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tions, Cornell University,

Training needs and problems are,
generally speaking, similar throughout
industry. 1think it's likely that manage-
ment everywhere sees this matter in
much the same light and that your own
management would subscribe to most of
the things | say this evening. | hope it
Is significant that one representing the
management of companies like your own
has been asked to discuss the need for
training, for training is of such impor-
tance that it is a basic management prin-
ciple. It is an essential and integral part
°t the philosophy of business manage-
ment rather than a course, a program or
a formalized procedure.

| am told that during the past two or
three years a feature of most training
seminars, conferences and management
courses has been discussion of such
topics as "How to sell top management
°" the need for supervisory training,"
How to sell top management on execu-
tive development,” and "Enlisting the
support of top management for the
training department." If this is true it
nttplies that industrial management is
either unaware of the need for training
''s people or is unwilling to appropriate
the necessary time and money for train-
'”g- Whereas this may, of course, be
e in afew specific instances, it has
been my experience that management is
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far more sensitive to the need than is
generally understood.

The men in management, already con-
vinced of the value of training, are in
fact looking to their training specialists
to design, build and sharpen the tools
needed to train people at all levels of
responsibility from operating personnel
to the chief executive in their respective
companies. One of management's prin-
cipal responsibilities is for building a
capable, effective, harmonious and endur-
ing production, sales and service team.
Management is looking to you and all
its training people for support and as
sistance in fquiIIingthis reco%nized obli-

gation. You are the specialists on whom
we rely.

In considering how | might express
management's attitude toward the gen-
eral matter of training in industry, it
seemed obvious that the subject could
be divided into two equally important

parts.
A. Industry's need for training.

B. The kind of training industry needs.

Let me lead off by asking the question,
"Why does industry need training?"
Productivity has been regarded by
many economists and business |eaders
as the most important single factor in
America's economic progress. If current



18

trends continue, it appears that increased
productivity represents the principal
means by which higher standards of liv-
ing can be achieved—both at home and
abroad. In this situation,

1. Training can provide knowledge
and skills that enable individuals,
hence groups, to produce more
things people want, of a higher
quality and at lower cost. This in-
volves training in manual skills,
trained factory leadership, thor-
oughly trained technical minds, and
trained management.

2. Scientific and technological ad-
vances have contributed immeasur-
ably to increased productivity.
Training develops alertness to needs,
and helps to provide methods for
solving problems.

3. To attain full productivity, and
the benefits productivity can pro-
vide, the operating groups, the scien-
tists, the supervision, must al under-
stand the basis of our economic sys-
tem, the characteristics of our pres-
ent economy and the roles of labor,
management, capital and consumer
groups. Suitable training classes
should be available to develop this
understanding.

4. Training is needed to provide the
esprit de corps, the tone—if you
wish—of the institution.
It is not generally recognized how
0 y 0
interested top management is in the
character training programs of the com-
pany. Satisfactory industrial and com-
munity relations mean successful com-
panies and these are not obtained with-
out conscious and relentless effort. Happy
relationships amongst the employeesand

JOURNAL

in the community derive, as you folks
know better than others, from day to
day sincere, friendly, uninhibited con-
tacts. But these contacts are not always
easy to obtain particularly amongst new
employees or newly created supervision.
Your training staffscan do a tremendous
amount towards the development of a
happy "ship."

In taking stock of the economic
problems in vour specific industries and
in your own companies, | am sure that
you recognize the various factors at work
to make greater productivity possible
and the need for training more obvious.

1. Industry has become more and
more complex. It is more technical
in al its phases from machine oper-
ation to management—whether the
business is textiles, oil refining,
candy making—or any other. Train-
ing is necessary to teach knowledge
and skills never before required.

2. Industry is more competitive-
competing nationally and interna-
tionally for customers, for labor, for
capital—and the premium is on
oreater effectiveness, lower cost,
higher quality.

While the economist stresses the mat-
ter of productivity, management under-
stands clearly its responsibility for pro-
viding working conditions, opportunity,
and satisfaction for the men on the job
in keeping with fundamental religious
and democratic principles. A man's job
ranks with his religion and his family
as an important thing in his life. Unless
we provide every one of our people—at
even' level of organization—satisfaction
in his job and the opportunity to pro-
gress to the highest responsibility of
which he is capable, we are denying
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him what we recognize as his basic
rights. Indeed, we have an obligation
to create the opportunity.

