ­

t r a t e ,  i n  d e s c r i b i n g  o r  c o n c e p t u a l i z i n g  a change p r o c e s s ,  a 

r e s e a r c h e r  m ig h t  u t i l i z e  t h e  P r o b l e m - S o l v i n g  M o d e l .  On the  

o t h e r  hand,  i f  s / h e  were i n v o l v e d  i n  e x e c u t i n g  o r g a n i z a ­

t i o n a l  change,  t h e  p r o b l e m - s o l v i n g  approach  wou ld  s e rv e  as 

s t r a t e g y  f o r  c h o o s in g  i n t e r v e n t i o n s  and s p e c i f i c  change 

a c t i o n s .

Za l tm an  (1 9 77 ,  p. 73)  p r o v i d e s  a u s e f u l  c a t e g o r i z a ­

t i o n  scheme f o r  t h e  s t r a t e g i e s  d i s c u s s e d  e a r l i e r  and f o r  

o t h e r  such app roa che s  t o  c h a n g e . Za l tm an  l i s t s  t h r e e  b a s i c  

t y p e s  o f  change s t r a t e g i e s — pow er ,  m a n i p u l a t i v e ,  and 

r a t i o n a l ;  "Power s t r a t e g i e s  a re  based on th e  o f f e r  o r  

a p p l i c a t i o n  o f  b a s i c  r e w a rd s  and p u n is h m e n ts  ; m a n i p u l a t i v e  

s t r a t e g i e s  i n v o l v e  a d e l i b e r a t e  a r r a n g i n g  o f  messages a nd /  

o r  a s p e c ts  o f  the  e n v i r o n m e n t ;  and r a t i o n a l  s t r a t e g i e s  i n -
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v o l v e  t r a n s m i t t i n g  h i g h - f i d e l i t y  messages t h a t  j u s t i f y  

c h a n g e . "

Power s t r a t e g i e s ,  a c c o r d i n g  to  Z a l t m a n ,  a re  the  

e a s i e s t  t o  a p p l y  because  th e y  i n v o l v e  t h e  t h r e a t  o f  p u n i s h ­

ment o r  th e  p ro m is e  o f  m e a n i n g f u l  r e w a r d .  Com p l ian ce  w i t h  

power s t r a t e g i e s  i s  n o t  r e l a t e d  t o  the  change i t s e l f ,  bu t  

t o  t h e  r e w a r d / p u n i s h m e n t  system c o n n e c te d  t o  t h e  change .  

Examples  o f  t h i s  t y p e  o f  s t r a t e g y  can be seen i n  Cu ba 's  

e c o n o m ic ,  p o l i t i c a l ,  and a u t h o r i t y  s t r a t e g i e s  ( 1 9 6 7 ) ;  i n  

C h in  and Benne ' s  p o w e r - c o e r c i v e  s t r a t e g y  ( 1 9 7 6 ) ;  o r  i n  the  

Rogers  and Shoemaker " a u t h o r i t y  i n n o v a t i v e  d e c i s i o n "  

ap p ro a ch  d i s c u s s e d  e a r l i e r .

M a n i p u l a t i v e  s t r a t e g i e s  c o n t r o l  e i t h e r  message o r  

e n v i r o n m e n t  i n  o r d e r  t o  i n f l u e n c e  th e  t a r g e t  g roup  ( Z a l tm a n  

p .  7 4 ) .  H e re ,  th e  t a r g e t  i s  p e rs u a d e d — p erhap s  by a 

" b i a s e d  m e s s a g e - - t h a t  t h e  change i s  w o r t h w h i l e .  Thus the  

m o t i v a t i o n  f o r  change i n  t h i s  t y p e  o f  s t r a t e g y ,  u n l i k e  t h a t  

o f  t h e  power s t r a t e g y ,  i s  t i e d  t o  the  change i t s e l f .  

O r g a n i z a t i o n a l  deve lo p m e n t  s t r a t e g i e s  ( s u c h  as th e  S u r v e y -  

F e ed b ac k -P rob le m  S o l v i n g - C o l l e c t i v e  D e c i s i o n  app roa ch  d i s -  ■ 

cussed  e a r l i e r )  e x e m p l i f y  th e  m a n i p u l a t i v e  s t r a t e g y .  

S i m i l a r l y ,  th e  p r o b l e m - s o l v i n g  and s o c i a l - i n t e r a c t i o n  

a p p ro a c h e s  t r e a t e d  e a r l i e r  a re  b o th  m a n i p u l a t i v e .

R a t i o n a l  s t r a t e g i e s  a t t e m p t  to  commun ica te  c l e a r  and 

a c c u r a t e  message a bo u t  th e  c h a n g e . . .  messages wh ich  con­

v i n c e  the  t a r g e t  t h a t  change i s  i n  h i s  b e s t  i n t e r e s t  ( p .
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75)= The m o t i v a t i n g  f o r c e  i n  t h i s  s t r a t e g y  i s  d i r e c t l y  

l i n k e d  t o  th e  change— as Z a l tm a n  p u t s  i t ,  " t h e  m o t i v a t i n g  

f o r c e  th e  c h a n g e . "  The R D & D app roach  d i s c u s s e d  

above i s  a r a t i o n a l  s t r a t e g y .  O th e r  examples  a re  th e  Chin 

and Benne (1 9 6 9 )  e m p i r i c a l - r a t i o n a l  s t r a t e g y  and C ub a 's  

v a l u e  and r a t i o n a l  s t r a t e g i e s  ( 1 9 6 7 ) .

T u r n in g  a t  t h i s  p o i n t  f rom th e  t o p i c  o f  change

s t r a t e g y  t o  t h a t  o f  t h e  change t a c t i c ,  t h e  f o l l o w i n g

q u e s t i o n  becomes p e r t i n e n t :  "What i s  t h e  r e l a t i o n  o f  t a c t i c

t o  s t r a t e g y ? "  " S t r a t e g y "  has been d e f i n e d  p r e v i o u s l y  as a

s e t  o f  p o l i c i e s .  " T a c t i c "  i s  d e f i n e d  by H a v e lo c k  ( 1 9 7 3 ,  p.

153) as " e x p l i c i t  sequences  o f  a c t i o n  s t e p s  t h a t  make u p . . .

s t r a t e g i e s . "  Thus ,  the  r e l a t i o n  o f  t a c t i c  to  s t r a t e g y  i s

t h a t  o f  s p e c i f i c  a c t i o n  t o  p o l i c y .  As p o l i c y  o r  o v e r a l l

p l a n ,  th e  s t r a t e g y  i s  c o m p a r a t i v e l y  b road  and w i l l  l i k e l y

r e q u i r e  a v a r i e t y  o f  t a c t i c s  f o r  i m p l e m e n t a t i o n .  Z a l tm an

( 1 9 7 7 ,  p. 82)  e x p l a i n s  i n  t h e s e  t e rm s  :

P a r t i c u l a r  t a c t i c s  m ig h t  be employed t o  i m p l e ­
ment any o f  th e  b road  s t r a t e g i e s ;  and i n  f a c t  
i t  i s  l i k e l y  t h a t  i n  s t u d y i n g  d i f f e r e n t  s t r a ­
t e g i e s  we can o b s e rv e  th e  same t a c t i c s  b e in g  
u s ed .  C e r t a i n  t a c t i c s  may be more u s e f u l  f o r  
one o f  t h e  b ro a d  s t r a t e g y  t y p e s ,  b u t  e s s e n t i a l l y  
t h e y  a re  th e  ' t o o l s '  t h e  s t r a t e g i s t  has a v a i l ­
a b l e  r e g a r d l e s s  o f  t h e  b road  app roach  he de­
c i d e s  t o  u s e .

Z a l tm a n  goes ahead t o  l i s t  f i v e  k i n d s  o f  t a c t i c s  f o r  

t h e  change a ge n t  ( p .  9 2 ) - - I n f o r m a t i o n / L i n k a g e ; P r o d u c t -  

D e v e lo p m e n t ;  U s e r - I n v o l v e m e n t ;  T r a i n i n g / I n s t a l l a t i o n /  

S u p p o r t ;  and L e g a l .  ( 1 )  I n f o r m a t i o n / L i n k a g e  t a c t i c s  s u p p l y
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a d d i t i o n a l  i n f o r m a t i o n  t h a t  may be n e c e s s a r y  to  c r e a t e  

c h a n g e .  Such t a c t i c s  may o f t e n  be i n t e n d e d  t o  open commun­

i c a t i o n  c h a n n e l s ;  t h u s  th e  te rm  " l i n k a g e . "  M a i l , a d v e r t i s ­

i n g ,  books ,  f i e l d  a g e n t s ,  and w orkshops  a re  I n f o r m a t i o n /  

L i n k a g e  t a c t i c s .  ( 2 )  The P r o d u c t - D e v e lo p m e n t  t a c t i c  

i n v o l v e s  th e  use o f  a p r o d u c t  o r  p ro c e d u r e  t o  b r i n g  abou t  

c h a n g e .  Z a l tm a n  e x p l a i n s  t h a t  change t a c t i c s  o f  t h i s  t y pe  

o r d i n a r i l y  i n v o l v e  p r o v i d i n g  th e  p r o d u c t  f o r  the  u s e r . . .  

p e r h a p s  t h r o u g h  l o w - c o s t  o r  f r e e  samples  ( p .  9 5 ) .  ( 3 )

U s e r - I n v o l v e m e n t  t a c t i c s  a re  based on th e  p re m ise  t h a t  

change i s  f a c i l i t a t e d  when th o s e  i n v o l v e d  a re  i n c l u d e d  i n  

t h e  i m p l e m e n t a t i o n .  T h e i r  a p p r o v a l  o r  a d v i c e  i s  n o t  

a d e q u a t e — th e y  must  be a c t i v e l y  i n v o l v e d .  Thus,  t a c t i c s  o f  

t h i s  t y p e  seek to  i n v o l v e  u s e r s  i n  d e c i s i o n - m a k i n g ,  i n  

f i e l d - t e s t i n g ,  i n  t r a i n i n g  o t h e r s ,  o r  i n  any c o l l a b o r a t i v e  

e f f o r t  c o n n e c te d  w i t h  t h e  c h ang e .  ( 4 )  T r a i n i n g / I n s t a l l a -  

t i o n / S u p p o r t  t a c t i c s  a t t e m p t  t o  f a c i l i t a t e  change by t r a i n ­

i n g ,  by a s s i s t i n g  i n  i n s t a l l a t i o n ,  and by m o n i t o r i n g  change 

( p p , 9 5 - 9 6 ) .  The u n d e r l y i n g  a s s u m p t io n  i s  t h a t  the  u s e r ' s  

a b i l i t y  t o  change i s  c o n n e c te d  w i t h  f a c t o r s  such as s k i l l  

l e v e l ,  j o b  s a t i s f a c t i o n ,  and a de qua te  o r g a n i z a t i o n a l  r e ­

s o u r c e s  ( f u n d i n g ,  e t c . ) .  S p e c i f i c  t a c t i c s  o f  t h i s  t y p e  may 

be h e l p i n g  t o  g e n e r a te  f i n a n c e s ,  o f f e r i n g  i n - s e r v i c e  

c l a s s e s ,  p r o v i d i n g  c o n s u l t a t i o n ,  b u i l d i n g  n e t w o r k s ,  o r  p r o ­

v i d i n g  a f e e d b a c k / m o n i t o r i n g  s y s te m .  Such a m o n i t o r i n g  

sys tem  i s  u s e f u l  i n  t h a t  i t  a l l o w s  th e  u s e r  t o  r e a c t  mean­
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i n g f u l l y  to  p r o g r e s s i o n  o f  the  change p r o j e c t , ch a n g in g  

d i r e c t i o n  as n e c e s s a r y .  ( 5 )  L e g a l  t a c t i c s  a re  th o s e  wh ich  

command change o r  r e q u i r e  i t  t h r o u g h  l e g i s l a t i o n .  Za l tm an  

p o i n t s  o u t  ( p .  98)  t h a t  c a u t i o n  s h o u ld  be used w i t h  such 

t a c t i c s  because change may n o t  be s u s t a i n e d  o v e r  t im e  i f  

t h e r e  i s  n o t  some l e v e l  o f  u se r  commitment  t o  the  change 

i t s e l f .

F i n a l l y ,  Za l tm a n  o f f e r s  c r i t e r i a  f o r  e v a l u a t i n g  the  

u s e f u l n e s s  o f  v a r i o u s  t a c t i c s  (p p .  1 0 0 - 1 0 1 ) .  The e v a l u a ­

t i o n  scheme l i s t s  numerous t a c t i c s  o f  t h e  f i v e  t y p e s  d i s ­

cussed  abo ve .  Each t a c t i c  i s  then  r a t e d  as l o w ,  medium, o r

h ig h  a c c o r d i n g  t o  s i x t e e n  c r i t e r i a ,  f ro m  s t a b i l i t y  ( " t h e

e x t e n t  t o  w h ic h  t h e  t a c t i c ,  once im p le m e n te d ,  i s  l i k e l y  to  

o p e r a t e  i n  th e  manner p r e d i c t e d " )  t o  t h e  c o s t  to  t h e  u s e r .  

The use o f  t r a i n i n g  m anua ls ,  f o r  exam p le ,  r a t e s  h ig h  i n  

s t a b i l i t y ,  low i n  p e r s o n a l  c o n t a c t ,  h i g h  i n  ease o f  use,

medium i n  c o s t  to  u s e r ,  e t c . Us ing  such an e v a l u a t i o n

scheme, the  change a g e n t / p l a n n e r  can e a s i l y  assess  many o f  

the  p o s s i b l e  t a c t i c s  t h r o u g h  c o n s i d e r i n g  w h ich  c r i t e r i a  a re  

most  i m p o r t a n t  f o r  t h e  change s i t u a t i o n  i n  q u e s t i o n .

H a v e lo c k  (1 9 7 3 ,  pp.  1 5 3 -1 8 6 )  a p p ro a c he s  the  c a t e ­

g o r i z a t i o n  o f  t a c t i c s  i n  a somewhat d i f f e r e n t  manner.

Under th e  h e a d in g s  o f  P r o b l e m - S o l v i n g ,  S o c i a l - i n t e r a c t i o n ,  

and R D & D s t r a t e g i e s ,  he g i v e s  an e x t e n s i v e  l i s t  o f  

a s s o c i a t e d  t a c t i c s .  Each t a c t i c  i s  d i s c u s s e d  i n  t e rm s  o f  

i t s  u s e f u l n e s s  f o r  i m p le m e n t i n g  t h e  g i v e n  s t r a t e g y .  For
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exa m p le ,  unde r  S o c i a l - I n t e r a c t i o n  s t r a t e g i e s  i s  t h e  " P r e s ­

t i g e  S u g g e s t i o n "  t a c t i c ;

Most  S - I  s t r a t e g i e s  employ v a r i o u s  f o rm s  o f  
p r e s t i g e  s u g g e s t i o n .  The p o t e n t i a l  a d o p te r  
i s  t o l d  o f  t h e  n e i g h b o r s ,  p e e r s ,  and l o c a l ,  
r e g i o n a l ,  and n a t i o n a l  l e a d e r s  who have 
adop te d  and endo rsed  th e  i n n o v a t i o n .  I f  
t he s e  p e r s o n s  a re  p e r c e i v e d  by t h e  u s e r  as 
s i g n i f i c a n t  l e a d e r s  and r e p r e s e n t a t i v e s  o f  
p e r s o n a l l y  r e l e v a n t  r e f e r e n c e  g r o u p s ,  then  
p re s u m a b ly  t h e  s u g g e s t i o n  w i l l  be e f f e c t i v e .
( p p . 160-161  ) .

Under  R D & D s t r a t e g i e s — to  o f f e r  a second exam p le — i s

"U s e r  Need S u r v e y s "  ( p .  1 6 4 ) .  .

The most  s o p h i s t i c a t e d  R D & D s t r a t e g i e s  
i n c l u d e  s y s t e m a t i c  d a ta  c o l l e c t i o n  on the  
needs o f  t h e  t a r g e t  p o p u l a t i o n , and use t h i s  
d a ta  i n  t h e  d e s i g n  and d eve lo pm en t  phase s .
By so d o in g  th e y  p a r t i a l l y  a c c o u n t  f o r  some 
o f  t h e  f a c t o r s  s t r e s s e d  by th e  P-S s t r a t e ­
g i e s  d i s c u s s e d  e a r l i e r .

H a v e l o c k ' s  l i s t  o f  t a c t i c s  i s  l e s s  e x h a u s t i v e  than  

Z a l t m a n ' s ,  and he does n o t  i n c l u d e  such p r e c i s e  e v a l u a t i o n  

c r i t e r i a .  On t h e  o t h e r  hand ,  as can be seen f rom th e s e  e x ­

a m p les ,  the  t a c t i c s  wh ich  a re  d i s c u s s e d  a re  t r e a t e d  i n  a 

h i g h l y  u s e f u l ,  p r a g m a t i c  manner.

Ka tz  and Kahn (1 9 6 6 )  p r o v i d e  s t i l l  a n o t h e r  p e r s p e c ­

t i v e  on change t a c t i c s — th e y  d i s c u s s  th e  f o l l o w i n g  methods 

f o r  b r i n g i n g  a b o u t  o r g a n i z a t i o n a l  ch ang e :  the  d i r e c t  use o f  

i n f o r m a t i o n ,  s k i l l s  t r a i n i n g ,  i n d i v i d u a l  c o u n s e l i n g  and 

t h e r a p y ,  t h e  i n f l u e n c e  o f  th e  pee r  g r o u p ,  s e n s i t i v i t y  

t r a i n i n g ,  g roup  t h e r a p y ,  f e e d b a c k  on o r g a n i z a t i o n a l  f u n c ­

t i o n i n g  and d i r e c t  s t r u c t u r a l  o r  s y s t e m i c  a l t e r a t i o n  ( p .
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3 9 2 ) .  A l t h o u g h  th e  w r i t e r s  d i s c u s s  each o f  the se  t a c t i c s  

r a t h e r  t h o r o u g h l y  i n  te rm s  o f  s t r e n g t h s  and weaknesses ,  t h e  

scheme o f  c a t e g o r i z a t i o n  i s  somewhat " l o o s e "  by com par ison  

w i t h  t h o s e  o f  b o th  Z a l tm a n  and H a v e lo c k .  The t a c t i c s  a re  

t r e a t e d  i n  random f a s h i o n ,  w i t h o u t  t h e  c l e a r  c o n n e c t i o n s  t o  

o v e r a l l  s t r a t e g i e s  t h a t  b o th  Z a l tm a n  and H a v e loc k  o f f e r .

Cuba ’ s t r e a t m e n t  o f  t a c t i c s  (1 9 6 7 )  i s  s i m i l a r  to  

t h a t  o f  K a tz  and Kahn i n  t h a t  he f o c u s e s  on a r e l a t i v e l y  

s m a l l  number:  t e l l i n g ,  s h o w in g ,  h e l p i n g ,  i n v o l v i n g ,  t r a i n ­

i n g ,  and i n t e r v e n i n g .  Cuba does ,  h o w e v e r ,  c l e a r l y  c o nn e c t  

t h e s e  " d i f f u s i o n  t e c h n i q u e s "  w i t h  b r o a d e r  s t r a t e g i e s .  H is  

t y p o l o g y  s p e c i f i e s  how each t a c t i c  wou ld  o r  wou ld  n o t  be 

used w i t h i n  a g i v e n  s t r a t e g y .  The p o i n t  emphasized i s  t h a t  

t h e  t a c t i c  s h o u ld  be c o n s i s t e n t  w i t h  t h e  s t r a t e g y  c hose n .
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DESIGN AND METHODS

I n  t h i s  s t u d y  i n t e r v i e w s  were c o n d u c te d  w i t h  the  

t r a i n i n g  managers i n  t h e  da ta  p r o c e s s i n g  d i v i s i o n s  o f  n i n e  

l a r g e  c o r p o r a t i o n s .  T h i s  c h a p t e r  t r e a t s  the  p r o c e s s e s  o f  

( 1 )  s e l e c t i n g  th e  d a ta  p r o c e s s i n g  o r g a n i z a t i o n s  s e r v i n g  as 

p o p u l a t i o n  and s a m p le ;  ( 2 )  c o l l e c t i n g  d a t a ;  and ( 3 )  a n a l y z ­

i n g  t h e  d a t a .

S e l e c t i o n  o f  P o p u l a t i o n  and Sample

The j u r y  method was used to  d e t e r m i n e  w h ich  d a ta  

p r o c e s s i n g  t r a i n i n g  p ro g ram s  wou ld  be used i n  t h e  s t u d y .

The j u r y — or p a n e l  o f  p r o f e s s i o n a l s - - w a s  made up o f  educa­

t i o n a l  r e p r e s e n t a t i v e s  f o r  n a t i o n a l  t r a i n i n g  com pan ies ,  

p e o p le  who d e a l  r e g u l a r l y  w i t h  many d a ta  p r o c e s s i n g  o r g a n ­

i z a t i o n s  i n  such  a way t h a t  th e y  can make i n f o r m e d  j u d g e ­

ments based on t h e  c r i t e r i a  s p e c i f i e d .  From th e  recom­

m e n d a t io n s  o f  t h i s  p a n e l  a sample  o f  t r a i n i n g  p ro g ram s  was 

c hose n .

The c r i t e r i a  used i n  t h e  s e l e c t i o n  o f  t r a i n i n g  p r o ­

grams a re  as f o l l o w s .

1 .  The d a ta  p r o c e s s i n g  o r g a n i z a t i o n s  had a minimum o f  100 

e m p lo y e e s .
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2.  The o r g a n i z a t i o n s  had im p le m en te d  a new t r a i n i n g

d e p a r tm e n t  o r  p rogram w i t h i n  r e c e n t  y e a r s .  Change 

p r o j e c t s  wh ich  began more than  f o u r  to  f i v e  y e a rs  ago 

were n e t  c o n s i d e r e d  because o f  t h e  d i f f i c u l t y  o f  

o b t a i n i n g  a c c u r a t e  i n f o r m a t i o n  a bo u t  th e  e a r l y  s ta g e s  

o f  the  p r o j e c t s .

5.  The t r a i n i n g  p rog ram s  gave e v id e n c e  o f  b e in g  o f

r e l a t i v e  im p o r t a n c e  i n  t h e  o r g a n i z a t i o n s - - p r i m a r i l y  

t h r o u g h  l a r g e  i n v e s t m e n t s  i n  e q u ip m e n t ,  f a c i l i t i e s ,  o r  

employee t i m e .

4 .  The t r a i n i n g  p rog ram s appeared  t o  be r e p r e s e n t a t i v e  o f  

such p rog ram s  i n  l a r g e  d a ta  p r o c e s s i n g  o r g a n i z a t i o n s  

i n  t h e  s o u t h w e s te r n  r e g i o n .

Data C o l l e c t i o n  P ro c e d u re s  

I n f o r m a t i o n  was c o l l e c t e d  i n  t h e  d a ta  p r o c e s s in g  

o r g a n i z a t i o n s  t h r o u g h  i n - d e p t h ,  m i n i m a l l y  s t r u c t u r e d  i n t e r ­

v i e w s .  An e x t e n s i v e  i n t e r v i e w  was c o nd u c te d  w i t h  the  

t r a i n i n g  manager i n  each o r g a n i z a t i o n .  Each i n t e r v i e w  was 

c o n d u c te d  as an i n f o r m a l  s e s s io n  b e g i n n i n g  w i t h  and f o c u s ­

in g  on a v e ry  g e n e r a l  q u e s t i o n  i n t e n d e d  to  e l i c i t  f u l l  

d i s c u s s i o n  o f  i s s u e s ,  no t  b r i e f  answers  chosen f rom a 

s p e c i f i e d  range  o f  p o s s i b i l i t i e s .  The i n t e n t i o n  was to  

s t i m u l a t e  the  re s p o n d e n t  to  o f f e r  p e r t i n e n t  d a ta  f rom h i s /  

her  e x p e r i e n c e s  r a t h e r  than  t o  choose an answer f rom a s e t  

o f  " e x p e c t e d "  and a p p r o p r i a t e  answ ers .

The m i n i m a l l y  s t r u c t u r e d  i n t e r v i e w  was chosen as
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more a p p r o p r i a t e  f o r  t h i s  s t u d y  than  q u a n t i t a t i v e  measures 

such as the  s u r v e y  because o f  the  " p h e n o m e n o l o g i c a l "  n a t u r e  

o f  t h e  s t u d y .  M i s h l e r  (1 979 )  and C a r i n i  ( 1 9 75 )  o f f e r  use ­

f u l  d i s c u s s i o n s  o f  phenomenology  as an app roach  t o  r e s e a r c h ;  

b o th  c o n t r a s t  t h e  t r a d i t i o n a l  q u a n t i t a t i v e  method o f  

r e s e a r c h  w i t h  t h e  more q u a l i t a t i v e  p h e n o m e n o lo g ic a l  

a p p ro a c h .  They d e f i n e  phenomenology  e s s e n t i a l l y  as a 

method wh ich  seeks a f u l l e r  u n d e r s t a n d i n g  o f  the  meaning o f  

th e  phenomenon as a u n i t y  t h r o u g h  p r o p e r  a t t e n t i o n  to  

c o n t e x t .  M i s h l e r  c o n te n d s  t h a t  t r a d i t i o n a l  r e s e a r c h  

ap p ro ache s  i n  t h e  s o c i a l  and b e h a v i o r a l  s c i e n c e s  have to o  

o f t e n  i g n o r e d  the  im p o r ta n c e  o f  c o n t e x t .

Our p ro c e d u r e s  a re  aimed a t  i s o l a t i n g  v a r i a b l e s  
f rom th e  p e r s o n a l  and s o c i a l  c o n t e x t s  i n  wh ich  
th e y  o p e r a t e .  Through f a c t o r  a n a l y s i s  and s c a l ­
i n g  p r o c e d u r e s ,  we s e a rc h  f o r  pu re  v a r i a b l e s ,  f o r  
measures o f  u n i t a r y  d im e n s io n s  t h a t  w i l l  n o t  be 
c o n t a m in a te d  by o t h e r  v a r i a b l e s .  I d e a l  measures 
a re  i n d e p e n d e n t ,  f r e e - s t a n d i n g ,  o r t h o g o n a l  — 
t h a t  i s ,  u n r e l a t e d  t o  measures o f  o t h e r  v a r i a b l e s .
The h i s t o r y  o f  p s y c h o m e t r i c s  d e m o n s t r a te s  t h a t  i t  
i s  p o s s i b l e  t o  do t h i s  o r  a t  l e a s t  t o  c r e a t e  the  
i l l u s i o n  t h a t  i n d e p e n d e n t  and pu re  v a r i a b l e s  e x i s t .
I t  i s  much l e s s  e v i d e n t  t h a t  such v a r i a b l e s  have 
b r o u g h t  us any c l o s e r  to  the  g e n e r a l  la ws  th e y  were 
i n t e n d e d  t o  s e rv e  o r  t o  a deeper u n d e r s t a n d i n g  o f  
human a c t i o n  (p p .  2 - 3 ) .

C a r i n i  ( p .  19)  o f f e r s  a s i m i l a r  s t a t e m e n t ,  f o c u s i n g  on

e v a l u a t i o n  r e s e a r c h  i n  e d u c a t i o n .  She e x p l a i n s  t h a t .

In  l o g i c a l  i n q u i r y ,  t h e  f u n c t i o n  o f  o b s e r v a t i o n  
i s  to  p r e d i c a t e  the  p r o p e r t i e s  o f  a phenomenon,  
w h i l e  t h e  f u n c t i o n  o f  r e c o r d i n g  i s  t o  o b j e c t i f y  
( n u m e r a l i z e )  the  p r o p e r t i e s .  In  o r d e r  t o  o r g a n i z e  
th e  o b s e r v a t i o n s ,  e x p e r i m e n t a l  i n v e s t i g a t i o n  i s  
u n d e r t a k e n  to  a n a ly z e  the  c a u s a l  r e l a t i o n s h i p s  
among th e  p r o p e r t i e s  o f  th e  phenomenon.
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On th e  o t h e r  hand,  she c o n t i n u e s ,

t h e  f u n c t i o n  o f  o b s e r v i n g  i n  p h e n o m e n o lo g i c a l  
i n q u i r y  i s  t o  c o n s t i t u t e  t h e  m u l t i p l e  mean ings  o f  
t h e  phenomenon,  w h i l e  t h e  f u n c t i o n  o f  r e c o r d i n g  
t h e  phenomenon i s  t o  r e f l e c t  t h o s e  mean ings  f o r  
t h e  c o n t e m p l a t i o n  o f  th e  o b s e r v e r .

I t  was t h e  i n t e n t i o n  o f  t h i s  s t u d y  t o  o bs e rv e  th e  

phenomenon o f  t h e  i m p l e m e n t a t i o n  o f  t r a i n i n g  p rog ram s as a 

u n i t y . . .  t o  u n d e r s t a n d  t h e  phenomenon w i t h i n  i t s  c o n t e x t  

and t h u s  to  " c o n s t i t u t e  the  m u l t i p l e  meanings  o f  the  

phenomenon. "

The m i n i m a l l y  s t r u c t u r e d  i n t e r v i e w  o f f e r s  an 

e f f e c t i v e  t o o 1 f o r  o b s e r v i n g  t h e  c o m p l e x i t y  o f  such a 

phenomenon i n  t h a t  t h e  i n t e r v i e w e e  i s  f r e e  t o  d i s c u s s  any 

a s p e c t  o f  the  e n v i r o n m e n t  s / h e  c o n s i d e r s  s i g n i f i c a n t .  The 

p e rs o n  b e in g  i n t e r v i e w e d  i s  n o t  r e s t r i c t e d  i n  e i t h e r  t y p e  

o r  l e n g t h  o f  a nsw e r .  The s i g n i f i c a n t  i s s u e s  may be r a i s e d  

by th e  r e s p o n d e n t ,  and th e  d i s c u s s i o n  may l e a d  anywhere 

t h a t  f u l l  e x p l a n a t i o n  r e q u i r e s .  The r e s p o n d e n t  i s  n o t  r e ­

s t r i c t e d  to  c e r t a i n  q u e s t i o n s  n o r  by a range  o f  a n s w e r s . . .  

n o r  by a s p e c i f i e d  l e n g t h  f o r  answers  on a s u r v e y  s h e e t .  

Many o f  t h e  most  i m p o r t a n t  p o i n t s  may be o f f e r e d  as th e  

r e s p o n d e n t  expands on i n i t i a l  p o i n t s .

The a s s u m p t io n  b e h in d  t h e  m i n i m a l l y  s t r u c t u r e d  

i n t e r v i e w  i s  t h a t  t h e  b e s t  q u e s t i o n s  (and answ ers )  a re  n o t  

known i n  a dva nce .  As S c h w a r tz  and Jacobs (1 9 7 9 ,  p. 37)  

e x p l a i n ,  " A p p r o p r i a t e  o r  r e l e v a n t  q u e s t i o n s  a re  seen to
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emerge f ro m  the  p ro c e s s  o f  i n t e r a c t i o n  t h a t  o c c u r s  between 

t h e  i n t e r v i e w e r  and i n t e r v i e w e e .  Th rough t h i s  i n f o r m a l  

p r o c e s s  o f  g i v e  and t a k e  th e  i n v e s t i g a t o r  becomes ' s e n s i ­

t i z e d '  t o  wh ich  q u e s t i o n s  c o n s t i t u t e  r e l e v a n t  and m ean in g ­

f u l  i s s u e s  t o  the  r e s p o n d e n t  (and o t h e r s  l i k e  h i m ) .

The m i n i m a l l y  s t r u c t u r e d  i n t e r v i e w  p r o v i d e s  a 

g r e a t e r  degree  o f  fe e d b a c k  f rom th e  r e s p o n d e n t  t h a n  o t h e r  

me thods  a v a i l a b l e . . . a n d ,  c o n s e q u e n t l y ,  more a c c u r a t e  da ta  

f o r  t h i s  k i n d  o f  s t u d y .  As S chw ar tz  and Jacobs e x p l a i n ,  

t h e r e  i s  a lw a y s  th e  p o s s i b i l i t y  o f  a d i f f e r e n c e  between a 

r e s p o n d e n t ' s  answer and what  s / h e  t h i n k s  o r  means.  How­

e v e r ,  "The  i n f o r m a l  i n t e r v i e w e r  i n  a f a c e - t o - f a c e  i n t e r ­

a c t i o n  has a g r e a t e r  degree  o f  f ee d ba c k  than  t h o s e  u s in g  

s t r u c t u r e d  i n t e r v i e w s  o r  m a i l e d  q u e s t i o n n a i r e s .  T h i s  f e e d ­

back can be used as a way o f  e v a l u a t i n g  the  s t a t u s  o f  

r e s p o n d e n t s '  a c c o u n t s . "  They c o n t i n u e ,  " W h i l e  one may be 

m is t a k e n  i n  h i s  t o t a l  assessm ent  on th e  b a s i s  o f  i n t e r ­

p r e t a t i o n  and r e i n t e r p r e t a t i o n  o f  what  o t h e r s  sa y ,  how 

t h e y  say i t ,  and n o n v e r b a l  cu es ,  the  g ro und s  f o r  such an 

assessm en t  a re  much s t r o n g e r  i n  f a c e - t o - f a c e  i n t e r a c t i o n s  

t h a n  i n  s u rv e y  r e s e a r c h ,  where t h e r e  i s  no d i r e c t  b a s i s  f o r  

w e i g h i n g  and e v a l u a t i n g  t h e  words o f  o t h e r s . "

Each i n t e r v i e w  fo c u s e d  on th e  c e n t r a l  q u e s t i o n - -  

" T e l l  me a bou t  th e  h i s t o r y  o f  t h e  p r o j e c t . "  Tha t  i s ,  t h e  

r e s p o n d e n t  was asked to  n a r r a t e  i n  c h r o n o l o g i c a l  o r d e r  the  

i m p o r t a n t  e v e n ts  o f  th e  change p r o j e c t ;  who s t a r t e d  i t  (and
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h o w ) . . . w h a t  e v e n t s  h e lp e d  i t  a l o n g . . . w h a t  p ro b le m s  o c c u r r e d  

. . . w h o  were th e  a c t o r s  i n  t h e s e  e v e n ts ?  The r e s p o n d e n t  was 

a s s u r e d  t h a t  a l l  i n f o r m a t i o n  w ou ld  be t r e a t e d  as r e s e a r c h  

d a ta  o n l y  and t h a t  n e i t h e r  h i s / h e r  name n o r  t h a t  o f  the  

company w ou ld  be r e v e a l e d  i n  t h e  s t u d y .

Once t h e  r e s p o n d e n t  began " t e l l i n g  th e  s t o r y "  o f  

t h e  change p r o j e c t ,  t h e  i n t e r v i e w e r - - a s  much as p o s s i b l e —  

a l l o w e d  th e  r e s p o n d e n t  t o  p ro c ee d  as s / h e  ch o s e .  Such a 

n a r r a t i o n  was i n t e n d e d  t o  a l l o w  th e  r e s p o n d e n t  t o  f o c u s  on 

i s s u e s  and e v e n t s  w h ich  s / h e  saw as s i g n i f i c a n t .  A t  th e  

c o n c l u s i o n  o f  t h i s  n a r r a t i o n ,  t h e  r e s p o n d e n t  was asked a 

number o f  s p e c i f i c  q u e s t i o n s  i n  an a t t e m p t  t o  c o v e r  any 

a re a s  o f  p a r t i c u l a r  c o n c e rn  w h ich  m ig h t  have been o m i t t e d .  

These q u e s t i o n s  were p la c e d  a t  t h e  end i n  o r d e r  to  a v o i d  

undue " c o n t a m i n a t i o n "  o f  t h e  i n t e r v i e w  i t s e l f  (see  Append ix  

A f o r  th e  l i s t  o f  q u e s t i o n s  added a t  th e  end o f  the  

i n t e r v i e w )  .

P r e l i m i n a r y  i d e a s  and r e a c t i o n s  were re c o r d e d  

im m e d i a t e l y  a f t e r  t h e  s e s s i o n s .  S in ce  most  o f  the  i n t e r ­

v ie w s  were l e n g t h y  and q u i t e  i n v o l v e d ,  h ow e v e r ,  t h e y  were 

tap e  r e c o r d e d  f o r  l a t e r  t r a n s c r i p t i o n .  A l t h o u g h  the  tap e  

r e c o r d i n g s  c o u l d  n o t  r e c o r d  n o n v e r b a l  c o m m u n ic a t io n  and 

o t h e r  s u b t l e t i e s  o f  f a c e - t o - f a c e  i n t e r a c t i o n ,  th e y  h e lp e d  

t o  p r e s e r v e  v e r b a l  d e t a i l s  o f  t h e  i n t e r v i e w s .

A n a l y s i s  P ro c e d u re

T h ro u g h o u t  t h e  p ro c e s s  o f  c o n d u c t i n g  i n t e r v i e w s ,  a
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c o n t i n u i n g  a n a l y s i s  o f  d a ta  was c a r r i e d  o u t .  I n i t i a l  

i n t e r v i e w s  s u g g e s te d  t e n t a t i v e  h y p o th e s e s ;  t h e s e  were then  

checked  a g a i n s t  a c c u m u l a t i n g  d a t a ,  r e v i s e d ,  and ,  f i n a l l y ,  

e i t h e r  s e l e c t e d  f o r  a d d i t i o n a l  s t u d y  o r  r e j e c t e d .  T h i s  

o n g o in g  a n a l y s i s  e s t a b l i s h e d  a number o f  " w o r k i n g  

h y p o t h e s e s "  by t h e  t im e  i n t e r v i e w s  were c o m p le te d .  To 

p r o p e r l y  e v a l u a t e  t h e s e ,  i n f o r m a t i o n  was then  s y s t e m a t i c ­

a l l y  a r r a n g e d  and t h o r o u g h l y  e xam ine d .

I n  o r d e r  to  a c c o m p l i s h  t h i s ,  tape  r e c o r d e d  

i n t e r v i e w s  were t r a n s c r i b e d  and r e v i e w e d .  The t r a n s c r i p t s  

were the n  a n a ly z e d  by use o f  ( l )  f r e q u e n c y  t a b l e s  t h a t  

h e lp e d  d e t e r m i n e  th e  t o p i c s / i d e a s  w h ich  had r e c e i v e d  most  

em p ha s is ;  ( 2 )  a co m p a r is o n  c h a r t  w h ich  h i g h l i g h t e d  

p a t t e r n s ,  a s s o c i a t i o n s ,  and u n u s u a l  amounts o f  emphasis 

(see  A ppe nd ix  B ) ;  and ( 3 )  b r i e f  summaries  o f  t h e  i n t e r ­

v i e w s .  The summaries were based on e i g h t  t o p i c s  t h a t  had 

been fou n d  t o  be r e c u r r e n t  and s i g n i f i c a n t  themes .  These 

t o p i c s  were th e  f o l l o w i n g ;

1 .  I n i t i a t i o n / E a r l y  Deve lopment

2 .  M a jo r  Changes as th e  P r o j e c t  has P ro g r e s s e d

3. R e s i s t a n c e  t o  P r o j e c t

4 .  A c q u i r i n g  Employee S u p p o r t

5.  A c q u i r i n g  Management S u p p o r t

6.  P u b l i a i t y /C o m m u n ic a t i o n  Methods

7.  U s e f u l  Ro le s  o r  P e r s o n a l  C h a r a c t e r i s t i c s  f o r  T r a i n i n g  

M a n a g e r / S t a f f
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8.  Recommended Sequence o f  S teps  f o r  I m p l e m e n t a t i o n

A f t e r  th e  t a b u l a t i n g  and s u m m a r iz in g  o f  d a ta  had

been c o m p le t e d ,  m a jo r  s i m i l a r i t i e s ,  d i f f e r e n c e s ,  p a t t e r n s ,

and a s s o c i a t i o n s  i n  t h e  d a ta  were s o u g h t .  The co m p a r is o n

c h a r t  and summaries f a c i l i t a t e d  a s y n t h e s i s  and e v a l u a t i o n

o f  d a t a .  A t  t h i s  p o i n t ,  t h e n ,  an e v a l u a t i o n  o f  w o r k i n g

h y p o th e s e s  ( e a r l i e r  c o n c l u s i o n s )  was p o s s i b l e . . .  and the n

f o r m u l a t i o n  o f  f i n a l  c o n c l u s i o n s .

The a n a l y s i s  p ro c e s s  used i n  t h e  s t u d y  i s  w e l l

d e s c r i b e d  by C a r i n i  ( 1 9 75 ,  p. 2 9 ) ;  she c a l l s  t h e  method

" d o c u m e n t i n g . "  D ocum en t ing  i n v o l v e s  a " p r o c e s s  o f

s e l e c t i n g  and j u x t a p o s i n g  re c o r d e d  o b s e r v a t i o n s  and o t h e r

r e c o r d s  o f  phenomena l  meaning i n  o r d e r  to  r e v e a l

r e c i p r o c i t i e s  and t h e r e f o r e ,  t o  app roach  the  i n t e g r i t y  o f  a

phenomenon. "  The r e c i p r o c i t i e s  spoken o f  a re  s e t s  o f

a b s t r a c t e d  d im e n s io n s  o f  the  phenomenon.  She c o n t i n u e s .

