A Strategy
For Excellence

seeking a closer relationship with education

The following article was first pre-

sented by  Mr. Estes to
participants of ASID's 3lst
National Conference, held in Las

Vegas, May 11-15.

| appreciate this opportunity to be
with you — and not just because
you chose Las Vegas for your
ASTD conference site. This is an
exciting town, of course. | don't
know of any place in America
where you can so clearly see the
human compulsion to take great
risks if the potential rewards are
great enough.

It's not as obvious to most
people as the rattle of dice and
clatter of slot machines here in Las
Vegas, but it is true: this country,
its people and its industry grew to
be as great as they are today be-
cause Americans have been willing
to take reasoned, calculated risks.

"Billion Dollar Betting"

At General Motors right now,
for instance, we're betting billions
of dollars that we can continue to
be successful in the marketplace
by building new cars in the future
that are lighter, smaller on the
outside, more functional and more
economical with a gallon of gas. |
think it's safe to say that our for-
ward product program is the most
ambitious and costly in the peace-

time history of the automobile in-
dustry. But we're sure we're going
to have a string of winners, and
that's not always the case when
you do your gambling here in Las
Vegas.

General Motors does support the
training and development special-
ties that are represented at this
national ASTD conference. Skilled
management is more vital to suc-
cess today than ever before; so isa
work force of highly trained,
highly motivated employees; and
there's always the need for clear
channels of communication be-
tween the two.

ASTD at GM

We're very proud of the GM em-
ployees who are members of
ASTD. We have quite a few. |
don't consider myself one of GM's
experts on training or develop-
ment. But | think | do understand
and appreciate the importance of
these activities and the people who
implement them.

As | see it, the important ob-
jectives that ASTD represents
were once summed up very neatly
and colorfully by John Gardner, a
former secretary of Health,
Education and Welfare who now
heads Common Cause. Let me
quote directly what he said:

"The society which scorns excel-

Elliott M. Estes
President
General Motors Corp.

lence in plumbing, because it is a
humble activity, and tolerates
shoddiness in philosophy, because
it is an exalted activity, will have
neither good plumbing nor good
philosophy. Neither its pipes nor
its theories will hold water!™"

Excellence Demanded

Yes, modern society demands
excellence at the decision-making
level, but no more so than it does
from the people who work with
skilled hands. If one of these
groups falls short of excellence, it
will eventually undermine and
undercut any success being
enjoyed by the other. Good man-
agement cannot long exist without
good production work and good
production work requires the
direction of effective management.

A half century ago, a character
in an E.B. White short story com-
mented, "l predict a bright future
for complexity in the United States
of America. Have you ever con-
sidered how complicated things
can get," he went on, "with one
thing always leading to another?"

White's character was right.
With one thing leading to another,
we have seen unprecedented
change and increasing complexity
in the past 50 years — in technolo-
gy, in society, in business, in
philosophy, in education, in train-
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ing and development and in the
need for training and develop-
ment.

Management has
changed. When 1 j 40
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GMI, there was not a single federal
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we need mechanics '1;‘1“}'}('\(} with
modern Lools, but most of all, mod-
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and good products at fair prices,
and help with the various com-
munity funds and that's it. Cer-
tainly, the management of that
earlier era never imagined that the
actions of a few desert nations
halfway around the world could
one day have a sudden and devas-
tating impact on car sales right
here at home.

Modernized Training

The demands on the men and
women who work with their hands
have been just as dramatic. Take
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ASTD president-elect; Dave Coplai,

Bill Sandy Corp.; and Chet Francke,

ern training.

It seems fairly obvious to me
that almost all workers, whatever
their jobs, wherever they fit into
the organization chart, will per-
form better if they are subject to
one or more of the activities that
fall under the general heading of
training and development. But it
must be the right kind of activity.

At General Motors, our training
programs have ranged from teach-
ing reading, writing and arithme-
tic, which we do for some of our
hourly workers in South Africa, to

Training and Development

ves Lo MIT,
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Mar Jl\\umn once remarked, 1
have never let my s hwﬂmy inter
fere with my education.” In 1mu
with that, [ do not believe that
training and development, activi
ties should get an automatic carte
hlanche from management for just
any kind of program.