1 Il training is geared to meet
specific needs of individuals them-
selves or as members of workino

groups, it is of great value in assist-
ing management to meet this obli-
gation. The widely accepted policy
of promotion from within can only
be effective if there is adequate
practical training for al employees.
It is shortsighted to train only one
group or one level.

2. Properly designed training can
help all levels of management meet
human relations problems with un-
derstanding and skill. Management
g 0
is sensitive to the close relationship
between business and industry and
the community. In the final analy-
sis the character of those employed
in a company determines the char-
acter of the organization; and the
character of the same men and wo-
men likewise sets the tone of the
communities in which we live. This
age of great specialization has fo-
cused attention on technical and
scientific matters. We need broader
development of people not only to
acquaint them with world and com-
munity problems but to motivate
them to play their parts in civic
groups with confidence and clear
perspective.

What kind of training is required to
L2001 the needs for greater productivity
ad satisfaction on all jobs?

Thus far | have spoken of training
only in very general terms—not of train-
'"" programs or any specific kind of
'mining. As background for some com-
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ments about types of training 1 believe
to be necessary, | d like to tell you how
1 feel about the respective roles of man-
agement and staff groups in training
matters.

1 The responsibility for the train-
ing of people is a part of the man-
agement job—at all levels of com-
pany organization. In fact, on-the-
job coaching by the individual's im-
mediate supervisor is the most im-
portant of al formsaf training. We
might say, therefore, that the devel-
opment of people is one of the man-
agement accountability factors—one
of the factors to be considered along

with cost, quality of product, etc.

in determining how well a manage-
ft O
ment man is meeting his respon-

sibility. Viewed in this light train-
ing is part of a company's way of

doing business, or a management
0 o}

philosophy of which any single
course, program or technique is a

part.
2. Those who are en%a%ed in train-

ing work as staff specialists can be
of maximum value to their manage-
ment if they will accept it as their
responsibility to help management
meet its needs for various types of
training. Training people need to
be alert to new and better teaching
methods. They should recognize
areas in which training might profit-
ably be applied and they should
develop new techniques. The staff
needs to keep the management well
informed on training matters so that
the management will be able in-
telligently to discharge its responsi-
bility. But if their own knowledge
and skill is to be applied effectively
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the final decision on training needs
and program content must be left
in the hands of the supervision for
whom the training is being con-

ducted. Only under these circum-
stances can training be a successful
joint effort, line and staff support-
ing each other.

3. Training needs to be continuous
and long term. One exposure will
not last—it must be repeated from
time to time—with varying emphasis
to meet the needs that develop.

Let's take a look at some of the spe-
cific phases of the well rounded training
essential if an industry, large or small,
is to meet its objectives of productivity,
job satisfaction and organizational con-
tinuity.

Orientation comes first. The principal
purpose of orientation programs is to
acquaint people with their new sur-
roundings—the company—its processes-
products—customer relationships, basic
industrial relations policies, and the im-
portance of the contribution of each of
these to the total company effort. Proper
orientation of a new member of the
organization makes him feel he is a part
of a productive team and lets him know

right at the start that the management

&
isolnterested in him.

Attitude Building

Orientation is the attitude building
part of training. It helps the man or
woman take the big step from school
room or household tasks to industrial
employment. Some orientation can be
done centrally, particularly those aspects
dealing with over-all company opertions.
The individual supervisor should share
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in orientation bv covering, accordin% to
o/

J

a plan closely coordinated with the cen-
trally conducted orientation, those items
pertaining to his particular department
and job. Orientation is a continuous
process not just a matter for attention
during the first few days of employment.

Skills Next

Skill training comes next. It includes
al job training for operations such as
machining, assembly and inspection in
the plants; also many office and clerical
skills. The need and time required for
skill training are, of course, in propor-
tion to the complexity of the operation
and such relevant factors as job methods,
incentive pay and quality control. It is
difficult to generalize on the problem of

where such training can be given to best
o}

advantage, but certainly training people
can make a valuable contribution by
providing techniques, materials and
other instruction aids if it is not practical
for them actually to conduct the instruc-
tion.

A third consideration is apprentice
training. This method for providing op-
portunities for capable young men to
learn skilled trades has been developed
to such adegree that it now includes not
only manual skill training and the re-
lated factual information, but also con-
sideration of the important factors of
understanding and attitude.

Another field of endeavor is technical
training. Colleges and universities pro-
vide students with fine training in fund-
amentals of science and engineering.
However, young folks going into indus-
try need assistance, through training, in.
relating this basic knowledge to the re-

qguirements of the specialized industries
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in which the)' are employed. Needs in
the photographic industry are examples.
Formalized programs can help scientific
and management people keep abreast of
technical developments within their own
and related companies and areas of ac-
tivity.