As o b s e r v i n g  and r e c o r d i n g  i n f o r m  each o t h e r ,  
and l e v e l s  o f  t h e  phenomenon und e r  i n q u i r y  
r e v e a l  t h e m s e l v e s ,  th e  o r g a n i z a t i o n  o f  o b s e r v a ­
t i o n s  b o th  to  i n t e n s i f y  t h e  o b s e r v e r ' s  p a r t i c i p a ­
t i o n  and t o  s t a t e  t h e  m u l t i p l e  r e c i p r o c i t i e s  
u n d e r l y i n g  t h e  i n t e g r i t y  o f  t h e  phenomenon be­
comes c r i t i c a l .  T h a t  i s ,  i n  t h e  a c c r u a l  o f  
r e c o r d e d  o b s e r v a t i o n s  and o t h e r  r e c o r d s  o f  
phenomenal  meaning o v e r  t i m e ,  p a t t e r n s  o f  mean­
i n g  emerge b o th  t h r o u g h  th e  i n c r e a s i n g l y  r e v e a l ­
ed c o m p l e x i t y  and i n t e r p e n e t r a t i o n  o f  t h e  phen­
omena o b s e r v e d ,  and t h r o u g h  th e  i n c r e a s i n g l y  
a r t i c u l a t e d  t h o u g h t  o f  the  o b s e r v e r .  The p ro c e s s  
o f  s e l e c t i n g  and j u x t a p o s i n g  r e c o r d e d  o b s e r v a ­
t i o n s  and o t h e r  r e c o r d s  o f  phenomenal  meaning i n  
o r d e r  t o  r e v e a l  r e c i p r o c i t i e s  and t h e r e f o r e  t o  
approach  th e  i n t e g r i t y  o f  a phenomenon,  i s  c a l l e d  
d o c u m e n t i n g .
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The r e s u l t s  o f  th e  da ta  a n a l y s e s  d e s c r i b e d  i n  t h i s  

c h a p t e r  a re  p r e s e n t e d  i n  t h e  summaries i n  C ha p te r  IV .  

C o n c l u s i o n s  drawn f rom th e s e  r e s u l t s  and v a r i o u s  

re co m m e nd a t ion s  a re  p r e s e n t e d  i n  C h a p te r  V.



CHAPTER IV 

RESULTS OF DATA ANALYSIS

The d a ta  p r e s e n t e d  i n  t h i s  c h a p t e r  were c o l l e c t e d  

t h r o u g h  i n t e r v i e w s  w i t h  t r a i n i n g  managers o f  l a r g e  d a ta  

p r o c e s s i n g  d e p a r t m e n t s .  I n t e r v i e w s  were i n f o r m a l  and 

m i n i m a l l y  s t r u c t u r e d ,  i n  a c c o rd a n c e  w i t h  t h e  m e th o d o lo g y  

d e s c r i b e d  i n  C h a p te r  I I I .  The i n t e r v i e w s  were c o n d u c te d  so 

as t o  e l i c i t  f u l l  d i s c u s s i o n  o f  i s s u e s ,  n o t  j u s t  p ro v o k e  

s h o r t  " a p p r o p r i a t e "  a n s w e rs .  Thus ,  each i n t e r v i e w  fo c u s e d  

on t h e  r e q u e s t  t h a t  t h e  i n t e r v i e w e e  e x p l a i n  the  h i s t o r y  o f  

t h e  change p r o j e c t  ( b e g i n n i n g  o f  p r o j e c t ,  i m p o r t a n t  

c h ang es ,  p r o b le m s ,  e t c . ) .  I n  a d d i t i o n ,  a number o f  s p e c i f ­

i c  q u e s t i o n s  (se e  A p p e n d ix  A) were asked  a t  t h e  c o n c l u s i o n  

o f  each i n t e r v i e w  t o  i n s u r e  t h a t  a l l  e s s e n t i a l  t o p i c s  had 

been t r e a t e d .  I n t e r v i e w s  were  ta p e  r e c o r d e d ,  t r a n s c r i b e d ,  

and s y s t e m a t i c a l l y  a n a l y z e d  t o  p r o v i d e  t h e  d a ta  summarized 

i n  t h i s  c h a p t e r .

The i n t e r v i e w s  were  a n a ly z e d  t h r o u g h  use o f  e i g h t  

t o p i c s  t h a t  were  f o u n d  t o  be r e c u r r e n t  and s i g n i f i c a n t  

themes .  These t o p i c s  were t h e  f o l l o w i n g :

1 .  I n i t i a t i o n / E a r l y  Deve lopm en t

2 .  M a jo r  Changes as t h e  P r o j e c t  P ro g r e s s e d

54
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3= R e s is t a n c e  t o  P r o j e c t

4 .  A c q u i r i n g  Employee S up po r t

5 .  A c q u i r i n g  Management S up p o r t

6.  P u b l i c i t y / C o m m u n i c a t i o n  Methods

7 .  U s e f u l  Ro les  o r  P e r s o n a l  C h a r a c t e r i s t i c s  f o r  T r a i n i n g  

M a n a g e r / S t a f f

8.  Sugges ted Sequence o f  S teps  f o r  I m p le m e n t a t i o n

The p ro c e s s  o f  a n a l y s i s  i n v o l v e d  i d e n t i f y i n g  and g r o u p i n g  

a l l  s t a t e m e n ts  i n  th e  i n t e r v i e w s  a c c o r d in g  to  t h e s e  e i g h t  

c a t e g o r i e s .  Tha t  i s ,  f o r  exam p le ,  a l l  i n t e r v i e w  s t a t e m e n ts  

w h ich  r e l a t d  t o  " R e s i s t a n c e  t o  P r o j e c t "  were i d e n t i f i e d  and 

c o l l e c t e d ;  a l l  s t a t e m e n ts  r e l a t i n g  to  " U s e f u l  R o le s "  were 

c o l l e c t e d  . . .  and so on .

T h is  c h a p t e r  p r e s e n t s  b r i e f  summaries o f  a l l  

i n t e r v i e w s ,  w i t h  t h e  summaries b e in g  based on the  e i g h t  

c a t e g o r i e s  l i s t e d  above .  A more com p re hen s ive  summary w i l l  

be p r e s e n te d  i n  C h a p te r  V, a lo n g  w i t h  a s t a te m e n t  o f  the  

c o n c l u s i o n s  reached  f rom t h i s  s t u d y .

The summar ies i n  t h i s  c h a p t e r  v a ry  i n  l e n g t h  

a c c o r d i n g  to  the  l e n g t h  o f  th e  i n t e r v i e w s .  In  o t h e r  w o rd s ,  

l o n g e r  i n t e r v i e w s  a re  r e p r e s e n t e d  here  by c o r r e s p o n d i n g l y  

l o n g e r  summaries .  The i n t e r v i e w s  v a r i e d  f rom one hour  t o  

a p p r o x i m a t e l y  two and o n e - h a l f  hou rs  i n  l e n g t h .  Some o f  

th e  t r a i n i n g  managers o f f e r e d  a g r e a t  amount o f  d e t a i l  i n  

t h e  i n t e r v i e w s ,  p a r t i c u l a r l y  i n  response  to  the  o pe n in g  

q u e s t i o n  abou t  the  h i s t o r y  and deve lo pm en t  o f  th e  p ro g ra m .
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The t r a n s c r i p t s  f o r  t h e s e  i n t e r v i e w s  are  much l o n g e r  th a n  

th o s e  f o r  i n t e r v i e w e e s  who t r e a t e d  t h i s  q u e s t i o n  i n  summary 

f a s h i o n .

The d i f f e r e n c e s  i n  i n t e r v i e w  l e n g t h  may p e rha ps  be 

e x p l a i n e d  by th e  f a c t  t h a t  th e  h i s t o r y  and e n v i ro n m e n t  o f  

th e  o r g a n i z a t i o n s  v a r i e d  w i d e l y .  Thus,  f o r  exam p le ,  some 

o f  the  t r a i n i n g  d e p a r t m e n t s  had been r e q u i r e d  to  " s e l l "  t o  

management;  o t h e r s  had n o t .  Some had met r e s i s t a n c e ;  o t h e r s  

had n o t .  Those t r a i n i n g  managers who had e n jo y e d  s t r o n g  

management s u p p o r t  and who had n o t  e n c o u n te re d  r e s i s t a n c e  

had l e s s  t o  say i n  r e sp on se  t o  i n t e r v i e w  q u e s t i o n s .

INTERVIEW 1 

I n i t i a t i o n / E a r l y  Deve lopm en t

The d a ta  p r o c e s s i n g  o r g a n i z a t i o n  i n  t h i s  case i s  a 

s e p a r a t e  c o r p o r a t i o n  owned by and s e r v i n g  a m a jo r  bank.

The t r a i n i n g  d e p a r tm e n t  p r o v i d e s  t r a i n i n g  f o r  new and 

e x p e r i e n c e d  d a ta  p r o c e s s i n g  p e r s o n n e l ,  p r i m a r i l y  t h r o u g h  

i n d i v i d u a l l y  paced m u l t i - m e d i a  c o u r s e s .  There  were a t  

l e a s t  t h r e e  u n s u c c e s s f u l  a t t e m p t s  to  b e g in  a t r a i n i n g  

p rogram b e f o r e  t h e  p r e s e n t  p rogram was i n i t i a t e d .  In  1980 

t h e  p r e s e n t  p rogram began w i t h  t h e  s i g n i n g  o f  a c o n t r a c t  

w h ic h  p r o v i d e d  m u l t i - m e d i a  c o u r s e s  f rom a l a r g e  n a t i o n a l  

t r a i n i n g  company.  A p a r t - t i m e  e d u c a t i o n  c o o r d i n a t o r  was 

a p p o i n t e d  a t  t h a t  t im e  a l s o .  T h i s  pe rson  l e f t  t he  company 

i n  '1980 and th e  p r e s e n t  t r a i n i n g  manager was h i r e d .  

A p p a r e n t l y ,  management was much more s u p p o r t i v e  o f  t r a i n i n g
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a t  t h i s  p o i n t  th a n  d u r i n g  t h e  e a r l i e r  i n i t i a t i o n  a t t e m p t s  

because  th e  t r a i n i n g  manager emphas ized  t h a t  i t  has n eve r  

been n e c e s s a ry  to  " s e l l "  t o  management d u r i n g  he r  t im e  w i t h  

t h e  company.

M a jo r  Changes as th e  P r o j e c t  Has P r o g r e s s e d

One o f  th e  i n i t i a l  p r o j e c t s  u n d e r t a k e n  by the  

p r e s e n t  t r a i n i n g  manager was d e v e l o p i n g  a t u t o r i n g  sys tem 

f o r  c o u r s e s ,  t h a t  i s ,  s e c u r i n g  e x p e r i e n c e d  t u t o r s / a d v i s o r s  

f o r  c o u r s e s  o f f e r e d .  As th e  d e p a r tm e n t  expanded ,  a t t e n t i o n  

was t u r n e d  away f rom t h i s  p r o j e c t  ( b e f o r e  i t  was c o m p le te d )  

t o w a r d  i n s t a l l i n g  a c o m p u t e r i z e d  s c h e d u l i n g / r e c o r d - k e e p i n g  

s y s te m .  On ly  v e r y  r e c e n t l y  has emphas is  been t u r n e d  back  

t o  the  t u t o r i n g  s y s te m .  A g roup  t u t o r i a l  system has now 

been s u c c e s s f u l l y  d e v e lo p e d  and has been o f  n o t a b l e  v a lu e  

t o  the  d e p a r t m e n t .  I n  t e r m s  o f  s t a f f  s i z e  and f a c i l i t i e s ,  

t h e  t r a i n i n g  d e p a r tm e n t  has grown s i g n i f i c a n t l y .  The 

t r a i n i n g  manager emphas ized  t h e  need t o  be open t o  an 

e v o l u t i o n  o f  t h e  f u n c t i o n s  o f  t h e  t r a i n i n g  d e p a r t m e n t .  

"T h e re  have t o  be some f a c e t s  o f  y o u r  program t h a t ,  as i t  

m a tu r e s ,  w i l l  cease to  e x i s t . . . . "  She c o n t i n u e d ,  "You want  

t o  d rop th e  t h i n g s  t h a t  a re  no l o n g e r  needed and add th e  

new t h i n g s  t h a t  a r e . "  I n  p a r t i c u l a r ,  she d i s c u s s e d  the  

e v o l u t i o n  o f  the  program away f rom  d e a l i n g  e x c l u s i v e l y  w i t h  

t e c h n i c a l  t r a i n i n g  to w a rd  such t o p i c s  as management t r a i n ­

i n g  and p e r s o n a l  d e v e lo p m e n t .
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R e s i s t a n c e  t o  P r o j e c t

I n i t i a l  r e s i s t a n c e  to  t h e  program was n o t  s t r o n g ,  

b u t  some was e n c o u n t e r e d .  A l t h o u g h  t h e r e  was, i n  g e n e r a l ,  

good s u p p o r t  f rom  management, t h e r e  was some m i s u n d e r s t a n d ­

i n g  o f  t h e  p r o c e s s e s  and needs o f  th e  t r a i n i n g  d e p a r t m e n t — 

so some o f  t h e  m i d d l e - l e v e l  managers d i d  n o t  c o o p e r a te  

f u l l y .  The t r a i n i n g  manager spoke i n  p a r t i c u l a r  a b o u t  

r e s i s t a n c e  t o  t h e  t u t o r i n g  s y s te m .  "So th e  v e r b a l  s u p p o r t  

was t h e r e  f rom  management,  t h e  b e l i e f  i n  t h e  p ro g r a m ,  b u t  

n o t  t h e  u n d e r s t a n d i n g  o f  what  i t  t o o k  i n  t h a t  a r e a . "  The 

t r a i n i n g  manager d e a l t  w i t h  t h i s  p rob lem  by " t r y i n g  t o  have 

t u t o r i a l  rap  s e s s i o n s  on a m o n th l y  b a s i s . "  She c o n t i n u e d ,  

" [ I  a l s o ]  b r o u g h t  i n  some t u t o r s  f rom o t h e r  shops where the  

p rog ram  was g o in g  so th e y  c o u ld  t a l k  t o  them o f  t h e  v a lu e  

o f  b e i n g  a t u t o r .  I  t r i e d  t o  t a l k  to  the  t u t o r s  them­

s e l v e s  as w e l l  as t h e i r  i n d i v i d u a l  managers abo u t  t h e  

v a l u e  . "

The t r a i n i n g  manager a l s o  d i s c u s s e d  th e  cause o f  

some o f  t h e  r e s i s t a n c e  i n  a h i g h - t e c h n o l o g y  b u s i n e s s ;

"When you come i n t o  an e d u c a t i o n a l  p rogram i n  a d a ta  

p r o c e s s i n g  e n v i r o n m e n t ,  you may have a l o t  more d i f f i c u l t y  

t o  overcome t im e  c o n s t r a i n t s  tha n  i n  some o t h e r  k i n d s  o f  

e n v i r o n m e n t s . . .  because  o f  th e  v e r y  t i g h t  p r o d u c t i o n  

s c h e d u l e . . .  When a sys tem o r  an a p p l i c a t i o n  goes down, I  

mean i t  n o t  o n l y  a f f e c t s  one o r  two p e o p l e ,  i t  can a f f e c t  a 

w ho le  h o s t  o f  p e o p l e . "  She c o n c l u d e s ,  " I t  may be more
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d i f f i c u l t  t o  s e l l  a p rog ram  and have one r u n n i n g  [ i n  t h i s  

e n v i r o n m e n t ]  t h a n  i n  what  I  guess you c o u l d  say i s  a g o o d , 

a c c e p t a b l e ,  s t a b l e  s t a t e . "

A c q u i r i n g  Employee S u p p o r t

S t r o n g  emphas is  was g i v e n  i n  t h e  i n t e r v i e w  to  

c o n s i d e r a t e  t r e a t m e n t  o f  emp loyees  (as  s t u d e n t s / c u s t o m e r s ) .  

"B ecause  i f  t h e r e  was any one t h i n g  t h a t  I  f e l t  l i k e  

i n i t i a l l y  made the  c e n t e r  s u c c e s s f u l  was t h a t  we r e a l l y  

t r i e d  t o  t r e a t  each i n d i v i d u a l , I  guess you wou ld  s a y , 

r o y a l l y .  We had t h e i r  own i n d i v i d u a l  f i l e s ;  we had t h e i r  

own i n d i v i d u a l  s c h e d u le s  l a i d  o u t ;  we c a l l e d  them by name."  

She c o n t i n u e d ,  " I f  you were  g o in g  t o  overcome th e  unknowns

t h a t  you knew t h e y  d i d n ' t  know, t h e n  you had t o  do i t

t h r o u g h  p e r s o n a l  c o n t a c t  and t h r o u g h  p e r s o n a l  a c c e p t ­

a n c e . . . . "  T h i s  t a c t i c  was c l e a r l y  i n t e n d e d  t o  d e v e lo p  

e f f e c t i v e  c o m m u n ic a t io n  a b o u t  t h e  p ro g r a m :  " B u t  I  t h i n k  

t h a t ' s  what  r e a l l y  made t h e  d i f f e r e n c e  i n  us because  when 

t h e  word  sp re a d  t h a t  [ t h e  p ro g ra m ]  was 'OK'  and ' You ough t  

to  go up and t r y  i t , '  and t h e  L e a r n i n g  C e n te r  was a good 

p l a c e  t o  go —  t h a t  was n o t  because o f  where we were l o c a t e d  

o r  t h e  good v e n t i l a t i o n  o f  t h e  room and e v e r y t h i n g . "

The t r a i n i n g  manager v iewed  the  T r a i n i n g  D epa r tm en t  

as h a v i n g  a b r o a d , l o n g - r a n g e  e f f e c t  on th e  o r g a n i z a t i o n :  

" C h a n g in g  j o b  s k i l l s  i s  one o f  t h e  l e s s e r  e f f e c t s  o f  

t r a i n i n g .  The more i m p o r t a n t  change i n  t h e  o r g a n i z a t i o n  i s  

h e l p i n g  a p e rs o n  grow i n  i t . . .  [ T h i s  c r e a t e s ]  a more
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e f f e c t i v e  o r g a n i z a t i o n . "  She e x p l a i n e d  t h a t  " S t a r t i n g  w i t h  

a j o b  d i s c r i p t i o n ,  the  T r a i n i n g  D ep ar tm en t  can f u n c t i o n  as 

a c a r e e r  d eve lo pm en t  agency by l o o k i n g  a t  p r o s p e c t s  f o r  an 

e m p lo y e e 's  c a r e e r  deve lo p m en t  o v e r  a p e r i o d  o f  t h e  n e x t  few 

y e a r s . "  What t h e y  need t o  do ,  she c o n t i n u e d ,  " i s  r e l a t i v e  

t o  the  o r g a n i z a t i o n .  I f  you know t h a t  t h e  o r g a n i z a t i o n  i s  

g o in g  t o  expand and,  say [ im p le m e n t  some new t e c h n i c a l  

c h a n g e s ] . . .  OK, i f  you know t h a t ' s  on th e  d ra w in g  b o a r d ,  a l l  

r i g h t  then  as a t r a i n e r ,  o r  as an e d u c a to r  b e in g  i n t e r e s t e d  

i n  o r g a n i z a t i o n a l  d e v e lo p m e n t ,  y o u ' d  b e t t e r  be g e t t i n g  y o u r  

f i n g e r s  i n  t h e  p i e  and sa y ,  'What  a re  we d o in g  t o  g e t  

p e o p le  r e a d y ? ' "

A c q u i r i n g  Management S u p p o r t

Management s u p p o r t  was o b t a i n e d  i n  th e  e a r l i e r  

s t a g e s  o f  t h e  p rogram b e f o r e  th e  p r e s e n t  t r a i n i n g  manager 

J o in e d  th e  company.  There  has been good management s u p p o r t  

a t  a l l  l e v e l s  d u r i n g  th e  t im e  she has been i n  cha rge  o f  the  

p ro g ram .  " B u t  t h e y  b e l i v e d  i n  [ t h e  p r o g r a m ] ,  I  mean t h e y  

w e r e n ' t  j u s t  s o l d  on i t ,  and t h e r e ' s  a d i f f e r e n c e , "  she 

e x p l a i n e d .  She f e l t  t h a t  s u p p o r t  had come f rom th e  f a c t  

t h a t  a number o f  p eo p le  has come i n t o  t o p  management 

p o s i t i o n s  f rom IBM, w h ich  was "a  b i g  u s e r  o f  i n - h o u s e  

e d u c a t i o n . . .  and employee d e v e lo p m e n t  and o r g a n i z a t i o n a l  

d e v e lo p m e n t ,  and I  t h i n k  t h e y  had seen th e  r e s u l t s  o f  

t h i s . "  In  a d d i t i o n ,  she f e l t  t h a t  a t  t h e  i n i t i a t i o n  o f  the  

p rogram management had been c o n v i n c e d  o f  the  c o s t  e f f e c t ­
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i v e n e s s  o f  an i n - h o u s e  t r a i n i n g  d e p a r t m e n t .

Not h a v i n g  t o  work t o  g a i n  management s u p p o r t ,  she 

has f o c u s e d  on employee n e tw o rk  s t r a t e g i e s .  She e x p l a i n e d , 

h o w e v e r ,  t h a t  t h e  s p e c i a l  t r e a t m e n t  o f  employees succeeded 

because  i t  was c o up le d  w i t h  management s u p p o r t ;  "The 

s t u d e n t s  p r o b a b l y  w o u l d n ' t  have come no m a t t e r  how much we 

c a re d  i f  t h e  managers h a d n ' t  s u p p o r t e d  i t . "

I n  d i s c u s s i n g  th e  methods o f  m a i n t a i n i n g  management 

s u p p o r t ,  t he  t r a i n i n g  manager s i n g l e d  o u t  ( l )  o n - g o in g  

p e r s o n a l  c o n t a c t  w i t h  managers and ( 2 )  g e t t i n g  them to  

p a r t i c i p a t e  i n  p l a n n i n g / d e c i s i o n - m a k i n g  ; " P r o b a b l y  t h e  key 

t o  making a n y t h i n g  work i s  to  r e a l l y  be s i n c e r e  and ask the  

p e o p le  t h a t  a re  g o in g  t o  be i n v o l v e d  what  i n p u t  th e y  have ,  

what  t h e y ' d  l i k e  th e  r e s u l t s  t o  be,  and n o t  go i n  w i t h  a 

p r e c o n c e i v e d  s e t  o f  s t a n d a r d s  and p r o c e d u r e s . . .  b u t  to  

a c t u a l l y ,  r e a l l y  l i s t e n . "  Sum m ar iz ing  the se  p o i n t s ,  she 

s t a t e d  t h a t  "When I  came here  and r e a l l y  asked a l o t  o f  

p e o p le  f o r  t h e i r  i n p u t ,  i t  r e a l l y  made a d i f f e r e n c e . . . s o  I 

t h i n k  t h a t ' s  th e  k e y . "

P u b l i c i t y / C o m m u n i c a t i o n  Methods

The T r a i n i n g  D epar tm en t  had c i r c u l a t e d  l i s t i n g s  o f  

c o u r s e  o f f e r i n g s ,  b u t  a s id e  f ro m  t h i s  t h e  emphasis  was on 

f a c e - t o - f a c e  co m m u n ic a t io n  w i t h  s t u d e n t s / e m p l o y e e s  and ,  

c o n s e q u e n t l y ,  co m m u n ica t io n  t h r o u g h  employee n e t w o r k s .  I f  

t h e s e  t e c h n i q u e s  are  p r o p e r l y  em p loyed ,  " Y o u ' r e  r e a l l y  no t  

g o in g  to  need much e l s e . "
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U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M anaqer /S taFF  

The e s s e n t i a l  c h a r a c t e r i s t i c s  p o i n t e d  o u t  by the  

t r a i n i n g  manager was c o m m i tm e n t . . .  b e l i e f  i n  t h e  t h i n g  b e in g  

s o l d ;  "You s h o u ld  n e v e r  t r y  to  s e l l  s o m e th in g  you d o n ' t  

b e l i e v e  i n ,  and you s h o u ld  make s u re  t h a t  you r e a l l y  do 

b e l i e v e  i n  what  y o u ' r e  s e l l i n g .  Second on th e  l i s t  was 

s u f f i c i e n t  f a m i l i a r i t y  w i t h  c o u r s e s ,  s y s te m ,  e t c . t o  become 

i n v o l v e d  and make re c o m m e n d a t io n s .  T h i r d l y ,  t h e  c a p a c i t y  

t o  work  as a team member w i t h  o t h e r  t r a i n i n g  d e p a r tm e n t  

p e o p l e .

Recommended Sequence o f  S teps  f o r  I m p l e m e n t a t i o n

The f o l l o w i n g  s t e p s  were recommended:  ( l )  E s t a b l i s h  

th e  e s s e n t i a l  p r o c e s s e s .  In  o t h e r  w o rd s ,  o r g a n i z e  th e  

p rog ram  ; g i v e  i t  s t r u c t u r e .  ( 2 )  " [ G e t ]  management t r a i n e d  

and aware o f  t h e i r  needs and r e s p o n s i b i l i t i e s . "  ( 3 )  

E s t a b l i s h  th e  t u t o r i a l  p rogram ( f o r  i n d i v i d u a l l y - p a c e d  

c o u r s e s ) .  ( 4 )  "Go ahead and do yo u r  homework b e f o r e  you 

open i t  up t o  th e  w ho le  com p any . "  T h i s  can be e x p e d i t e d  by 

g e t t i n g  k n o w le d g e a b le  p e o p le  i n v o l v e d  i n  r e v i e w s  and 

d i s c u s s i o n s  o f  th e  p la n n e d  p ro g ra m .

I n t e r v i e w  2 

I n i t i a t i o n / E a r l y  Deve lopm en t

T h i s  d a ta  p r o c e s s i n g  o r g a n i z a t i o n  i s  a d i v i s i o n  o f  

a m a jo r  bank i n  a m e t r o p o l i t a n  a r e a .  The t r a i n i n g  d e p a r t ­

ment  t r a i n s  bo th  new and e x p e r i e n c e d  e m p loyee s ,  b u t  most  o f  

th e  t r a i n i n g  i s  p r o v i d i n g  new o r  enhanced s k i l l s  t o  e x p e r ­
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ie n c e d  em p loye es .  The p rogram began a p p r o x i m a t e l y  two 

y e a r s  ago ; t h e  p r e s e n t  t r a i n i n g  manager has been c o n n e c te d  

w i t h  t h e  p rogram s i n c e  i t  began .  She was i n v o l v e d  i n  

" s e l l i n g "  t h e  p rogram to  management i n i t i a l l y .  The f i r s t  

a t t e m p t  to  s e l l  t h e  program f a i l e d ,  h ow ev e r ,  because i t  had 

been " to o  c a s u a l " ;  t h e r e  had n o t  been a c l e a r  and s p e c i f i c  

p l a n .  She th e n  s u rv e y e d  o t h e r  co m p an ie s— g a t h e r i n g  i n f o r ­

m a t io n  a bou t  t h e  r e s u l t s  o f  t r a i n i n g  p ro g r a m s — and p r e p a r e d  

a second p r o p o s a l  t o  management.  T h i s  p r o p o s a l  was a c c e p t ­

ed ,  a l t h o u g h  w i t h  t h e  r e q u i r e m e n t  t h a t  t h e y  " s t a r t  s m a l l  

and t r y  i t . "

M a jo r  Changes as th e  P r o j e c t  Has P r o g r e s s e d

In  i t s  e a r l y  s ta g e s  t h e  p rogram had o n l y  p a r t - t i m e  

s t a f f i n g ;  i t  a l s o  l a c k e d  an a rea  d e d i c a t e d  s p e c i f i c a l l y  to  

t r a i n i n g .  The o n l y  v i s i b l e  commitment  to  th e  program was 

a s m a l l  c o n t r a c t  w i t h  a t r a i n i n g  company w h ich  p r o v i d e d  

i n d i v i d u a l l y  paced m u l t i - m e d i a  c o u r s e s  on a r e n t a l  b a s i s .

I n  t h e  e a r l i e r  s t a g e s ,  t h e r e  were d i f f i c u l t i e s  w i t h  

s c h e d u l i n g  s t u d e n t s  and o b t a i n i n g  t u t o r s  f o r  c o u r s e s ,  b u t  

t h e s e  p ro b le m s  have been r e s o l v e d .  The p rogram has 

expanded s i g n i f i c a n t l y ,  a c q u i r i n g  a t r a i n i n g  c e n t e r  w i t h  

v a r i o u s  t y p e s  o f  f a c i l i t i e s .  I n  a d d i t i o n ,  t h e  program now 

has a f u l l - t i m e  t r a i n i n g  m anager ,  a f u l l - t i m e  t u t o r  (a 

p rogrammer a n a l y s t  who works  i n d i v i d u a l l y  w i t h  s t u d e n t s ) ,  

and a s e c r e t a r y .  T r a i n i n g  i s  now o f f e r e d  t o  a l l  t h r e e  

s h i f t s  d a i l y  ( i n  a 24 h o u r - a - d a y  o p e r a t i o n )  and i s  a l s o
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a v a i l a b l e  on weekends .

R e s i s t a n c e  t o  P r o j e c t

E a r l y  i n  th e  p rogram t h e r e  was some r e s i s t a n c e  to  

t h e  p r o c e s s  o f  p l a n n i n g  f o r  th e  f o l l o w i n g  y e a r ' s  t r a i n i n g .  

The p r o c e s s  was f i n a l l y  a l t e r e d  to  one o f  p l a n n i n g  f o r  

t h r e e  t o  s i x  mon ths ,  and the  o r g a n i z a t i o n  has been much 

more r e s p o n s i v e .  The use o f  a c u r r i c u l u m  co m m i t te e  a l s o  

h e lp e d  re d uc e  r e s i s t a n c e  t o  c u r r i c u l u m  p l a n n i n g  and 

im p ro v e d  th e  a c c u r a c y  o f  t h e  p r o c e s s .  The a rea  o f  most  

r e s i s t a n c e ,  a c c o r d i n g  t o  t h e  t r a i n i n g  manager,  was the  

t u t o r i n g  s y s te m :  employees  d id  n o t  u n d e r s ta n d  why t u t o r i n g  

s e s s i o n s  were n e c e s s a ry  and managers who s e rv e d  as t u t o r s  

f e l t  " s t u c k "  w i t h  t u t o r i n g .  Compromises were worked o u t  

t h a t  a l l o w e d  s t u d e n t s  a degree o f  l a t i t u d e  abou t  a t t e n d i n g  

t u t o r i n g  s e s s i o n s  and a l s o  r o t a t e d  t h e  r e s p o n s i b i l i t y  f o r  

t u t o r i n g  enough t h a t  no one f e l t  imposed on.

A c q u i r i n g  Employee S u p p o r t

The t r a i n i n g  manager d i s c u s s e d  the  e f f e c t i v e n e s s  o f  

w r i t t e n  n o t i f i c a t i o n  t o  s t u d e n t s  a bou t  t h e i r  f a i l u r e  to  

a t t e n d  c l a s s  as s c h e d u le d .  She p o i n t e d  o u t  the  need to  

make t r a i n i n g  l o o k  a dv a n tag eo us  to  e m p lo y e e s . . .  t o  l e t  them 

see th e  b e n e f i t  o f  t r a i n i n g  i f ,  f o r  i n s t a n c e ,  th e y  s h o u ld  

want  t o  t r a n s f e r  t o  a n o t h e r  d e p a r tm e n t  o r  to  seek a b e t t e r  

j o b  (even  i f  t h a t  be o u t s i d e  the  o r g a n i z a t i o n ) .  She empha­

s i z e d  t h a t ,  above a l l  e l s e ,  when managers s t a r t  g e t t i n g  

i n v o l v e d  i n  a p ro g ra m ,  employees g e t  i n v o l v e d .
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A c q u i r i n g  Management S up p o r t

The t r a i n i n g  manager t a l k e d  e x t e n s i v e l y  abou t  

t a c t i c s  to  g a i n  management s u p p o r t .  The p r i n c i p a l  t a c t i c s  

she d e s c r i b e d  a re  as f o l l o w s .

, ( 1 )  D e m o n s t r a t i n g  t h e  c o s t - e f f e c t i v e n e s s  o f  i n - h o u s e  

t r a i n i n g  (a s  opposed t o  s e n d in g  p e r s o n n e l  t o  " v e n d o r  

s u p p l i e d "  t r a i n i n g ) ;

( 2 )  Showing e v id e n c e  o f  c o n t r i b u t i n g  t o  t h e  i m p r o v e ­

ment o f  m o ra le  i n  t h e  o r g a n i z a t i o n ;

( 3 )  K eep ing  a l l  l e v e l s  o f  management i n v o l v e d  by h av ­

i n g  them a t t e n d  r e g u l a r  show ings  o f  " v i d e o  j o u r n a l s , "  

s h o r t  v i d e o t a p e s  on t o p i c s  o f  s p e c i a l  i n t e r e s t  to  

management.  As the  i n t e r v i e w e e  p u t  i t ,  "When manage­

ment b e g in s  to  f o r g e t  abo u t  us ,  we b r i n g  i n  v id e o

j  o u r n a l s " ;

( 4 )  S e l l i n g  th e  need f o r  im p roved  f a c i l i t i e s  by educa­

t i n g  management a bo u t  t h e  r e q u i r e m e n t s  f o r  e f f e c t i v e  

t r a i n i n g - - i n  p a r t i c u l a r ,  a q u i e t ,  p r i v a t e  space f r e e  

f rom  i n t e r r u p t i o n ;

( 5 )  D e v e l o p i n g  a c h a r g e - b a c k  system to  d e p a r tm e n ts  

t h a t  use th e  t r a i n i n g  c e n t e r .  The sys tem n o t i f i e s  the  

manager o f  th e  amount  o f  money was ted  f o r  each 

employee  who m issed  a c l a s s ;

( 6 )  Going  to  management o n l y  w i t h  r e q u e s t s  t h a t  a re  

t r u l y  g e n u i n e . . .  r e q u e s t s  t h a t  you f i r m l y  b e l i e v e  i n .

B e in g  p o s i t i o n e d  nea r  top  management was s i n g l e d
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ou t  by t h e  i n t e r v i e w e e  as t h e  most s i g n i f i c a n t  f a c t o r  i n  

th e  success  o f  t h e  p ro g ra m .  H av ing  easy access  t o  top  

management— know ing  c o r p o r a t e  g o a ls  and b e in g  a b l e  t o  seek 

a d v i c e  a t  t h a t  l e v e l — had been c r i t i c a l  t o  t h e  t r a i n i n g  

d e p a r t m e n t .

The i n t e r v i e w e e  t a l k e d  a t  l e n g t h  a b o u t  th e  need f o r  

t op  management s u p p o r t , f rom  th e  i n i t i a t i o n  t h r o u g h o u t  the  

l i f e  o f  t h e  p ro g r a m .  As she s t a t e d  i t ,  " E x e c u t i v e  manage­

ment must  be i n  on i t  i n  t h e  b e g i n n i n g  o r  y o u ' r e  i n  

t r o u b l e . "  She c o n t i n u e d ,  " [ Y o u ]  have t o  have t o p  p e o p le  

s a y ,  'H e y ,  t h i s  i s  s o m e th in g  we f u l l y  b a c k . '  And t h e y  have 

to  be f i r m .  I t ' s  n o t  good enough t o  j u s t  sa y ,  'We back 

i t , '  b u t  t h a t  ' You w i l l  back  i t . '  But  n o t  r e a l l y  

t h r e a t e n i n g .  I t ' s  j u s t  'OK, t h i s  i s  what  t h e  bank wants  to  

happen ,  and w e ' r e  g o in g  t o  grow as a company;  and as a d a ta  

p r o c e s s i n g  c e n t e r ,  t h e n ,  t h i s  i s  what  we f e e l  needs to  

h a p p e n . '  And [ t o p  management]  can do t h a t  a who le  l o t  

b e t t e r  t h a n  some o f  y o u r  l i n e  m a n a g e rs . "  She c o n t i n u e d ,  

"Management m o t i v a t e s  d i r e c t o r s ,  l i n e  management,  e t c . "

She a l s o  emphas ized  th e  need t o  keep to p  management a c t i v e  

i n  t h e  p rogram i n  o r d e r  t o  r e t a i n  t h e i r  s u p p o r t  a f t e r  i t  

has been g a i n e d ;  one s u c c e s s f u l  means o f  t h i s  had been 

k e e p in g  management i n f o r m e d  t h r o u g h  th e  use o f  a 

co m p re h e n s iv e  c o m p u t e r i z e d  r e p o r t i n g  s y s te m .

The program began,  a c c o r d i n g  t o  t h e  t r a i n i n g  

manager ,  w i t h  good management s u p p o r t  a t  a l l  l e v e l s ,  b u t
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s h o r t l y  a f t e r  i m p l e m e n t a t i o n  o f  th e  p rogram t h e r e  had been 

an e x c e p t i o n a l l y  h ig h  t u r n o v e r  among m i d d l e  managers ,  

l e a v i n g  a vacuum o f  management a w a r e n e s s / s u p p o r t .  Fo r  a 

t im e  many p o s i t i o n s  were f i l l e d  by a c t i n g  managers ,  and 

emp loyee  t r a i n i n g  was g i v e n  l i t t l e  a t t e n t i o n .  The t r a i n i n g  

manager was f a c e d  w i t h  t h e  ta s k  o f  r e b u i l d i n g  management 

s u p p o r t  a t  t h i s  l e v e l .  She d i s c u s s e d  th e  f o l l o w i n g  methods 

w h ic h  had h e lp e d  t o  r e b u i l d  s u p p o r t .

( 1 )  Soon a f t e r  th e  d e c l i n e  i n  management s u p p o r t  she 

h e l d  a g e n e r a l  m e e t in g  f o r  managers and had a r e p ­

r e s e n t a t i v e  f rom the  t r a i n i n g  company ( t h e  o u t s i d e  

v e n d o r )  speak to  the  g r o u p .  T h i s  was f o l l o w e d  by 

m o n t h l y  m e e t i n g s  w i t h  a number o f  t h e  l i n e  managers ,  

p r i m a r i l y  t o  a s k ,  "What are  we d o in g  w r o n g / r i g h t ? "

She e x p l a i n e d ,  " U n l e s s  you keep i n  c l o s e  c o n t a c t  w i t h  

m i d d l e  management,  you w i l l  n o t  be t o t a l l y  s u c c e s s ­

f u l . "

( 2 )  Some new l i n e  managers seemed t o  be i n t i m i d a t e d  by 

t h e  v i d e o  e q u ip m e n t  o r  t h e  t r a i n i n g  p r o c e d u r e s ,  n o t  

h a v i n g  used them b e f o r e .  The t r a i n i n g  manager 

s c h e d u le d  th e s e  managers i n t o  some o f  t h e  c o u rs e s  

f i r s t  (ahead o f  t h e i r  e m p lo y e e s ) .  A f t e r  becoming  more 

f a m i l i a r  w i t h  th e  p ro g ra m ,  th e y  began to  send t h e i r  

em p loyees  to  t a k e  c o u r s e s .

( 3 )  A l l  managers were i n v o l v e d  i n  a m o n th l y  co u rse  

r e q u e s t  p r o c e s s  i n  o r d e r  to  keep them p a r t i c i p a t i n g .
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( 4 )  When a s u f f i c i e n t  number o f  l i n e  managers have 

become s u p p o r t i v e  o f  t h e  p ro g r a m ,  t h e y  w i l l  "do a 

s e l l i n g  j o b "  on th e  o t h e r s .  C o n t r a s t s  i n  th e  p e r f o r m ­

ance o f  manage rs '  g roup s  become a p p a r e n t .

. ( 5 )  M id d le  managers were i n  some cases rea che d  t h r o u g h  

employee  s u p p o r t  w h ich  had a l r e a d y  been g a i n e d .  

E m p loyees ,  f r u s t r a t e d  by th e  gap i n  t r a i n i n g ,  went  to  

t h e i r  managers  a s k i n g  f o r  p e r m i s s i o n  t o  t a k e  p a r t  i n  

t h e  p ro g r a m .  T h i s  h e lp e d  t o  r e b u i l d  m id d le  l e v e l  

management s u p p o r t .

P u b l i c i t y / C o m m u n i c a t i o n  Methods

A v a r i e t y  o f  methods had been used t o  p r o v i d e  

p u b l i c i t y  f o r  t h e  p ro g r a m .

( 1 )  A m o n th l y  p u b l i c a t i o n  was used t o  n o t i f y  b o th  

managers  and emp loyees  a bo u t  t h e  c o u r s e s  to  be 

a v a i l a b l e .

( 2 )  M o n th l y  m e e t i n g s  w i t h  l i n e  managers k e p t  l i n e  

managers  i n f o r m e d  o f  t h e  t r a i n i n g  d e p a r t m e n t ' s  a c t i v ­

i t i e s .  The i n t e r v i e w e e  e x p l a i n e d ,  "You have t o  keep 

i t  i n  f r o n t  o f  them o r  t h e y  do f o r g e t . "

( 3 )  Humorous l i t t l e  r e m in d e r s  were s e n t  to  em p loyees ,  

r e m i n d e r s  a bou t  upcoming  c l a s s e s ,  m issed  c l a s s e s ,  e t c .