“Real” Education
In xummr”nm training and de-
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is looking on for
employ ooling for
sehooling fore, train-
ing programs zmm tve 1 synch
with management - with manage-
ment's Is and objectives and

the strategy that bas been laid out
for achieving them,

Cne of Uw ASTI s objectives
that I believe should get the |
est priori COVETY,

yois the d en-
couragement and development of

skilled, efficient managers for the
future, Programs designed to do

cult to judge

this are more diff
e teach a

than the
single, sp:

But tr mumg
five, s o pay Im"* itsell; e
be s Training ought
to t o fmw what it does
vvvvvvvvv : surable benef
the co‘mpdny. And I recognize it is
not always easy to measure suc-
cess in terms of dollars saved, in-
creased productivity or improved
quality.

At GM, we have found that our
best trainers are those who under-
stand our goals, those who clearly
perceive the problems that have to
be overcome to achieve them; they
are the ones who will then set up
realistic programs to teach em-
ployees to correct those problems.

If trainers will concentrate on
designing the right kind of
programs, ones that clearly ad-
vance the aims of the organization,
they will deserve the strong sup-
port of management, and usually
they will get it.
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Training Budgets Cut

| recognize, of course, that a his-
torical complaint of many trainers
is that they do not have the full
support of management, and that
they are not included at the high-
est levels of decision making. | also
understand that complaints have
grown as the nation's economic sit-
uation worsened — that many of
you felt your activities were the
first to have their budgets cut, and
they may have been alittle deeper.

Yes, at General Motors, we've
had to cut our spending for train-
ing and development. With sales
down, production off, profits down
and thousands of workers on lay-
off, we had little choice. But we
have also had to cut back on all of
our activities and most of our
staffs. And in cutting back on
training, we have tried to do it ju-
diciously — not with a meat axe.

The proof that management,
even in times like these, will sup-
port training programs if they are
clearly paying their way and fur-
thering management's goals can be
seen throughout General Motors.
For instance, Pontiac Motor Divi-
sion has suffered substantial pro-
duction cuts and lay-offs. Some
training personnel have been reas-
signed, but the activities of the de-
partment have continued. Activi-
ties such as Pontiac's Team Audit
Program, the assessment and dis-
cussion of individual performance
with employees, are continuing. In
fact, some training activities have
been increased to take advantage
of the additional time that is avail-
able because of low production
volume.

Training Program Support

During this period of reduced
output, GM's Central Foundry Di-
vision has extended its Salaried
Employee Utilization Program, in
which employees become directly
involved in establishing goals,
measuring progress and develop-
ing their responsibilities and du-
ties.

There are still about 110 individ-

uals working in Organizational De-
velopment - related activities
throughout the corporation. In
some locations, pre-supervisory
programs have been expanded.

In addition to continued training
for GM employees, we still have
just as strong a Dealer Manpower
Development Program. In an
economic downturn like this, this
program to train our dealers' retail
sales personnel has taken on new
significance and importance.

The point is: when management
knows that solid contributions are
being made, training activities will
still get support — even in the face
of severe economic conditions.

When it comes to giving training
a greater voice in corporate deci-
sion making, | think you've got to
earn it. | don't believe many man-
agements will voluntarily give
trainers a seat on the highest de-
cision-making council just because
trainers want it. But | don't be-
lieve they will deny them that
seat, either — once trainers have
proven that they deserve it.

If trainers are to enjoy greater
influence in the corporate board
rooms of America in the future,
you've got to convince us of your
worth to the organization; you've
got to prove that your contribu-
tions can be real and lasting;
you've got to show us that training
really can help management
achieve its goals.

| believe trainers have the po-
tential to do all these things. But
as someone has said, the problem
is not so much that management
does not believe in training, but
rather that most past training pro-
grams have given management so
little to believe in.

If you feel that your manage-
ment isn't giving you enough man-
power, enough money, enough in-
fluence at the top, then | say you
should look at your own operation
— look at it objectively, try to see
it through management's eyes.

Do you have a systematic ap-
proach to training problems — an

approach that will give manage-
ment confidence in your ability to
predict and deliver results? Does
your typical training proposal re-
flect sufficient insight into man-
agement's priorities and decision
processes? Are you aggressively
seeking new responsibilities rather
than waiting for them to be handed
to you?
People Factor

People — that's why training
and development programs have
such exciting potential; they deal
with people. Here in the United
States or around the world, every-
where quality, cost and service to
the customer is important, and all
these things depend on people.