Integrated Program

While this is an a%e of increasin%

scientific specialization, we cannot af-

ford to isolate scientific and engineerino
0

personnel from management problems,
for many of these newer employees are
future managers. Technical training

o

must be coupled with training in good
business and human relations practices
and provision must be made for the op-
portunity for technical men to develop
an understanding of these factors.

And now another most important
program—supervisor)' development. The
need in this area is for teaching methods
and materials that will influence the
supervisor's behavior when unusual situ-
ations arise in his own department, in
addition to teaching him principles of
good supervision. Techniques must be
developed that will motivate and enable
die supervisor to transfer the skill and
apply the knowledge he develops in the
class or conference room to meet the day
to day situations in the shop. It is alto-
gether too easy to obscure objectives of
Gaining by the use of techniques such
as role playing and case studies. Some-
times it seems to management that tech-
niques are stressed more than the goals
to be achieved.

And so we come to executive develop-
ment. This is an important factor and
°ne that has received increasing atten-
tion in industry over the past several
years. Some companies are just now
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awakening to the need. For others, the
recent emphasis represents an opportu-
nity for reappraisal of previous efforts
and an attempt to improve them. Much
of the discussion seems to center around
responsibility for executive development
and how it relates to training generally.
| personally believe that the concept of
executive development is only a part—
an integral part—of the larger training

function. If training is a management
O (o]
principle rather than a course, program

or procedure, then executive develop-
ment differsonly in degree and emphasis
from all other kinds of training.

Training people—if their thinking is
broad and flexible—can supply the tools
and methods with which higher levels
of management can direct the develop-
ment of its people, just as logically as
they can provide tools for first line or

middle management's use in training.
0 o}

Again, | would stress the importance
of developing methods and techniques
in cooperation with theline organization.

Executive Development

An executive development program
formulated and superimposed on a line
organization either by the chief execu-
tive or training staff, independent of
those who must make it effectivein the
line, will surely have a struggle for
survival. Top management iswell aware
of the need and looks to its specialists
to work with the operating management
to develop acceptable methods that can
be incorporated in the day to day oper-
ation of the company.

Executive development naturally be-
comes more and more an individual mat-
ter the higher one goes in the organiza-
tion. Just as departments within a com-
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pany turn to the training department
for centralized instruction when there
are too few people to justify complete
programs of their own, companies must
often turn to outside sources for help
when there are individuals with specific
needs that cannot be met economically
within the company. | refer to such aids

as use of college management courses at
O (o]

Harvard, Cornell, Columbia, Wharton
School, and others.

Management, of course, needs to re-
mind itself of the great responsibility it
places on its training people—and that
they too should have opportunities to
develop skills and acquire knowledge
other than that which rubs off on them
during their work. Adequate facilities
for refresher courses at recognized insti-
tutions should be maintained and used.

As a practical indication of the im-
portance we place on training in my
company | give you a few relevant fig-
ures.

1. There are 74 people classified as
instructors, training staff assistants,
and supervisors of training activities
in Kodak factories and offices in
Rochester. In addition to these,
there are numerous clerical person-
nel and some 10 people engaged in
such activities as the production of
visual aids for training purposes.
The total is over 100.

2. Of the 74 instructors and super-
visors, 28 are associated with train-
ing departments, while 46 are mem-
bers of the line organization serving
solely as job trainers.

3. There are also, of course, a great
many personnel supervisors, particu-
larly in the production departments,
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who devote part of their time to
training matters.

Let me summarize what |'ve tried to
say:
A. Forward thinking management
. [¢] o .
fullv recognizes the need for train-
ing and is looking to vou folks to
& &

help them do it effectively.

B. Training in industry is a neces-
sary factor in management perform-
ance. It assists management people
by

1. stimulating production

2. helping maintain quality stand-
ards

3. developing the proper spirit in
the organization

C. Training should be administered
by the line organization and should
cover

1. Orientation
. Skill training

. Apprentice training

2

3

4. Technical training

5. Supervisor}' devel opment
6

. Executive development

A single training course or even a
program is not enough to solve the prob-
lems of productivity and job satisfaction.
The development of human resources
needs to be one of the guiding principles
by which a business is operated. Only
if all levels of management and staff
clearly understand their relationships
and work together can training be suc-
cessful in the richest sense.