( 4 )  Managers were g i v e n  r e g u l a r  r e p o r t s  on a t t e n d a n c e  

and " d o l l a r  u s e . "

( 5 )  Computer  p r i n t o u t  r e p o r t s  on q u a r t e r l y  and y e a r l y  

a t t e n d a n c e  were d i s t r i b u t e d  to  m anagers .  The t r a i n i n g
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manager f e l t  t h a t  d a ta  p r o c e s s i n g  p e r s o n n e l  responded  

more f a v o r a b l y  t o  r e p o r t s  In  a c o m pu te r  p r i n t o u t  f o r m , 

t h a t  i t  was an a p p e a l i n g  f o r m a t  to  them,  because o f  

t h e i r  b a c kg ro und  and e n v i r o n m e n t .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f

The t r a i n i n g  manager f e l t  t h a t  a t r a i n e r  must be a 

" p e o p le  p e r s o n . "  The t r a i n e r  must  be a b le  t o  " t a l k  to  a l l  

l e v e l s  a t  t h e i r  l e v e l . "  Tha t  i s ,  t h e  t r a i n e r  must  be a b le  

t o  u n d e r s t a n d  p e o p le  w e l l  enough to  re ach  each one i n  t h e  

n e c e s s a ry  way.  One manager,  she e x p l a i n e d ,  may need to  be 

j o k e d  w i t h  ; a n o t h e r  may need to  be t r e a t e d  s e r i o u s l y .

The r o l e  t h a t  had worked b e s t  f o r  t h e  i n t e r v i e w e e  

had been t h a t  o f  a d v i s o r  o r  r e s o u r c e  p e r s o n ,  h e l p i n g  w i t h  

such m a t t e r s  as c o u rs e  s e l e c t i o n ,  f i n d i n g  a t e c h n i c a l  

e x p e r t  f o r  f u r t h e r  a s s i s t a n c e ,  e t c . The t i t l e  o f  " t r a i n i n g  

c o o r d i n a t o r "  was p e rha p s  th e  most  d e s c r i p t i v e ,  she f e l t .  

Recommended Sequence o f  S tep s  f o r  I m p l e m e n t a t i o n

The i n t e r v i e w e e  d i s c u s s e d  a c y c l i c a l  sequence o f  

s t e p s  f o r  s u c c e s s f u l  i m p l e m e n t a t i o n .  F i r s t  o f  a l l ,  she 

e x p l a i n e d ,  t h e  t r a i n i n g  manager s h o u ld  b e g in  by g a i n i n g  the  

s u p p o r t  o f  top  management.  S e c o n d l y ,  the  s u p p o r t  o f  the  

m id d le  l e v e l  managers s h o u ld  be s e c u r e d .  N e x t ,  employees 

s h o u ld  be " s o l d "  on the  p rogram and i n v o l v e d  i n  i t .  F i ­

n a l l y ,  t h e  c y c l e  i s  c o m p le te d  by th e  fe e d b a c k  f rom  employees 

upward  t o  management abou t  the  success  o f  th e  p rog ram .  

C o n t i n u o u s  p o s i t i v e  f e e d b a c k  abou t  t h e  p rogram i s  e s s e n t i a l
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i n  o r d e r  to  r e t a i n  to p  management s u p p o r t .

I n t e r v i e w  3 

I n i t i a t i o n / E a r l y  Deve lopmen t

The company i s  a l a r g e  p e t r o l e u m  b u s i n e s s  l o c a t e d  

i n  a s m a l l  town s e v e r a l  h ou rs  d i s t a n t  f rom  any l a r g e  c i t y .  

The t r a i n i n g  p rogram i s  p r i m a r i l y  an i n t e n s i v e  t r a i n i n g  

p rogram f o r  new d a ta  p r o c e s s i n g  e m p loye e s .  From a l l  a v a i l ­

a b le  e v i d e n c e ,  t h e  p r o j e c t  began w i t h  management s u p p o r t .  

The i s o l a t e d  l o c a t i o n  o f  th e  company made i t  d i f f i c u l t  t o  

h i r e  e x p e r i e n c e d  d a ta  p r o c e s s i n g  p e o p le  f rom  o u t s i d e ,  so 

t r a i n i n g  " i n - h o u s e "  p e o p le  o r  new c o l l e g e  g r a d u a te s  was 

n e c e s s a r y .  The p r e s e n t  t r a i n i n g  manager j o i n e d  the  company 

i n  1980 and fo u n d  t h e  t r a i n i n g  program w e l l  e s t a b l i s h e d .  

R a p i d l y  g ro w in g  numbers o f  t r a i n e e s  have caused th e  company 

to  h i r e  him t o  manage th e  p ro g ram .

M a jo r  Changes as th e  P r o j e c t  Has P ro g r e s s e d

B e g in n in g  as i t  d i d ,  g ro w th  o f  t h e  program was 

c o m p a r a t i v e l y  e a s y .  The e a r l y  p rogram had one t r a i n i n g  

p e rson  and " b o r r o w e d "  t u t o r s  f o r  s h o r t  p e r i o d s  o f  t i m e .  I t

has endured  t o  the  p o i n t  t h a t  i t  has t h r e e  f u l l - t i m e  

t u t o r s ,  i n  a d d i t i o n  t o  the  two i n s t r u c t o r s  and the  t r a i n i n g  

manager.  The d e p a r tm e n t  has a l s o  a c q u i r e d  v e r y  l a r g e  and 

w e l l - l o c a t e d  f a c i l i t i e s .

R e s i s t a n c e  to  P r o j e c t

The p r o j e c t  e n c o u n te r e d  m in im a l  r e s i s t a n c e .  There 

was some r e s i s t a n c e ,  how eve r ,  to  new methods o f  t e a c h i n g .
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p r i m a r i l y  because  th e  i s o l a t e d  l o c a t i o n  and low t u r n o v e r  

r a t e  do n o t  a l l o w  much e xp o su re  t o  o u t s i d e  methods : "They 

a re  l e s s  exposed t o  th e  way th e  r e s t  o f  t h e  w o r l d  does 

t h i n g s . . . . "  There  was a l s o  r e s i s t a n c e  t o  a l l o w i n g  t u t o r s  to  

spend l o n g e r  p e r i o d s  a s s ig n e d  to  t h e  t r a i n i n g  d e p a r t m e n t .  

T h i s  was overcome by s l o w l y  a l l o w i n g  managers  to  see the  

i n e f f e c t i v e n e s s  o f  th e  o l d e r  sys tem and by " e v o l v i n g  i n t o  

b e i n g  b o l d  enough t o  say ' t h i s  [new s y s te m ]  i s  what  we 

w a n t . ' "

A c q u i r i n g  Employee S u p p o r t

Because o f  t h e  l e v e l  o f  management s u p p o r t , t he  

p rog ram  had f o r  some t im e  been w e l l  e s t a b l i s h e d  as a 

r e q u i r e m e n t  f o r  new em p loye es .  T h e r e f o r e ,  w o r k i n g  to  g a in  

s t u d e n t  p a r t i c i p a t i o n / s u p p o r t  has n o t  been r e q u i r e d .  

A c q u i r i n g  Management S u p p o r t

One o f  t h e  b e s t  methods has been th e  use o f  an 

a d v i s o r y  c o m m i t t e e  made up o f  m i d - l e v e l  managers who were 

"up  and c o m e r s . "  These managers were b e n e f i c i a l l y  used to  

h e l p  f o r m u l a t e  t h e  e x p a n d in g  p r o g r a m , and t h e n , f o r  the  

most  p a r t ,  t h e y  s u p p o r t e d  i t .  These were p e o p le  who were 

r e s p e c t e d  by b o th  uppe r  management and e m p lo y e e s .  In  

a d d i t i o n ,  t h e  t r a i n i n g  manager d i s c u s s e d  a n o t h e r  company 

where he had been e m p loyed ,  a company where  t h e r e  was 

l i t t l e  management s u p p o r t .  " I  t h i n k  th e  m a jo r  t h i n g  i n  any 

change p ro c e s s  i n  a c o m p a n y / o r g a n i z a t i o n  i s  t o  ge t  the  

a p p r o v a l  and b a c k i n g  o f  the  p e o p le  a t  t h e  t o p .  I f  you
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have management b a c k i n g ,  t h e n  a p p r o v a l  seems t o  run  

d o w n h i l l . "  I n  o r d e r  t o  g a i n  t h i s  b a c k i n g ,  "You have to  

l e a r n  t h e i r  ' b u y i n g  h a b i t s . w h a t  i s  t h e i r  ' hot- b u t t o n ' ?  

What happens t o  t u r n  them on?"  Once t h e  t r a i n e r  knows 

t h i s ,  s / h e  may have t o  s e l l  t r a i n i n g  by use o f  an 

" a r t i f i c i a l "  o r  " p o l i t i c a l "  need i n  o r d e r  t o  be a b l e  t o  

b e g i n  a d d r e s s i n g  r e a l  t r a i n i n g  n e e d s .  

P u b l i c i t y / C o m m u n i c a t i o n  Methods

The a d v i s o r y  c o m m i t t e e  m e n t i o n e d  above  s e r v e d  as an 

a d v e r t i s i n g  medium f o r  t h e  t r a i n i n g  d e p a r t m e n t .  A l s o  t h e  

d e p a r t m e n t  p u b l i s h e s  a y e a r l y  c o u r s e  b o o k l e t  as a means o f  

a d v e r t i s i n g .  The need f o r  t h i s  a d v e r t i s i n g  has grown s i n c e  

t h e  d e p a r t m e n t  has begun t o  s e r v e  more o f  t h e  o r g a n i z a t i o n  

i n  a d d i t i o n  t o  d a t a  p r o c e s s i n g  ( t h r o u g h  o f f e r i n g  " u s e r "  

t r a i n i n g )  .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f  

T r a i n i n g  r e s p o n s i b i l i t i e s  w i t h i n  t h e  d e p a r t m e n t  

need t o  be c l e a r l y  d e f i n e d  i n  o r d e r  t o  a v o i d  c o n f l i c t s .

The t r a i n i n g  manager em phas ize d  t h a t  p r e v i o u s  e x p e r i e n c e  as 

a d a t a  p r o c e s s i n g  t r a i n e r  was n e c e s s a r y  t o  g i v e  h im c r e d ­

i b i l i t y .  He f e l t  t h a t  b e i n g  " p e r s o n - o r i e n t e d "  h e l p e d  i n  

g e t t i n g  t h e  c o o p e r a t i o n  he needed f ro m  th e  o r g a n i z a t i o n . 

S ug g e s te d  Sequence o f  S te p s  f o r  I m p l e m e n t a t i o n

F i r s t ,  " . . . f i n d  o u t  wha t  t h e  c l i m a t e  i s  l i k e ;  

w h e th e r  t h e y  have a c c e p t e d  t h e  change a l r e a d y  o r  w h e th e r  

you have t o  s e l l  t h e  c h a n g e . "  I f  t h e  change has n o t  been
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a c c e p t e d ,  " y o u  want  t o  emphas ize  more than  o t h e r w i s e  g o ing  

t o  management and g a t h e r i n g  a c c ep tan c e  f o r  [ t h e  p r o j e c t ] . 

Then s e l l i n g  a t  l o w e r  l e v e l s  f o l l o w s ,  b u t  t h i s  w i l l  be much 

e a s i e r  h a v i n g  f i r s t  g a in e d  to p  management s u p p o r t . "

I n t e r v i e w  4 

I n i t i a t i o n / E a r l y  D e ve lop m e n t

The d a ta  p r o c e s s i n g  o r g a n i z a t i o n  i n  t h i s  case i s  a 

d i v i s i o n  o f  a d e p a r tm e n t  s t o r e  c h a in  i n  a l a r g e r  c i t y .  The 

t r a i n i n g  d e p a r t m e n t  s e r v e s  b o th  new and e x p e r i e n c e d  em p loy ­

ee s ,  b u t  most  o f  t h e  t r a i n i n g  i s  enha nc ing  s k i l l s  o f  more 

e x p e r i e n c e d  p e r s o n n e l .  The t r a i n i n g  program was i n i t i a t e d  

f o u r  y e a r s  ago w i t h  t h e  s i g n i n g  o f  a c o n t r a c t  w i t h  a l a r g e  

t r a i n i n g  company t o  f u r n i s h  r e n t a l  c o u rs e s  on d a ta  p r o ­

c e s s i n g .  F o r  a p p r o x i m a t e l y  two to  t h r e e  y e a r s  a pe rson  i n  

s t a f f  s u p p o r t  d i r e c t e d  th e  t r a i n i n g  program as a p a r t - t i m e  

p r o j e c t .  The p r e s e n t  t r a i n i n g  manager came i n t o  t h e  

p o s i t i o n  one t o  two y e a r s  ago .  The f o l l o w i n g  were l i s t e d  

as h e r  j o b  r e s p o n s i b i l i t i e s :  ( l )  D e f i n e  p o s i t i o n s ;  ( 2 )

D e f i n e  s k i l l s  o f  p o s i t i o n s  ; ( 3 )  D e te rm in e  what  l e v e l  

p e o p le  need t o  be i n  o r d e r  t o  f i l l  t h o s e  p o s i t i o n s ;  (4 )  

W r i t e  t r a i n i n g  p la n s  f o r  p e o p le  now i n  t ho s e  p o s i t i o n s  

a c c o r d i n g  t o  t h e i r  s k i l l  l e v e l s ;  and ( 5 )  W r i t e  p e r fo rm a n c e  

o b j e c t i v e s  f o r  p o s i t i o n s .  I n  th e  e a r l i e r  s t a g e s ,  the  

p rogram  had o p e r a t e d  on a s m a l l  s c a l e —  e s s e n t i a l l y  as a 

p r o j e c t  i n  w h ic h  th e  " e a r l y  r e q u i r e m e n t s  were s i m p l y  to  g e t  

[ r e n t a l  c o u r s e s ]  i n  and o u t . "  D u r in g  the  l a s t  one to  two
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y e a r s ,  h ow eve r ,  t h e  p ro g ram  has changed s i g n i f i c a n t l y .  And 

a p r i n c i p a l  f a c t o r  i n  t h a t  change has been s e l l i n g  to  

management a d i f f e r e n t  c o n c e p t  o f  t r a i n i n g — t r a i n i n g  

as a n e c e s s a ry  component  o f  t h e  b u s i n e s s  p r o c e s s .  A 

s u c c e s s f u l  b u s in e s s  o r g a n i z a t i o n  m u s t ,  i n  t h i s  v i e w ,  

i n c l u d e  a s k i l l s  p l a n n i n g  co m ponen t .  And s k i l l s  p l a n n i n g  

l e a d s  t o  s k i l l s  d e v e lo p m e n t .

M a jo r  Changes as t h e  P r o j e c t  Has P r o g r e s s e d

The t r a i n i n g  manager d i s c u s s e d  th e  s i g n i f i c a n t  

s t a g e s  i n  t h e  d e v e lo p m e n t  o f  t h e  p ro g r a m .  The f i r s t  s ta g e  

was c r e a t i o n  o f  an awareness  o f  t h e  p o s s i b i l i t i e s  o f  i n -  

house e d u c a t i o n  t h r o u g h  t h e  o f f e r i n g  o f  s e l f - s t u d y  t e x t s , 

m u l t i - m e d i a  c o u r s e s ,  e t c . The second s ta g e  i n v o l v e d  th e  

g ro w in g  o r g a n i z a t i o n a l  awareness  t h a t  even i n - h o u s e  t r a i n i n g  

must  be c a r e f u l l y  managed o r  t h e  c o s t  w i l l  be enorm ous.

T h i s  l e d  t o  t h e  e s t a b l i s h m e n t  o f  an o r g a n i z e d  p r o c e s s  o f  

s k i l l s  p l a n n i n g .  A c o m p u t e r i z e d  t a s k  a n a l y s i s  sys tem was 

u s e f u l  a t  t h i s  p o i n t  i n  d e f i n i n g  t h e  d a ta  p r o c e s s i n g  t a s k s  

i n  th e  o r g a n i z a t i d n . The t h i r d  (and  p r e s e n t )  s t a g e  has 

been f u r t h e r  e d u c a t i n g  th e  o r g a n i z a t i o n  i n  what  t r a i n i n g  

s h o u ld  b e - - a  n e c e s s a ry  p a r t  o f  t h e  s u c c e s s f u l  f u n c t i o n i n g  

o f  a b u s i n e s s .  T h i s  has f i n a l l y  l e d  to  the  w r i t i n g  o f  

p e r fo rm a n c e  o b j e c t i v e s  f o r  d a ta  p r o c e s s i n g  p o s i t i o n s  ; t h i s  

i s  c u r r e n t l y  what  t h e  t r a i n i n g  manager i s  i n v o l v e d  i n .  

R e s i s t a n c e  to  P r o j e c t

" Y o u ' l l  have r e s i s t a n c e  f rom  p eo p le  t h a t  d o n ' t
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u n d e r s t a n d  how t r a i n i n g  and e d u c a t i o n  a re  supposed  to  

w o r k , "  commented th e  i n t e r v i e w e e ,  " b u t  once you e x p l a i n  what  

you want  t o  do as a t r a i n e r . . .w h i c h  i s  to  s u p p o r t  t h e ^  

b u s i n e s s  work t h a t  t h e y  have t o  d o . . . t h e n  t h a t  w i l l  h e l p  

overcome t h e i r  r e s i s t a n c e . "  She c o n t i n u e d ,  "As l o n g  as 

t h e y  have an a t t i t u d e  t h a t  t r a i n i n g  i s  n i c e  t o  have and do 

i f  you have e x t r a  money and e x t r a  t i m e ,  t h e n ,  you know, 

w i t h o u t  r e e d u c a t i n g  them dh what  i t  s h o u ld  do ,  th e n  you 

c o u l d  have a l o t  o f  u n e x p e c te d  r e s i s t a n c e . "

A c q u i r i n g  Employee S u p p o r t

The p r i n c i p a l  t a c t i c  used t o  g a i n  employee p a r ­

t i c i p a t i o n  has been m ak ing  them a c c o u n t a b l e  t o  t h e i r  

managers f o r  a c q u i r i n g  needed t r a i n i n g .  The t r a i n i n g  

d e p a r tm e n t  p r o v i d e s  a p ro c e s s  by w h ich  a manager draws up a 

t r a i n i n g  p la n  f o r  each e m p lo ye e .  The employee i s  then  

r e s p o n s i b l e  f o r  e n r o l l i n g  i n  and t a k i n g  th e  r e q u i r e d  

t r a i n i n g .  P r o p e r  p a r t i c i p a t i o n  t h u s  becomes a p a r t  o f  the  

e m p lo y e e ' s  p e r fo rm a n c e  e v a l u a t i o n .  "And t h a t , "  t h e  t r a i n ­

i n g  manager e x p l a i n e d ,  "ca n  cause a s t u d e n t  t o  be m o t i v a t e d  

i n  a c l a s s  b e t t e r  tha n  a n y t h i n g  e l s e . "

A c q u i r i n g  Management S u p p o r t

An e x t e n s i v e  l i s t  o f  t a c t i c s  f o r  g a i n i n g  manage­

ment s u p p o r t  was d i s c u s s e d .  The emphasis  t h r o u g h o u t  was 

on th e  n e c e s s i t y  f o r  t h e  t r a i n i n g  t o  be a b u s i n e s s  need;  

o t h e r w i s e ,  she f e l t ,  i t  p r o b a b l y  w i l l  n o t  s u c c ee d .

The c o s t - e f f e c t i v e n e s s  o f  i n - h o u s e  t r a i n i n g  was
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t o u c h e d  on as a s e l l i n g  f e a t u r e .  The t r a i n i n g  manager a l s o  

p o i n t e d  o u t  t h e  need t o  j u s t i f y  e x i s t e n c e  o f  a program 

t h r o u g h  d e m o n s t r a t i n g  t h e  b e h a v i o r a l  change p rodu ce d  by i n -  

house c o u r s e s .  She a d v i s e d  a v o i d i n g  any p a r a l l e l  between 

i n - h o u s e  c o u r s e s  and th e  vend o r  ( IBM, e t c . )  c o u r s e s  t h a t  

a c q u i r e  a "bad name" because the y  a re  n o t  a p p r o p r i a t e l y  

f i t t e d  to  th e  needs o f  t h e  p e r s o n .  She a l s o  d i s c u s s e d  the  

need f o r  t r a i n i n g  t o  r e p o r t  a t  a h ig h  l e v e l  i n  t h e  o r g a n ­

i z a t i o n .  "You must  be a b l e  t o  work w i t h  the  s t r a t e g i c  

p e o p le  i n  DP sys tem s  d ev e lo p m e n t  and DP d e l i v e r y  o r  the  

p r o d u c t i o n  a rea  o p e r a t i o n s  s i d e .  So w h e re v e r  you a re  

p l a c e d ,  you must  be a b l e  t o  f u n c t i o n  as a pee r  w i t h  t ho s e  

p e o p le  and be i n v o l v e d  i n  t h e i r  p l a n n i n g ,  so t h a t  s k i l l s  

p l a n n i n g  can go r i g h t  a lo n g  w i t h  mach ine p l a n n i n g ,  hardware  

p l a n n i n g ,  s o f t w a r e  p l a n n i n g .  And t h a t  i s  e s s e n t i a l ,  and I  

t h i n k  i f  t h e  company i s  b r i n g i n g  i n  a f o r m a l  s k i l l s  

p l a n n i n g  p ro g r a m ,  t o  p u t  t h a t  s k i l l s  p rogram anywhere e l s e  

i s  g o in g  t o  cause i t  t o  f a i l . "

She spoke s e v e r a l  t im e s  o f  th e  im p o r ta n c e  o f  

b e g i n n i n g  a p rogram s m a l l  and th e n  e x p a n d i n g .  Focus on a 

h i g h  p r i o r i t y  need ( l i k e  s k i l l s  p l a n n i n g ) .  Then b e g in  the  

p rogram as a " p r o j e c t "  (a  s m a l l e r - s c a l e  e f f o r t  w i t h  more 

l i m i t e d  g o a l s ) .  E v o l v e  w i t h  t h e  p r o j e c t ,  e v a l u a t e  i t ,  and 

p ro v e  i t  c o s t - b e n e f i c i a l .  U l t i m a t e l y ,  i f  s u c c e s s f u l ,  the  

p r o j e c t  i s  grown i n t o  a " p r o c e s s " — so m e th in g  r e c o g n i z e d  as 

n e c e s s a ry  to  th e  f u n c t i o n i n g  o f  the  b u s i n e s s .
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The t a c t i c  t h a t  r e c e i v e d  most  emphas is  was s e l l i n g  

th e  s k i l l s  p l a n n i n g  p ro c e s s  t o  management;  " [The b e s t  

method i s ]  f o r  b u s i n e s s  to  see s k i l l s  p l a n n i n g  as a b u s i ­

ness  p r o c e s s  t h a t  i s  n e c e s s a r y  f o r  p e r fo r m a n c e  r e q u i r e m e n t s  

t o  be m e t . "  She e x p l a i n e d  her  method o f  g a i n i n g  a c c e p ta n c e  

as f o l l o w s .  "The methods I  u s ed ,  f i r s t ,  were t o  e d u c a te  

e x e c u t i v e s  on th e  need f o r  t r a i n i n g  t o  be,  you know, an 

i n t e g r a l  p a r t  o f  t h e i r  b u s i n e s s .  And I  t h i n k  th e  f i r s t  

t o o l  t h a t  I  used to  d e a l  i n  t h a t  was t o  i n t r o d u c e  th e  c y c l e  

o f  p e r fo r m a n c e  p l a n n i n g . . .  t h a t  i s ,  w i t h  MBO t r a i n i n g  o r  a 

number o f  o t h e r  t e c h n i q u e s  t h a t  maybe I ' v e  c a l l e d  MBO b u t  

t h e y  r e a l l y  a re  methods o f  p e r fo r m a n c e  p l a n n i n g . "  She con ­

t i n u e d ,  "And then  second was th e  work w e 'v e  done w i t h  IBM 

on t h e  management sys tem app roa ch  f o r  i n f o r m a t i o n  s y s t e m s , 

and I ' v e  worked  w i t h  them on t h i s  f o r  a bo u t  a y e a r . "  She 

e x p l a i n e d  t h a t  IBM p r o v i d e s  a model  f o r  o r g a n i z a t i o n a l  

change c o n t a i n i n g  42 p ro c e s s e s  e s s e n t i a l  f o r  s u c c e s s f u l  

b u s i n e s s  o p e r a t i o n .  And th e s e  42 i n c l u d e  th e  s k i l l s  

p l a n n i n g / s k i l l s  d e v e lo p m en t  p r o c e s s e s .  W i t h i n  t h i s  en­

v i r o n m e n t ,  th e  f a c t  t h a t  t h e  sys tem comes f rom  an o u t s i d e  

s o u r c e  l i k e  IBM g i v e s  a h i g h  l e v e l  o f  c r e d i b i l i t y .  The 

t r a i n i n g  manager p o i n t e d  o u t  t h a t  t h i s  h e l p s  t a k e  the  

t r a i n e r  o u t  o f  the  " b e g g in g  p o s i t i o n " - - t h e  a u t o m a t i c  

c r e d i b i l i t y  g r e a t l y  re d uce s  th e  amount  o f  s e l l i n g  r e q u i r e d .

I m p le m e n t i n g  s k i l l s  p l a n n i n g  as a b u s i n e s s  p r o c e s s  

i n v o l v e d  th e  f o l l o w i n g  s t e p s :  (1 )  S t a r t  by w r i t i n g  j o b
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d e s c r i p t i o n s  5 ( 2 )  Comple te  a s k i l l s  a n a l y s i s  f o r  each j o b ,  

d e t e r m i n i n g  th e  s k i l l s  n e c e s s a ry  to  do the  t a s k s  ; (3 )  

Conduct  an i n d i v i d u a l  t r a i n i n g  needs a n a l y s i s  t o  d e te r m in e  

th e  d e f i c i e n c i e s  o f  each p e r s o n ;  ( 4 )  M o n i t o r  p r o g r e s s  to  

see t h a t  p r o p e r  t r a i n i n g  i s  ta k e n  to  p r o v i d e  s k i l l s  ; and

( 5 )  Comple te  a p e r fo rm a n c e  e v a l u a t i o n  on each p e r s o n . . .  

i n c l u d i n g  an a p p r a i s a l  o f  the  p e r s o n ' s  p r o g r e s s  to w a rd  

a c q u i r i n g  th e  p r e s c r i b e d  s k i l l s .  I t  i s  i m p o r t a n t , the  

i n t e r v i e w e e  s t a t e d ,  t h a t  th e s e  s te p s  n o t  be c a r r i e d  o u t  by 

th e  t r a i n i n g  d e p a r tm e n t  a l o n e ,  b u t  t h a t  t he y  be t r e a t e d  as 

p r o j e c t s  app roved  o f  and p a r t i c i p a t e d  i n  by " l i n e "  

p e r s o n n e l . . .  "and b u i l t  i n t o  the  way t h e y  do t h e i r  w o r k . "  

And o f  c o u r s e  th e  l a s t  s t e p ,  p e r fo rm a n c e  a p p r a i s a l ,  i s  

c a r r i e d  o u t  by t h e  e m p lo y e e 's  manager.  When asked "Who a re  

t h e  most  i m p o r t a n t  p eo p le  to  t h e  success  of  such a 

p r o g r a m , "  t h e  t r a i n i n g  manager r e p l i e d ,  " I n  our  s i t u a t i o n ,  

i t  wou ld  be th e  c h i e f  e x e c u t i v e  o f  i n f o r m a t i o n  sys tem s and 

t h e n  t h e  l i n e  e x e c u t i v e s  i n  d eve lop m en t  and d e l i v e r y .  They 

w i l l  be th e  ones t h a t  w i l l  h e lp  you d e f i n e  th e  s k i l l s  

d eve lop m en t  a rea  as a b u s in e s s  p r o c e s s  and ones t h a t  w i l l  

be a b le  t o  pass the  message on down to  t h e i r  p e o p le  so th e y  

w i l l  u n d e r s ta n d  the  b u s in e s s  rea son  f o r  them to  be i n  

class."
P u b l i c i t y / C o m m u n i c a t i o n  Methods

When asked abou t  the  use o f  b r o c h u r e s  or  p r i n t e d  

p u b l i c a t i o n s ,  the  t r a i n i n g  manager re sp o n d e d ,  "No,  I
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h a v e n ' t  done t h a t  and I  f e e l  s t r o n g l y  a g a i n s t  d o ing  t h a t .

I  t h i n k  you have t o  i n c o r p o r a t e  i t  a g a in  i n t o  the  b u s in e s s  

as a b u s i n e s s  p ro c e s s  t h a t  i s  c r i t i c a l  t o  th e  g ro w in g  

c o n c e rn  o f  t h e  company . "  She e x p re s s e d  o p p o s i t i o n  t o  " j u s t  

t r y i n g  t o  g a i n  any k i n d  o f  e m o t i o n a l  s u p p o r t  o r  e x c i t e m e n t .

I  t h i n k  a t r a i n e r  and a pe rson  t h a t  i s  manag ing  s k i l l s  

d e v e lo p m e n t  i s  g o in g  t o  have much more than  t h e y  eve r  can 

do by j u s t  a n s w e r i n g  b u s i n e s s  n e e d s . "

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f

The i n t e r v i e w e e  f e l t  t h a t  a t r a i n e r  s h o u ld  have 

b ack g ro u n d s  i n  b o th  t r a i n i n g  and b u s i n e s s .  " [ T h e  t r a i n e r ]  

needs t o  be as sha rp  i n  b u s i n e s s  s k i l l s  as t h e y  are  i n  

e d u c a t i o n  s k i l l s .  They need to  be a b le  t o  r e l a t e  to  what  

p r o f i t  i s  t o  t h e  company, what  c o s t s  a re  to  t h e  company,  

what  t h e  economy i s  d o in g  t o  the  company,  and the y  need to  

be a b l e  t o  t h i n k  v e r y  q u i c k l y  i n  a b u s in e s s  s e n s e . "  She 

s u g g e s te d  t h a t  t h e  MBA degree  m ig h t  be good a d d i t i o n a l  

p r e p a r a t i o n  f o r  an e d u c a t o r .  O th e r  s k i l l s  needed a re  as 

f o l l o w s ;  ( 1 )  The t r a i n e r  s h o u ld  be a r e s u l t s - o r i e n t e d  

p r o j e c t  p l a n n e r ;  ( 2 )  The t r a i n e r  s h o u ld  be a p r o b le m -  

s o l v e r ;  ( 3 )  The t r a i n e r  s h o u ld  be a n a l y t i c a l  enough to  

p r o p e r l y  d ia g n o s e  t r a i n i n g  needs .

I n  summary,  she s t a t e d  t h a t  " . . . w h a t  b u s in e s s  

r e a l l y  needs i s  [ f o r ]  e d u c a to r s  to  come o u t  o f  a program 

l i k e  t h a t  t h a t  a re  t o p - f l i g h t  b u s i n e s s  p e o p l e . . .  [who ] u n d e r ­

s ta n d  th e  economy; who u n d e r s t a n d  t h e  le a n  y e a r s  coming up
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f o r  f i n d i n g  s k i l l e d  p e o p l e . . . w h o  can p r e d i c t  t h a t ;  who can 

say when an o r g a n i z a t i o n  i s  to o  f a t  and t e l l  a f a t  o r g a n i ­

z a t i o n  how to  become le a n  a g a i n ;  and e d u c a t o r s  who a re  

r e a l l y  gea red  to  p e r fo rm a n c e  m o n i t o r i n g . "

Recommended Sequence o f  S teps  f o r  I m p l e m e n t a t i o n

The t r a i n i n g  manager recommended t h e  f o l l o w i n g  

s t e p s ;  " I  wou ld  l o o k  f i r s t  a t  e d u c a t i o n  o f  th e  e x e c u t i v e s ,  

t h e  s t r a t e g i c  p e o p le  i n  th é  b u s i n e s s  p r o c e s s  o f  s k i l l s  

p l a n n i n g . . .  and g a i n  a c c e p ta n c e  f o r  t h a t . . . a n d  the n  s t a r t  

s k i l l s  p l a n n i n g  as a p r o j e c t  to  grow i n t o  a p r o c e s s .  Or,  

i f  I  have t h e  r e s o u r c e s ,  I  wou ld  s t a r t  i t  i n i t i a l l y  as a 

b u s i n e s s  p ro c e s s  s t a f f e d  to  meet the  needs o f  the  e n t i r e  

d i v i s i o n .  I  t h i n k  i t ' s  s o r t  o f  u n l i k e l y  t h a t  a company 

w i l l  buy t h a t  r i g h t  o f f ,  b u t  those  a re  th e  s t e p s  I  wou ld  

t a k e . "

I n t e r v i e w  5 

I n i t i a t i o n / E a r l y  D eve lopment

The c o r p o r a t i o n  s e rv e d  by t h i s  d a ta  p r o c e s s i n g  

o r g a n i z a t i o n  i s  a l a r g e  o i l  f i e l d  d r i l l i n g  equ ipm en t  

company l o c a t e d  s e v e r a l  h o u r s '  d r i v e  away f rom any l a r g e  

c i t y .  The c o r p o r a t i o n  i s  p a r t  o f  a d i v e r s i f i e d  i n t e r n a ­

t i o n a l  company. The d a ta  p r o c e s s i n g  t r a i n i n g  d e p a r tm e n t  

f u n c t i o n s  p r i m a r i l y  t o  t r a i n  new ly  h i r e d  p rogramming  

e m p l o y e e s - - p r o v i d i n g  b a s i c  p rogramm ing  la n g u a g e  t r a i n i n g  

and o t h e r  e s s e n t i a l s  b e f o r e  the y  move to  th e  p rogramm ing  

d e p a r t m e n t .  The t r a i n i n g  program began abo u t  s i x  y e a r s  ago
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when a r e n t a l  c o n t r a c t  was s ig n e d  w i t h  a l a r g e  t r a i n i n g  

company t o  p r o v i d e  i n d i v i d u a l l y  paced m u l t i - m e d i a  c o u r s e s .

Up t o  t h a t  p o i n t ,  a p rogramming  s u p e r v i s o r  had been 

r e s p o n s i b l e  f o r  t r a i n i n g ,  b u t  i n c r e a s i n g  numbers o f  new 

t r a i n e e s  b r o u g h t  a b o u t  th e  h i r i n g  o f  a f u l l - t i m e  p e rson  f o r  

the  p ro g r a m .  The f i r s t  t r a i n i n g  manager began w i t h  a 

t r a i n i n g  needs a n a l y s i s  and c r e a t e d  an e n t r y - l e v e l  

c u r r i c u l u m ;  e a r l i e r  t r a i n i n g  had been e x c l u s i v e l y  i n  COBOL. 

The p r e s e n t  t r a i n i n g  manager j o i n e d  th e  company a bo u t  two 

y e a r s  ago .  A second f u l l - t i m e  p e r s o n ,  a t r a i n i n g  a n a l y s t ,  

was r e c e n t l y  added t o  th e  s t a f f  because o f  c o n t i n u e d  g ro w th  

i n  c l a s s  s i z e .

M a jo r  Changes as th e  P r o j e c t  Has P r o g r e s s e d

The p rogram began w i t h  t u t o r s  who were l o a n e d  f o r  

s h o r t  p e r i o d s  by th e  p rogramming  d e p a r t m e n t .  L a r g e r  c l a s s  

s i z e  has l e d  to  t h e  use o f  " f u l l - t i m e "  t u t o r s — t e c h n i c a l  

p e o p le  a s s ig n e d  t o  a s s i s t  i n  t r a i n i n g  f o r  s i x  months o r  so .  

The l a r g e s t  change i n  t h e  p ro g ra m ,  th e  t r a i n i n g  manager 

e x p l a i n e d ,  has been th e  r e d u c t i o n  i n  t h e  l e n g t h  o f  t im e  an 

e n t r y - l e v e l  p e r s o n  spends i n  t r a i n i n g .  P r e v i o u s l y ,  

t r a i n e e s  had been i n  t r a i n i n g  f o r  as much as s i x  months ; bu t  

t h e  p rogram now l a s t s  two m on th s .  S tu d e n t s  are  t h u s  

r e l e a s e d  t o  t h e i r  a s s ig n e d  s e c t i o n  much s o o n e r .  "They 

wanted  th o s e  p e o p le  to  become p r o d u c t i v e  as soon as 

p o s s i b l e . "  Two a d d i t i o n a l  changes were p o i n t e d  o u t  : (1 )  

e v o l v i n g  f rom e n t r y - l e v e l  t r a i n i n g  to w a rd  more a dvan ced .
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p r o f e s s i o n a l - l e v e l  t r a i n i n g  and " u s e r "  t r a i n i n g  ( t r a i n i n g  

o f  p e o p le  who use th e  s e r v i c e s  o f  d a ta  p r o c e s s i n g ) ;  (2 )  

e v o l v i n g  more to w a r d  " s t a n d - u p "  ( l e c t u r e )  t r a i n i n g  than  

e a r l i e r  i n  t h e  p ro g ra m .

R e s i s t a n c e  to  P r o j e c t

There  had been s t r o n g  management s u p p o r t  f o r  the  

p rogram f rom  the  i n i t i a t i o n  t h r o u g h  the  p r e s e n t .  W i t h i n  

such an e n v i r o n m e n t ,  t h e  t r a i n i n g  p rog ram  had n o t  

e n c o u n te r e d  r e s i s t a n c e  o f  any k i n d .

A c q u i r i n g  Employee S u p p o r t

The t r a i n i n g  manager r e l i e d  p r i m a r i l y  on "word  o f  

mou th "  t o  c r e a t e  employee awareness  o f  t h e  p ro g ra m .  A 

t r a i n i n g  needs a n a l y s i s  was a l s o  c i r c u l a t e d  to  i n f o r m  

emp loyees  o f  what  was a v a i l a b l e  t o  them.  P a r t i c i p a t i o n  i n  

t h e  p rogram i s  m a nda to ry  f o r  new em p loyee s ,  so th e  t r a i n i n g  

d e p a r tm e n t  has n o t  been r e q u i r e d  to  a t t r a c t  s t u d e n t s  or  

in d u c e  them t o  p a r t i c i p a t e .

A c q u i r i n g  Management S u p p o r t

Management s u p p o r t  has been s t r o n g  f rom th e  b e g i n ­

n i n g ,  p r i m a r i l y  because  o f  the  l o c a t i o n  o f  the  company.  

Be ing  l o c a t e d  i n  a s m a l l  c i t y  t h a t  i s  d i s t a n t  f rom any 

m e t r o p o l i t a n  a r e a ,  t h e  company had d i f f i c u l t y  a t t r a c t i n g  

e x p e r i e n c e d  p e o p l e .  The n e c e s s i t y  f o r  t r a i n i n g  i n e x p e r ­

ie n c e d  c o l l e g e  g r a d u a te s  has been c l e a r  f rom the  b e g i n n i n g  

- - s o  management " s e l l i n g "  has n o t  been r e q u i r e d .  F u r t h e r ­

more ,  an i n - h o u s e  t r a i n i n g  d e p a r tm e n t  has f u r n i s h e d  a much
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l e s s  e x p e n s iv e  means o f  a c q u i r i n g  t r a i n i n g  th a n  se n d in g  

employees  to  IBM s c h o o l s  h e l d  i n  o t h e r  p a r t s  o f  the  

c o u n t r y .

The t r a i n i n g  manager had " s o l d "  t o  management to  

t h e  e x t e n t  t h a t  she had used t r a i n i n g  s t a t i s t i c s  (number o f  

r e q u e s t s ,  e t c . )  t o  j u s t i f y  th e  a d d i t i o n  o f  t h e  second f u l l ­

t im e  t r a i n i n g  p e rson  and th e  use o f  " f u l l - t i m e "  t u t o r s .  

P u b l i c i t y / C o m m u n i c a t i o n  Methods

The t r a i n i n g  manager has depended p r i m a r i l y  on 

"w ord  o f  mou th "  t o  f a m i l i a r i z e  p e r s o n n e l  w i t h  the  t r a i n i n g  

p ro g r a m .  Employees see o t h e r s  u s i n g  new s k i l l s  th e y  wou ld  

l i k e  t o  have ,  she e x p l a i n e d ,  and th e y  ask ,  "How do I  do 

t h a t ? "  C o n s e q u e n t l y ,  t h e y  a re  r e f e r r e d  t o  th e  t r a i n i n g  

d e p a r t m e n t .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f

The t r a i n i n g  manager had found  th e  r o l e  o f  e d u c a t o r /  

t e c h n i c a l  e x p e r t  most  h e l p f u l .  Knowledge o f  t e c h n i c a l  

s t a n d a r d s  and methods o f  d o in g  t h i n g s  made i t  p o s s i b l e  t o  

a d v i s e  and i n s t r u c t  more e f f e c t i v e l y .  I d e a l l y  t h e  t r a i n e r  

wou ld  have b o th  t e a c h i n g  and t e c h n i c a l  b a c k g ro u n d s .  The 

t r a i n e r  s h o u ld  a l s o  be a b le  t o  communicate  e a s i l y  w i t h  

o t h e r  p eo p le  and s h o u ld  possess  th e  p a t i e n c e  t o  a l l o w  the  

s t u d e n t  t im e  t o  do th e  t a s k  h i m / h e r s e l f .