People who need to be trained.
People who need to be motivated.
People who need direction. People
who need skill as managers.
People who have to understand the
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organization's goals if they are to
contribute fully to achieving them.

The only thing that sets General
Motors, or any other company,
apart from its competitors is its
people. All manufacturers have ac-
cess to the same basic technology.
We use the same basic tools in our
plants, the same kinds of raw ma-
terials, the same ways to try to
reach potential new customers.
What is different? The skills,
quality and dedication of our
people.

As trainers, the challenge before
you is great. But so are the re-
wards if you live up to your poten-
tiall

Strategy For Excellence

At General Motors, our plan for
tapping more of the potential of
training and development — our
strategy for excellence — is based
on four main elements.

First, we are moving toward
strong centralized corporate poli-
cies and standards for the training
and development of our people.
Under GM's longtime policy of de-
centralized operating responsibili-
ty, we haven't had this in the past.
As a result, some of our 150 local
operations have had very effective
training programs while others
have hardly had any at all. We now
believe that the complexity of the
times requires more corporate
direction. We have already
consolidated the operation of the
GM Training Centers programs
and other consolidations are being
considered.

As part of this move, we have
also established new corporate
estandards for supervisory train-
ing. These very detailed standards
set the performance levels
required of every GM supervisor.
Our various divisions must provide
training to meet these standards,
but they are free to develop their
own individual ways of doing so.

Under this more centralized ap-
proach, the Corporation will begin
auditing the divisions' efforts to
see if they meet the standards and
comply with policy.
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A second major element in our
plan is the development of strong
loca training functions in our
divisions or our various plants.
Each one will be staffed with train-
ing professionals, skilled in all
phases of their jobs, but especially
in managing the training process.
We believe the day of the stand-up
trainer isjust about gone — so we
are now counting on skilled profes-
sionals who can design training
solutions to operating problems. A
small centralized staff will act as
consultants and program special-
ists to these local trainers.

"Multiplier" Effect

Third, we want to make greater
use of operating or line people as
instructors. This will enable the
trainer to spend less time conduct-
ing programs and more of it in de-
signing training solutions. More of
the stand-up training will be done
by supervisors and other operating
people. This gives us a"multiplier”
effect, greatly magnifying the
trainers' influence by the use of a
cadre of instructors. In doing this,
we will provide supervisors with
some basic trainer skills and then
equip them with highly structured
training materials.

The fourth and final element in
our strategy isthe wider use of the
external education and training re-
sources that are available. We are
trying to develop closer relations
with schools, especially high
schools and community colleges.

For example, when our Packard
Electric Division decided to put a
new wiring harness plant near
Jackson, Mississippi, we worked
very closely with Hinds Junior
College. The school provided the
building and the students; we
provided the instructors and the
specialized equipment. In that
case, potential employees were
trained before they were hired,
and our results in that plant, by
just about any measure you can
imagine, have been extremely suc-
cessful.

In seeking a closer relationship

Training and Development

with education, we are keenly in-
terested in the career education
movement that is taking place in
the United States. We believe this
may give industry and education
the chance to form a new, more
mutually beneficial alliance. We
are also taking greater part in uni-
versity* sponsored executive de-
velopment programs.

We believe this is a sound pro-
gram — arealistic one. We believe
it will help General Motors'
employees help management
achieve our goals.

As trainers, you have contribut-
ed a great deal already. Much
more remains to be done. This
country must have good plumbing
and it must have good philosophy.
We have too many urgent chal-
lenges facing us to waste our time
and energies fixing unnecessary
leaks in either our pipes or our
theories. We need to do the job
right the first time — do it with
highly trained, highly motivated
people. People — that's the only
real strategy for excellence.
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Elliott M. Estes is president of Gen-
eral Motors Corp. He is amember of six
of GM's top policy groups: Engineering,
Industrial Relations and Public Rela-
tions, Marketing, Personnel Adminis-
tration and Development, Research and
Overseas. Prior to being elected presi-
dent of the corporation, he was a direc-
tor of GM and executive vice president
in charge of the Operations staff. A lead-
ing participant in many engineering in-
novations introduced by the Pontiac Di-
vision. he assisted in the development of
the "wide track" principle and the devel-
opment of the Tempest, the first Ameri-
can automobile to have a front-mounted
engine and arear-mounted transmission
for equal weight distribution.
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