Recommended Sequence o f  S teps  f o r  I m p l e m e n t a t i o n

No s p e c i f i c  i m p l e m e n t a t i o n  sequence was recommend­

ed .
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I n t e r v i e w  6 

I n i t i a t i o n / E a r l y  Deve lopment

The d a ta  p r o c e s s i n g  i n s t a l l a t i o n  where t h i s  

i n t e r v i e w  to o k  p la c e  i s  a d i v i s i o n  o f  a l a r g e  m e t r o p o l i t a n  

bank .  The t r a i n i n g  d e p a r t m e n t ' s  p r i n c i p a l  f u n c t i o n  f o r  

d a ta  p r o c e s s i n g  i s  t o  enhance s k i l l s  o f  e x p e r i e n c e d  

t e c h n i c a l  p e r s o n n e l  and p r o v i d e  t r a i n i n g  on new " p r o d u c t s , "  

a l t h o u g h  some t r a i n i n g  o f  hew employees i s  a l s o  p r o v i d e d .  

The t r a i n i n g  program began t h r e e  t o  f o u r  y e a r s  ago w i t h  th e  

h i r i n g  o f  a t r a i n i n g  d i r e c t o r  and th e  s i g n i n g  o f  a r e n t a l  

c o n t r a c t  w i t h  a l a r g e  t r a i n i n g  company f o r  i n d i v i d u a l l y  

paced m u l t i - m e d i a  c o u r s e s .  S e v e r a l  y e a r s  b e f o r e  t h e  

p rogram was i n i t i a t e d ,  a p r o j e c t  l e a d e r  had recommended 

t h a t  a t r a i n i n g  p rogram be im p le m e n te d ,  b u t  the  " c r i s i s  

management" o f  t h a t  p e r i o d  o f  t im e  had p r e v e n t e d  any s t e p s  

to w a r d  i n i t i a t i o n .  The t o p  management o f  th e  d a ta  c e n t e r  

l a t e r  changed :  "We f i n a l l y  g o t  a v e r y  i n s i g h t f u l  and f o r e ­

s i g h t f u l  manager t h e r e  a t  work t h a t  f o r  th e  f i r s t  t im e  we 

had someone who a c t u a l l y  had enough sense and ju dge m en t  t o  

be a b le  t o  r e l a x  and see what  was g o in g  on and then  method­

i c a l l y ,  s y s t e m a t i c a l l y  b e g in  t o  s o l v e  t h e  p r o b l e m s . "  In  

a d d i t i o n ,  t h e  p r o j e c t  l e a d e r  who had s o u g h t  t o  i n i t i a t e  

t r a i n i n g  was p romoted  t o  a d e p a r tm e n t  m a n a g e r ' s  p o s i t i o n .

I n  t h i s  new p o s i t i o n — and w i t h  a b e t t e r  top  management 

c l i m a t e - - h e  was s u c c e s s f u l  a t  i n i t i a t i n g  th e  t r a i n i n g  

p ro g ra m .  I t  began w i t h  good s u p p o r t  by t o p  management and
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t h e  m i d d l e  l e v e l  management.  One o f  t h e  p r i n c i p a l  

t a c t i c s  a t  t h i s  p o i n t  was " t o  make th e  t r a i n i n g  p rogram n o t  

n e c e s s a r i l y  what  we u l t i m a t e l y  wanted  i t  t o  become, b u t  to  

be s u re  t h a t  i t  was s o m e th in g  t h a t  c o u l d  be a c c e p te d  by the  

o r g a n i z a t i o n  i n  i t s  p r e s e n t  s t a t e  o f  d i s r e p a i r .  I t ' s  k i n d  

o f  l i k e  h e l p i n g  a s i c k  p a t i e n t  t o  r e c o v e r ,  you know. Do 

you t a k e  him o u t ,  fe e d  him a s te a k  d i n n e r ?  You know, you 

may g i v e  him c h i c k e n  b r o t h  and a p i e c e  o f  d r y  t o a s t .  And 

t h a t ' s  wha t  we d i d  ; we gave them c h i c k e n  b r o t h  f o r  abou t  

a y e a r .  So f i n a l l y  th e y  s a i d  ' H e l p !  We have t o  have some­

t h i n g  w i t h  more s u b s t a n c e ! ' "

M a jo r  Changes as th e  P r o j e c t  Has P ro g r e s s e d

The t r a i n i n g  p rogram began w i t h  one f u l l - t i m e  

perPon and a s m a l l  t r a i n i n g  room. I t  l a t e r  expanded t o  the  

p o i n t  t h a t  i t  had s e v e r a l  p e o p le  and b e t t e r  f a c i l i t i e s . . .  

and i t  began d e v e l o p i n g  t r a i n i n g  c o u r s e s  f o r  o t h e r  d i v i s ­

i o n s  o f  t h e  c o r p o r a t i o n .  A t  p r e s e n t  i t  has expanded 

s i g n i f i c a n t l y  and assumed f o r m a l  r e s p o n s i b i l i t y  f o r  t r a i n ­

i n g  a l l  o t h e r  p a r t s  o f  t h e  company,  a l t h o u g h  i t  r e t a i n s  

e s s e n t i a l l y  t h e  same r e l a t i o n s h i p  w i t h  d a ta  p r o c e s s i n g  

as a t  t h e  b e g i n n i n g .  Whereas i t  began w i t h  i n d i v i d u a l l y  

paced c o u r s e s  p r o v i d e d  by an o u t s i d e  company, t h e  d e p a r t ­

ment  now p ro d u c e s  c o u r s e s  a l s o  and o f f e r s  b o th  workshop 

and i n d i v i d u a l l y  paced c o u r s e s . A c o m p u t e r i z e d  r e c o r d ­

k e e p i n g / r e p o r t i n g  sys tem has been im p le m e n te d  w i t h i n  the 

l a s t  y e a r . D u r i n g  t h a t  same p e r i o d  o f  t im e  i n c r e a s i n g
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em phas is  has been g i v e n  t o  p r o v i d i n g  t u t o r i n g  s e s s i o n s  f o r  

i n d i v i d u a l l y  paced c o u r s e s ,  a l t h o u g h  t h i s  p r o j e c t  has n o t  

been h i g h l y  s u c c e s s f u l .  The t u t o r s  a re  t e c h n i c a l  da ta  

p r o c e s s i n g  p e r s o n n e l  who a s s i s t  i n  t h e  p rogram v o l u n t a r i l y .  

R e s i s t a n c e  t o  P r o j e c t

The t r a i n i n g  manager d i s c u s s e d  e a r l y  r e s i s t a n c e  

f ro m  an i n f l u e n t i a l  m a n a g e r . . . r e s i s t a n c e  t h a t  had c o n t r i b u ­

t e d  t o  th e  f a i l u r e  o f  t h e  f i r s t  e f f o r t  a t  i n i t i a t i n g  a 

t r a i n i n g  p r o g r a m . The manager,  a " v e r y  p o w e r f u l  p e r s o n a l ­

i t y , "  had a rgued  i n  a c r i t i c a l  p l a n n i n g  s e s s i o n  t h a t  " I  

ag re e  w i t h  a l l  o f  t h i s  [ t r a i n i n g ]  s t u f f  and i t  a l l  needs to  

be done ,  b u t  w e 'v e  g o t  to  f o c u s  on th e  t y p e s  o f  t h i n g s  t h a t  

can be done r i g h t  now, t o d a y ,  t o  g e t  t h e  work  o u t  t h e  d o o r .  

T h e r e ' s  g o t  to  be some t h i n g s  we can do i m m e d i a t e l y . "  The 

a rg um en t  h e lp e d  a b o r t  f u r t h e r  e f f o r t s  a t  t h a t  p o i n t  to w a rd  

t r a i n i n g .  T h i s  k i n d  o f  t h i n k i n g ,  th e  i n t e r v i e w e e  e x p l a i n ­

ed ,  has c o n t i n u e d  t o  be th e  m a jo r  s o u r c e  o f  r e s i s t a n c e  

t h r o u g h o u t  the  p ro g r a m :  " I t ' s  g e t t i n g  s u p e r v i s o r s  to  

r e a l i z e  t h a t  t h e y  can do w i t h o u t  t h a t  p e r s o n  l o n g  enough 

t o  l e t  them t r a i n .  T h e r e ' s  k i n d  o f  a c h i c k e n  and egg 

s i t u a t i o n  t h e r e  t h a t  i f  p e o p le  a r e n ' t  t r a i n i n g ,  th e y  a r e n ' t  

d o i n g  t h e i r  j o b  as w e l l ;  i f  t h e y ' r e  n o t  d o i n g  t h e i r  j o b  as 

w e l l ,  th e n  t h i n g s  a re  messed up and th e y  d o n ' t  have th e  

t im e  t o  t r a i n . So I  t h i n k  t h a t ' s  a c o n s t a n t  b a t t l e  t h a t  

you have t o  f i g h t  i n  th e  l o w e r  l e v e l s  o f  th e  o r g a n i z a t i o n . ,  

j u s t  awareness  t h a t  i t ' s  w o r t h  t h e  t im e  and t h a t  you need
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to  do i t . "

A n o th e r  t y p e  o f  p ro b lem  wh ich  was p o i n t e d  o u t  was 

t h e  d i s r u p t i o n  c r e a t e d  by g r e a t  amounts o f  change .  A t  one 

p o i n t  the  e n t i r e  d a ta  c e n t e r  was b e in g  moved t o  a n o th e r  

l o c a t i o n  and much o f  the  com pute r  ha rdware  and equ ip m ent  

was b e in g  changed .  " Y o u ' r e  t a l k i n g  abou t  a l o t  o f  t im e  

s p e n t  by a l o t  o f  p e o p l e , "  t h e  t r a i n i n g  manager commented. 

" Y o u ' r e  t a l k i n g  abo u t  l o t s  o f  change and t h e s e  t h i n g s  tend  

t o  d i s r u p t  th e  no rm a l  r o u t i n e .  The r e s u l t  f o r  us was t h a t  

a t t e n d a n c e  i n  t h e  c o u r s e s  began to  drop o f f .  We began 

h a v in g  more and more d i f f i c u l t y  g e t t i n g  p e o p le  i n t o  the  

t r a i n i n g  room to  c o m p le te  s e r i e s  [ o f  c o u r s e s ] . "

A c q u i r i n g  Employee S u p p o r t

The i n t e r v i e w e e  p o i n t e d  o u t  a v a r i e t y  o f  t a c t i c s  

w h ich  had been used t o  g a i n  employee s u p p o r t  and p a r t i c i p a ­

t i o n .

( 1 )  The program began w i t h  t r a i n i n g  t h a t  was i n i t i a l l y  

a c c e p t a b l e  t o  t h e  o r g a n i z a t i o n ,  even though  t h a t  was 

s o m e th in g  q u i t e  d i f f e r e n t  f rom the  u l t i m a t e  g o a l  f o r  

t he  p rog ram .

( 2 )  One o f  the  b a s i c  s t r a t e g i e s  has been t o  " . . .  use 

the  e x p e r t i s e  t h a t  e x i s t e d  i n  the  d a ta  c e n t e r . "  He 

c o n t i n u e d ,  "We wanted  t o  use what  we c a l l e d  ' g ra ss  

r o o t s  t r a i n i n g ' w h e re ve r  we c o u l d . . . . "  Thus d a ta  

p r o c e s s i n g  p e r s o n n e l  were i n v o l v e d  i n  w r i t i n g  c o u r s e s ,  

r e c o r d i n g  a u d io  segments o f  c o u r s e s ,  e t c . The i n t e n d ­
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ed r e s u l t  was i n c r e a s e d  p a r t i c i p a t i o n  f o r  t h e  em p loy ­

ees a c t u a l l y  w o r k i n g  on th e  c o u rs e s  and ,  s e c o n d l y ,  

i n c r e a s e d  c r e d i b i l i t y / a c c e p t a n c e  o f  t h e  program f o r  

emp loyees i n  g e n e r a l .

( 3 )  S t u d e n t s  were k e p t  i n f o r m e d  o f  c l a s s e s  by a month ­

l y  co u rse  l i s t i n g  wh ich  a l s o  c o n t a i n e d  a fo rm  t o  be 

used i n  e n r o l l i n g .

( 4 )  S u p e r v i s o r s  and managers were asked t o  meet w i t h  

t h e i r  emp loyees t o  draw up i n d i v i d u a l  t r a i n i n g  p l a n s .

( 5 )  B ro c h u re s  were used t o  keep employees i n f o r m e d  o f  

co u r s e s  o f  s p e c i a l  i n t e r e s t .

( 6 )  Emphasis was g i v e n  t o  th e  h e l p f u l n e s s  o f  " t h e  

p e r s o n a l  e l e m e n t "  i n  o b t a i n i n g  and k e e p in g  employee 

p a r t i c i p a t i o n .  The t r a i n i n g  c e n t e r  a d m i n i s t r a t o r ,  

a c c o r d i n g  to  t h e  t r a i n i n g  manager,  has been v e ry  

s u c c e s s f u l  a t  making employees f e e l  w e l l  t r e a t e d .  She 

c a l l s  them to  rem ind  them o f  c o u r s e s ,  checks  on them 

i f  t h e y  m iss  c l a s s e s ,  and ,  i n  g e n e r a l ,  commun ica tes  a 

p o s i t i v e  r e g a r d  f o r  employees who use th e  t r a i n i n g  

c e n t e r .

A c q u i r i n g  Management S u p p o r t

The t r a i n i n g  manager d i s c u s s e d  two u n s u c c e s s f u l  

a t t e m p t s  to  i n i t i a t e  t r a i n i n g  p ro g ram s ,  one where he i s  

p r e s e n t l y  employed and one a t  a da ta  c e n t e r  where he had 

p r e v i o u s l y  been em p loyed .  Both  e x p e r i e n c e s  —  as w e l l  as the  

s u c c e s s f u l  e f f o r t  w h ich  l e d  t o  t h e  e x i s t i n g  p ro g ra m — have
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d e m o n s t r a te d  t h e  im p o r t a n c e  o f  t o p  management s u p p o r t .  

S p e a k in g  o f  the  p r e s e n t  p ro g r a m ,  he commented,  " I n  the  

i n i t i a l  e s t a b l i s h m e n t  o f  th e  p ro g ra m ,  th e  p r i m a r y  

i n g r e d i e n t  was to p  management s u p p o r t .  T h i s  was a c t i v e  

s u p p o r t ;  i t  was th e  k i n d  o f  s u p p o r t  where t h e  managers 

wou ld  s i t  down w i t h  the  p e o p le  and say ,  'We a re  e s t a b l i s h ­

i n g  a t r a i n i n g  p rog ram  and we e x p e c t  you t o  t a k e  a d v an ta ge  

o f  i t . ' "

The i n t e r v i e w e e  t a l k e d  a t  some l e n g t h  a b o u t  t h e  

v a r i o u s  methods employed to  g a i n  o r  m a i n t a i n  management 

s u p p o r t ;  methods r e c e i v i n g  most  emphasis a re  as f o l l o w s .

(1 )  A t  the  c r i t i c a l  g r o w t h / e x p a n s i o n  p o i n t s ,  numerous 

p l a n n i n g  s e s s i o n s  were h e l d  w i t h i n  t h e  t r a i n i n g  

d e p a r t m e n t .  The s e s s i o n s  d e f i n e d  th e  p h i l o s o p h y  o f  

t h e  o r g a n i z a t i o n  and p la n n e d  means o f  g a i n i n g  needed 

s u p p o r t  i n  o r d e r  t o  im p le m e n t  t h e  p ro g r a m .

( 2 )  M e e t i n g s  were h e l d  w i t h  managers t o  d i s c u s s  

t r a i n i n g  needs .

(3 )  E a r l y  i n  t h e  p ro g r a m ,  s p e c i a l  e f f o r t  was made t o  

see t h a t  v i d e o  c o u r s e s  w h ich  m ig h t  be v ie w ed  by a 

number o f  managers were p a r t i c u l a r l y  w e l l  done .  I n  

such c a se s ,  t h e  e d u c a t i o n a l  v a lu e  o f  t h e  c o u r s e s  was 

n o t  n e c e s s a r i l y  enhanced by t h e  e x t r a  t im e  s p e n t  on 

them, b u t  t h e y  were  more i m p r e s s i v e  t o  management.  

" B e f o r e  v e r y  l o n g , "  t h e  t r a i n i n g  manager e x p l a i n e d ,  

"some o f  t h e  e n t e r p r i s i n g  managers o f  o t h e r  bank
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d e p a r t m e n t s  began to  come by and ask t o  see some o f  

t h e s e  p ro g ra m s .  And I ' v e  go t  t o  c o n f e s s  t h a t  we d id  

a l i t t l e  b i t  t o  h e l p  some o f  them to  know a bo u t  them 

so t h a t  t h e y  w ou ld  ask to  see th e m , because  we had 

a l r e a d y  f i g u r e d  o u t  t h a t  we wou ld  p r o s p e r  as a t r a i n ­

i n g  d e p a r tm e n t  t h e  b e t t e r  known we w e re .  And th e  

b e t t e r  ou r  work  was,  and th e  b e t t e r  known we w e re ,  

t h e  more a p t  we were t o  g e t  the  k i n d  o f  e q u ip m e n t  and 

s u p p o r t  we n e e d e d . "

( 4 )  "We a l s o ,  t h e n ,  as p a r t  o f  our  p la n  o r  i d e a  ab o u t  

u t i l i z i n g  t r a i n i n g  as a p la nn e d  change s t r a t e g y  

i n i t i a t e d  a s e r i e s  o f  management t r a i n i n g  s e s s i o n s ,  

whe reby  we h i r e d  a c o n s u l t a n t  f rom the  U n i v e r s i t y  o f  

Oklahoma t o  come i n  and c o n d u c t  a s e r i e s  o f  p rog ram s  

f o r  t h e  management o f  th e  d a ta  c e n t e r . "  He 

c o n t i n u e d ,  "The o b j e c t i v e  was t o  l i s t  p ro b le m s  t h a t  

e x i s t e d  i n  t h e  d a ta  c e n t e r  t h a t  s h o u ld  be s o l v e d  and 

d e v e lo p  a means o f  w o r k i n g  on the s e  p ro b le m s  as a 

g r o u p . . . i t  was k i n d  o f  a f i r s t  e f f o r t  a t  a team­

b u i l d i n g  a p p r o a c h ,  a l s o . "

( 5 )  A "Dog and Pony Show" was h e ld  f o r  a managers '  

f o r u m ,  a m e e t i n g  o f  d a ta  p r o c e s s i n g  managers ,  s u p e r ­

v i s o r s ,  and i n f l u e n t i a l  v i s i t o r s  f rom o t h e r  a re a s  o f  

t h e  company.  T h i s  was a m u l t i - m e d i a  p r e s e n t a t i o n  

d e m o n s t r a t i n g  th e  c a p a b i l i t i e s  o f  th e  t r a i n i n g  de­

p a r t m e n t .  The p r e s e n t a t i o n  was so s u c c e s s f u l  t h a t  i t
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was l a t e r  r e p e a t e d  f o r  a c a r e f u l l y  chosen g roup  f rom 

to p  management.  I t  was p r o b a b l y ,  he e x p l a i n e d ,  one 

o f  th e  most  i n f l u e n t i a l  f a c t o r s  i n  a c q u i r i n g  the  

a c c e p ta n c e  o f  t o p  management.

( 6 )  Much o f  to p  management s u p p o r t ,  t h e  i n t e r v i e w e e  

e x p l a i n e d ,  has come f rom  a c q u i r i n g  i m p o r t a n t  

" c h a m p i o n s " :  " . . .  i t  has come a bo u t  t h r o u g h  a c t u a l l y  

show ing  them examples  o f  what  we have done and by 

e n c o u r a g in g  p e o p le  who a re  w e l l  p le a s e d  w i t h  ou r  work 

t o  l e t  o t h e r s  know a b o u t  i t  by g e t t i n g  s e v e r a l  

champions  o f  o u r  cause who we p a t  on th e  head e v e r y -  

t im e  th e y  a re  v o c i f e r o u s  abou t  how g r e a t  we a re  and 

so th e y  j u s t  keep on d o in g  i t .  I t ' s  j u s t  k i n d  o f  a 

PR e f f o r t . "

( 7 )  "What won i t  f o r  u s , "  th e  t r a i n i n g  manager 

e x p l a i n e d ,  "was th e  s t a r t i n g  s m a l l  w i t h  a t r i a l  a r e a ,  

b u i l d i n g  on s t e p s  t h a t  were easy t o  work  w i t h  and 

th e n  h i g h l y  p u b l i c i z i n g  o u r  su ccesse s  so t h a t  we 

f i n a l l y  had a body o f  e v id e n c e  so t h a t  we c o u ld  go 

r i g h t  t o  t h e  v e r y  to p  and g i v e  them o u r  i r r e f u t a b l e  

e v id e n c e  o f  what  we were a b le  t o  do .  In  o t h e r  w o rds ,  

we d i d n ' t  s e l l  f u t u r e s ;  we s o l d  p r e s e n t  f a c t .  We 

were a l r e a d y  s u c c e s s f u l  and gave them an o p p o r t u n i t y  

t o  s h a re  i t . "

P u b l i c i t y / C o m m u n i c a t i o n  Methods

P u b l i c i t y / c o m m u n i c a t i o n  d e v i c e s  wh ich  had been used
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were as f o l l o w s .

( 1 )  C a ta lo g s  o f  " r e n t a l "  c o u rs e s  a v a i l a b l e  were c i r -  

o u l a t e d  among managers .

( 2 ) B ro ch u re s  were c i r c u l a t e d  t o  a d v e r t i s e  s p e c i a l  

c o u r s e s .

( 3 ) A t r a i n i n g  manual  d e s c r i b i n g  a l l  a s p e c t s  o f  the  

program was p re p a r e d  and c i r c u l a t e d  t o  managers and 

s u p e r v i s o r s .

( 4 ) M o n th ly  l i s t i n g s  o f  c o u r s e s  were c i r c u l a t e d  

t h r o u g h o u t  the  o r g a n i z a t i o n .

( 5 ) P r o m o t i o n a l  p rog ram s  were p r e s e n t e d  t o  managers .

( 6 )  W o rd -o f -m o u th  c o m m u n ic a t io n  by p e o p le  who are  

f a v o r a b l y  im p re s s e d  by t h e  program has been i m p o r t a n t  

t o  i t s  s u c c e s s .

( 7 ) An open house o f  th e  t r a i n i n g  c e n t e r  i s  p la nn e d  

f o r  t h e  nea r  f u t u r e .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f

The i n t e r v i e w e e  f e l t  t h a t  commitmen t— b e l i e v i n g  i n  

what  was b e in g  done —  i s  t h e  v i t a l  c h a r a c t e r i s t i c  f o r  t h e  

t r a i n e r .  I n  a d d i t i o n ,  th e  t r a i n e r  needs t h e  e ne rg y  and 

d e t e r m i n a t i o n  t o  do th e  j o b  r i g h t . . . n o t  t o  s e t t l e  f o r  l e s s  

tha n  th e  b e s t .

Recommended Sequence o f  S teps  f o r  I m p l e m e n t a t i o n

The t r a i n i n g  manager s u g g e s te d  f i v e  s t e p s  f o r  

i m p le m e n t i n g  a p ro g ra m .

( 1 ) "You need to  do yo u r  homework to  know e x a c t l y



93

what you w a n t . "

( 2 )  " S e c o n d l y ,  y o u ' d  have to  s e l l  t h a t  t o  the  h i g h ­

e s t  p o s s i b l e  l e v e l  o f  management t h a t  you can g e t  t o . "  

Management s h o u ld  be i n v o l v e d  i n  d e t e r m i n i n g  how to

. im p le m e n t  and w h e th e r  t h e  means a re  a v a i l a b l e .

( 3 )  "You th e n  have t o  do more p l a n n i n g  based on t h o s e  

m e e t i n g s  [ w i t h  m a n a g e m e n t ] . "

( 4 )  "And th e n  you have t o  do l o t s  and l o t s  o f  com­

m u n i c a t i o n  w i t h  a l l  t h e  p e o p le  i n v o l v e d . "  He e x p l a i n ­

ed,  " O f  c o u r s e  you have t o  i n v o l v e  th e  p e o p le  a t  the  

g ra s s  r o o t s  l e v e l  o f  t h e  o r g a n i z a t i o n  v e r y  much i n  

t e r m s  o f  u n d e r s t a n d i n g  what  y o u ' r e  o f f e r i n g  o r  what  

y o u ' r e  w a n t i n g  and i n  s e c u r i n g  t h e i r  h e lp  i n  o r d e r  

t h a t  i t  w i l l  u l t i m a t e l y  be a b le  t o  be i n  many ways 

t h e i r  p r o j e c t  a l s o . "

( 5 )  "You need to  s t a r t  s m a l l  i n  an a rea  where you can 

t e s t  i t  and make s u re  t h a t  what  y o u ' r e  d o in g  w o rk s ;  

and th e n  l e t  i t  j u s t  k i n d  o f  g r o w . "

I n t e r v i e w  7 

I n i t i a t i o n / E a r l y  D eve lopment

The company w h ich  t h i s  d a ta  p r o c e s s i n g  d e p a r tm e n t  

s e r v e s  i s  a l a r g e ,  h i g h l y  d i v e r s i f i e d  company ( m e t a l s ,  r e a l  

e s t a t e ,  e t c . )  l o c a t e d  i n  a l a r g e r  c i t y .  The d a ta  p r o c e s s ­

i n g  t r a i n i n g  manager i s  a p a r t  o f  th e  t e c h n i c a l  sys tem s  

a r e a ,  w h ich  assumes th e  p r i n c i p a l  r e s p o n s i b i l i t y  f o r  

t r a i n i n g  o f  new da ta  p r o c e s s i n g  p e r s o n n e l ,  u s e r s  o f  d a ta
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p r o c e s s i n g  s e r v i c e s ,  and d a ta  p r o c e s s i n g  p e r s o n n e l  who need 

new s k i l l s .  The p rogram began i n  a bo u t  1978 i n  a v e ry  

d i s o r g a n i z e d  way,  d epe nd in g  on v o l u n t a r y ,  u n s c h e d u le d  use 

o f  a l i b r a r y  o f  a u d i o v i s u a l  c o u r s e s .  The p r e s e n t  t r a i n i n g  

manager came t o  t h e  company i n  1980 and began by o r g a n i z i n g  

th e  l i b r a r y  and p u b l i c i z i n g  o f f e r i n g s .  I n  a d d i t i o n ,  a 

s t r o n g  new programm ing  d i r e c t o r  came t o  t h e  o r g a n i z a t i o n  

and gave th e  t r a i n i n g  p r o j e c t  a new momentum. S u p p o r t  f rom 

th e  company v i c e - p r e s i d e n t  a l s o  began t o  be u t i l i z e d .

L i t t l e  " s e l l i n g "  o f  management has tak e n  p l a c e .

M a jo r  Changes as th e  P r o j e c t  Has P ro g r e s s e d

The new p rogramm ing  d i r e c t o r  was i n s t r u m e n t a l  i n  

c o n v e r t i n g  t r a i n i n g  f ro m  m u l t i - m e d i a ,  i n d i v i d u a l l y - p a c e d  to  

l e c t u r e .  The p rogram i s  now based on a 10-12 week p ro g ra m -  

e r  t r a i n i n g  c l a s s  ( f o r  new p e r s o n n e l ) ,  w i t h  c l a s s e s  t a u g h t  

by v a r i o u s  d a ta  p r o c e s s i n g  p e r s o n n e l .  There  i s  an i n c r e a s ­

i n g  amount o f  u s e r  t r a i n i n g ,  and t h e r e  i s  an emphas is  on a 

" c o n t i n u i n g  e d u c a t i o n "  p rogram i n  w h ich  th e  p e rs on  r e s p o n ­

s i b l e  f o r  a new p r o d u c t  does t r a i n i n g  f o r  the  d a ta  p r o c e s s ­

i n g  o r g a n i z a t i o n .  A l s o ,  a p r o c e s s  has been im p le m e n te d  i n  

w h ic h  s k i l l  l e v e l s  a re  examined f o r  each em p loye e ;  f rom 

t h i s  d e t e r m i n a t i o n  a l i s t  o f  needed c l a s s e s  i s  made. 

R e s i s t a n c e  t o  P r o j e c t

R e s i s t a n c e  t o  more r e c e n t l y  im p le m e n te d  p rog ram s  

has been s l i g h t .  Some p e r s o n n e l  s e r v i n g  as i n s t r u c t o r s  

were r e l u c t a n t  a bo u t  t h e  amount  o f  t im e  r e q u i r e d ,  b u t  the
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su c c e s s  o f  c l a s s e s  i s  s e r v i n g  as a means o f  r e d u c i n g  t h a t  

r e s i s t a n c e .

A c q u i r i n g  Employee S u p p o r t

P a r t i c i p a t i o n  by employees  has n o t  been a p ro b le m  

s i n c e  t h e  s h i f t  f rom  use o f  v i d e o  c o u r s e s .  C la s s e s  f i l l  

v e r y  q u i c k l y  when n o t i c e s  a re  s e n t  a round  th e  d e p a r t m e n t .  

The emphas is  i s  on m e e t i n g  t r a i n i n g  needs i n  t h e  p ro g ra m ­

ming a r e a ,  where " t h e r e  i s  a lw a y s  s o m e th in g  new coming 

a lo n g  t h e y  have t o  l e a r n . "

A c q u i r i n g  Management S u p p o r t

The most  e f f e c t i v e  t a c t i c  has been membership (as  

c h a i r m a n )  o f  a c o m m i t t e e  a p p o i n t e d  by t h e  company v i c e -  

p r e s i d e n t .  The c o m m i t te e  met o v e r  a p e r i o d  o f  f o u r  months 

t o  s t u d y  the  c o n t r i b u t i o n  o f  e d u c a t i o n  t o  p r o d u c t i v i t y  o f  

t h e  company. "A number o f  i d e a s  g e n e r a te d  o u t  o f  t h a t  

c o m m i t t e e , "  he e x p l a i n e d ,  "and t h e y  a re  now b e g i n n i n g  t o  

f a l l  i n t o  p l a c e  and be u t i l i z e d . "  He f e l t  t h a t  g e t t i n g  

h i m s e l f  a p p o i n t e d  c h a i rm a n  o f  t h e  p r o d u c t i v i t y  c o m m i t te e  

was t h e  most  s u c c e s s f u l  s i n g l e  e v e n t  i n  t h e  g ro w th  o f  t h e  

t r a i n i n g  p ro g ra m .  An i m p l i c i t  s t r a t e g y  t h a t  emerged f rom  

t h e  d i s c u s s i o n s — one p e rha p s  n o t  even c o n s c i o u s l y  f o r m u l a ­

t e d — was to  be s u f f i c i e n t l y  aware o f  management a t t i t u d e s  

t o w a r d  t r a i n i n g  to  a da p t  t h e  p rogram i f  n e c e s s a r y .  For  

e x am p le ,  the  t r a i n i n g  p rogram had abandoned v i d e o  c o u r s e s . ,  

a t  f i r s t  a g a i n s t  th e  b e s t  ju d ge m e n t  o f  th e  t r a i n i n g  

manager .  However ,  t h e  p rogramm ing  d i r e c t o r ,  a s i g n i f i c a n t
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f o r c e  f o r  e f f e c t i v e  change i n  d a ta  p r o c e s s i n g ,  had pushed 

s t r o n g l y  to w a rd  use o f  l e c t u r e  c l a s s e s .  By "b e n d in g  w i t h  

t h e  w i n d , "  the  program has been a b le  to  make s i g n i f i c a n t  

p r o g r e s s  i n  a new d i r e c t i o n — a d i r e c t i o n  f o r  wh ich  t h e r e  i s  

management s u p p o r t .

P u b l i c i t y / C o m m  u n i c a t i o n  Methods

One o f  t h e  c e n t r a l  f i n d i n g s  o f  t h e  a d v i s o r y  

c o m m i t t e e  on w h ich  th e  t r a i n i n g  manager s e rv e d  was th e  need 

f o r  im p ro v e d  co m m u n ic a t io n s  w i t h i n  d a ta  p r o c e s s i n g .  He 

e x p l a i n e d  t h a t  "C om m u n ica t io n s  has a lw ays  been a p rob lem  

w i t h  d a ta  p r o c e s s i n g  p e o p l e .  They tend  to  hoard  what  th e y  

know and d o n ' t  want  t o  s h a r e .  They a re  v e ry  i n t r o v e r t e d .  

And p a r t  o f  [ t h e  t r a i n i n g  d e p a r t m e n t ' s  p r o c e s s ]  i s  to  g i v e  

p e o p le  an o p p o r t u n i t y  to  g e t  a l i t t l e  p e r s o n a l  s k i l l s  

t r a i n i n g . "  A t t e m p t s  a t  im p r o v in g  c o m m u n ica t io n s  have 

i n c l u d e d  p r e p a r a t i o n  o f  a new employee o r i e n t a t i o n  p rog ram ,  

w e e k ly  r e m in d e r s  o f  c l a s s e s ,  a m o n th ly  n e w s l e t t e r  t h a t  

em phas izes  upcoming  c l a s s e s ,  and the  " c o n t i n u i n g  e d u c a t i o n "  

p rogram wh ich  sh a re s  new i n f o r m a t i o n  abou t  p r o j e c t s .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f  

The most  i m p o r t a n t  c h a r a c t e r i s t i c s  "w o u ld  be the  

a b i l i t y  t o  speak on th e  l e v e l  o f  the  p e o p le  you a re  d e a l i n g  

w i t h . . . a n d  n o t  t o  be i m p a t i e n t  w i t h  them i f  t h e y  d o n ' t  

u n d e r s t a n d  a t  f i r s t . "  He c o n t i n u e s ,  " D o n ' t  t a l k  down to  

them,  and use good,  s o l i d ,  p l a i n  E n g l i s h  so t h a t  peo p le  can 

u n d e r s t a n d  what  you a re  t a l k i n g  a b o u t . "
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Recommended Sequence o f  S teps  f o r  I m p l e m e n t a t i o n

The f i r s t  s t e p  s h o u ld  be t o  o r g a n i z e  t h e  new 

p r o g r a m . . . t o  e l i m i n a t e  e x i s t i n g  d i f f i c u l t i e s  and e s t a b l i s h  

a w o r k a b l e  s y s te m .  The second s t e p  i s  t o  p u b l i c i z e  the  

f a c t  t h a t  t h e s e  changes have been made.

I n t e r v i e w  8 

I n i t i a t i o n / E a r l y  Deve lopment

The c o r p o r a t i o n  s e rv e d  by t h i s  d a ta  p r o c e s s i n g  

o r g a n i z a t i o n  i s  a l a r g e  m a n u f a c t u r i n g  company l o c a t e d  i n  a 

m e t r o p o l i t a n  a r e a .  The d a ta  p r o c e s s i n g  t r a i n i n g  d e p a r tm e n t  

f u n c t i o n s  i n  a w ide  v a r i e t y  o f  ways :  p r o v i d i n g  s k i l l s  

t r a i n i n g ,  p r o v i d i n g  management d e v e lo p m e n t ,  and even 

p e r f o r m i n g  g e n e r a l  p e r s o n n e l  f u n c t i o n s  (such  as s a l a r y  

a d m i n i s t r a t i o n ,  f o r  i n s t a n c e ) .  The p ro g ram  began f o u r  y e a r s  

ago when t h e  p r e s e n t  t r a i n i n g  manager j o i n e d  th e  company 

and a c o n t r a c t  was s ig n e d  w i t h  an o u t s i d e  t r a i n i n g  company 

t o  f u r n i s h  i n d i v i d u a l l y  paced d a ta  p r o c e s s i n g  c o u r s e s .

B e f o r e  t h a t  t i m e ,  no o r g a n i z e d  t r a i n i n g  had e x i s t e d  i n  t h e  

company.  The p rogram a p p a r e n t l y  began w i t h  r e a s o n a b l y  

s t r o n g  management s u p p o r t  and has c o n t i n u e d  t o  enhance t h a t  

s u p p o r t  t h r o u g h  t h e  success  o f  i t s  p r o j e c t s  and th r o u g h  

e f f e c t i v e  c o m m u n ic a t i o n  a b o u t  i t s  s u c c e s s e s .  The d e p a r t ­

ment  has been e s p e c i a l l y  s u c c e s s f u l  a t  g e t t i n g  top  manage­

ment t o  make c l e a r  to  m id d le  managers t h e i r  r e s p o n s i b i l i t y  

f o r  t h e  t r a i n i n g  o f  t h e i r  em p loyee s .  I n  r e c o u n t i n g  one 

ex am p le ,  t h e  t r a i n i n g  manager e x p l a i n e d ,  " I  ra n  o u t  a
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r e p o r t  t h a t  showed a l l  t h e  no-shows and passed t h a t  

s t r a i g h t  on to  th e  v i c e  p r e s i d e n t .  W e l l ,  t h a t  t o o k  one 

month because th e  v i c e  p r e s i d e n t  went  d i r e c t l y  t o  t h e  

managers he re  and s a i d ,  'What  happened he re?  You had ten  

n o - s h o w s .  Do you want  t o  e x p l a i n  t o  me why you had te n  no- 

shows? '  W e l l ,  t h a t  was t h e  end o f  t h a t . "

M a jo r  Changes as t h e  P r o j e c t  Has P ro g r e s s e d

A p p r o x i m a t e l y  t h e  f i r s t  y e a r  was d e v o te d  p r i m a r i l y  

t o  o r g a n i z i n g  th e  p ro g ra m ,  t o  e s t a b l i s h i n g  p ro c e s s  and 

s t r u c t u r e .  One o f  the  f i r s t  p r o j e c t s  was a c o m p re h e n s iv e  

needs a n a l y s i s  p r o c e s s  t h a t  i n c l u d e d  i n d i v i d u a l  t r a i n i n g  

p la n s  f o r  em p loye es ;  t h i s  consumed abo u t  s i x  m o n th s .  Some­

what  l a t e r  th e  d e p a r tm e n t  c o m p le te d  i n s t a l l a t i o n  o f  a 

c o m p u t e r i z e d  r e c o r d - k e e p i n g / r e p o r t i n g  s y s te m .  A n o th e r  

m a jo r  p r o j e c t  had been t o  e s t a b l i s h  e f f e c t i v e  communica­

t i o n  w i t h i n  th e  company a bo u t  th e  t r a i n i n g  d e p a r t m e n t ;

"They had no c o m m u n ic a t i o n .  Nobody knew what  was g o in g  on 

i n  t r a i n i n g  and t h a t  k i n d  o f  t h i n g . "  B e t t e r  communica­

t i o n  was e s t a b l i s h e d  t h r o u g h  v a r i o u s  m e e t i n g s  w i t h  

m anagers ,  l u n c h  hour  s e s s io n s  f o r  a l l  em p loye es ,  e x e c u t i v e  

s e m in a r s  f o r  managers o u t s i d e  o f  d a ta  p r o c e s s i n g ,  e t c .  I n  

g e n e r a l ,  t h e  program has been h i g h l y  s u c c e s s f u l ;  i t  has 

expanded t o  i n c l u d e  a s t a f f  o f  t r a i n i n g  p e r s o n n e l  and ,  as 

e v id e n c e d  by company r e c o r d s ,  has had a s i g n i f i c a n t  im p a c t  

on t r a i n i n g  w i t h i n  t h e  c o r p o r a t i o n .

R e s i s t a n c e  t o  P r o j e c t
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The i n t e r v i e w e e  d i s c u s s e d  a t  l e n g t h  th e  p ro b le m  o f  

r e s i s t a n c e  caused by c o n s t a n t  t e c h n o l o g i c a l  change .  She 

p o i n t e d  o u t  t h a t  v a r i o u s  h i g h  t e c h n o l o g y  i n d u s t r i e s  sh a re  

t h i s  p r o b l e m - - i n d u s t r i e s  such as a e r o s p a c e ,  " b i g  s c i e n t i f i c  

c o m p a n i e s , "  and d a ta  p r o c e s s i n g .  " T h e y ' r e  g o in g  t h r o u g h  

c o n s t a n t  f l u x , "  she e x p l a i n e d ,  "and t h e y ' r e  u n d e r ,  you 

know, h i g h  t im e  p r e s s u r e s . . .  on t h e i r  p r o j e c t s .  And,  boy ,  

t h o s e  p r i o r i t i e s  can change l i k e  t h a t . "  T h i s  c o n s t a n t  

change can c r e a t e  a g r e a t  d e a l  o f  a n x i e t y ,  a " r e a l l y  h i g h  

p r e s s u r e  s i t u a t i o n . "  As change c o n t i n u e s  and p r e s s u r e  

b u i l d s ,  t o l e r a n c e  f o r  more change d i m i n i s h e s  u n t i l  f i n a l l y  

p e o p le  r e a c h  a l i m i t  a t  w h ic h  "one l i t t l e  change can j u s t  

a b s o l u t e l y  bend them o u t  o f  s h a p e . "  F i n a l l y ,  t h e  i n t e r ­

v ie w e e  c o n t i n u e d ,  "One p r o j e c t  w i l l  come a lo n g  and,  a g a i n ,  

i t  w i l l  be t h e  l a s t  s t r a w .  T h e y ' l l  f i n a l l y  s a y ,  ' T h i s  i s  

i t ;  w e ' r e  n o t  g o in g  t o  do i t . '  They may even t h i n k  i t ' s  a 

good t h i n g  ; b u t  t h e y  j u s t  do i t  f o r  t h e  sake o f  r e s i s t i n g . "  

And , s i g n i f i c a n t l y ,  t h i s  l a s t  s t r a w  i s  o f t e n  th e  " o p t i o n a l "  

ch a n g e ,  t h e  t r a i n i n g  p rogram o r  some such r e l a t e d  p r o j e c t .

, The p ro b le m s  w i t h  t e c h n o l o g i c a l  change a re  w o rs e n ­

ed ,  m o r e o v e r ,  by th e  l a c k  o f  c o m m u n ic a t io n  c h a r a c t e r i s t i c  

o f  d a ta  p r o c e s s i n g .  As th e  t r a i n i n g  manager e x p l a i n e d ,

"You h e a r  t h a t  v e r y  o f t e n  f rom  th e  l o w e r  l e v e l  o f  p e o p le  

b e low  t h e  f i r s t - l i n e  m a n a g e rs . . .  t h a t  th e y  d o n ' t  know w h a t ' s  

g o i n g  o n .  Nobody t e l l s  them,  you know, and e v e r y t h i n g  i s  a 

b i g  s u r p r i s e  a l l  t he  t i m e ;  and th e y  g e t  k i n d  o f  t i r e d  o f
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t h a t . "  She c o n t i n u e d ,  "They have a l o t  o f  change to  

c o n te n d  w i t h .  So, I  mean, i t ' s  j u s t  l i k e  i c i n g  on the  

c a k e ,  you know; l i k e  F r i d a y  th e y  j u s t  g o t  t o l d  t h e y ' r e  

g o i n g  t o  be on a new p r o j e c t  and e v e r y t h i n g ' s  changed and 

t h e n  Monday m o rn in g  t h e y  come i n  and t h e i r  o f f i c e  i s  moved.

I  mean,  i t ' s  j u s t  l i k e  i t ' s  t h e  l a s t  s t r a w .  And somet imes 

i t  r e a l l y ,  you know, can bend them o u t  o f  shape to o  f a r . "  

Somet imes  e n t i r e  g ro u p s  w i l l  r e s i s t  " j u s t  f o r  th e  sake o f  

r e s i s t i n g . "  She commented , " I ' v e  seen g roup s  do t h a t  to  

managers  l i t e r a l l y  because  th e y  h a v e n ' t  been t o l d  enough 

ahead o f  t im e  a b o u t  t h i n g s . "

The t r a i n i n g  manager p l a c e d  s t r o n g  emphas is  on the  

need f o r  t h e  o r g a n i z a t i o n  t o  communica te  change down 

t h r o u g h  t h e  management t o  a l l  a f f e c t e d  l e v e l s .  I n  o t h e r  

w o rd s ,  t o p  management announces change t o  m id d le  management;  

m i d d l e  management s p re a d s  awareness  t h r o u g h  s t a f f  m e e t i n g s ,  

e t c . The t r a i n i n g  m a n a g e r ' s  e x p r e s s i o n  f o r  t h i s  p r o c e s s  

was "m an ag ing  o f  e x p e c t a t i o n s . "  When change i s  t a k i n g  

p l a c e ,  she s a i d ,  t h e  o r g a n i z a t i o n  must  manage e x p e c t a t i o n s  

a b o u t  t h e  c h a n g e - - t h a t  i s ,  i t  must  a l l o w  employees t o  know 

enough a b o u t  th e  change t o  remove t h e  t h r e a t .  O t h e r w i s e ,  

c o m m u n ic a t i o n  passes t h r o u g h  th e  " r u m o r  m i l l , "  and "The 

rumor  m i l l  i s  th e  w o r s t  way f o r  t h o s e  p e o p le  t o  f i n d  o u t ,  

you k n o w . "

A n o t h e r  form o f  r e s i s t a n c e  d i s c u s s e d  i n  t h e  i n t e r ­

v ie w  was t h a t  o f  managers who " d i d n ' t  want  to  have t r a i n i n g
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o r  d i d n ' t  want  t o  b o t h e r  w i t h  i t . "  V a r i o u s  means o f  d e a l ­

i n g  w i t h  such managers were (1 )  t o  i d e n t i f y  t h e  r e s i s t a n t  

managers ; ( 2 )  " b e a t  down t h e i r  d o o r s " w i t h  c o n s t a n t  a t t e n ­

t i o n ;  ( 3 )  g e t  them on t r a i n i n g  c o m m i t te e s  i f  t h e y  a re  p a r t ­

i c u l a r l y  r e s i s t a n t ;  and (4 )  g e t  them g e n e r a l l y  i n v o l v e d  by 

s e e k i n g  t h e i r  o p i n i o n s ,  a s k in g  them q u e s t i o n s ,  e t c .

A h e l p f u l  a t t i t u d e  t o w a r d  r e s i s t a n c e  wh ich  the  

i n t e r v i e w e e  s u g g e s te d  was " t o  assume t h a t  nobody l i k e s  

t r a i n i n g . "  She c o n t i n u e d ,  " I f  you go i n  assuming e v e r y ­

body l o v e s  you and t r a i n i n g ,  i t ' s  n o t  good.  I  t h i n k  i t ' s  

b e t t e r  t o  come f rom the  a ng le  t h a t  you have to  keep r e ­

j u s t i f y i n g  what  y o u ' r e  d o i n g . "

A c q u i r i n g  Employee S u ppo r t

A c t i v e  s u p p o r t  by the  l o w e r  l e v e l s  o f  the  o r g a n ­

i z a t i o n  was p o i n t e d  o u t  as b e in g  e s s e n t i a l  t o  a p ro g ra m .

As th e  i n t e r v i e w e e  e x p l a i n e d ,  " I f  you have a who le  a rea  o f  

p e o p le  who a re  r e a l l y  t u r n e d  o f f  abou t  i t ,  you c o u l d  be i n  

r e a l ,  s e v e r e  t r o u b l e  because t h e y  c o u l d  e f f e c t i v e l y ,  you 

know, make i t  r e a l  hard  on a l l  t h e  managers and e v e r y b o d y  

i n v o l v e d  i f  t he y  r e a l l y  b a l k  a g a i n s t  i t . "  A p r o j e c t  may 

f a i l ,  even w i t h  management s u p p o r t ,  i f  i t  has n o t  been w e l l  

enough commun ica ted  down th r o u g h  a l l  s t a f f  l e v e l s .  The 

o r g a n i z a t i o n  must  "manage t h e i r  e x p e c t a t i o n s " :  "Go i n  and

show them th e  b e n e f i t s ,  you know. ' T h i s  i s  why w e ' r e  

s e t t i n g  up th e  t r a i n i n g  p rogram the  way w e ' r e  d o i n g .  I f  we 

do t h i s ,  you know, t h e s e  are  the  b e n e f i t s  we a re  g o in g  to
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b e n e f i t  f rom i t . . .  So we need y o u r  s u p p o r t . ' "  I n  a d d i t i o n ,  

c o m m u n ic a t io n  w i t h  emp loyees  s h o u ld  t a k e  p l a c e  t h r o u g h  

b r o c h u r e s  and a d v e r t i s e m e n t s  o f  v a r i o u s  k i n d s  and t h r o u g h  

s p e c i a l  brown bag l u n c h  s e s s i o n s .  And t h e  need to  communi­

c a t e  does n o t  end;  she s t a t e d :  " I  t h i n k  you s t i l l  have to  

keep s e l l i n g . . .  I t ' s  a c o n t i n u a l  p r o c e s s .  I t ' s  n o t  a one­

t im e  s e l l i n g  d e a l . "  Fo r  e x am p le ,  she s a i d ,  " E v e r y t i m e  you 

see p e o p le  i n  t h e  h a l l w a y s ,  you know, a n y t im e  you can g e t  

t o  them, s t o p  them. Ask them a few q u e s t i o n s  to  see w h a t ' s  

on t h e i r  m ind ;  see what  t h e y  t h i n k  a b o u t  t h i s . "

A c q u i r i n g  Management S up p o r t

The most  c r i t i c a l  f a c t o r  i n  g e t t i n g  a program 

a c c e p t e d ,  a c c o r d i n g  t o  t h e  i n t e r v i e w e e ,  i s  t o p  management 

s u p p o r t  : "Top management s u p p o r t .  T h a t ' s  98% o f  the  

b a t t l e .  I  r e a l l y  t h i n k  i t  i s  b e c a u s e ,  a g a i n ,  you can ,  you 

know, have th e  g r e a t e s t  p rogram i n  t h e  w o r l d ,  b u t  i f  y o u ' r e  

im p le m e n t i n g  i t  f rom  th e  s t a f f  o r  even j u s t  t h e  f i r s t - l i n e  

managers ,  you know, t h e  uppe r  management come i n  and say ,  

' W e l l ,  w e 've  g o t  t h i s  top  p r o j e c t . '  E ve rybo d y  d rops  

e v e r y t h i n g . "  T h e r e f o r e ,  i n  p r e s e n t i n g  a p r o p o s a l  f o r  a 

p ro g ram ,  i t  i s  v i t a l  t o  go as h i g h  i n  t h e  o r g a n i z a t i o n  as 

p o s s i b l e .  Once s u p p o r t  i s  g a in e d  h e r e , t h e  p r o p o s a l  s h o u ld  

be communicated  down t h r o u g h  m id d le  l e v e l  management.  Top 

management i n v o l v e m e n t  may n o t  need t o  be e x t e n s i v e  a t  t h i s  

p o i n t ;  "They may somet imes come i n t o  a s t a f f  m e e t in g  and 

s a y ,  w e l l . . . a l l  you have to  do i s  say a few w o r d s . "  The



103

t r a i n i n g  manager commented t h a t ,  " I t ' s  amazing  what  one top  

manager ,  you know, a v i c e  p r e s i d e n t ,  can do f o r  you.  In  

two m in u te s  he can e f f e c t i v e l y  make o r  b re a k  the  who le  

t h i n g . "

A v a r i e t y  o f  o t h e r  methods were d i s c u s s e d  as 

h a v i n g  been u s e f u l  i n  g a i n i n g  management s u p p o r t .

( 1 )  Oust  as w i t h  em p loyee s ,  e x p l a i n  t h e  b e n e f i t s  t o  be 

g a in e d  t o  t h e  managers .

(2 )  C on v ince  managers t h a t  t h e  f i n a l  r e s p o n s i b i l i t y  

f o r  t r a i n i n g  an employee i s  s h a red  by t h a t  employee 

and h i s / h e r  manager.  The t r a i n i n g  d e p a r tm e n t  s e rv e s  

as a r e s o u r c e  t o  h e lp  o b t a i n  needed t r a i n i n g .

(3 )  Secure  f rom  to p  management t h e  agreement  t h a t  the  

r e s p o n s i b i l i t y  f o r  employee t r a i n i n g  i s  a p a r t  o f  each 

m a n a g e r ' s  j o b  d e s c r i p t i o n .  A m a n a g e r ' s  e f f e c t i v e n e s s  

a t  t r a i n i n g  h i s / h e r  emp loyees  t h u s  becomes a p a r t  o f  

th e  m a n a g e r ' s  own r e v i e w .

(4 )  "G e t  an e x e c u t i v e  t o  f o l l o w  t h r o u g h  and to  check 

back and t o  h o l d  h i s  managers a c c o u n t a b l e  f o r  t h a t  

p r o c e s s . "

( 5 )  D e a l  w i t h  each manager as an i n d i v i d u a l :  "You 

r e a l l y  need t o  have a l o t  o f  methods i n  mind because 

e v e r y  manager and e v e ry  uppe r  management p e rson  you 

t a l k  t o ,  e v e r y b o d y  d e a ls  a d i f f e r e n t  w a y . "

( 6 )  Set  up a t r a i n i n g  a d v i s o r y  c o m m i t te e  t o  ge t  

managers  i n v o l v e d  and h e l p  change th e  a t t i t u d e s  o f
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t h o s e  who a re  n o t  s u p p o r t i v e  i n i t i a l l y .

( 7 )  Ho ld  r e g u l a r  " i n t e r v i e w s "  w i t h  managers  to  f i n d  

o u t  what  t h e y ' r e  t h i n k i n g  and t o  keep them i n f o r m e d .

( 8 )  P r e s e n t  e x e c u t i v e  s e m in a r s  on t o p i c s  such as b a s i c  

d a ta  p r o c e s s i n g  t o  g a i n  th e  s u p p o r t  o f  t o p  management 

o u t s i d e  o f  th e  d a ta  c e n t e r .

( 9 )  Oust  as w i t h  em p loye es ,  c o n t i n u e  t o  s e l l .  " Y o u 'v e  

a lw a y s  g o t  t o  be o u t  i n  f r o n t  and b e in g  p o s i t i v e  and 

s e l l i n g ,  and ,  you know, p r o m o t i n g  and g o i n g  f o r  i t . "

(1 0 )  Use a r e p o r t i n g  sys tem to  keep managers i n f o r m e d  

and i n v o l v e d .  E v a l u a t e  th e  p rogram and d i s s e m i n a t e  

t h a t  i n f o r m a t i o n :  "Show them what  y o u ' v e  been d o i n g . "

P u b l i c i t y / C o m m u n i c a t i o n  Methods

T a c t i c s  f o r  c o m m u n ic a t in g  abo u t  t h e  t r a i n i n g  p r o ­

gram were d e s c r i b e d  as f o l l o w s .

(1 )  Manage the  e x p e c t a t i o n s  o f  t h e  o r g a n i z a t i o n  by 

d i s s e m i n a t i n g  as much a c c u r a t e  i n f o r m a t i o n  a bo u t  t h e  

p r o j e c t  as p o s s i b l e .  Communicate down f rom  top  

management t o  i n f o r m  a l l  emp loyees  a f f e c t e d .  Much 

r e s i s t a n c e  i s  c r e a t e d  by f a i l u r e  to  commun ica te  i n  

t h i s  way.

(2 )  U t i l i z e  a c o m p re h e n s iv e  e v a l u a t i n g  and r e p o r t i n g  

s y s tem ,  k e e p in g  t h e  o r g a n i z a t i o n  i n f o r m e d  o f  what  

the  t r a i n i n g  d e p a r tm e n t  i s  d o i n g .

( 3 )  Ho ld  p e r i o d i c  m e e t i n g s  w i t h  managers  t o  f i n d  ou t  

t h e i r  needs and t o  keep them in f o r m e d  a b o u t  the  t r a i n -
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i n g  p ro g ra m .

( 4 )  D i s t r i b u t e  b r o c h u r e s  and p r i n t e d  a d v e r t i s e m e n t s  on 

c o u r s e s  and s p e c i a l  p r o j e c t s .

( 5 )  Ho ld  s p e c i a l  noon hour  s e s s io n s  t o  d i s c u s s  the  

. t r a i n i n g  p rogram and show new p r o d u c t s  o r  c o u r s e s .

( 6 )  Take a d v a n ta g e  o f  w o r d - o f - m o u t h  co m m u n ica t io n  by 

t h e  " p o s i t i v e ,  o u t g o i n g  p e o p le "  who a re  s u p p o r t i v e  o f  

t h e  p rogram and w i l l  be c o n v i n c i n g  t o  o t h e r s  i n  the  

o r g a n i z a t i o n .

( 7 )  Ho ld  s e m in a rs  f o r  managers o u t s i d e  o f  d a ta  

p r o c e s s i n g  i n  o r d e r  t o  d i s s e m in a t e  know ledge  abou t  the  

d a ta  p r o c e s s i n g  o r g a n i z a t i o n  and the  t r a i n i n g  p rogram 

as w e l l .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f

P e r s i s t e n c e  and th e  a b i l i t y  to  communicate  were o f f e r ­

ed as t h e  c h a r a c t e r i s t i c s  most needed by the  t r a i n e r . The 

most  h e l p f u l  r o l e  f o r  th e  t r a i n e r ,  a c c o r d i n g  t o  t h e  i n t e r ­

v ie w e e ,  i s  t h a t  o f  i n t e r n a l  c o n s u l t a n t .  As a c o n s u l t a n t ,  

t h e  t r a i n e r  does n o t  f o r c e  change o r  demand i t ,  h u t  e v a l u ­

a te s  need and recommends change,  i n v o l v i n g  the  o r g a n i z a t i o n  

i n  g o a l  s e t t i n g  and im p l e m e n t a t i o n  o f  change.

Recommended Sequence o f  S teps  f o r  I m p le m e n t a t i o n

The t r a i n i n g  manager s u gge s te d  t h e  f o l l o w i n g  

sequence  o f  s t e p s  f o r  im p le m e n t i n g  a new p rog ram :

( 1 )  "The f i r s t  s t e p  i s  g e t t i n g  [ t o p  management] 

s u p p o r t  b e f o r e  you do a n y t h i n g .  I  mean, you c a n ' t
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im p le m e n t  a n y t h i n g  w i t h o u t  t h e i r  s u p p o r t * "

(2 )  "Go commun ica te  w h a t ' s  g o in g  t o  happen to  e v e r y ­

b o d y . "  I d e a l l y ,  t h i s  wou ld  i n v o l v e  to p  management 's  

c o m m u n ic a t i n g  f i r s t  o f  a l l  t o  m id d le  l e v e l  management; 

th e n  o o m m u n ic a t io n  sp re a d s  downward t h r o u g h  managers '  

s t a f f  m e e t i n g s .

( 3 )  "Then back  i t  up by d o in g  [w ha t  has been 

a n n o u n c e d ] . "  B e g in  o r g a n i z i n g  and im p l e m e n t i n g ,  i n  

o t h e r  w o rd s .

( 4 )  " C o n t i n u e  t o  communicate  and r e p o r t  back on i t  and 

show what  happened.

I n t e r v i e w  9 

I n i t i a t i o n / E a r l y  D eve lopment

The d a ta  p r o c e s s i n g  o r g a n i z a t i o n  i s  a d i v i s i o n  o f  

a m a jo r  n a t i o n a l  a i r l i n e .  L o c a te d  i n  a m e t r o p o l i t a n  a r e a ,  

i t  i s  one o f  th e  l a r g e s t  d a ta  p r o c e s s i n g  shops  i n  the  

c o u n t r y .  The t r a i n i n g  d e p a r tm e n t  f u n c t i o n s  t o  p r o v i d e  bo th  

i n t e n s i v e  t r a i n i n g  f o r  new employees  and more advanced 

t r a i n i n g  f o r  e x p e r i e n c e d  em p loye es .  The f i r s t  e f f o r t  a t  

e s t a b l i s h i n g  th e  p rogram o c c u r r e d  i n  1976 when a s e n i o r  

p rogramm ing  a n a l y s t  p r e s e n t e d  a p r o p o s a l  f o r  a s t a f f  o f  s i x  

t o  e i g h t  t e c h n i c a l  t r a i n i n g  p e o p le  t o  fo rm a t r a i n i n g  

d e p a r t m e n t .  A v e r y  s i m i l a r  p r o p o s a l  succeeded some t im e  

l a t e r .  The second p r o p o s a l  a l s o  came f rom a s e n i o r  

p rogramm in g  a n a l y s t ,  b u t  i t  a p p a r e n t l y  succeeded because 

i t  was t a k e n  on as a " p e t  p r o j e c t "  by the  v i c e  p r e s i d e n t  o f
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d a ta  p r o c e s s i n g .  A t  t h i s  p o i n t ,  f o u r  n o n - t e c h n i c a l  p eop le  

were h i r e d ,  p e o p le  w i t h  e d u c a t i o n a l  b a c k g r o u n d s .  In  

a d d i t i o n ,  s e v e r a l  p e o p le  w i t h  d a ta  p r o c e s s i n g  ba ckg ro u nd s  

were h i r e d  as t r a i n e r s .  The d e s ig n  was t o  c r e a t e  a 

c o m p lem en ta ry  c o m b i n a t i o n  o f  t e c h n i c a l  and e d u c a t i o n a l  

s k i l l s .  The p r e s e n t  t r a i n i n g  manager was one o f  t h e  f o u r  

e d u c a t o r s  h i r e d  a t  t h a t  t i m e .  "When we f i r s t  s t a r t e d , "  she 

e x p l a i n e d , " i t  was l i k e ,  we have p e o p le  power b u t  t h e r e  

were no d e l i v e r a b l e  p r o d u c t s  re a d y  y e t .  So t h a t  s t a r t - u p  

t i m e ,  I  t h i n k ,  was p r o b a b l y  t h e  h a r d e s t .  Hav ing  to  g e t  to  

t h e  p o i n t  where we c o u l d  s a y ,  'We w i l l  have t h i s  c l a s s  

re a d y  f o r  o f f e r i n g  on t h i s  d a y . ' "

M a jo r  Changes as t h e  P r o j e c t  Has P ro g r e s s e d

The p ro g ra m ,  w h ich  began as an e x p e r i m e n t ,  has 

s t a b i l i z e d  and a p p a r e n t l y  has been a s t r o n g  s u c c e s s .  The 

e d u c a t o r s  have p ro v e d  s u c c e s s f u l  a t  l e a r n i n g  d a ta  p r o c e s s ­

i n g  w e l l  enough t o  d e s ig n  and te a c h  c o u r s e s  on the  s u b j e c t  

— and o p e n in g s  have c o n t i n u e d  t o  be f i l l e d  w i t h  e d u c a t o r s .  

The number o f  p e o p le  i n  t h e  t r a i n i n g  d e p a r tm e n t  has f l u c ­

t u a t e d  t o  a d e g r e e ,  b u t  i s  now a t  a bou t  t h e  number w i t h  

w h ic h  t h e  p rogram began.  One new p e rso n  has r e c e n t l y  been 

a d d e d - - a t  a t im e  when much o f  t h e  company was " c u t t i n g  

b a c k " - - b e c a u s e  o f  th e  c a r e f u l l y  documented need f o r  more 

t r a i n i n g .  A w ide  v a r i e t y  o f  d a ta  p r o c e s s i n g  c o u r s e s  a re  

d e v e lo p e d  and p r e s e n t e d  by the  i n s t r u c t o r s .  I n d i v i d u a l l y  

paced m u l t i - m e d i a  c o u r s e s  a re  a l s o  a v a i l a b l e .
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R e s i s t a n c e  t o  P r o j e c t

The p rogram has e n c o u n te re d  v e r y  l i t t l e  r e s i s t a n c e .  

The t r a i n i n g  manager d i d  d i s c u s s  m in o r  d i f f i c u l t i e s  w i t h  

managers who c a l l e d  t h e i r  employees o u t  o f  c l a s s e s  because 

o f  p ro b le m s  wh ich  t h e y  needed h e lp  w i t h .

A c q u i r i n g  Employee S u p p o r t

The p r i n c i p a l  means o f  m a i n t a i n i n g  p a r t i c i p a t i o n  

has been a c l a s s  announcement fo rm wh ich  i s  c i r c u l a t e d  

t h r o u g h o u t  t h e  o r g a n i z a t i o n .  Most  managers c i r c u l a t e  t h e s e  

i n  o r d e r  t o  g i v e  employees  a chance to  s i g n  up.  The form 

goes back t o  t h e  manager f o r  h i s / h e r  a p p r o v a l ,  and the n  to  

t h e  t r a i n i n g  d e p a r t m e n t . The t r a i n i n g  manager a l s o  d i s ­

cussed  "w o rd  o f  mou th "  as an i m p o r t a n t  p a r t  o f  m a i n t a i n i n g  

p a r t i c i p a t i o n .  " Y o u ' v e  g o t  word o f  mou th ,  th e  p e r s o n a l  

t o u c h .  I ' l l  go o v e r  t o  O p e r a t i o n s  o r  I ' l l  go down t o  the  

second f l o o r , and p e o p le  w i l l  say ,  ' I  need t h i s  c l a s s ;  l e t  

me know when you a re  g o in g  to  have i t . '  So I  keep a 

f o l l o w - u p  f i l e . "

A c q u i r i n g  Management S u p p o r t

The t r a i n i n g  manager d i s c u s s e d  two re a so n s  f o r  the  

p r o g r a m ' s  h a v i n g  been i n i t i a t e d  when i t  was ( t h a t  i s ,  a f t e r  

h a v i n g  f a i l e d  a t  t h e  e a r l i e r  a t t e m p t ) .  The p r i n c i p a l  

r e ason  was th e  v i c e  p r e s i d e n t ' s  f e e l i n g  t h a t  the  t r a i n i n g  

p rogram w ou ld  be h i s  " p e t  p r o j e c t . "  I n  a d d i t i o n ,  the  

p rogram was a l e s s  e x p e n s iv e  means o f  p r o v i d i n g  t r a i n i n g  

th a n  a l t e r n a t i v e  m e thods .  W i th  t h i s  s t r o n g  a b e g i n n i n g .
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th e  t r a i n i n g  d e p a r t m e n t  has n eve r  been fa c e d  w i t h  t h e  need 

t o  s t r u g g l e  f o r  a c c e p t a n c e .  The t r a i n i n g  manager d i d  t a l k  

e x t e n s i v e l y ,  h o w e v e r ,  a bo u t  methods o f  m a i n t a i n i n g  s u p p o r t  

and methods o f  a c c o m p l i s h i n g  needed g r o w t h .  F i r s t  o f  a l l ,  

she p o i n t e d  o u t  t h e  need f o r  th e  t r a i n i n g  d e p a r tm e n t  t o  be 

p r o p e r l y  p o s i t i o n e d  i n  t h e  o r g a n i z a t i o n a l  s t r u c t u r e : — p o s i ­

t i o n e d  so as t o  have a ccess  t o  company p l a n n i n g ,  g o a l -  

s e t t i n g ,  e t c . " T r a i n i n g  i n  t h i s  e n v i r o n m e n t , "  she e x p l a i n ­

ed ,  "means t h a t  we need t o  know what  t h e  f u t u r e  p la n  i s  as 

soon as anybody  e l s e  knows so t h a t  we can s t a r t  making 

a r ra n g e m e n ts  t o  be re a d y  when the  i n s t a l l a t i o n  t a k e s  

p l a c e . "

A t r a i n i n g  needs s u r v e y  was d i s c u s s e d  as one o f  the  

most  s u c c e s s f u l  methods used .  The s u r v e y  i n v o l v e d  a l l  

managers i n  p r o j e c t i n g  t h e  t r a i n i n g  needs f o r  t h e  f o l l o w ­

i n g  y e a r .  A c r i t i c a l  p a r t  o f  t h e  p r o c e s s  was " v a l i d a t i n g "  

a l l  t h e  numbers r e q u e s t e d  by m anagers .  Each manager was 

c o n t a c t e d  and asked ab o u t  t h e  number r e q u e s t e d .  " [They 

w e r e ] asked  t o  i d e n t i f y  what  th e  re a s on  f o r  t h e  t r a i n i n g  

was.  And th e n  we a l s o  had them i d e n t i f y  what  th e  im p a c t  

w o u ld  be t o  them i f  t h e y  d i d n ' t  have th e  t r a i n i n g . "  She 

c o n t i n u e d ,  "The b u rden  w a s n ' t  r e a l l y  w i t h  us t o  p ro v e  [ t h e  

n e e d ] ; i t  was w i t h  each i n d i v i d u a l  manager i n  d a ta  p r o c e s s ­

i n g . "  W i th  t h i s  d a ta  th e  t r a i n i n g  d e p a r t m e n t  d e te r m in e d  

t h e  number o f  p e o p le  needed to  do t r a i n i n g  f o r  t h e  n e x t  

y e a r ;  t h e  s t a f f i n g  need was the n  p r e s e n t e d  t o  the  v i c e
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p r e s i d e n t ,  and f i n a l l y  to  a l l  t h e  managers ,  i n  a m e e t in g  

where th e  r e s u l t s  were d i s c u s s e d .  The needs a n a l y s i s ,  she 

commented,  i s  n o t  o n l y  a " s e l l i n g "  d e v i c e  f o r  management;  

i t  i s  a l s o  a p l a n n i n g  t o o l .  "You know i n  advance what  i s  

needed,  r o u g h l y  when i t ' s  needed ,  and who needs i t . "  The 

needs a n a l y s i s  was s u c c e s s f u l  i n  j u s t i f y i n g  th e  a d d i t i o n  o f  

a n o t h e r  f u l l - t i m e  t r a i n i n g  p e r s o n ,  and a t  a t im e  when most  

o f  t h e  da ta  p r o c e s s i n g  d e p a r tm e n t  was " t i g h t e n i n g  t h e i r  

b e l t . "  The needs a n a l y s i s  a l s o  p ro v ed  to  be a way o f  

s e l l i n g  the  c o n c e p t  o f  i n - h o u s e  t r a i n i n g  t o  th e  v i c e  

p r e s i d e n t .  He had lo n g  e x p e r i e n c e  i n  a n o t h e r  company wh ich  

had a lw ays  b o u g h t  t r a i n i n g  f rom  an o u t s i d e  v e n d o r .  The 

needs a n a l y s i s  l e d  t o  a c o s t  co m p a r iso n  o f  the  two 

a p p ro a c h e s ,  i n - h o u s e  and o u t s i d e  v e n d o r .  The r e s u l t  he lped  

c o n v e r t  the  v i c e  p r e s i d e n t — i t  was cheaper  t o  h i r e  the  

p roposed  s t a f f  and do i n - h o u s e  t r a i n i n g  tha n  t o  have a 

vendo r  do th e  t r a i n i n g .

P u b l i c i t y / C o m m u n i c a t i o n  Methods

The t r a i n i n g  d e p a r tm e n t  has p u b l i s h e d  a c l a s s  

s c h e d u le  as a way o f  l e t t i n g  employees  know t h a t  c o u r s e s  

a re  a v a i l a b l e  f o r  t h e  q u a r t e r .  S i m i l a r l y ,  a p a c k e t  o f  

fo rm s  was p r e p a r e d  t o  e s t a b l i s h  e n r o l l m e n t  p ro c e d u r e s  t h a t  

wou ld  become f a m i l i a r  t o  e m p lo ye e s .  Then two weeks b e f o r e  

a c l a s s ,  c l a s s  announcements  a re  c i r c u l a t e d .  Three days 

b e f o r e  the  c l a s s ,  a c o n f i r m a t i o n  o f  e n r o l l m e n t  i s  s e n t  to  

each p e r s o n .



I l l

One o f  t h e  more h e l p f u l  methods o f  t h i s  t y p e  has 

been a c o m p re h e n s iv e  c a t a l o g  p r o v i d e d  to  a l l  managers .  The 

c a t a l o g  c o n t a i n s  c o u r s e s  o f f e r e d ,  c o u rs e  d e s c r i p t i o n s ,  

o b j e c t i v e s ,  o u t l i n e s ,  and p r e r e q u i s i t e s .  The t r a i n i n g  

manager commented, "To me, t h a t  was a s i g n i f i c a n t  m i l e ­

s t o n e ,  a v i s i b l e  t o k e n  o f  our  e x i s t e n c e .  A g a in ,  each 

manager,  d i r e c t o r ,  and above i n  d a ta  p r o c e s s i n g  has one o f  

t h e s e  documents  so th e  manager can use i t ,  h i s  p e o p le  can 

come i n  h i s  o f f i c e  and g e t  i t . . .  So i t  becomes a w o r k in g  

t o o l  f o r  e v e r y b o d y  i n  d a ta  p r o c e s s i n g . "

The t r a i n i n g  manager a l s o  d i s c u s s e d  t h e  use o f  key 

c o n t a c t  p e r s o n n e l  t h r o u g h o u t  d a ta  p r o c e s s i n g :  "What we t r y  

t o  do i s  e s t a b l i s h  a key c o n t a c t  i n  each one o f  the  

o r g a n i z a t i o n s  i n  d a ta  p r o c e s s i n g .  So,  I ' d  sa y ,  examine 

y o u r  a u d ie n c e ;  p i c k  o u t  the  c o n t a c t  ; and then  s t a r t  

d e v e l o p i n g  y o u r  r e l a t i o n s h i p s  t h e r e . "  She e x p l a i n e d  th e  

p r o c e s s  o f  s e l e c t i n g  th e  key c o n t a c t  as f o l l o w s .  "Somebody 

good t o  work  w i t h ;  somebody w h o 's  d e m o n s t ra te d  some 

o r g a n i z a t i o n a l  s k i l l s .  And i f  t h a t  p e r s o n ' s  i n t e r e s t e d ,  

somet imes a l i t t l e  i n i t i a t i v e  shown by t h a t  p e rson  makes 

them a t r a i n i n g  c o o r d i n a t o r . "

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  T r a i n i n g  M a n a g e r / S t a f f

The t r a i n i n g  manager d i s c u s s e d  a t  l e n g t h  the  two 

p o s s i b l e  c h o i c e s  i n  h i r i n g  a t r a i n e r :  e d u c a t o r  o r  t e c h ­

n i c i a n ?  " Y o u ' v e  r e a l l y  g o t  two o p t i o n s .  You can choose 

someone who knows how to  t e a c h  and g i v e  them d a ta  p r o c e s s ­
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in g  e x p e r i e n c e  and th e n  hope t h a t  now the y  can p u t  th e  two 

t o g e t h e r  and be an i n s t r u c t o r .  Or you can t a k e  a t e c h n i c a l  

p e rs o n  t h a t  has an a b i l i t y  to  communica te  w e l l  w i t h  o t h e r s  

and hope t h a t  you can make a t e a c h e r  o u t  o f  t h e m . "  Her 

p r e f e r e n c e  was t o  " t a k e  an e d u c a t o r  and tea c h  them d a ta  

p r o c e s s i n g . "  S e v e r a l  r e a s o n s  f o r  t h i s  p r e f e r e n c e  were 

o f f e r e d .  The e d u c a t o r ,  f i r s t  o f  a l l ,  has a r e s e a r c h  b a c k ­

g ro u n d ,  whereas th e  t e c h n i c i a n  has " l e a r n e d  by d o i n g "  and 

w i l l  p e rha p s  n o t  be as d i s p o s e d  t o  g a t h e r  needed c o u r s e  

i n f o r m a t i o n  f rom  a l l  t h e  p o s s i b l e  s o u r c e s .  S e c o n d l y ,  t h e  

p e rs o n  t r a i n e d  as an e d u c a t o r  can b e t t e r  make d e c i s i o n s  

a bo u t  c u r r i c u l u m :  "Because  p e o p le  t h a t  a re  t r a i n e d  edu ca ­

t i o n a l l y  a re  t r a i n e d  t o  l o o k  f o r  s t e p p i n g  s t o n e s  t o  l e a r n ­

i n g .  B u i l d i n g  by d o i n g .  And a l l  o f  t h o s e  s k i l l s  t h e n  

e n a b le  you t o  d e v e lo p  a c u r r i c u l u m  and to  d e v e lo p  com­

p o n e n ts  w i t h i n  a c u r r i c u l u m . . . . "  A l s o ,  she e x p l a i n e d ,  the  

e d u c a t o r  has more f l e x i b i l i t y  a bou t  change ,  " . . . n o t  f o r  the  

sake o f  change ,  b u t  f o r  t h e  sake o f  h a v in g  a b e t t e r  

[ e f f e c t ]  on y o u r  a u d i e n c e . "

The c h a r a c t e r i s t i c s  o f  th e  i d e a l  t r a i n i n g  p r o f e s ­

s i o n a l  were l i s t e d  as f o l l o w s .  T h i s  p e rson  ( l )  e n j o y s  

t e a c h i n g  o t h e r s  ; ( 2 )  p osse sse s  i n t e r p e r s o n a l  s k i l l s ;  ( 3 )  i s  

a b l e  t o  "keep  up t e c h n i c a l l y  w i t h  w h a t ' s  g o in g  o n " ;  and (4 )  

i s  a b l e  t o  commun ica te  w e l l .

The t r a i n i n g  manager saw her  own r o l e  as b e in g  

"somewhat o f  a PR p e rson  f o r  t h e  d e p a r t m e n t . "  She has



113

worked t o  b u i l d  c r e d i b i l i t y  f o r  t h e  d e p a r tm e n t  by e s t a b ­

l i s h i n g  an awareness t h a t  t h e  d e p a r tm e n t  does c a r e f u l  

r e s e a r c h  and p r e p a r a t i o n  f o r  c o u r s e s .  "The t r a i n i n g  

d e p a r tm e n t  i s  c o n t i n u a l l y  s o l i c i t i n g  and r e c e i v i n g  

t e c h n i c a l  e x p e r t i s e  f rom  key t e c h n i c a l  p e o p l e . "  I n  summing 

up th e s e  m a t t e r s ,  h o w e v e r , she d e f i n e d  h e r  r o l e  as t h a t  o f  

c o n s u l t a n t ,  as f a c i l i t a t o r  f o r  t h e  l e a r n i n g  p r o c e s s . . . . "  as 

somebody t h a t  w i l l  use a l l  t h e  r e s o u r c e s  t h e y  have t o  t r y  

t o  h e l p  you f i n d  th e  a n s w e r s . . . . "  T h i s  p o s t u r e ,  she 

e x p l a i n e d ,  le a d s  t o  t h e  n e c e s s i t y  o f  i n t e g r a t i n g  a g r e a t  

v a r i e t y  o f  d i f f e r e n t  r o l e s  i n t o  one .

Recommended Sequence o f  S tep s  f o r  I m p l e m e n t a t i o n

A s p e c i f i c  sequence o f  s t e p s  was n o t  s u g g e s te d  i n  

t h e  i n t e r v i e w .  The t r a i n i n g  manager d id  t a l k  i n  some 

d e t a i l ,  h ow eve r ,  a b o u t  f a c t o r s  t h a t  a f f e c t  and p e rh a p s  

a l t e r  a sequence o f  i m p l e m e n t a t i o n  s t e p s .  F i r s t  o f  a l l ,  

she a dd re sse d  t h e  i n f l u e n c e  o f  " o u t s i d e  f a c t o r s " :  " L i k e  I  

s a y ,  t h e  company g r o w s . . . t h e  need to  h i r e  new e m p l o y e e s . . .  

t h e  need t o  p ro duce  d a ta  p r o c e s s i n g  r e s o u r c e s .  To a 

d e g r e e ,  t h a t  p a r t  o f  t h e  sequence you c a n ' t  c o n t r o l .  Bu t  

I ' d  say th e  chances  o f  g e t t i n g  t r a i n i n g  p ro g ram s  s t a r t e d  a re  

g o i n g  t o  be a who le  l o t  b e t t e r  d u r i n g  a t im e  when the  

company has made a d e c i s i o n  t o  e x p a n d . "  She c o n t i n u e d ,

" I ' d  say t h a t ' s  t h e  most  f e r t i l e  g ro u n d ;  i f  you want  to  

c o n s i d e r  ke e p in g  a t r a i n i n g  p r o p o s a l  i n  y o u r  b o t to m  d r a w e r ,  

and when t h a t  t im e  comes i n  t h e  company,  t h e n  p u l l  o u t  the
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p r o p o s a l  and s a y ,  'OK, what  we oug h t  to  do then  i s  go o u t  

and h i r e  somebody who knows how t o  o r g a n i z e  t r a i n i n g  

p r o g r a m s . . . . ' "

The i n t e r v i e w e e  emphas ized  the  need f o r  e x p e r i e n c e  

w i t h  t h e  e n v i r o n m e n t  and th e  p r o j e c t .  She e x p l a i n e d  t h a t  

" l e a r n i n g  as you go"  may be b e s t  w i t h  p a r t s  o f  the  program 

— t h a t  t h e  need f o r  some t h i n g s  may e v o l v e  as t h e  program 

g ro w s .  She o f f e r e d  th e  c a t a l o g  p u b l i s h e d  by th e  t r a i n i n g  

d e p a r t m e n t  as an e x a m p le .  E a r l y  i n  t h e  program th e  c a t a l o g  

w ou ld  n o t  have been as b e n e f i c i a l ,  b u t  t h e  need e v o l v e d .  

C o n s e q u e n t l y ,  t i m i n g  i s  " p r o b a b l y  t h e  b i g g e s t  k e y . "  I t  i s  

c r i t i c a l  t o  be aware o f  t h e  c h a n g in g  needs o f  the  

o r g a n i z a t i o n  and th e n  i n t r o d u c e  changes a t  the  r i g h t  

t i m e . . .  when th e y  have t h e  b e s t  chance o f  b e in g  a d o p te d .



CHAPTER V 

CONCLUSION AND RECOMMENDATIONS

Summary o f  P ro c e d u re s  

The p u rpo se  o f  t h i s  s t u d y  was t o  a c q u i r e  i n f o r m a ­

t i o n  c o n c e r n i n g  th e  i m p l e m e n t a t i o n  o f  t r a i n i n g  p rog ram s  i n  

d a ta  p r o c e s s i n g  o r g a n i z a t i o n s  i n  o r d e r  (1 )  t o  i d e n t i f y  the  

change s t r a t e g i e s / t a c t i c s  w h ich  a re  m o s t / l e a s t  s u c c e s s f u l ,  

w i t h i n  th e  t e c h n o l o g y - d r i v e n  o r g a n i z a t i o n s  ; and ( 2 )  to  

f o r m u l a t e  a change model f o r  t h e  s u c c e s s f u l  i m p l e m e n t a t i o n  

o f  p e o p le  change w i t h i n  such an o r g a n i z a t i o n .

T r a i n i n g  p ro g ram s  examined i n  t h i s  s t u d y  were 

t r a i n i n g  p ro g ra m s  i n  l a r g e  d a ta  p r o c e s s i n g  o r g a n i z a t i o n s  

( h a v i n g  a minimum o f  100 e m p lo y e e s ) .  The t r a i n i n g  

p ro g r a m s ,  o r  a t  l e a s t  s i g n i f i c a n t  components o f  the  

p ro g ra m s ,  have been im p le m e n te d  w i t h i n  the  l a s t  few y e a r s .  

F u r t h e r m o r e ,  t h e  p rog ram s  gave e v id e n c e  o f  b e in g  o f  

r e l a t i v e  im p o r t a n c e  i n  t h e  o r g a n i z a t i o n s .  E le v e n  t r a i n i n g  

p rog ram s  were chosen f rom  p ro g ram s  recommended by a p ane l  

o f  t r a i n i n g  e x p e r t s . . .  e d u c a t i o n a l  r e p r e s e n t a t i v e s  f o r  

n a t i o n a l  t r a i n i n g  c b m p an ie s .  Of  t h e  e le v e n  t r a i n i n g  

managers who were c o n t a c t e d  a b o u t  p a r t i c i p a t i n g ,  two were
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u n a b le  t o  be i n t e r v i e w e d .

I n - d e p t h  m i n i m a l l y  s t r u c t u r e d  i n t e r v i e w s  were c o n ­

d u c te d  w i t h  t h e  t r a i n i n g  managers  f rom th e  n in e  d a ta  p r o ­

c e s s i n g  o r g a n i z a t i o n s .  The i n t e r v i e w s  were  i n i t i a t e d  w i t h  

a r e q u e s t  t h a t  the  i n t e r v i e w e e  e x p l a i n  t h e  h i s t o r y  o f  the  

change p r o j e c t .  T h a t  i s ,  t h e  i n t e r v i e w e e  was asked  to  

n a r r a t e  i n  c h r o n o l o g i c a l  o r d e r  t h e  i m p o r t a n t  e v e n t s ,  

p r o b le m s ,  and s u c c e s s e s  o f  th e  p r o g r a m .  A t  t h e  c o n c l u s i o n  

o f  t h i s  n a r r a t i o n ,  t h e  i n t e r v i e w e e  was asked  a number o f  

s p e c i f i c  q u e s t i o n s  i n  an a t t e m p t  t o  c o v e r  any a re a s  o f  

p a r t i c u l a r  c o n c e rn  w h ic h  m i g h t  have been o m i t t e d  (see  

A pp e n d ix  A ) .

The i n t e r v i e w s  were  t a p e  r e c o r d e d  and th e n  

t r a n s c r i b e d .  The t r a n s c r i p t s  were  t h e n  a n a l y z e d  by use o f

( 1 )  f r e q u e n c y  t a b l e s  t h a t  h e l p e d  d e t e r m i n e  the  t o p i c s / i d e a s  

w h ic h  had r e c e i v e d  most  e m p h a s is ;  ( 2 )  a c o m p a r i s o n  c h a r t  

w h ic h  h i g h l i g h t e d  p a t t e r n s ,  a s s o c i a t i o n s ,  and u n u s u a l  

amounts  o f  e m p h a s is ;  and ( 3 )  b r i e f  summar ies  o f  th e  

i n t e r v i e w s . T h i s  p r o c e s s  a l l o w e d  an e v a l u a t i o n  and

s y n t h e s i s  o f  d a ta  and l e d  t o  t h e  f o r m u l a t i o n  o f  f i n a l

c o n c l u s i o n s .  The r e s u l t s  o f  t h e  d a ta  a n a l y s i s  were

p r e s e n t e d  i n  t h e  i n t e r v i e w  summar ie s  i n  C h a p te r  IV .  

C o n c l u s i o n s  based on t h o s e  r e s u l t s  a re  p r e s e n t e d  i n  t h i s  

c h a p t e r ,  a lo n g  w i t h  re c o m m e n d a t io n s  f o r  t r a i n i n g  p rog ram  

i m p l e m e n t a t i o n  and re c o m m e n d a t io n s  f o r  f u r t h e r  r e s e a r c h .

C o n c l u s i o n s
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C o n c l u s i o n s  a re  a r r a n g e d  i n  t h i s  c h a p t e r  to  

c o r r e s p o n d  as much as p o s s i b l e  w i t h  th e  sequence o f  t o p i c s  

p r e s e n t e d  i n  th e  summaries i n  C h a p te r  I V .  Thus,  

c o n c l u s i o n s  a re  p r e s e n t e d  i n  t h e  f o l l o w i n g  o r d e r :

1 .  Types o f  R e s i s t a n c e  E n c o u n te re d  i n  th e  Programs

2.  A c q u i r i n g  Employee S u p p o r t

3.  A c q u i r i n g  Management S u p p o r t

4 .  Pub l i c i t y /C o m m u n ic a t i o n  Methods

5 .  U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  th e  T r a i n e r

6 . A Model  f o r  I m p le m e n t i n g  T r a i n i n g  Programs

7.  Top Management S u p p o r t

8 . S t a f f - I n i t i a t e d  and M a n a g e m e n t - I n i t i a t e d  Programs

F i n a l l y ,  t h e  re co m m e nd a t ion s  o f f e r e d  a re  as

f o l l o w s .

1 .  P r o p o s a l  Recommendat ions

2 .  I n i t i a t i o n  Recommendat ions

3 .  Recommendat ions f o r  L a t e r  S tages  o f  I m p l e m e n t a t i o n

4 .  Recommendat ions f o r  F u r t h e r  Research

Types o f  R e s i s t a n c e  E n c o u n te re d  i n  th e  Programs

Three  o f  t h e  t r a i n i n g  p rog ram s  had met e s s e n t i a l l y  

no r e s i s t a n c e .  I n  th e  s i x  p ro g ram s  where r e s i s t a n c e  had 

been e n c o u n t e r e d ,  t h e r e  were t h r e e  m a jo r  t y p e s :  em p loyee ,  

management,  and e n v i r o n m e n t a l .

Employee r e s i s t a n c e  was d i s c u s s e d  by t h r e e  o f  th e  

t r a i n i n g  managers ,  b u t  t h i s  t y p e  o f  r e s i s t a n c e  had been 

m i n i m a l .  There  was s l i g h t  r e s i s t a n c e  t o  such t h i n g s  as
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t e a c h i n g  methods ,  t u t o r i n g  s e s s i o n s ,  o r  s e r v i n g  as 

i n t r u c t o r .

A good d e a l  more comment was made a bo u t  management 

r e s i s t a n c e .  T h i s  was emphas ized  as t h e  p r i n c i p a l  s o u r c e  o f  

r e s i s t a n c e  i n  t h e  p ro g r a m s ;  s i x  o f  t h e  t r a i n i n g  managers 

d i s c u s s e d  t h i s  p ro b le m  to  some d e g r e e .  The m a jo r  k i n d s  o f  

management r e s i s t a n c e  m e n t io n e d  were as f o l l o w s .

( 1 )  G e n e r a l i z e d  m id d le  management r e s i s t a n c e  because 

o f  l a c k  o f  u n d e r s t a n d i n g  o f  t h e  p ro g ra m .

( 2 )  R e s i s t a n c e  t o  c u r r i c u l u m  p l a n n i n g .  T h i s  was 

e f f e c t i v e l y  r e d uc e d  i n  one i n s t a n c e  t h r o u g h  c r e a t i o n  

o f  a c u r r i c u l u m  c o m m i t t e e .

( 3 )  R e s i s t a n c e  t o  a l l o w i n g  employees  t o  s e r v e  f o r  

a deq ua te  l e n g t h s  o f  t im e  as t u t o r s .  I n  one e xam p le ,  

t h i s  p ro b le m  was r e s o l v e d  by a s lo w  " e d u c a t i o n "  

p r o c e s s .

( 4 )  R e s i s t a n c e  by managers who s i m p l y  " d i d n ' t  want  

t r a i n i n g . "  T h i s  s i t u a t i o n  was im p ro ve d  by g i v i n g  

t h e s e  managers " c o n s t a n t  a t t e n t i o n "  and g e t t i n g  them 

i n v o l v e d  i n  t h e  p ro g r a m .

( 5 )  R e s i s t a n c e  on th e  p a r t  o f  managers t o  s e r v i n g  

r e g u l a r l y  as t u t o r s .  A sys tem o f  r o t a t i n g  t u t o r  

a s s ig n m e n ts  h e lp e d  t o  r e s o l v e  t h i s  p r o b le m .

( 6 )  R e s i s t a n c e  because o f  l a c k  o f  t im e  f o r  t r a i n i n g .  

The l a s t  i t e m  l i s t e d  r e c e i v e d  th e  most  e m p ha s is .

Two o f  t h e  i n t e r v i e w e e s  a dd re s s e d  t h i s  p ro b le m  d u r i n g  th e
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i n t e r v i e w s ;  a t h i r d  t r a i n i n g  manager r a i s e d  the  i s s u e  i n  a 

l a t e r  c o n v e r s a t i o n .  I n  one o f  t h e  d a ta  p r o c e s s i n g  shops ,  

" c r i s i s  management "— a p r e o c c u p a t i o n  w i t h  f i n d i n g  

im m e d ia te  s o l u t i o n s  t o  im m e d ia te  p r o b le m s — had d e f e a t e d  

t h e  f i r s t  a t t e m p t  a t  i n i t i a t i n g  a p ro g ra m .  A manager had 

a rgued  i n  a c r i t i c a l  p l a n n i n g  s e s s io n  t h a t  " I  agree  w i t h  

a l l  o f  t h i s  [ t r a i n i n g ]  s t u f f  and i t  a l l  needs t o  be done,  

b u t  w e 'v e  g o t  t o  f o c u s  on th e  t y p e s  o f  t h i n g s  t h a t  can be 

done r i g h t  now, t o d a y ,  t o  g e t  t h e  work  o u t  the  d o o r .  

T h e r e ' s  g o t  t o  be some t h i n g s  we can do i m m e d i a t e l y . "  The 

t r a i n i n g  manager e x p l a i n e d  t h a t  t h i s  k i n d  o f  t h i n k i n g  has 

c o n t i n u e d  t o  be th e  m a jo r  s o u r c e  o f  r e s i s t a n c e  t h r o u g h o u t  

the  p r e s e n t  p ro g ram :  " I t ' s  g e t t i n g  s u p e r v i s o r s  to  r e a l i z e  

t h a t  t h e y  can do w i t h o u t  t h a t  p e rson  l o n g  enough t o  l e t  

them t r a i n .  T h e r e ' s  k i n d  o f  a c h i c k e n  and egg s i t u a t i o n  

t h e r e  t h a t  i f  p e o p le  a r e n ' t  t r a i n i n g ,  th e y  a r e n ' t  d o in g  

t h e i r  j o b  as w e l l ;  i f  t h e y ' r e  n o t  d o in g  t h e i r  j o b  as w e l l ,  

t h e n  t h i n g s  a re  messed up and th e y  d o n ' t  have th e  t im e  t o  

t r a i n .  So I  t h i n k  t h a t ' s  a c o n s t a n t  b a t t l e  t h a t  you have 

t o  f i g h t  i n  th e  l o w e r  l e v e l s  o f  the  o r g a n i z a t i o n . . . j u s t  

awareness  t h a t  i t ' s  w o r t h  the  t im e  and t h a t  you need t o  do 

i t . "

A n o th e r  o f  the  t r a i n i n g  managers who d i s c u s s e d  th e  

" l a c k  o f  t i m e "  p rob lem  s t a t e d ,  "As l o n g  as the y  have an 

a t t i t u d e  t h a t  t r a i n i n g  i s  n i c e  to  have and do i f  you have 

e x t r a  money and t i m e ,  t h e n ,  you know, w i t h o u t  r e e d u c a t i n g
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them on what  i t  s h o u ld  do,  th e n  you c o u ld  have a l o t  o f  un­

e x p e c t e d  r e s i s t a n c e . "  She o f f e r e d  t h i s  s o l u t i o n :  "Once you 

e x p l a i n  what  you want  t o  do as a t r a i n e r . . . w h ic h  i s  t o  

s u p p o r t  t h e  b u s i n e s s  work  t h a t  t h e y  have t o  d o . . . t h e n  t h a t  

w i l l  h e l p  overcome t h e i r  r e s i s t a n c e . "

T hree  o f  t h e  t r a i n i n g  managers d i s c u s s e d  r e s i s t a n c e  

o r  p ro b le m s  w h ich  were p rodu ce d  by th e  e n v i r o n m e n t  o f  th e  

d a t a  p r o c e s s i n g  sh op s .  One i n t e r v i e w e e  d i s c u s s e d  th e  

d i s r u p t i o n  c r e a t e d  by th e  mov ing o f  t h e  e n t i r e  d a ta  c e n t e r  

t o  a n o t h e r  l o c a t i o n .  Much o f  t h e  com pu te r  ha rdware  and 

e q u ip m e n t  was b e in g  changed .  " Y o u ' r e  t a l k i n g  a b o u t  l o t s  o f  

c h ang e ,  and t h e s e  t h i n g s  tend  t o  d i s r u p t  th e  no rm a l  

r o u t i n e .  The r e s u l t  f o r  us was t h a t  a t t e n d a n c e  i n  the  

c o u r s e s  began t o  d rop  o f f .  We began h a v i n g  more and more 

d i f f i c u l t y  g e t t i n g  p e o p le  i n t o  th e  t r a i n i n g  room to  

c o m p le te  s e s r i e s  [ o f  c o u r s e ] . " -  A n o th e r  o f  the  i n t e r v i e w e e s  

who d i s c u s s e d  t h i s  t y p e  o f  p rob le m  emphas ized th e  u n u s u a l  

i n t e r r e l a t e d n e s s  and i n s t a b i l i t y  o f  t h e  e n v i r o n m e n t :  "When 

a sys tem o r  an a p p l i c a t i o n  goes down, I  mean i t  n o t  o n l y  

a f f e c t s  one o r  two p e o p l e ,  i t  can a f f e c t  a who le  h o s t  o f  

p e o p l e . "  She c o n t i n u e d ,  " I t  may be more d i f f i c u l t  t o  s e l l  

a p rogram and have one r u n n i n g  [ i n  t h i s  e n v i r o n m e n t ]  t ha n  

i n  what  I  guess you c o u l d  say i s  a good,  a c c e p t a b l e ,  s t a b l e  

s t a t e . "

The f u l l e s t  d i s c u s s i o n  o f  e n v i r o n m e n t  was o f f e r e d  

by t h e  d a ta  p r o c e s s i n g  t r a i n i n g  manager f rom the  manu-
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f e a t u r i n g  company.  She commented t h a t  v a r i o u s  h ig h  t e c h ­

n o l o g y  i n d u s t r i e s  s h a re  t h i s  p r o b le m — i n d u s t r i e s  such  as 

a e ro s p a c e  , " b i g  s c i e n t i f i c  c o m p a n ie s , "  and d a ta  

p r o c e s s i n g .  " T h e y ' r e  g o in g  t h r o u g h  c o n s t a n t  f l u x , "  she 

e x p l a i n e d ,  "and  t h e y ' r e  u n d e r ,  you know, h ig h  t im e  

p r e s s u r e s . . .  on t h e i r  p r o j e c t s .  And,  b oy ,  t h o s e  p r i o r i t i e s  

can change l i k e  t h a t . "  T h i s  c o n s t a n t  change can c r e a t e  a 

g r e a t  d e a l  o f  a n x i e t y ,  a " r e a l l y  h i g h  p r e s s u r e  s i t u a t i o n . "  

As change c o n t i n u e s  and p r e s s u r e  b u i l d s ,  t o l e r a n c e  f o r  more 

change d i m i n i s h e s  u n t i l  f i n a l l y  p e o p le  re a ch  a l i m i t  a t  

w h ic h  "one l i t t l e  change can j u s t  a b s o l u t e l y  bend them o u t  

o f  s h a p e . "  The i n t e r v i e w e e  c o n t i n u e d ,  " [ F i n a l l y ] ,  one 

p r o j e c t  w i l l  come a lo n g  and ,  a g a i n ,  i t  w i l l  be th e  l a s t  

s t r a w .  T h e y ' l l  f i n a l l y  s a y ,  ' T h i s  i s  i t ;  w e ' r e  n o t  g o in g  

t o  do i t . '  They may even t h i n k  i t ' s  a good t h i n g ;  b u t  th e y  

j u s t  do i t  f o r  t h e  sake  o f  r e s i s t i n g . "  And,  she p o i n t e d  

o u t ,  t h i s  l a s t  s t r a w  w i l l  o f t e n  be an " o p t i o n a l "  p r o j e c t  

such as a t r a i n i n g  p ro g ra m .

M o r e o v e r ,  t h e  i n t e r v i e w e e  e x p l a i n e d ,  t h e  r e s i s t a n c e  

c r e a t e d  by t e c h n o l o g i c a l  change i s  worsened by t h e  l a c k  o f  

c o m m u n ic a t io n  w i t h i n  d a ta  p r o c e s s i n g .  Not o n l y  a re  

p e r s o n n e l  s u b j e c t e d  t o  g r e a t  amounts o f  change ,  t h e y  a re  

n o t  communicated  w i t h . . . a n d  t h e y  do n o t  know what  t o  

e x p e c t .  U n f o r t u n a t e l y ,  t h e  p ro b le m  i s  s e l f - r e i n f o r c i n g :  

as t h e r e  i s  i n c r e a s i n g  t e c h n o l o g i c a l  chan ge ,  t h e r e  i s  

i n c r e a s i n g  need f o r  c o m m u n ic a t i o n ;  b u t  as change
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a c c e l e r a t e s ,  th e  o r g a n i z a t i o n  may be f o r c e d  t o  f o c u s  more 

and more on p l a n n i n g  and im p le m e n t i n g  the  change— and, 

c o n s e q u e n t l y ,  i t  may be l e s s  and l e s s  a b l e  t o  commun ica te  

a b o u t  t h e  change .  The i n t e r v i e w e e  recommended t h a t  t h e  

o r g a n i z a t i o n  communicate  change down f rom management 

t h r o u g h  a l l  a f f e c t e d  l e v e l s .  Her e x p r e s s i o n  f o r  t h i s  

p r o c e s s  was "manag ing  e x p e c t a t i o n s . "  When change i s  t a k i n g  

p l a c e ,  she s a i d ,  t h e  o r g a n i z a t i o n  must  manage e x p e c t a t i o n s  

a b o u t  t h e  change;  i t  must  remove t h r e a t  and a s s i s t  i n  t h e  

a d a p t a t i o n  t o  change.

There  i s  some e v id e n c e  i n  t h e  i n t e r v i e w s  w h ich  

d i s c u s s  e n v i r o n m e n t a l  p ro b le m s  t h a t  th e  e n v i r o n m e n t  o f  t h e  

h i g h  t e c h n o l o g y  b u s i n e s s  may o f f e r  p e c u l i a r  d i f f i c u l t i e s  t o  

i m p l e m e n t a t i o n  o f  p e o p l e - d i r e c t e d  chan ge .  R e s i s t a n c e  

caused by r a p i d  t e c h n o l o g i c a l  change and p oo r  c o m m u n ic a t io n  

may h i n d e r  t h e  i m p l e m e n t a t i o n  o f  t r a i n i n g  p ro g ra m s .  The 

t r a i n i n g  p rogram may a t  t im e s  be " t h e  l a s t  s t r a w , "  as one 

o f  t h e  t r a i n i n g  managers e x p re s s e d  i t . . . t h e  l a s t  s t r a w  

w h ic h  c r e a t e s  u n u s u a l l y  s t r o n g  r e s i s t a n c e .  T e c h n o l o g i c a l  

o r  " m a c h in e "  change i s  n o t  o n l y  r a p i d  i n  t h i s  e n v i r o n m e n t ,  

i t  i s  e s s e n t i a l ;  and p e r s o n n e l  m u s t ,  f o r  t h e  most  p a r t ,  

s i m p l y  " l i v e  w i t h "  such chan ge .  C o n s e q u e n t l y ,  when 

t o l e r a n c e  f o r  change d ro ps  to  th e  b o t to m  l i m i t ,  t he  

" o p t i o n a l "  p e o p l e - d i r e c t e d  change may be r e j e c t e d .

A c q u i r i n g  Employee S u p p o r t

T a c t i c s  used to  g a in  employee s u p p o r t  r e c e i v e d  l e s s
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emphas is  i n  t h e  i n t e r v i e w s  than  d i d  management t a c t i c s  and 

t a c t i c s  f o r  c o m m u n i c a t i n g / p u b l i a i z i n g . One o f  t h e  i n t e r ­

v i e w e e s ,  h o w ev e r ,  gave employee t a c t i c s  p r im a r y  emphasis 

i n  h e r  t r a i n i n g  p ro g r a m .  And two o f  t h e  o t h e r  t r a i n i n g  

managers  p o i n t e d  o u t  employee t a c t i c s  as a m a jo r  c o n c e r n .

The t r a i n i n g  manager who r a t e d  employee t a c t i c s  

above o t h e r  c a t e g o r i e s  e x p l a i n e d  t h a t  " . . . i f  t h e r e  was any 

one t h i n g  t h a t  I  f e l t  l i k e  i n i t i a l l y  made th e  c e n t e r  

s u c c e s s f u l ,  i t  was t h a t  we r e a l l y  t r i e d  to  t r e a t  each 

i n d i v i d u a l ,  I  guess you wou ld  s a y ,  r o y a l l y . "  She con­

t i n u e d ,  " I f  you were g o in g  t o  overcome th e  unknowns t h a t  you 

knew t h e y  d i d n ' t  know, t h e n  you had t o  do i t  t h r o u g h  

p e r s o n a l  c o n t a c t  and t h r o u g h  p e r s o n a l  a c c e p t a n c e . . . . "  The 

s t r a t e g y  depends e s s e n t i a l l y  on s p r e a d i n g  p o s i t i v e  communi­

c a t i o n  a b o u t  t h e  p rogram t h r o u g h  employee n e t w o r k s .

A n o th e r  o f  t h e  i n t e r v i e w e e s  who c o n s i d e r e d  these  

t a c t i c s  h i g h l y  s i g n i f i c a n t  gave s p e c i a l  emphasis t o  t h r e e  

p a r t i c u l a r  t a c t i c s :

( 1 )  The p rogram began w i t h  t y p e s  o f  t r a i n i n g  t h a t  were 

i n i t i a l l y  a c c e p t a b l e  t o  th e  o r g a n i z a t i o n ,  even though  

t h a t  meant  o f f e r i n g  t r a i n i n g  t h a t  was q u i t e  d i f f e r e n t  

f rom  what  was u l t i m a t e l y  i n t e n d e d  f o r  the  p ro g ram .

( 2 )  The p rogram used " g r a s s  r o o t s "  t r a i n i n g  as much as
i '

p o s s i b l e .  Da ta  p r o c e s s i n g  p e r s o n n e l  were i n v o l v e d  i n  

w r i t i n g  and c r e a t i n g  c o u r s e s ,  r e c o r d i n g  a ud io  

p ro g r a m s ,  e t c .  The d e s i r e d  r e s u l t s  were i n c r e a s e d
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p a r t i c i p a t i o n  f o r  t h e  employees  d i r e c t l y  i n v o l v e d  and,  

s e c o n d l y ,  i n c r e a s e d  c r e d i b i l i t y / a c c e p t a n c e  o f  t h e  

p rog ram  f o r  employees  i n  g e n e r a l .

( 3 )  "The p e r s o n a l  t o u c h "  was seen as i m p o r t a n t  i n  

o b t a i n i n g  and k e e p in g  employee p a r t i c i p a t i o n .

P e r s o n a l  a t t e n t i o n  by th e  t r a i n i n g  c e n t e r  a d m i n i s t r a ­

t o r  was s i n g l e d  o u t  as a key f a c t o r  i n  th e  p r o g r a m ' s  

s u c c e s s .

S t i l l  a n o t h e r  i n t e r v i e w e e  who emphas ized  employee 

t a c t i c s  f e l t  t h a t  a c t i v e  s u p p o r t  a t  t h e  employee l e v e l  i s  

e s s e n t i a l  t o  a p ro g r a m .  The i n t e r v i e w e e  e x p l a i n e d  t h a t  a 

p r o j e c t  may f a i l  even w i t h  management s u p p o r t ,  i f  i t  has 

n o t  been w e l l  enough communica ted  down t h r o u g h  a l l  s t a f f  

l e v e l s .  Thus ,  t h e  o r g a n i z a t i o n  must  "manage t h e i r  e x p e c t a ­

t i o n s " :  "Go i n  and show them b e n e f i t s ,  you know. ' T h i s  i s  

why w e ' r e  s e t t i n g  up t h e  t r a i n i n g  program th e  way w e ' r e  

d o i n g .  I f  we do t h i s ,  you know, t h e s e  are  th e  b e n e f i t s  we 

a re  g o i n g  t o  b e n e f i t  f rom  i t . . . S o  we need yo u r  s u p p o r t . ' "  

Com m u n ica t ion  w i t h  employees  s h o u ld  a l s o  t a k e  p l a c e ,  she 

s t a t e d ,  t h r o u g h  b r o c h u r e s  and a d v e r t i s e m e n t s  o f  v a r i o u s  

k i n d s  and t h r o u g h  s p e c i a l  brown bag lu n c h  s e s s i o n s .  And 

th e  need to  communica te  does n o t  end ;  she s a i d ,  " I  t h i n k  

you s t i l l  have t o  keep s e l l i n g . . .  1 1 ' s a c o n t i n u a l  p r o c e s s .  

I t ' s  n o t  a o n e - t i m e  s e l l i n g  d e a l . "

V a r i o u s  o t h e r  t a c t i c s  o f f e r e d  i n  th e  i n t e r v i e w s  

a re  as f o l l o w s .
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(1 )  Get  managers i n v o l v e d ;  t hen  employees  w i l l  g e t  

i n v o l v e d .

(2 )  Send n o t i c e s  o f  c l a s s  e n r o l l m e n t s ,  f a i l u r e s  to  

a t t e n d  c l a s s e s ,  e t c .  t o  em p loye es .

(3 )  Make t h e  employee a c c o u n t a b l e  t o  h i s / h e r  manager 

f o r  a c q u i r i n g  a s s ig n e d  t r a i n i n g .

(4 )  P e r fo r m  a t r a i n i n g  needs a n a l y s i s  t h a t  i n c l u d e s  an 

i n d i v i d u a l  t r a i n i n g  p la n  f o r  t h e  e m p loyee .

( 5 )  D i s t r i b u t e  l i s t i n g s  o f  a v a i l a b l e  c o u r s e s  and b r o ­

c h u r e s  on s p e c i a l  c o u r s e s .

( 6 )  C i r c u l a t e  a c l a s s  announcement t h r o u g h  th e  o r g a n ­

i z a t i o n  some t im e  b e f o r e  a c l a s s  i s  s c h e d u le d  t o  

b e g i n .  I n c l u d e  an e n r o l l m e n t  fo rm  w h ich  th e  employee 

f i l l s  o u t ,  has s ig n e d  by h i s / h e r  m anager ,  and th e n  

r e t u r n s  t o  t h e  t r a i n i n g  d e p a r t m e n t .

A c q u i r i n g  Management S u p p o r t

Of  t h e  t h r e e  m a jo r  t y p e s  o f  s t r a t e g i e s  e xam ine d ,  

g a i n i n g  management s u p p o r t  r e c e i v e d  th e  most  em p ha s is .

S i x  o f  t h e  t r a i n i n g  managers d i s c u s s e d  t h i s  s t r a t e g y  a t  

some l e n g t h .  The p r i n c i p a l  t a c t i c s  used t o  g a in  management 

s u p p o r t  a re  l i s t e d  b e lo w .  The t a c t i c s  a re  a r r a n g e d  i n  a 

l o o s e l y  c h r o n o l o g i c a l  f a s h i o n ,  b e g i n n i n g  w i t h  t ho s e  a p p r o ­

p r i a t e  f o r  t h e  e a r l i e r  s ta g e s  o f  a p rogram and mov ing  t o ­

ward t h o s e  w h ic h  a re  more u s e f u l  i n  m a i n t a i n i n g  a p ro g ra m .

( 1 )  P lan  t h o r o u g h l y .

S e v e r a l  o f  th e  i n t e r v i e w e e s  d i s c u s s e d  th e  need f o r
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c a r e f u l  p l a n n i n g  a t  t h e  b e g i n n i n g  o f  a program and 

a l s o  a t  c r i t i c a l  e x p a n s io n  p o i n t s  l a t e r  on i n  the  

p ro g r a m .  One t r a i n i n g  manager p o i n t e d  o u t  t h a t  such 

p l a n n i n g  s e s s i o n s  s h o u ld  be used t o  d e f i n e  t h e  p h i l o ­

sophy o f  t h e  p rogram and d e t e r m i n e  th e  means o f  

a c q u i r i n g  management s u p p o r t .

( 2 )  Secure  a S t r a t e g i c  P o s i t i o n  i n  th e  Company.

Three  o f  t h e  t r a i n i n g  managers p o i n t e d  o u t  the  i m p o r ­

ta n c e  o f  b e in g  p r o p e r l y  p o s i t i o n e d  i n  t h e  company.  One 

o f  t h e  i n t e r v i e w e e s  e x p l a i n e d .  "You must  be a b l e  t o  

work  w i t h  t h e  s t r a t e g i c  p e o p le  i n  d a ta  p r o c e s s i n g  

sy s tem s  d ev e lo p m e n t  and d a ta  p r o c e s s i n g  d e l i v e r y  o r

th e  p r o d u c t i o n  a re a  o p e r a t i o n s  s i d e .  So w h e re v e r  you 

a re  p l a c e d ,  you must  be a b le  t o  f u n c t i o n  as a pee r  

w i t h  t h o s e  p e o p le  and be i n v o l v e d  i n  t h e i r  p l a n n i n g ,  

so t h a t  s k i l l s  p l a n n i n g  can go r i g h t  a lo n g  w i t h  

mach ine  p l a n n i n g ,  ha rdw a re  p l a n n i n g ,  s o f t w a r e  p l a n ­

n i n g . "  A n o th e r  o f  t h e  t r a i n i n g  managers f e l t  t h a t  

b e i n g  p o s i t i o n e d  n ea r  top  management had been t h e  most  

s i g n i f i c a n t  f a c t o r  i n  t h e  success  o f  he r  p ro g ra m .

T h i s  had a l l o w e d  h e r  easy access  to  top  management;  

she was a b l e  t o  s t a y  i n f o r m e d  a b o u t  c o r p o r a t e  g o a l s  

and was a b le  t o  seek management 's  a d v i c e  on p r o b le m s .

( 3 )  Le a rn  th e  " B u y in g  H a b i t s "  o f  Management.

The t r a i n i n g  manager f rom th e  p e t r o l e u m  company f e l t  

t h a t  i n  o r d e r  to  g a i n  management b a c k i n g  "You have to



127

l e a r n  t h e i r  ' b u y i n g  h a b i t s ' —  What i s  t h e i r  ' h o t  

b u t t o n ' ?  What happens t o  t u r n  them on?" Once the  

t r a i n e r  knows t h i s ,  s / h e  may even have t o  s e l l  t r a i n ­

i n g  by use o f  an a r t i f i c i a l  o r  p o l i t i c a l  need i n  o r d e r  

t o  be a b le  t o  b e g in  a d d r e s s in g  r e a l  t r a i n i n g  needs .

( 4 )  Use " O u t s i d e  C r e d i b i l i t y "  When P o s s i b l e .

The t r a i n i n g  manager f rom the  d e p a r tm e n t  s t o r e  c h a in  

e x p l a i n e d  th e  adva n tag es  o f  u s in g  o u t s i d e  c o n s u l t a n t s /  

e x p e r t i s e  i n  o r d e r  t o  g i v e  c r e d i b i l i t y  t o  p r o j e c t s .

The c r e d i b i l i t y  o f  IBM 's  re commenda t ions  had h e lp e d  to  

s e l l  a c o n c e p t  t h a t  was c e n t r a l  t o  he r  p ro g ram .

( 5 )  Have Top Management Speak D u r in g  th e  I n i t i a t i o n .

I t  i s  v i t a l ,  one i n t e r v i e w e e  commented, t o  go as h ig h  

i n  t h e  o r g a n i z a t i o n  as p o s s i b l e  w i t h  th e  p r o p o s a l  f o r  

a t r a i n i n g  p ro g ra m .  Once s u p p o r t  i s  g a in e d  h e r e ,  top  

management s h o u ld  communicate  the  change t o  m id d le  

management,  i d e a l l y  by s p e a k in g  t o  m id d le  management 

g r o u p s .

( 6 )  S e l l  T r a i n i n g  as a B u s ine s s  Need.

The management t a c t i c  t h a t  was g i v e n  most  emphasis  

by one o f  t h e  i n t e r v i e w e e s  was s e l l i n g  th e  s k i l l s  

p l a n n i n g  p r o c e s s  to  management:  " [ T h e  b e s t  method i s ]

f o r  b u s i n e s s  t o  see s k i l l s  p l a n n i n g  as a b u s i n e s s  

p r o c e s s  t h a t  i s  n e c e s s a ry  f o r  p e r fo rm a n c e  r e q u i r e m e n t s  

t o  be m e t . "  She had a c c o m p l i s h e d  t h i s  by e d u c a t i n g  

e x e c u t i v e s  t h r o u g h  i n t r o d u c i n g  th e  " c y c l e  o f  p e r f o r m ­
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ance p l a n n i n g "  w i t h  MBO and r e l a t e d  t e c h n i q u e s .

( 7 )  E x p l a i n  th e  B e n e f i t s  o f  T r a i n i n g .

E a r l y  i n  t h e  p r o c e s s  o f  s e l l i n g  t r a i n i n g  t o  manage­

men t,  i t  i s  e s p e c i a l l y  i m p o r t a n t  t o  communicate  the  

b e n e f i t s  o f  t r a i n i n g .  The b e n e f i t  p o i n t e d  o u t  most  

o f t e n  by f i v e  o f  t h e  t r a i n i n g  managers was th e  much 

l o w e r  c o s t  o f  i n - h o u s e  t r a i n i n g  as compared w i t h  the  

c o s t  o f  o u t s i d e  s e m in a r s .

( 8 )  P la c e  t h e  R e s p o n s i b i l i t y  f o r  T r a i n i n g  w i t h  Manage­

ment .

Secure  f rom  to p  management th e  agreement  t h a t  the  

r e s p o n s i b i l i t y  f o r  employee t r a i n i n g  i s  a p a r t  o f  each 

m a n a g e r ' s  j o b  d e s c r i p t i o n .  A m a n a g e r ' s  e f f e c t i v e n e s s  

a t  t r a i n i n g  employees  th u s  becomes a p a r t  o f  t h e  man­

a g e r ' s  own r e v i e w .  W i t h i n  t h i s  c o n t e x t ,  t h e  t r a i n i n g  

d e p a r tm e n t  s e r v e s  as a r e s o u r c e  to  h e l p  i n  a c q u i r i n g  

needed t r a i n i n g .

( 9 )  Beg in  S m a l l  w i t h  a T r i a l  A re a .

"What won i t  f o r  u s , "  one t r a i n i n g  manager e x p l a i n e d ,  

"was th e  s t a r t i n g  s m a l l  w i t h  a t r i a l  a r e a ,  b u i l d i n g  on 

s t e p s  t h a t  were easy to  work  w i t h  and then  h i g h l y  

p u b l i c i z i n g  ou r  su ccesse s  so t h a t  we f i n a l l y  had a 

body o f  e v id e n c e  so t h a t  we c o u l d  go r i g h t  t o  t h e  ve ry  

to p  and g i v e  them ou r  i r r e f u t a b l e  e v id e n c e  o f  what  we 

were a b l e  t o  do .  I n  o t h e r  w o rd s ,  we d i d n ' t  s e l l  

f u t u r e s ;  we s o l d  p r e s e n t  f a c t .  We were a l r e a d y
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s u c c e s s f u l  and gave them an o p p o r t u n i t y  to  s ha re  i t , "  

A n o th e r  i n t e r v i e w e e  spoke  i n  te rm s  o f  b e g i n n i n g  a 

p rogram as a " p r o j e c t "  ( a s m a l l e r - s c a l e  e f f o r t  w i t h  

more l i m i t e d  g o a l s . )  Then e v o l v e  w i t h  t h e  p r o j e c t ,  

e v a l u a t e  i t ,  and p ro v e  i t  t o  be c o s t - b e n e f i c i a l .  

U l t i m a t e l y ,  i f  s u c c e s s f u l ,  t h e  p r o j e c t  i s  grown i n t o  a 

" p r o c e s s "  s o m e th in g  r e c o g n i z e d  as a n e c e s s a ry  com­

pone n t  t o  t h e  f u n c t i o n i n g  o f  t h e  b u s i n e s s .

(1 0 )  I n v o l v e  Managers i n  P l a n n i n g / D e c i s i o n - M a k i n g /  

T r a i n i n g  P r o c e s s e s .

One i n t e r v i e w e e  e x p l a i n e d  th e  i m p o r t a n c e  o f  g e t t i n g  

managers t o  p a r t i c i p a t e  i n  p l a n n i n g / d e c i s i o n - m a k i n g :  

" P r o b a b l y  t h e  key t o  mak ing  a n y t h i n g  work  i s  to  

r e a l l y  be s i n c e r e  and ask th e  p e o p le  t h a t  a re  go ing  

t o  be i n v o l v e d  what  i n p u t  t h e y  have ,  what  t h e y ' d  l i k e  

t h e  r e s u l t s  t o  be,  and n o t  go i n  w i t h  a p r e c o n c e i v e d  

s e t  o f  s t a n d a r d s  and p r o c e d u r e s . . .  b u t  t o  a c t u a l l y ,  

r e a l l y  l i s t e n . "  O th e r  i n t e r v i e w e e s  d i s c u s s e d  s e c u r i n g  

management p a r t i c i p a t i o n  ( 1 )  i n  t h e  m o n th l y  c o u rse  

r e q u e s t  p r o c e s s ,  ( 2 )  i n  management t r a i n i n g  c o u r s e s ,  

and ( 3 )  i n  t a k i n g  some o f  th e  t e c h n i c a l  c o u r s e s .

(1 1 )  M a i n t a i n  I n d i v i d u a l  C o n ta c t  w i t h  Managers .

Four o f  t h e  i n t e r v i e w e e s  commented on th e  v a lu e  o f  

f r e q u e n t  p e r s o n a l  c o n t a c t  w i t h  m anagers .  They p o i n t e d  

o u t  t h e  need t o  meet w i t h  them o f t e n  t o  d i s c u s s  t h e i r  

t r a i n i n g  n eeds ,  to  f i n d  o u t  what  t h e y ' r e  t h i n k i n g
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a b o u t  t h e  t r a i n i n g  p ro g ra m ,  and to  keep them in f o r m e d  

o f  d e v e lo p m e n ts  i n  t h e  p ro g ram .  One o f  t h e  t r a i n i n g  

managers fo u n d  a y e a r l y  needs assessment  w i t h  i n d i ­

v i d u a l  managers one o f  he r  most  u s e f u l  d e v i c e s .  A f t e r  

r e c e i v i n g  th e  needs assessm en ts  f rom managers ,  she met 

w i t h  each one t o  " v a l i d a t e "  t h e  r e q u e s t s . . .  t o  d i s c u s s  

r e q u e s t s  i n  d e t a i l  and a l s o  d i s c u s s  s p e c i f i c a l l y  the  

e f f e c t s  o f  n o t  p r o v i d i n g  any o f  the  r e q u e s t e d  t r a i n ­

i n g .  T h i s  gave he r  ( 1 )  i n d i v i d u a l  c o n t a c t ,  ( 2 )  a 

p l a n n i n g  t o o l  f o r  t h e  n e x t  y e a r ,  and ( 3 )  a s e l l i n g  

t o o l  t o  r e q u e s t  a d d i t i o n a l  s t a f f / f a c i l i t i e s  as needed 

t o  p r o v i d e  t r a i n i n g .  A n o th e r  o f  t h e  i n t e r v i e w e e s  

commented t h a t  i t  i s  n e c e s s a ry  t o  t r e a t  each manager 

as an i n d i v i d u a l :  "You r e a l l y  need t o  have a l o t  o f  

methods i n  mind because e v e ry  manager and e v e r y  upper 

management p e rs on  you t a l k  t o ,  e v e r y b o d y  d e a l s  a 

d i f f e r e n t  w a y . "

(1 2 )  M e e t in g  w i t h  Management Groups .

One o f  th e  most  h e a v i l y  emphas ized needs was m e e t in g  

w i t h  management g r o u p s .  A w ide  v a r i e t y  o f  examples 

were o f f e r e d .

— H o l d i n g  g e n e r a l  management m e e t i n g s  w i t h  o u t ­

s i d e r s  ( c o n s u l t a n t s ,  v e n d o r s ,  e t c . )  w i t h  h ig h  

c r e d i b i l i t y ;

- - H o l d i n g  t r a i n i n g  a d v i s o r y  c o m m i t te e  m e e t i n g s .  

One t r a i n i n g  manager t a l k e d  a b o u t  t h i s  as b e in g
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among th e  most  b e n e f i c i a l  t h i n g s  he had done.  

E a r l y  i n  t h e  p rogram th e  c o m m i t t e e  o f  "up  and 

c o m in g "  m i d d l e  l e v e l  managers had h e lp e d  

s i g n i f i c a n t l y  w i t h  f o r m u l a t i n g  th e  program and 

t h e n  b u i l d i n g  s u p p o r t  f o r  i t .  A n o th e r  t r a i n i n g  

manager had "won o v e r "  r e s i s t e r s  by h a v in g  them 

a p p o i n t e d  t o  a t r a i n i n g  a d v i s o r y  c o m m i t t e e ;

— Showing s p e c i a l  v i d e o  p ro g ram s  f o r  management 

g r o u p s .  S e v e r a l  t r a i n i n g  managers  had a c q u i r e d  

" v i d e o  j o u r n a l "  p ro g ram s  f o r  such s h o w in g s .  One 

had used e s p e c i a l l y  good p rog ram s  p rodu ced  by 

th e  t r a i n i n g  d e p a r tm e n t  a t  t h e s e  m e e t i n g s .  T h i s  

t r a i n i n g  manager had a l s o  h e l d  m u l t i - m e d i a  "dog 

and p ony "  shows f o r  managers i n  o r d e r  t o  demon­

s t r a t e  t h e  c a p a b i l i t i e s  o f  the  t r a i n i n g  d e p a r t ­

ment ;

— C o n d u c t i n g  e x e c u t i v e  " s e m i n a r s "  on such t o p i c s  

as t h e  b a s i c s  o f  d a ta  p r o c e s s i n g  i n  o r d e r  t o  

b u i l d  management s u p p o r t  o u t s i d e  o f  t h e  da ta  

p r o c e s s i n g  d i v i s i o n ;

— P a r t i c i p a t i n g  i n  s p e c i a l  management c o m m i t te e s  

f u n c t i o n i n g  as t a s k  f o r c e s .  One o f  th e  t r a i n i n g  

managers c o n s i d e r e d  h i s  p a r t i c i p a t i o n  i n  a 

p r o d u c t i v i t y  c o m m i t te e  one o f  h i s  most  s i g n i f ­

i c a n t  s u c c e s s e s .  I t  had g i v e n  him good communi­

c a t i o n  w i t h  a number o f  managers and had g e n e ra -
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te d  e s p e c i a l l y  good id e a s  f o r  h i s  t r a i n i n g  

p r o g r a m .

(1 3 )  A c q u i r e  "C hamp io ns"  i n  Top Management.

"Much o f  t o p  management s u p p o r t , "  one i n t e r v i e w e e  

e x p l a i n e d ,  "h as  come f rom a c q u i r i n g  i m p o r t a n t  

' c h a m p i o n s ' . . .  I t  has come a b o u t  t h r o u g h  a c t u a l l y  

show ing  them examples  o f  what  we have done and by 

e n c o u r a g in g  p e o p le  who a re  w e l l  p le a s e d  w i t h  our  work 

t o  l e t  o t h e r s  know a bou t  i t  by g e t t i n g  s e v e r a l  

champions  o f  o u r  cause who we p a t  on the  head e v e ry  

t im e  th e y  a re  v o c i f e r o u s  a bo u t  how g r e a t  we a re  and 

so th e y  j u s t  keep on d o in g  i t .  I t ' s  j u s t  k i n d  o f  a 

PR e f f o r t . "

(1 4 )  Deve lop  a Thorough R e p o r t i n g  System f o r  Manage­

men t.

Four o f  t h e  t r a i n i n g  managers t a l k e d  a bou t  t h e  b e n e f i t  

o f  a t h o r o u g h  r e p o r t i n g  sys tem f o r  management.  P r i n ­

c i p a l  p o i n t s  made were th e  need ( 1 )  t o  d e m o n s t r a te  

t h r o u g h  r e p o r t s  a " b e h a v i o r a l  change"  i n  em p loyees ,  

t h a t  i s ,  an im provem ent  i n  j o b  p e r f o r m a n c e ;  (2 )  to  

use a r e p o r t i n g  system to  keep managers i n f o r m e d  and 

i n v o l v e d ;  ( 3 )  to  use t r a i n i n g  s t a t i s t i c s  (number o f  

r e q u e s t s ,  c o u r s e s  t a k e n ,  e t c . )  t o  j u s t i f y  s t a f f i n g  

l e v e l ;  ( 4 )  t o  d e v e lo p  a c h a r g e - b a c k  s y s te m ,  i n d i c a t ­

in g  to  managers th e  "amount  w a s te d "  when t h e i r  e m p lo y ­

ees have c a n c e l l e d  c o u r s e s  o r  f a i l e d  to  a t t e n d ;  and
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( 5 )  t o  e v a l u a t e  t h e  program and the n  d i s s e m i n a t e  i n ­

f o r m a t i o n  t o  managers .

(1 5 )  C o n t i n u e  t o  S e l l  t o  Management.

I n  t h e  words o f  t h e  i n t e r v i e w e e  f rom  th e  m a n u f a c t u r i n g  

company,  " Y o u ' v e  a lw a ys  g o t  t o  be o u t  i n  f r o n t  and 

b e in g  p o s i t i v e  and s e l l i n g ,  and,  you know, p r o m o t i n g  

and g o in g  f o r  i t . "  S e l l i n g  i s  n o t  done once and t h e n  

f o r g o t t e n ;  i t  i s  a c o n t i n u i n g  need.  

P u b l i c i t y / C o m m u n i c a t i o n  Methods

The t h i r d  m a jo r  t y p e  o f  s t r a t e g y ,  p u b l i c i t y / c o m m u ­

n i c a t i o n s ,  " c u t s  a c r o s s "  b o th  o f  th e  o t h e r  c a t e g o r i e s .

That  i s ,  many o f  t h e  i t e m s  d i s c u s s e d  u nd e r  "emp loyee  

t a c t i c s "  and "management t a c t i c s "  a re  e s s e n t i a l l y  communi­

c a t i o n  t a c t i c s  and appe a r  h e re  a l s o .  I t  i s  o f t e n  d i f f i c u l t  

t o  make the  d i s t i n c t i o n  between employee o r  management 

t a c t i c ,  on the  one hand,  and c o m m u n ic a t io n  t a c t i c ,  on t h e  

o t h e r .  A t a c t i c  may be e i t h e r  o r  b o t h ,  d e p e nd ing  on the  

emphas is  g i v e n .

T h is  c a t e g o r y  i s  t r e a t e d  h e re  s e p a r a t e l y  t o  r e f l e c t  

t h e  d i s c u s s i o n  by some o f  th e  i n t e r v i e w e e s  o f  co m m u n ic a t io n  

as p r o c e s s - - a s i d e  f ro m  th e  k i n d  o f  a u d ie n c e  f o r  the  

c o m m u n ic a t i o n .  The a u d i e n c e s - - b o t h  employee  and manage­

men t—  have a l r e a d y  been t r e a t e d  ; t h e  f o c u s  he re  i s  the  

need f o r  e f f e c t i v e  means o f  c o m m u n ic a t i o n  w i t h  t h e  o r g a n i ­

z a t i o n .  I n  s i x  o f  th e  n in e  o r g a n i z a t i o n s ,  t h e r e  was moder ­

a te  t o  heavy dependence on p u b l i c i t y / c o m m u n i c a t i o n s
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methods .

One t r a i n i n g  manager f e l t  t h a t  th e  p ro b le m s  r e l a t e d  

to  r a p i d  t e c h n o l o g i c a l  change a re  worsened by the  l a c k  o f  

c o m m u n ic a t io n  c h a r a c t e r i s t i c  o f  d a ta  p r o c e s s i n g .  P e r s o n n e l  

a re  n o t  k e p t  i n f o r m e d  a b o u t  chang es ,  and t h i s  i n c r e a s e s  the  

t h r e a t  and t h e  a n x i e t y  co nn e c te d  w i t h  chan ge .  The i n t e r ­

v iewee  p l a c e d  s t r o n g  emphas is  on t h e  need f o r  the  o r g a n i z a ­

t i o n  to  commun ica te  change down t h r o u g h  a l l  l e v e l s  o f  

management t o  a l l  a f f e c t e d  employee l e v e l s .  In  o t h e r  

w o rd s ,  t o p  management announces change t o  m id d le  manage­

men t ;  m id d le  management sp re a d s  awareness  t h r o u g h  s t a f f  

m e e t i n g s ,  e t c . Thus ,  th e  o r g a n i z a t i o n  "manages e x p e c t a ­

t i o n s "  d u r i n g  change .  I t  i s  v i t a l ,  she s t a t e d ,  t h a t  

c o m m u n ic a t i o n  be h a n d le d  i n  t h i s  way r a t h e r  than  t h r o u g h  

th e  " ru m o r  m i l l "  w h ich  may m a g n i f y  a n x i e t y  abou t  change .

A n o t h e r  o f  t h e  i n t e r v i e w e e s  e x p l a i n e d  t h a t  a c e n t r a l  

f i n d i n g  o f  a p r o d u c t i v i t y  c o m i t t e e  on wh ich  he had s e rv e d  

was th e  need f o r  im p ro ve d  c o m m u n ic a t io n s  i n  d a ta  p r o c e s s ­

i n g .  Thus a b a s i c  g o a l  i n  h i s  t r a i n i n g  program had been to  

h e l p  p r o v i d e  im p ro ve d  c o m m u n ic a t i o n s .  S e v e r a l  components o f  

th e  p rogram were d e s ig n e d  s p e c i f i c a l l y  to  a c c o m p l i s h  t h i s  

g o a l .

The p r i n c i p a l  c o m m u n ic a t io n s  t a c t i c s  d i s c u s s e d  i n  

th e  i n t e r v i e w s  a re  as f o l l o w s .

( l )  Word o f  Mouth C o m m u n ic a t i o n .

E f f e c t i v e  word o f  mouth c o m m u n ic a t io n  was s a i d  t o  have
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been the  most  i m p o r t a n t  f a c t o r  t o  th e  success  o f  one 

o f  th e  p ro g r a m s .  Employees were t r e a t e d  " r o y a l l y "  a t  

t h e  t r a i n i n g  c e n t e r ,  and p o s i t i v e  c o m m u n ic a t io n  sp read  

t h r o u g h  th e  o r g a n i z a t i o n  by word o f  mou th .  The i m p o r ­

ta n c e  o f  t h i s  method was p o i n t e d  o u t  i n  t h r e e  o t h e r  

i n t e r v i e w s .

( 2 )  P e r s o n a l  Com m un ica t ion  Between T r a i n i n g  S t a f f  

Members and O th e r  P e r s o n n e l .

As one i n t e r v i e w e e  s t a t e d ,  " E v e r y  t im e  .you see p e o p le  

i n  th e  h a l l w a y s ,  you know, a n y t im e  you can g e t  t he m , 

s t o p  them.  Ask them a few q u e s t i o n s  t o  see w h a t ' s  on 

t h e i r  mind ; see what  t h e y  t h i n k  a b o u t  t h i s . "  She ex ­

p l a i n e d  t h a t  t h e  t r a i n e r  must  keep up a c o n s t a n t  

c o m m u n ic a t i n g  and s e l l i n g  p r o c e s s .

( 3 )  C om m un ica t ion  t h r o u g h  Group M e e t i n g s .

Four  o f  t h e  t r a i n i n g  managers spoke a bo u t  m e e t i n g s  as 

an i m p o r t a n t  means o f  c o m m u n ic a t i n g ,  b o th  w i t h  e m p loy ­

ees and m a n a g e rs . Types o f  m e e t i n g s  recommended were 

"b rown bag" l u n c h  m e e t i n g s ,  p r o m o t i o n a l  m u l t i - m e d i a  

m e e t i n g s ,  a d v i s o r y  c o m m i t te e  m e e t i n g s ,  and m o n th l y  

management m e e t i n g s  t o  r e p o r t  on t r a i n i n g  p rogram 

p r o g r e s s .

( 4 )  C om m un ica t ion  i n  t h e  C la s s ro o m .

Two o f  the  t r a i n i n g  managers d i s c u s s e d  the  c la s s ro o m  

as a c o m m u n ic a t i o n s  v e h i c l e .  Three t y p e s  o f  c l a s s e s  

were s u g g e s te d :  employee o r i e n t a t i o n  p ro g ra m s ,  " c o n -
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t i n u i n g  e d u c a t i o n "  p rograms to  sh a re  new p r o d u c t  

i n f o r m a t i o n ,  and s e m in a rs  on d a ta  p r o c e s s i n g  f o r  

managers o u t s i d e  o f  d a ta  p r o c e s s i n g .

( 5 )  Commun ica t ion  t h r o u g h  C o n ta c t  P e o p le .

One i n t e r v i e w e e  e x p l a i n e d ,  "What we t r y  to  do i s  

e s t a b l i s h  a key c o n t a c t ;  examine yo u r  a u d ie n c e ;  p i c k  

o u t  the  c o n t a c t ;  and the n  s t a r t  d e v e l o p i n g  y o u r  r e l a ­

t i o n s h i p s  t h e r e . "  She e x p l a i n e d  the  p ro c e s s  o f  s e l e c t ­

i n g  th e  key c o n t a c t  as f o l l o w s .  "Somebody good to  

work  w i t h ;  somebody w h o 's  d e m o n s t ra te d  some o r g a n i z a ­

t i o n a l  s k i l l s .  And i f  t h a t  p e r s o n ' s  i n t e r e s t e d ,  some­

t im e s  a l i t t l e  i n i t i a t i v e  shown by t h a t  pe rson  makes 

them a t r a i n i n g  c o o r d i n a t o r . "

( 6 )  P r i n t e d  P u b l i c i t y / C o m m u n i c a t i o n s .

The i n t e r v i e w s  r e v e a l e d  a w ide  v a r i e t y  o f  p r i n t e d  pub­

l i c i t y / c o m m u n i c a t i o n s  d e v i c e s .

— R e p o r t s  i n  com pute r  p r i n t - o u t  form 

— A co m p re he n s ive  c a t a l o g  o f  a l l  c o u r s e s ,  c o u r s e  de­

s c r i p t i o n s ,  and c o u r s e  o u t l i n e s  

— M o n th l y  p u b l i c a t i o n s  a bo u t  upcoming c o u rs e s  

— Reminders  abo u t  c o u r s e s  s c h e d u le d  o r  c l a s s e s  missed  

— R e p o r t s  t o  managers on c o u rs e  a t t e n d a n c e  and 

" d o l l a r  use"

- - A  y e a r l y  " c o u r s e  b o o k l e t "

- - A  q u a r t e r l y  c l a s s  s c h e d u le

- - C a t a l o g s  o f  r e n t a l  c o u r s e s  a v a i l a b l e  f o r  o r d e r
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— B r o c h u r e s  on s p e c i a l  c o u r s e s

— A t r a i n i n g  manual  e x p l a i n i n g  p rogram p r o c e d u r e s  

- - A  m o n th l y  n e w s l e t t e r  h i g h l i g h t i n g  s p e c i a l  c l a s s e s  

— A p a c k e t  o f  f o r m s  to  e s t a b l i s h  e n r o l l m e n t  p ro c e d u re s  

I t  s h o u ld  be p o i n t e d  o u t  t h a t  one o f  the  i n t e r ­

v ie w e es  was opposed t o  t h e  use o f  p r i n t e d  co m m u n ica t io n  

d e v i c e s  such as b r o c h u r e s  o r  co u rse  l i s t i n g s .  She e x p l a i n ­

ed t h a t  t h i s  method o f  c o m m u n ic a t in g  p la c e d  the  t r a i n i n g  

d e p a r tm e n t  i n  t h e  u n f a v o r a b l e  p o s i t i o n  o f  r e q u e s t i n g  

p a r t i c i p a t i o n .  The p r o p e r  p o s i t i o n ,  she s t a t e d ,  was t h a t  

o f  i n c o r p o r a t i n g  t r a i n i n g  i n t o  t h e  e s s e n t i a l  f u n c t i o n i n g  o f  

t h e  b u s i n e s s  i n  such a way t h a t  t r a i n i n g  i s  no more an 

o p t i o n  tha n  any o t h e r  a s p e c t  o f  the  b u s i n e s s .

U s e f u l  R o l e s / C h a r a c t e r i s t i c s  f o r  th e  T r a i n e r

A v a r i e t y  o f  r o l e s  were d i s c u s s e d  as b e in g  a p p r o p r i ­

a te  f o r  t h e  t r a i n e r .  Two o f  t h e  i n t e r v i e w e e s  saw them­

s e l v e s  i n  t h e  r o l e  o f  " r e s o u r c e  p e r s o n . "  I n  t h i s  r o l e  they  

f a c i l i t a t e  t h e  l e a r n i n g  p r o c e s s  by u s i n g  th e  r e s o u r c e s  

a v a i l a b l e  t o  them t o  s o l v e  p ro b le m s  and t o  f i n d  answers  t o  

t r a i n i n g  q u e s t i o n s .  They h e l p  w i t h  c o u r s e  s e l e c t i o n ,  

e n r o l l m e n t ,  and th e y  a s s i s t  i n  f i n d i n g  t e c h n i c a l  a s s i s t a n c e  

as needed.

One o f  t h e  t r a i n i n g  managers c o n s i d e r e d  h e r s e l f  a 

"PR p e r s o n "  f o r  t h e  t r a i n i n g  d e p a r t m e n t .  Her f u n c t i o n  i n  

t h a t  r o l e  i s  t o  e s t a b l i s h  c r e d i b i l i t y  f o r  t h e  t r a i n i n g  

d e p a r tm e n t  by d e m o n s t r a t i n g  t h a t  t h e  d e p a r tm e n t  does c a r e -
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f u i  r e s e a r c h  and p r e p a r a t i o n  f o r  i t s  c o u r s e s .

Th ree  o f  t h e  i n t e r v i e w e e s  spoke o f  t h e m s e lv e s  i n  the  

r o l e  o f  change a g e n t .  One s a i d  t h e  t r a i n e r  needs to  be a 

p e rson  who can t e l l  t h e  o r g a n i z a t i o n  when i t  i s  " t o o  f a t "  

and t e l l  i t  how t o  become le a n  a g a i n .

A n o th e r  o f  t h e  t h r e e  c o n s i d e r e d  h e r s e l f  an i n t e r n a l  

c o n s u l t a n t  who c a r e f u l l y  recommends change b u t  does n o t  

f o r c e  o r  demand i t .  She saw th e  t r a i n e r  as b e in g  the  

p e rson  t o  i n v o l v e  the  o r g a n i z a t i o n  i n  g o a l - s e t t i n g  and the  

i m p l e m e n t a t i o n  o f  change .  The t h i r d  i n t e r v i e w e e  d i s c u s s e d  

t h e  t r a i n e r  as b e in g  i n v o l v e d  i n  l o n g - r a n g e  o r g a n i z a t i o n a l  

change t h r o u g h  c a r e e r  d ev e lo p m en t  e f f o r t s . . . t h r o u g h  

p e r s o n a l  g ro w th  and o r g a n i z a t i o n a l  change .

One i n t e r v i e w e e  had found  th e  r o l e  o f  t e c h n i c a l  

e x p e r t / e d u c a t o r  most  u s e f u l .  She e x p l a i n e d  t h a t  know ledge 

o f  t e c h n i c a l  s t a n d a r d s  and methods o f  d o in g  t h i n g s  made i t  

p o s s i b l e  t o  a d v i s e  and i n s t r u c t  more e f f e c t i v e l y .

I n  a s i m i l a r  d i s c u s s i o n , a n o t h e r  t r a i n i n g  manager 

e x p l a i n e d  h e r  p r e f e r e n c e  f o r  a pe rson  w i t h  an e d u c a t i o n a l  

b a c k g ro u nd  (a s  opposed t o  a t e c h n i c a l  b a c k g r o u n d )  i n  h i r i n g  

a t r a i n e r .  The e d u c a t o r ,  she s t a t e d ,  has a r e s e a r c h  b a c k ­

g round  end w i l l  make b e t t e r  use o f  p o s s i b l e  s o u r c e s  i n  

p r e p a r a t i o n  o f  a c o u r s e .  I n  a d d i t i o n ,  t h e  e d u c a t o r  i s  

t r a i n e d  t o  t h i n k  i n  t e r m s  o f  a r r a n g i n g  components to  b u i l d  

a c u r r i c u l u m  o r  a c o u r s e ;  the  e d u c a to r  i s  t h u s  more l i k e l y  

t o  be f l e x i b l e  a b o u t  changes i n  a c o u r s e  o r  c u r r i c u l u m .
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I n t e r v i e w e e s  d i s c u s s e d  a v a r i e t y  o f  c h a r a c t e r i s t i c s  

needed by t h e  t r a i n e r :

— Commitment

— F a m i l i a r i t y  w i t h  co u rs e s

— C a p a c i t y  t o  be a team member

- - T h e  c h a r a c t e r i s t i c s  o f  a " p e o p l e  p e r s o n "

— The a b i l i t y  t o  t a l k  t o  a l l  l e v e l s  o f  p e o p le ,  and a t  

t h e i r  own l e v e l s  

— Adequa te  p r e v i o u s  e x p e r i e n c e  t o  g i v e  needed c r e d i ­

b i l i t y

- - S t r o n g  b u s i n e s s  s k i l l s  

- - " R e s u l t s - o r i e n t a t i o n "

— The a b i l i t y  t o  s o l v e  p ro b le m s

— An a n a l y t i c a l  n a t u r e  f o r  d i a g n o s i n g  t r a i n i n g  needs 

- - K n o w le d g e  o f  t e c h n i c a l  s t a n d a r d s  and methods 

— B oth  t e a c h i n g  and t e c h n i c a l  b ac k g ro u nd s  

— P a t i e n c e

- - D e t e r m i n a t i o n  and enough e n e rg y  to  "do the  j o b  

r i g h t "

- - A  d e s i r e  t o  t ea c h  o t h e r s  

A Model  f o r  I m p le m e n t i n g  T r a i n i n g  Programs

A n a l y s i s  o f  t h e  i n t e r v i e w s  r e v e a l s  a good d e a l  o f  

s i m i l a r i t y  r e g a r d i n g  th e  s t e p s  t o  be f o l l o w e d  i n  

s u c c e s s f u l l y  im p le m e n t i n g  a t r a i n i n g  p ro g ra m .  Seven o f  the  

t r a i n i n g  managers  s u g g e s te d  sequences  o f  s t e p s — and t h e r e  

a re  s i g n i f i c a n t  s i m i l a r i t i e s .  Two t r a i n i n g  managers d id
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n o t  recommend a p a r t i c u l a r  sequence  o f  s t e p s ,  b u t  one o f  

t h e s e  d i d  d i s c u s s  i m p o r t a n t  o u t s i d e  f a c t o r s  t h a t  a f f e c t  

i m p l e m e n t a t i o n .

The f o l l o w i n g  i s  a c o n s o l i d a t i o n  o f  t h e  v a r i o u s  r e ­

com m enda t io ns  i n  th e  i n t e r v i e w s .  T h i s  s u g g e s te d  sequence 

o f  s t e p s  p r o v i d e s  a model  f o r  im p l e m e n t i n g  a t r a i n i n g  

p rog ram  i n  t h e  k i n d  o f  o r g a n i z a t i o n  examined  i n  t h i s  s t u d y .

( 1 )  Comp le te  a t h o r o u g h  t r a i n i n g  needs a n a l y s i s  o f  the  

o r g a n i z a t i o n  i n  o r d e r  t o  p l a n  th e  p ro g ra m .  A t  the  

same t i m e ,  d e t e r m i n e  what  t h e  management a t t i t u d e  i s  

t o w a r d  such a p r o g r a m . . .  w h e th e r  i t  i s  a l r e a d y  a c c ep ted  

o r  w i l l  need to  be s o l d .

( 2 )  Get  t h e  p rogram " a d o p t e d "  by t o p  management.  T h i s  

i s ,  i n  p a r t ,  a m a t t e r  o f  g e t t i n g  t o p  management 

i n v o l v e d  i n  p l a n n i n g  th e  i m p l e m e n t a t i o n  and i n  d e t e r ­

m in in g  w h e th e r  a deq ua te  r e s o u r c e s  a re  a v a i l a b l e .  I n  

a d d i t i o n ,  i t  may be n e c e s s a r y  t o  l e a r n  the  " b u y i n g  

h a b i t s "  o f  t o p  management.

( 3 )  Communicate t h e  change down f rom  to p  management 

t h r o u g h  m id d le  management t o  a l l  a f f e c t e d  l e v e l s .  

Manage th e  e x p e c t a t i o n s  o f  t h e  o r g a n i z a t i o n  to  remove 

as much r e s i s t a n c e  as p o s s i b l e .

( 4 )  O r g a n iz e  t h o r o u g h l y ;  t h e n  i n i t i a t e  th e  p ro g ram .

I f  management s u p p o r t  i s  e x t r e m e l y  s t r o n g ,  i t  i s  p os ­

s i b l e  to  im p le m e n t  t h e  c o m p le te  p ro g r a m .  O t h e r w i s e ,  

b e g in  t h e  p rogram s m a l l  w i t h  a t r i a l  a rea  and b u i l d
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w i t h  i n c r e m e n t a l  s t e p s  t h a t  a re  easy t o  t a k e .  E v a l u ­

a t e  r e s u l t s  a t  each s ta g e  i n  the  p rogram and m o d i f y  

deve lo p m en t  as r e q u i r e d .  I n  s h o r t ,  b e g in  th e  p rogram 

as a " p r o j e c t "  and grow i t  i n t o  a " p r o c e s s . "

( 5 )  C o n t in u e  t o  communicate  w i t h  b o th  management and 

employees  a bou t  the  p ro g ra m .  Keep the  program " v i s i ­

b l e "  t h r o u g h  a l l  t h e  means o f  c o m m u n ic a t io n  p o s s i b l e .

( 6 )  P r o v id e  fe e d b a c k  t o  to p  management t h r o u g h  r e ­

p o r t i n g  s y s te m s ,  w o r d - o f - m o u t h  co m m u n ic a t io n  t h a t  

moves up f rom  employees t h r o u g h  management,  and 

t h r o u g h  " c h a m p io n s "  among uppe r  management.

Top Management S u p p o r t

One o f  th e  most  s t r i k i n g  c o n c l u s i o n s  t o  be drawn 

f rom a n a l y s i s  o f  t h e  i n t e r v i e w s  i s  t h e  g r e a t  im p o r ta n c e  

a s s ig n e d  t o  t o p  management s u p p o r t  by th e  i n t e r v i e w e e s .  

Seven o f  the  n in e  t r a i n i n g  managers who were i n t e r v i e w e d  

emphas ized  t h a t  to p  management s u p p o r t  i s  e s s e n t i a l  f o r  

s u c c e s s f u l  i m p l e m e n t a t i o n  o f  a t r a i n i n g  p ro g ra m .  C o n s i d e r ­

i n g  b o th  (1 )  the  number o f  t r a i n i n g  managers who made t h i s  

p o i n t  and ( 2 )  t h e  amount  o f  emphas is  g i v e n ,  t h i s  emerged as 

th e  i n t e r v i e w e e s '  p r i n c i p a l  co n c e rn  i n  im p le m e n t i n g  a 

t r a i n i n g  p r o g r a m . . .  and i t  i s  a co n c e rn  a t  a l l  p o i n t s  f rom 

i n i t i a t i o n  t h r o u g h o u t  the  l i f e t i m e  o f  the  p ro g ram .

One o f  th e  t r a i n i n g  managers e x p l a i n e d ,  " I  t h i n k  the  

m a jo r  t h i n g  i n  any change p ro c e s s  i n  a company o r  o r g a n i z a ­

t i o n  i s  to  g e t  th e  a p p r o v a l  and b a c k i n g  o f  t h e  p e o p le  a t
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th e  t o p .  I f  you have management b a c k i n g ,  then  a p p r o v a l  

seems t o  run  d o w n h i l l . "  He made t h i s  s t a t e m e n t  w i t h i n  t h e  

c o n t e x t  o f  an o r g a n i z a t i o n  w h ich  has s t r o n g  management 

s u p p o r t ,  b u t  he had p r e v i o u s l y  been i n  a n o t h e r  company 

where s u p p o r t  d i d  n o t  e x i s t — and he spoke w i t h  c o n v i c t i o n  

ab o u t  t h e  d i f f e r e n c e  between t h e  two t r a i n i n g  p ro g ra m s .  

A n o th e r  t r a i n i n g  manager w i t h  s i m i l a r  e x p e r i e n c e  i n  s e v e r a l  

o r g a n i z a t i o n s  commented, " I n  t h e  i n i t i a l  e s t a b l i s h m e n t  o f  

t h e  p ro g ra m ,  the  p r i m a r y  i n g r e d i e n t  was to p  management 

s u p p o r t .  T h i s  was a c t i v e  s u p p o r t  ; i t  was the  k i n d  o f  

s u p p o r t  where th e  managers wou ld  s i t  down w i t h  the  p e o p le  

and sa y ,  'We a re  e s t a b l i s h i n g  a t r a i n i n g  program and we 

e x p e c t  you t o  t a k e  advan ta ge  o f  i t . "

The p o i n t  was made even more e m p h a t i c a l l y  by an 

i n t e r v i e w e e  f rom a m a n u f a c t u r i n g  company:  "Top management

s u p p o r t . . .  t h a t ' s 98% o f  th e  b a t t l e .  I  r e a l l y  t h i n k  i t  i s  

b ec a u s e ,  a g a i n ,  you can ,  you know, have th e  g r e a t e s t  p r o ­

gram i n  th e  w o r l d ,  b u t  i f  y o u ' r e  im p l e m e n t i n g  i t  f rom  the  

s t a f f  o r  even j u s t  th e  f i r s t  l i n e  m a n ag e rs . . .  t h e  uppe r  

management come i n  and say ,  ' W e l l ,  w e 've  g o t  t h i s  t o p  p r o ­

j e c t . '  E ve rybody  d ro p s  e v e r y t h i n g . "  T h e r e f o r e ,  she 

e x p l a i n e d ,  i t  i s  v i t a l  t o  go as h ig h  as p o s s i b l e  i n  the  

o r g a n i z a t i o n  when p r e s e n t i n g  a p r o p o s a l  f o r  a p ro g ra m .

S u p p o r t  must  be g a ine d  a t  the  to p  management l e v e l  

b e f o r e  p r o c e e d in g  on w i t h  o t h e r  p a r t s  o f  th e  i m p l e m e n t a t i o n ,  

I n  t h e  words o f  a t r a i n i n g  manager f rom th e  d a ta  p r o c e s s i n g
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d i v i s i o n  o f  a l a r g e  bank ,  " E x e c u t i v e  management must  be i n  

on i t  i n  t h e  b e g i n n i n g  o r  y o u ' r e  i n  t r o u b l e . "  She c o n t i n ­

ued ,  " [ Y o u ]  have to  have to p  p e o p le  s a y ,  'H ey ,  t h i s  i s  

s o m e th in g  we f u l l y  b a c k . '  And th e y  have t o  be f i r m .  I t ' s  

n o t  good enough t o  j u s t  s a y ,  'We back i t , '  b u t  t h a t  ' You 

w i l l  back i t ! '  Bu t  n o t  r e a l l y  t h r e a t e n i n g .  I t ' s  j u s t ,

'OK, t h i s  i s  what  t h e  bank w an ts  t o  happen ,  and w e ' r e  g o in g  

t o  grow as a company and as a d a ta  p r o c e s s i n g  c e n t e r ;  t h e n ,  

t h i s  i s  w ha t  we f e e l  needs t o  h a p p e n . ' "  A n o th e r  i n t e r ­

v ie w ee  p o i n t e d  o u t  t h a t  t o p  management i n v o l v e m e n t  a t  t h i s  

p o i n t  may n o t  need t o  be e x t e n s i v e ;  "They  may somet imes 

come i n t o  a s t a f f  m e e t i n g  and s a y ,  w e l l . . . a l l  you have to  

do i s  say a few w o r d s . "  She c o n t i n u e d ,  " I t ' s  amaz ing what  

one to p  m anager ,  you know, a v i c e  p r e s i d e n t  can do f o r  you.  

I n  two m in u t e s  he can e f f e c t i v e l y  make o r  b re ak  th e  who le  

t h i n g . "

The t r a i n i n g  manager f o r  t h e  d a ta  p r o c e s s i n g  

d i v i s i o n  o f  a m a jo r  a i r l i n e  o f f e r e d  one o f  th e  c l e a r e s t  

examples  o f  th e  im p o r t a n c e  o f  t o p  management s u p p o r t .  An 

i n n o v a t i v e  t r a i n i n g  p rogram had been p ropo se d  by a s e n i o r  

p ro g ram m ing  a n a l y s t ,  b u t  i t  had n o t  been a c c e p te d  o r  i n i t i ­

a t e d .  The p r o p o s a l  c a l l e d  f o r  the  h i r i n g  o f  s e v e r a l  t e c h ­

n i c a l  d a t a  p r o c e s s i n g  p e r s o n n e l  and s e v e r a l  n o n - t e c h n i c a l  

e d u c a t o r s ,  t h e  two g ro up s  t o g e t h e r  mak ing up a new t r a i n i n g  

d e p a r t m e n t .  The two g ro up s  w ou ld  complement each o t h e r  and 

p r o v i d e  th e  r i g h t  mix o f  needed s k i l l s ;  t h e  g roup s  wou ld
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t r a i n  each o t h e r .  Some t im e  a f t e r  the  f a i l u r e  o f  t h e  p r o ­

p o s a l ,  an a lm o s t  i d e n t i c a l  p rog ram  had been p ro posed  by a 

pe rs on  a t  t h e  same l e v e l  i n  t h e  o r g a n i z a t i o n .  T h i s  t i m e ,  

h o w e v e r ,  t h e  program was i n i t i a t e d ,  p r i m a r i l y  because th e  

v i c e  p r e s i d e n t  o f  the  o r g a n i z a t i o n  had adop ted  i t  as h i s  

" p e t  p r o j e c t . "  Not  o n l y  was th e  h i g h l y  i n n o v a t i v e  p rogram 

i n i t i a t e d ,  i t  has succeeded a t  a c q u i r i n g  a l a r g e  s t a f f  and 

i m p r e s s i v e  f a c i l i t i e s  and has a l s o ,  by a l l  e v i d e n c e ,  hcd a 

s i g n i f i c a n t  im p a c t  on th e  o r g a n i z a t i o n .  A s i m i l a r  example  

came f rom  one o f  th e  bank d a ta  p r o c e s s i n g  " s h o p s . "  H e re ,  a 

t r a i n i n g  p r o p o s a l  f a i l e d  because  o f  t h e  " c r i s i s  management" 

(a  p r e o c c u p a t i o n  w i t h  im m e d ia te  s o l u t i o n s  t o  im m e d ia te  

p r o b le m s )  c h a r a c t e r i z i n g  to p  management a t  t h e  t i m e .  Some 

t im e  l a t e r ,  a " v e r y  i n s i g h t f u l  and f o r e s i g h t f u l "  v i c e  

p r e s i d e n t  j o i n e d  the  o r g a n i z a t i o n ,  and th e  management 

c l i m a t e  changed s i g n i f i c a n t l y .  The new d a ta  p r o c e s s i n g  

manager was s u c c e s s f u l l y  s o l d  on th e  same p r o p o s a l — c o n ­

s e q u e n t l y ,  t h e  program was i n i t i a t e d .  A l t h o u g h  c o n t i n u e d  

s e l l i n g  has been n e c e s s a r y ,  t h e  program has a p p a r e n t l y  been 

h i g h l y  s u c c e s s f u l .

S t a f f - I n i t i a t e d  and M a n a g e m e n t - I n i t i a t e d  Programs

The two examples  above ( t h e  a i r l i n e  and bank d a ta  

p r o c e s s i n g  o r g a n i z a t i o n s )  appear  q u i t e  s i m i l a r  i n  t h a t  top  

management s u p p o r t  e s s e n t i a l  f o r  p rogram i m p l e m e n t a t i o n  was 

a o q u i r e d  i n  b o th  c a s e s .  An i m p o r t a n t  d i s t i n c t i o n  s h o u ld  be 

made, h o w e v e r ,  between th e  two s i t u a t i o n s .  I n  t h e  f i r s t
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e xam p le ,  management " a d o p t e d "  t h e  p r o j e c t  a t  the  t im e  i t  

was p ro p o s e d .  From t h a t  t im e  on,  t h e  p r o j e c t  b e lon ged  to  

management;  i t  had ,  i n  e f f e c t ,  s t a r t e d  w i t h  management 

and ,  t h e r e f o r e ,  r e c e i v e d  n e a r l y  a b s o l u t e  s u p p o r t .  I n  t h e  

second s i t u a t i o n ,  management a l s o  a c c e p te d  and s u p p o r t e d  

t h e  p r o p o s a l ;  t h e  program was i n i t i a t e d  and has succeed ed .  

B u t  i n  t h i s  case t h e  p rogram rem a in ed  a " s t a f f - i n i t i a t e d "  

p ro g ra m .  The p r o j e c t  manager who had s o l d  t h e  p r o p o s a l  

c o n t i n u e d  to  be r e s p o n s i b l e  f o r  t h e  p ro g ra m .  Management 

d i d  n o t  " a d o p t "  i t  t o  t h e  e x t e n t  t h a t  t h e y  owned i t .

The c o n t i n u i n g  p e r c e p t i o n  o f  t o p  management was t h a t  the  

p r o j e c t  l e a d e r  had i n i t i a t e d  th e  p ro g ra m .  Thus,  i t  was 

" s t a f f - i n i t i a t e d , "  i n  c o n t r a s t  w i t h  the  " m a n a g e m e n t - i n i t i ­

a t e d "  program i n  t h e  o t h e r  d a ta  p r o c e s s i n g  o r g a n i z a t i o n .

S y s t e m a t i c  a n a l y s i s  o f  the  i n f o r m a t i o n  i n  the  i n t e r ­

v ie w s  ( t h r o u g h  t a b u l a t i o n  and c h a r t i n g )  r e v e a l s  t h a t  t h e s e  

two c h a r a c t e r i s t i c s  o f  t h e  t r a i n i n g  p ro g ra m s — management 

i n i t i a t i o n  and s t a f f  i n i t i a t i o n — appear  t o  be c l o s e l y  

a s s o c i a t e d  w i t h  v a r i o u s  o t h e r  p rogram c h a r a c t e r i s t i c s .  I n  

o t h e r  w o rd s ,  management i n i t i a t i o n  a pp ea rs  to  be co nn e c te d  

w i t h  and to  h e lp  p r e d i c t  a p a r t i c u l a r  s e t  o f  c h a r a c t e r i s ­

t i c s ;  s i m i l a r l y ,  s t a f f  i n i t i a t i o n  i s  c o nn e c te d  w i t h  a n o t h e r  

s e t  o f  c h a r a c t e r i s t i c s .  These r e l a t i o n s h i p s  a re  as 

f o l l o w s .

( 1 )  P r e v io u s  U n s u c c e s s f u l  A t t e m p ts  a t  I n i t i a t i o n .

The s t a f f - i n i t i a t e d  p rograms s t u d i e d  a re  c l o s e l y  a s s o -



146

e l a t e d  w i t h  e a r l i e r ,  u n s u c c e s s f u l  e f f o r t s  t o  im p lem en t  

p ro g ram s ;  t h e  m a n a g e m e n t - i n i t i a t e d  p rog ram s  a re  n o t . 

Four  o f  t h e  f i v e  s t a f f - i n i t i a t e d  p rogram s  were p r e ­

ceded by u n s u c c e s s f u l  a t t e m p t s  a t  i n i t i a t i n g  p rograms 

(one o f  t h e  f o u r  i s  i n c l u d e d  because o f  an i n i t i a l  

p e r i o d  o f  one t o  two y e a r s  o f  u n s u c c e s s f u l  i n i t i a t i o n  

t h a t  l e d  th e  o r g a n i z a t i o n  t o  abandon t h a t  t y p e  o f  p r o ­

gram) . O n ly  one o f  t h e  f o u r  m a n a g e m e n t - i n i t i a t e d  p r o ­

grams ( t h e  " p e t  p r o j e c t "  p rogram d i s c u s s e d  above) had 

an e a r l i e r ,  u n s u c c e s s f u l  a t t e m p t  a t  i n i t i a t i o n .

( 2 )  R e s i s t a n c e  D u r i n g  I n i t i a t i o n / I m p l e m e n t a t i o n .

The s t a f f - i n i t i a t e d  p ro g ram s  s t u d i e d  a re  c l o s e l y  

a s s o c i a t e d  w i t h  o r g a n i z a t i o n a l  r e s i s t a n c e  t o  i n i t i a ­

t i o n / i m p l e m e n t a t i o n ;  t h e  m a n a g e m e n t - i n i t i a t e d  p ro g ram s  

a re  n o t .  I n  t h e  s t a f f - i n i t i a t e d  p ro g ram s ,  f o u r  o f  the  

f i v e  had met w i t h  a t  l e a s t  modera te  r e s i s t a n c e .  T h i s  

was t r u e  f o r  o n l y  one o f  t h e  f o u r  m a n a g e m e n t - i n i t i a t e d  

p ro g ra m s .

( 3 )  Amount o f  Management " S e l l i n g "  R e q u i r e d .

The s t a f f - i n i t i a t e d  p ro g ram s  s t u d i e d  a re  c l o s e l y  

a s s o c i a t e d  w i t h  t h e  need f o r  e x t e n s i v e  s e l l i n g  o f  man­

agement d u r i n g  i n i t i a t i o n / i m p l e m e n t a t i o n  ; t h e  manage­

m e n t - i n i t i a t e d  p rog ram s  a re  m o d e r a t e l y  a s s o c i a t e d  w i t h  

t h i s  c h a r a c t e r i s t i c . Four  o f  t h e  f i v e  s t a f f - i n i t i a t e d  

p rogram s had r e q u i r e d  m o dera te  to  s t r o n g  s e l l i n g  by the  

t r a i n i n g  manager .  Two o f  the  m a n a g e m e n t - i n i t i a t e d
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programs had r e q u i r e d  m o dera te  s e l l i n g  by th e  t r a i n ­

i n g  manager.

( 4 )  Management S u p p o r t .

The s t a f f - i n i t i a t e d  p ro g ram s  a re  n o t  a s s o c i a t e d  w i t h  

management s u p p o r t  a t  i n i t i a t i o n .  The management- 

i n i t i a t e d  p ro g r a m s ,  h ow eve r ,  show a c l o s e  c o n n e c t i o n  

w i t h  management s u p p o r t  d u r i n g  i n i t i a t i o n .  Four o f  

th e  f i v e  s t a f f - i n i t i a t e d  p rog ram s  had l e s s  tha n  

adequa te  s u p p o r t  a t  i n i t i a t i o n ,  w h i l e  a l l  f o u r  o f  t h e  

m a n a g e m e n t - i n i t i a t e d  p rog ram s  had e n jo y e d  s t r o n g  man­

agement s u p p o r t .  A l t h o u g h  a l l  p rog ram s  seemed t o  have 

d e v e lo p e d  management s u p p o r t  a t  th e  t im e  o f  t h e  i n t e r ­

v ie w s ,  two o f  t h e  t r a i n i n g  managers f ro m  s t a f f - i n i t i a ­

t e d  p rog ram s  l a t e r  e x p l a i n e d  ( i n  " o f f - t h e - r e c o r d "  

d i s c u s s i o n s  n o t  f o r m a l l y  l i n k e d  t o  t h e i r  i n t e r v i e w s )  

v a r i o u s  p ro b le m s  i n d i c a t i n g  p o s s i b l e  l a c k  o f  s o l i d  

management s u p p o r t .

The d a ta  a n a l y s i s  above l e a d s  t o  s i g n i f i c a n t  

f i n d i n g s  a bou t  t h e  i m p l e m e n t a t i o n  o f  " p e o p l e - r e l a t e d "  

change p r o j e c t s  i n  o r g a n i z a t i o n s  l i k e  t h o s e  s t u d i e d .  A 

change p rogram w h ic h  i s  i n i t i a t e d  by l i n e / s t a f f  p e r s o n n e l  

i s  more l i k e l y  to  have d i f f i c u l t y  s u c c e e d in g  tha n  th e  

m a n a g e m e n t - i n i t i a t e d  p ro g r a m .  The program p r o p o s a l  coming 

f ro m  l i n e / s t a f f  may n o t  even be app roved  f o r  i n i t i a t i o n .  

Even i f  a p p ro v e d ,  t h i s  p rogram w i l l  n o t  be as l i k e l y  to  

r e c e i v e  adequa te  management s u p p o r t  d u r i n g  i n i t i a t i o n .  I t
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w i l l  be more l i k e l y  t o  e n c o u n t e r  o r g a n i z a t i o n a l  r e s i s t a n c e  

t h r o u g h o u t  t h e  l i f e t i m e  o f  th e  p r o j e c t .  And i t  w i l l ,  p e r ­

haps ,  r e q u i r e  more management s e l l i n g  a t  a l l  s t a g e s ,  even 

l a t e  i n  t h e  p rogram when management s u p p o r t  seems t o  have 

been g a i n e d .

On th e  o t h e r  hand ,  the  change p rogram w h ich  i s  

m a n a g e m e n t - i n i t i a t e d — w h ich  i s  c o n c e iv e d  by management o r  

i m m e d i a t e l y  a do p te d  by management— i s  l i k e l y  t o  f a r e  con­

s i d e r a b l y  b e t t e r  tha n  one "ch a m p io ne d "  by l i n e / s t a f f  

p e r s o n n e l .  The m a n a g e m e n t - i n i t i a t e d  p rogram w i l l  have a 

g r e a t e r  l i k e l i h o o d  o f  s t r o n g  s u p p o r t  f rom  i n i t i a t i o n  

t h r o u g h o u t  t h e  i m p l e m e n t a t i o n .  E x t e n s i v e  management 

s e l l i n g  i s  l e s s  l i k e l y  t o  be r e q u i r e d  l a t e r  i n  t h e  program 

to  m a i n t a i n  management s u p p o r t .  And i t  w i l l  be l e s s  l i k e l y  

t o  meet  o r g a n i z a t i o n a l  r e s i s t a n c e  d u r i n g  i n i t i a t i o n /  

i m p l e m e n t a t i o n .

Q u i t e  o b v i o u s l y ,  s t a f f - i n i t i a t e d  t r a i n i n g  p rog ram s  

can and do s u c c e e d .  They can u l t i m a t e l y  be v e r y  s u c c e s s ­

f u l .  Bu t  t h e  d a ta  a n a l y s i s  p rodu ce s  two c o n c l u s i o n s  a bo u t  

t h e s e  p ro g ram s  t h a t  s h o u ld  be c o n s i d e r e d ;  (1 )  s t a f f - i n i t i ­

a te d  p rogram p r o p o s a l s  o f t e n  " d i e  a b o r n i n g "  and n e v e r  le a d  

t o  i n i t i a t i o n  a t  a l l  ; ( 2 )  t h o s e  p rog ram s  w h ic h  a re  

i n i t i a t e d  w i l l  be l i k e l y  t o  fa c e  a more d i f f i c u l t  s t r u g g l e  

f o r  t h e i r  e x i s t e n c e .  T h i s  may mean, f o r  one t h i n g ,  t h a t  

d a i l y  c o n c e rn s  i n  t h e  s t a f f - i n i t i a t e d  p rogram w i l l  be q u i t e  

d i f f e r e n t  t han  i n  the  o t h e r  t y p e  o f  p ro g ra m .  I t  may be
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n e c e s s a r y  t o  be i n v o l v e d  on a d a i l y  ( o r  a t  l e a s t  a more 

r e g u l a r )  b a s i s  w i t h  o ve rc o m in g  r e s i s t a n c e ,  w i t h  m a i n t a i n i n g  

management s u p p o r t ,  and w i t h  " a d v e r t i s i n g "  t o  t h e  o r g a n i z a ­

t i o n .  I n  s h o r t ,  common c o n c e r n s  i n  t h i s  e n v i r o n m e n t  are  

" s u r v i v a l "  i s s u e s .  C o n s i d e r a b l e  t im e  and e n e rg y  can th u s  

be expended on t h e  j u s t i f i c a t i o n  o f  e x i s t e n c e ,  r a t h e r  than  

i n  f o c u s i n g  on t h e  re a s on  f o r  e x i s t e n c e . . .  p r o v i d i n g  

t r a i n i n g  and c a r e e r  d ev e lo p m en t  o p p o r t u n i t i e s  f o r  the  

o r g a n i z a t i o n .  The i n t e r v i e w s  r e v e a l e d  t h a t  the  more common 

c o n c e r n s  i n  t h e  m a n a g e m e n t - i n i t i a t e d  p rog ram s  a re  t ho s e  more 

b a s i c  i s s u e s :  "What t r a i n i n g  o r  change program i s  needed?

How can t h a t  need b e s t  be met? How w e l l  a re  we m e e t in g  

t h a t  need now?" One m ig h t  s p e c u l a t e  ( t h o u g h  the  s t u d y  d i d  

n o t  measure  t h i s )  t h a t  more e f f e c t i v e  use o f  r e s o u r c e s ,  

more e f f e c t i v e  t r a i n i n g ,  and more s i g n i f i c a n t  im p a c t  on th e  

o r g a n i z a t i o n  w ou ld  come f rom  such an e n v i r o n m e n t .

One o f  t h e  p r i n c i p a l  c o n c l u s i o n s  t o  be drawn f rom 

th e  r e s e a r c h ,  t h e n ,  i s  t h a t  t h e  change a g e n t  i n  th e  k i n d  o f  

o r g a n i z a t i o n  examined  s h o u ld  f o c u s  on g a i n i n g  management 

s u p p o r t  f o r  a p ro g r a m .  I n  p a r t i c u l a r ,  t h e  change agen t  

s h o u ld  seek e a r l y  management a d o p t i o n  o f  a program i f  

i t  i s  b e in g  s u b m i t t e d  t o  management as a p r o p o s a l .

S p e c i f i c  re co m m e nd a t ion s  f o r  p r e s e n t i n g  t h e  p r o p o s a l  w i l l  

be o f f e r e d  l a t e r  i n  t h i s  c h a p t e r .  The m a t t e r  m ig h t  be 

sum m ar ized  i n  th e  p a r t l y  humorous remark  o f  one o f  the  

t r a i n i n g  managers (one who had im p le m e n te d  p rog ram s  o f  b o th
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t y p e s  d i s c u s s e d ) ;  "So th e  i m p o r t a n t  t h i n g  i s - - w h a t e v e r  

change i s  to  ta k e  p l a c e — to  g a in  a p p r o v a l ,  n o t  j u s t  t a c i t  

a p p r o v a l ,  b u t  b a c k i n g  f rom  th e  v e r y  t o p .  I f  you d o n ' t  

have t h a t ,  you a lm o s t  o ug h t  t o  g i v e  up and r e c o n s i d e r  

mak ing w h a te v e r  change you want  t o  h a p p e n . "

Recommendat ions f o r  I m p l e m e n t a t i o n  

P r o p o s a l  Recommendat ions

The f o l l o w i n g  l i s t  o f  recom m e nd a t ions  i s  a c o m p i l a ­

t i o n  o f  a v a r i e t y  o f  t a c t i c s  drawn f rom th e  i n t e r v i e w s .

The recom m e nda t ions  a re  i n t e n d e d  t o  o f f e r  g u i d e l i n e s  f o r  

th e  p ro c e s s  o f  d r a w in g  up and s u b m i t t i n g  a p r o p o s a l  t o  top  

management f o r  the  i m p l e m e n t a t i o n  o f  a t r a i n i n g  p ro g ram .

As i n d i c a t e d  i n  t h e  p r e v i o u s  s e c t i o n  o f  t h i s  

c h a p t e r ,  e a r l y  management a c c e p ta n c e  can be e x t r e m e l y  

i m p o r t a n t  t o  the  success  o f  a p ro g r a m .  I d e a l l y ,  t o p  man­

agement wou ld  a d o p t  the  p r o p o s a l . . .  w ou ld  "own" i t  so com­

p l e t e l y  a t  t h i s  p o i n t  t h a t  adequa te  s u p p o r t  w ou ld  be g i v e n  

d u r i n g  th e  i n i t i a t i o n  and t h r o u g h o u t  t h e  l i f e t i m e  o f  the  

p r o j e c t .  I f  t he  p r o p o s a l  i s  s u c c e s s f u l l y  p r e p a r e d  and 

p r e s e n t e d ,  th e  program may be p e r c e i v e d  as h a v i n g  begun 

w i t h  management.  As was p o i n t e d  o u t  e a r l i e r ,  management-  

i n i t i a t e d  p rog ram s  a re  l e s s  l i k e l y  t o  r e q u i r e  s e l l i n g  to  

management d u r i n g  i m p l e m e n t a t i o n ;  and th e y  a re  more l i k e l y  

t o  have management s u p p o r t  d u r i n g  i n i t i a t i o n .  Thus ,  c a r e ­

f u l  p l a n n i n g  and p r e p a r a t i o n  a t  t h i s  e a r l y  s ta g e  a re  v i t a l ,

( l )  Comple te  a t h o r o u g h  needs a n a l y s i s  t o  d e t e r m i n e  t r a i n -
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in g  needs o f  t h e  o r g a n i z a t i o n .

( 2 )  Take a s o u n d in g  o f  management c l i m a t e .  I s  t h e r e  

a l r e a d y  s u p p o r t  f o r  a t r a i n i n g  p ro g ra m ,  o r  w ou ld  i t  

have t o  be s o l d  t o  management? A l s o ,  t o  what  degree  

does " c r i s i s  management"  e x i s t  i n  to p  management? I f  

management i s  o p e r a t i n g  i n  t h i s  f a s h i o n ,  a p r o p o s a l  

m ig h t  have l i t t l e  chance o f  b e in g  a c c e p t e d .  I t  i s  

p r o b a b l y  a d v i s a b l e  i n  t h i s  case t o  w a i t  f o r  a t im e  

when the  o r g a n i z a t i o n  i s  more s t a b l e .

( 3 )  Assess th e  econom ic  c l i m a t e  o f  t h e  o r g a n i z a t i o n .  The

company i s  more l i k e l y  t o  a c c e p t  a p r o p o s a l  and i m p l e ­

ment a t r a i n i n g  p rogram when economic  c o n d i t i o n s  a re  

g o o d .

( 4 )  Make the  p r o p o s a l  t h o r o u g h , pe rhap s  i n c l u d i n g  a r e v i e w  

o f  s i m i l a r  t r a i n i n g  p rog ram s  i n  o t h e r  com p an ie s .

( 5 )  Submi t  t h e  p r o p o s a l  as h i g h  i n  th e  o r g a n i z a t i o n  as i s

p o s s i b l e  (and a p p r o p r i a t e ) .

( 6 )  A t te m p t  t o  have t o p  management " a d o p t "  t h e  p rogram a t

t h i s  p o i n t  ( a f t e r  r e v i e w  o f  t h e  p r o p o s a l ) .  I f  t op

management does n o t  a do p t  i t  h e r e ,  t h e  p rogram may be 

much more d i f f i c u l t  t o  im p le m e n t .  There  w i l l  p r o b a b l y  

be g r e a t e r  r e s i s t a n c e  t o  t h e  program ; and g ro w th  w i l l  

p r o b a b l y  n o t  be as r a p i d .

( 7 )  F in d  o u t  t h e  " b u y i n g  h a b i t s "  o f  management.  T h i s  may 

h e lp  to  g e t  th e  p rogram f u l l y  a c c e p t e d .  I n  some 

cases,, i t  may even be n e c e s s a ry  to  s e l l  t h e  program a t
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t h i s  s t a g e ,  as one t r a i n i n g  manager p u t  i t ,  " f o r  th e  

wrong r e a s o n s "  —  t h a t  i s ,  w i t h  an a r t i f i c i a l  o r  p o l ­

i t i c a l  b e n e f i t  r a t h e r  tha n  t h e  r e a l  b e n e f i t s  t o  the  

o r g a n i z a t i o n .  H o p e f u l l y ,  h o w e ve r ,  a b u s in e s s  need can 

be u s e d . . . a  b u s i n e s s  need such as th e  n e c e s s i t y  o f  the  

s k i l l s  p l a n n i n g / d e v e l o p m e n t  p ro c e s s  f o r  the  company to  

be a b le  t o  meet  i t s  p e r fo rm a n c e  r e q u i r e m e n t s .

( 8 )  Get  to p  management i n v o l v e d  i n  p l a n n i n g  the  im p le m en­

t a t i o n  and i n  d e t e r m i n i n g  w h e th e r  adequa te  r e s o u r c e s  

a re  a v a i l a b l e .  T h i s  may a s s i s t  i n  g e t t i n g  th e  program 

f u l l y  a d o p te d .

( 9 )  I f  p o s s i b l e ,  p ro po se  a s t r a t e g i c  r e p o r t i n g  p o s i t i o n  

f o r  t h e  t r a i n i n g  d e p a r t m e n t / p r o g r a m .  The t r a i n i n g  

manager w i l l  need access  to  th e  company g o a ls  and 

p la n s  i n  o r d e r  to  do th e  p e o p le - c h a n g e  p l a n n i n g  w h ich  

s h o u ld  accompany "m ach ine  p l a n n i n g . "  Be ing  l o c a t e d  

c l o s e  t o  t o p  management w i l l  do much t o  h e l p  assu re  

th e  s u cce ss  o f  t h e  p ro g ra m .

I n i t i a t i o n  Recommendat ions

The f o l l o w i n g  l i s t  o f  re co m m e nda t ion s  i s  a c o m p i l a ­

t i o n  o f  a v a r i e t y  o f  t a c t i c s  drawn f rom  th e  i n t e r v i e w s .

The re co m m enda t ion s  a re  i n t e n d e d  to  o f f e r  g u i d e l i n e s  f o r  

t h e  p ro c e s s  o f  i n i t i a t i n g  a t r a i n i n g  program ( t h a t  i s ,  f o r  

c a r r y i n g  o u t  th e  f i r s t  s t e p s  i n  i m p l e m e n t a t i o n ) .

Hav ing  th e  p r o p o s a l  f o r  the  p rogram acce p te d  

does n o t ,  o f  c o u r s e ,  g u a r a n te e  a s u c c e s s f u l  i n i t i a t i o n .



153

Even h a v i n g  a c q u i r e d  good to p  management s u p p o r t  does n o t  

e l i m i n a t e  the  need f o r  p a t i e n t  and p e r s i s t e n t  work  t h r o u g h ­

o u t  t h e  o r g a n i z a t i o n .  Most  o f  t h e  o r g a n i z a t i o n  i s  s t i l l  

unaware  o f  t h e  p r o j e c t  a t  t h i s  p o i n t . . . a n d  th e  t a s k  now 

becomes one o f  c o m m u n ic a t in g  and s e l l i n g  t h r o u g h o u t  the  

o r g a n i z a t i o n .  The t r a i n i n g  m a n a g e r ' s  r o l e  w i l l  become t h a t  

o f  p u b l i c  r e l a t i o n s  a g e n t  d u r i n g  t h i s  s t a g e  o f  th e  p r o j e c t .  

E a r l y  i n  t h e  i n i t i a t i o n  th e  p a r t i c i p a t i o n  and s u p p o r t  o f  

m i d d l e  management must  be a c q u i r e d .  M id d le  managers must  

become i n v o l v e d  enough i n  th e  p rogram to  t a k e  an a c t i v e  and 

c o n t i n u i n g  p a r t  i n  t h e  t r a i n i n g  o f  t h e i r  e m p lo y e e s .  The 

u l t i m a t e  measure o f  th e  success  o f  t h e  p rogram w i l l  be the  

de g re e  to  w h ich  m id d le  managers c o n t i n u e  t o  r e q u i r e  t h e i r  

emp loyees  t o  a t t e n d  t r a i n i n g  s e s s i o n s .

( 1 )  I f  t o p  management s u p p o r t  i s  s t r o n g ,  i t  i s  p o s s i b l e  

f o r  t h e  o r g a n i z a t i o n  t o  i n i t i a t e  a f u l l - s c a l e  p ro g r a m .  

O t h e r w i s e ,  i t  i s  a d v i s a b l e  t o  b e g in  s m a l l  w i t h  a t r i a l  

a re a  and grow t h e  p rogram by i n c r e m e n t a l  s t e p s ,  e v a l ­

u a t i n g  t h e  p rogram a t  each s t a g e  and m o d i f y i n g  as 

n e c e s s a r y .

( 2 )  D e s ig n  th e  p rogram to  f i t  t h e  p r e s e n t  e n v i r o n m e n t  and 

needs o f  t h e  company,  even i f  t h a t  means o f f e r i n g  

t r a i n i n g  t h a t  i s  q u i t e  d i f f e r e n t  f rom  what  i s  i n t e n d e d  

f o r  t h e  p rogram l a t e r  on .

( 3 )  Have to p  management commun ica te  th e  change down 

t h r o u g h  m id d le  management t o  a l l  a f f e c t e d  l e v e l s  o f
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em p loye es .  I f  p o s s i b l e ,  have someone i n  upper  manage­

ment speak t o  management g ro u p s ,  e x p l a i n i n g  th e  p r o ­

gram and th e  re a s on s  f o r  s u p p o r t i n g  i t .  Manage the  

e x p e c t a t i o n s  o f  t h e  o r g a n i z a t i o n  by c o m m u n ic a t in g  the  

change as t h o r o u g h l y  as p o s s i b l e .

(4 )  S e l l  t h e  b e n e f i t s  o f  t r a i n i n g  to  t h e  o r g a n i z a t i o n .

Use a v a i l a b l e  co m m u n ic a t io n  c h a n n e l s  t o  make b o th  

management and employees  aware o f  t h e  a d v a n ta g e s  o f  

th e  new p r o g r a m . Employees w i l l  v e r y  l i k e l y  be i n t e r ­

e s te d  i n  c a r e e r  d eve lo p m en t  p r o v i d e d  by the  p ro g ram .  

Management,  on th e  o t h e r  hand,  w i l l  o f t e n  be h i g h l y  

i n t e r e s t e d  i n  t h e  c o s t - b e n e f i t  o f  t h e  t r a i n i n g  p r o ­

gram. A n o th e r  u s e f u l  p o s s i b i l i t y  i s  s e l l i n g  s k i l l s  

p l a n n i n g / d e v e l o p ment as a b u s in e s s  p r o c e s s  t h a t  i s  

n e c e s s a ry  f o r  p e r fo rm a n c e  r e q u i r e m e n t s  t o  be met .  Of 

c o u r s e ,  i f  t o p  management has f u l l y  adop te d  th e  p r o ­

gram, i t s  a dva n ta g e s  w i l l  be communicated t o  m id d le  

management by t o p  management ; and th e  need f o r  f u r t h e r  

s e l l i n g  w i l l  be g r e a t l y  d i m i n i s h e d .

( 5 )  P la c e  t h e  r e s p o n s i b i l i t y  f o r  t r a i n i n g  w i t h  m id d le  man­

agement.  Secure  f rom top  management t h e  agreement  

t h a t  t h e  r e s p o n s i b i l i t y  f o r  employee t r a i n i n g  w i l l  be

a p a r t  o f  each m a n ag e r 's  j o b  d e s c r i p t i o n .  A m a n a g e r ' s  

e f f e c t i v e n e s s  a t  t r a i n i n g  h i s / h e r  own employees  th u s  

becomes a p a r t  o f  the  m a n a g e r 's  own r e v i e w .  W i t h i n  

t h i s  c o n t e x t ,  the  t r a i n i n g  d e p a r tm e n t  s e r v e s  as a r e -
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s o u rc e  t o  h e l p  i n  a c q u i r i n g  needed t r a i n i n g .

( 6 )  A c q u i r e  " c h a m p io n s "  among upper management.  D es ign  a 

few o f  th e  e a r l y  p r o j e c t s  t o  be e s p e c i a l l y  p l e a s i n g  to  

some o f  uppe r  management— perhaps  e f f e c t i v e  t r a i n i n g  

f o r  t h e i r  a re a s  o f  c r i t i c a l  c o n c e r n .  They may then  be 

o u ts p o k e n  enough a b o u t  t h e  p rogram to  h e l p  sp re ad  pos­

i t i v e  c o m m u n ic a t io n  t h r o u g h  t h e  o r g a n i z a t i o n  v e ry  

q u i c k l y .

( 7 )  I n v o l v e  m id d le  management i n  the  i n i t i a t i o n .  A t r a i n ­

i n g  a d v i s o r y  c o m m i t te e  may be h i g h l y  u s e f u l  f o r  g a i n ­

i n g  t h e i r  p a r t i c i p a t i o n .  O th e r  e f f e c t i v e  means may be

(a )  i n v o l v i n g  them i n  a needs a n a l y s i s / c u r r i c u l u m -  

p l a n n i n g  p r o j e c t  ; ( b )  i n v o l v i n g  them i n  " p i l o t i n g "  

some o f  t h e  t e c h n i c a l  c o u r s e s  ; and ( c )  e n r o l l i n g  them 

i n  management t r a i n i n g  c o u r s e s .  The e s s e n t i a l  i n g r e ­

d i e n t ,  w h i c h e v e r  means i s  used ,  i s  t o  communicate  w i t h  

them r e g u l a r l y  abou t  what  th e y  need f rom  th e  p ro g ram .

Recommendat ions f o r  L a t e r  S tages  o f  I m p l e m e n t a t i o n

The f o l l o w i n g  l i s t  o f  recom m e nd a t ions  i s  a c o m p i l a ­

t i o n  o f  a v a r i e t y  o f  t a c t i c s  drawn f rom th e  i n t e r v i e w s .

The re co m m e nd a t ion s  a re  i n t e n d e d  t o  o f f e r  g u i d e l i n e s  f o r  

t h e  l a t e r  s t a g e s  o f  the  i m p l e m e n t a t i o n  p r o c e s s .

Even th e  w e l l - e s t a b l i s h e d ,  s u c c e s s f u l  p rogram w i l l  

r e q u i r e  c o n t i n u e d  e f f o r t  a t  co m m u n ic a t in g  and s e l l i n g .  In  

a d d i t i o n ,  t h e  t r a i n i n g  manager must  m o n i t o r  any changes i n  

t h e  p r o j e c t  and i n  t h e  o r g a n i z a t i o n  w h ich  c o u ld  c r e a t e
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s u r p r i s e s  i f  l e f t  u nw a tc h ed .  F i n a l l y ,  r e t a i n i n g  management 

i n v o l v e m e n t  and s u p p o r t  i s  e s s e n t i a l  i f  t h e  program i s  t o  

e ndu re  as an e f f e c t i v e  p a r t  o f  t h e  o r g a n i z a t i o n .

( 1 )  E s t a b l i s h  methods o f  e v a l u a t i n g  th e  p r o g r e s s  o f  the  

program and r e p o r t i n g  t h e  r e s u l t s  to  management.  

Whether by p r i n t e d  r e p o r t s ,  m e e t i n g s ,  o r  o t h e r  means, 

keep management i n f o r m e d  o f  what  i s  h app e n in g  t o  th e  

p ro g ram .  R e p o r t  on c o u r s e s  o f f e r e d ,  number o f  e m p loy ­

ees who have a t t e n d e d  c o u r s e s ,  p ro b le m s  w i t h  poor  

a t t e n d a n c e ,  and o t h e r  such m a t t e r s .

(2 )  Watch f o r  any s i g n i f i c a n t  change among m id d le  manage­

ment t h a t  m ig h t  a f f e c t  th e  s u p p o r t  f o r  th e  t r a i n i n g  

p r o g r a m . I n  one o f  t h e  o r g a n i z a t i o n s  s t u d i e d ,  an 

e x c e p t i o n a l l y  l a r g e  t u r n o v e r  o f  m id d le  managers de­

s t r o y e d  much o f  t h e  s u p p o r t  t h a t  had been g a in e d  and 

s e r i o u s l y  d i s r u p t e d  the  p ro g ra m .  S i m i l a r l y ,  i n  

a n o t h e r  o r g a n i z a t i o n ,  s i g n s  o f  d e t e r i o r a t i n g  m id d le  

management s u p p o r t  began t o  a p p e a r ,  s u g g e s t i n g  t h a t  

more s e l l i n g  s h o u ld  have been t a k i n g  p l a c e .  Thus ,  

even a f t e r  a p rogram has been s u c c e s s f u l l y  i n i t i a t e d ,  

i t  i s  n e c e s s a ry  t o  watch  a l l  " v i t a l  s i g n s " t o  see t h a t  

s u p p o r t  re m a in s  i n t a c t .

( 3 )  Keep m id d le  management a c t i v e l y  p a r t i c i p a t i n g  i n  the  

p rogram by th e  show ing  o f  s p e c i a l  management p ro g ram s ,  

by i n v o l v i n g  them i n  a m o n th l y  c o u r s e  r e q u e s t  p r o c e ­

d u r e ,  o r  by w h a te v e r  means are  a p p r o p r i a t e  i n  th e
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o r g a n i z a t i o n .

( 4 )  C o n t i n u e  to  communica te  and s e l l  t o  a l l  l e v e l s  o f  the  

o r g a n i z a t i o n .  As one t r a i n i n g  manager e m p h a s iz e d ,  " I t  

i s  n o t  a o n e - t i m e  s e l l i n g  d e a l . "  The need c o n t i n u e s  

as l o n g  as t h e  p rogram c o n t i n u e s .

( 5 )  H o ld  p l a n n i n g  s e s s i o n s  a t  c r i t i c a l  e x p a n s io n  p o i n t s  in  

t h e  p ro g ra m .  Assess  changes  t h a t  have a l r e a d y  ta k e n  

p l a c e  i n  t h e  p ro g r a m .  Then d e t e r m i n e  what  t h e  p rogram 

s h o u ld  be i f  expanded o r  changed f u r t h e r .  F i n a l l y ,  

d e t e r m i n e  th e  s t r a t e g i e s  to  be used t o  s u c c e s s f u l l y  

b r i n g  a bo u t  t h e  chang e .

( 6 )  E x p e c t  t h a t  t h e  p rogram w i l l  e v o l v e  i n  some u n fo r e s e e n

d i r e c t i o n s .  Some o f  t h e  most  b e n e f i c i a l  d e v e lo p m e n ts  

may be u np la n n e d  and u n e x p e c t e d .  F u r t h e r m o r e , the  

e x p e r i e n c e  g a in e d  i n  each s ta g e  o f  th e  p rogram may 

l e a d  t o  m o d i f i c a t i o n  o f  t h e  p ro g ra m .  The t r a i n e r  must  

be f l e x i b l e  enough t o  t a k e  adva n tag e  o f  t h i s  e v o l u ­

t i o n a r y  p r o c e s s .

Recommendat ions f o r  F u r t h e r  Research

T h i s  r e s e a r c h  has r e v e a l e d  a r e m a r k a b l e  awareness  on 

t h e  p a r t  o f  the  t r a i n i n g  managers i n t e r v i e w e d  o f  t h e  " a c a ­

d e m ic "  p r o c e s s  o f  p la n n e d  ch a n g e .  A lm o s t  a l l  o f  t h e  t r a i n ­

i n g  managers were o b v i o u s l y  a p p l y i n g  the  t o o l s  o f  t h e  

change a g e n t .  S t r a t e g i e s  f o r  im p le m e n t i n g  and m a i n t a i n i n g  

change p ro g ram s  were among t h e i r  b a s i c  c o n c e r n s .  There  

appear  t o  be two p r i n c i p a l  e x p l a n a t i o n s  f o r  t h i s  phenomen-
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on s 1)  a number o f  t h e  r e s p o n d e n t s  had examined p la n n e d  

change l i t e r a t u r e  o r  had a t t e n d e d  w orkshops  on o r g a n i z a t i o n  

d e v e l o p m e n t / p l a n n e d  change ; and 2 )  most  o f  t h e  r e s p o n d e n t s  

had a c q u i r e d  an u n d e r s t a n d i n g  o f  p la nn ed  change t h r o u g h  the  

p r o c e s s  o f  w o r k i n g  t o  b r i n g  a b o u t  change i n  t h e i r  o r g a n i z a ­

t i o n s .  T h e i r  j o b s  had p ro v e d  much b r o a d e r  th a n  s i m p l y  p r o ­

v i d i n g  t r a i n i n g :  f i r s t  o f  a l l ,  t h e y  had to  change a t t i ­

t u d e s  i n  o r d e r  t o  have t h e  chance  t o  t r a i n  ; f u r t h e r m o r e ,  

c a r r y i n g  o u t  t h e  t r a i n i n g  emerged as a p la n n e d  change p r o ­

c e s s .  A l t h o u g h  t h e y  were n o t  a p p o in te d  change a g e n ts  i n  

t h e i r  o r g a n i z a t i o n s ,  t h a t  r o l e  had e v o l v e d  f o r  most  o f  

them .  D u r i n g  t h e  i n t e r v i e w s  t h e y  o f f e r e d  p la n n e d  change 

s t r a t e g i e s  d e r i v e d  f rom  t h e i r  o b s e r v a t i o n s  and e x p e r i e n c e s  

as change a g e n t s .  Fo r  t h e  most  p a r t ,  t h e r e f o r e ,  t h e  i n t e r ­

v ie w s  c o n t a i n e d  d i s c u s s i o n  o f  s i t u a t i o n s  i n  w h ich  t h e o r y  

and p r a c t i c e  had f u n c t i o n e d  t o g e t h e r  i n s e p a r a b l y . . .  each 

s u p p o r t i n g  and r e i n f o r c i n g  t h e  o t h e r . Such cases  s e rv e  to  

d i s p u t e  t h e  f r e q u e n t  s t e r e o t y p e  o f  t h e o r y  and p r a c t i c e  as 

b e i n g  w i d e l y  s e p a r a t e d  o p p o s i t e s .

I f  f u r t h e r  r e s e a r c h  can make e f f e c t i v e  change a gen t  

t o o l s  more a c c e s s i b l e ,  i t  wou ld  seem l i k e l y  t h a t  t h e  t o o l s  

w o u ld  be p u t  t o  good use i n  p l a n n e d  change " l a b o r a t o r i e s "  

l i k e  t h o s e  examined i n  t h i s  s t u d y .  U l t i m a t e l y  t h i s  wou ld  

h e l p  c r e a t e  o r g a n i z a t i o n s  t h a t  a re  n o t  o n l y  more p r o f i t a b l e  

b u t  a l s o  more aware o f  p e o p le - n e e d s  d u r i n g  th e  p r o c e s s  o f  

c h a n g e .
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The f o l l o w i n g  a re  s p e c i f i c  recom m e nda t ions  f o r

f u r t h e r  r e s e a r c h .

( 1 )  F u r t h e r  r e s e a r c h  i s  j u s t i f i e d  r e g a r d i n g  t h e  b a c k g r o u n d /  

p r e p a r a t i o n  needed by t h e  t r a i n e r .  The i n t e r v i e w s  

r a i s e d  the  q u e s t i o n  o f  t h e  a p p r o p r i a t e  m i x t u r e  o f  

e d u c a t i o n ,  b u s i n e s s ,  and t e c h n i c a l  s k i l l s .  T h i s ,  o f  

c o u r s e ,  has i m p l i c a t i o n s  f o r  t h e  c u r r i c u l a  o f  t h e  

g r a d u a te  s c h o o l s  w h ich  a s s i s t  i n  t h e  p r e p a r a t i o n  o f  the  

s t u d e n t s  t o  f i l l  such p o s i t i o n s .

( 2 )  F u r t h e r  r e s e a r c h  c o u l d  w e l l  be c o n d u c te d  t o  f o c u s  more 

s p e c i f i c a l l y  on th e  p ro c e s s  o f  " a d o p t i o n "  o f  a program 

by top  management.  T h i s  i s  a f u n d a m e n ta l  co n c e rn  to  

th e  change a ge n t  who i s  s u b m i t t i n g  a p r o p o s a l  f o r  a 

t r a i n i n g  p rogram i n  an o r g a n i z a t i o n  such as th o s e  

s t u d i e d .

( 3 )  F u r t h e r  r e s e a r c h  c o u l d  w e l l  be j u s t i f i e d  r e g a r d i n g  the  

e f f e c t  o f  th e  h i g h - t e c h n o l o g y  e n v i r o n m e n t  on th e  im­

p l e m e n t a t i o n  o f  p e o p le - c h a n g e  p ro g ra m s ,  s p e c i f i c a l l y

on the  p ro b le m  c r e a t e d  by what  a ppears  t o  be an i n v e r s e  

c o r r e l a t i o n  be tween t e c h n o l o g i c a l  change and th e  amount 

o f  c o m m u n ic a t io n  done a bou t  t h a t  ch ange .

( 4 )  To f u r t h e r  t e s t  t h e  c o n c l u s i o n s  o f  t h i s  s t u d y — t h a t  i s ,  

t o  see i f  s i m i l a r  r e s u l t s  a re  o b t a i n e d  f rom  s i m i l a r  

p o p u l a t i o n s - - a d d i t i o n a l  s t u d i e s  w h ich  r e p l i c a t e  th e  

p r o c e d u r e s  wou ld  be i n  o r d e r .

( 5 )  F u r t h e r  r e s e a r c h  wou ld  be i n  o r d e r  to  t e s t  th e  c o n c l u -
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s io n s  o f  t h i s  s t u d y  w i t h  a w i d e r  p o p u l a t i o n  o f  h ig h -  

t e c h n o l o g y  o r g a n i z a t i o n s  th a n  was p o s s i b l e  h e r e .
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The f o l l o w i n g  q u e s t i o n s  were d e r i v e d  f rom  h e u r i s t i c

o b s e r v a t i o n  i n  l a r g e  d a ta  p r o c e s s i n g  o r g a n i z a t i o n s  p r i o r  t o

t h i s  s t u d y .

1 .  What p ro v e d  t o  be th e  b e s t  methods  f o r  g a i n i n g  s t u d e n t  

p a r t i c i p a t i o n  i n  t h e  p ro g ra m ?

2 .  What were t h e  b e s t  m e thods  o f  g a i n i n g  management s u p p o r t  

and c o o p e r a t i o n  as you i n t r o d u c e d  t h e  new p ro g ra m ?

3. D id  you depend v e r y  h e a v i l y  on " a d v e r t i s i n g "  t h e  p ro g ram  

t h r o u g h  b r o c h u r e s ,  e t c . ?

4.  What p r o b le m s  d i d  you e n c o u n t e r  i n  t h e  e a r l i e r  s t a g e s  o f  

i n t r o d u c i n g  t h e  new p ro g ram ?

5.  Were t h e r e  t h i n g s  you t r i e d  w h ic h  d i d  n o t  work o u t  w e l l - -  

methods  you w ou ld  n o t  use a g a i n ?

6 . What t y p e s  o f  p e o p le  i n  t h e  o r g a n i z a t i o n  p ro v e  t o  be the  

most h e l p  i n  g e t t i n g  a new p ro g ram  u nd e rw a y?  How can 

you r e c o g n i z e  th e s e  p e o p le ?

7 .  Was t h e r e  any u n e x p e c t e d  r e s i s t a n c e  t o  t h e  p ro g r a m  t h a t  

s u r p r i s e d  you? How d i d  you d e a l  w i t h  i t ?

8 . D id  you d i s c o v e r  any e s p e c i a l l y  good m ethods  f o r  m ak in g  

th e  p rog ram  a p p e a r  a d v a n ta g e o u s  t o  t h e  o r g a n i z a t i o n ?

9 .  What " p r o m o t i o n a l "  methods  worked  b e s t  f o r  t h e  p ro g ra m ?

10.  What was th e  b e s t  t h i n g  you y o u r s e l f  d i d  i n  g e t t i n g  th e  

p rog ram  a c c e p t e d ?

11.  What was t h e  most c r i t i c a l  f a c t o r  i n  g e t t i n g  th e  p rog ram  

a c c e p te d ?  What f i n a l l y  "won i t "  f o r  you?

12.  D id  you d i s c o v e r  any s e qu ence  o f  s t e p s  f o r  i n t r o d u c i n g
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a new p rogram?

13 .  What g ro ups  w i t h i n  t h e  o r g a n i z a t i o n  s h o u ld  be i n v o l v e d

i n  a new p rog ram  F i r s t  i n  o r d e r  f o r  i t  t o  succeed?

14 .  In  t e r m s  o f  y o u r  own i d e n t i t y  w i t h i n  t h e  o r g a n i z a t i o n ,  

what  r o l e  w orked  b e s t  f o r  you i n  t h i s  p r o j e c t  ( t h a t  i s ,  

a d m i n i s t r a t o r ,  e d u c a t o r ,  e x p e r t , med ia  p r o d u c e r ,  e t c . ) ?

15 .  C o n s i d e r i n g  y o u r s e l f  and o t h e r  t r a i n i n g  d e p a r t m e n t  mem­

b e r s ,  what  p ro v e d  t o  be th e  most  i m p o r t a n t  p e r s o n a l  c h a r a c ­

t e r i s t i c s  f o r  g e t t i n g  t h e  j o b  done ( t h e  p rog ram  a c c e p t e d ,  

t h a t  i s ) ?

16.  Does management r e q u e s t  t r a i n i n g  p rog ram s o r  do you d i a g ­

nose needs?

17 .  Were t h e  r e q u i r e m e n t s  f o r  t h e  e a r l y  s t a g e s  o f  t h e  p r o j e c t

d i f f e r e n t  f ro m  t h o s e  l a t e r  i n  t h e  p r o j e c t ?
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O r g a n i z a t i o n a l  C h a r a c t e r i s t i c s O r g a n i z a t i o n
1 2 3 4 5 6 7 8 9

I n i t i a t i o n / S u p p o r t  
I n i t i a t e d  by management 
I n i t i a t e d  by s t a f f  
S t r o n g  s u p p o r t  a t  o r i g i n  
S t r o n g  s u p p o r t  a t  i n i t i a t i o n  
S t r o n g  c o n t i n u i n g  s u p p o r t  
U n s u c c e s s f u l  e a r l i e r  e f f o r t s

o
X

X

X

X

X

X

X

X

X

X

X

X

X

o
0

0

0

X

X
X

X

X

Need f o r  P r o p e r  P o s i t i o n i n g  x

E x t e n s i v e  s e l l i n g  r e q u i r e d  x
M o d e ra te  s e l l i n g  r e q u i r e d  x
Emphas is  on emp loyee  s t r a t e g i e s  x
E m phas is  on management s t r a t é g i e s  x

E a r l y  r e s i s t a n c e  x
Management r e s i s t a n c e  x x
Emp loyee  r e s i s t a n c e  x
R e s i s t a n c e  f r o m  h i - t e c h  e n v i r o n m e n t  x

X

X

X

X

X X 

X

X X

X

X

X

R o le  as change a g e n t ,  PR p e r s o n  
R o le  as t e c h n i c a l  p e r s o n / i n s t r u c t o r

Heavy use o f  p u b l i c i t y  
M o d e r a te  use o f  p u b l i c i t y  
C o m p u t e r i z e d  m g t .  r e p o r t i n g  
Use o f  p r i n t e d  p u b l i c i t y  
W o r d - o f - m o u t h  p u b l i c i t y  
" P e r s o n a l  t o u c h "  c o m m u n ic a t i o n s  
M e e t i n g s  w i t h  managers  
C la s s ro o m  as v e h i c l e  f o r  com. 
Employee t o  manager c o m m u n ic a t i o n s  
Use o f  c o n t a c t  p e o p le

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X

X —  I n d i c a t e s  t h e  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c  i s  p r e s e n t .  
0 —  I n d i c a t e s  t h e  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c  i s  p r e s e n t  

b u t  t o  a l i m i t e d  d e g r e e .


