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The purpose of this investigation was to
determine the effectiveness of an eight-
month management traming program
for college graduates conducted by the
American Management Association The
program was started i 1967 and 1s still
operating

The objectives of the program are

1 To present the type of education,
traming and concentrated dnll that
will prepare young people in the
philosophies, principles, skills and
actual tools of management,

2. To make the participants ghly de-

sirable candidates for employment in
any kind of orgamzation they wish
to enter,

3 To help the participants attain an
intellectual maturity, emotional
stabiity and leadershmip capability
more quickly than could be attained
at other sources

The teaching/learning techniques uti-
hized are broad and flexible Traditional
methods, such as lectures, small group
sessions and films, are used along with
more recent learning methods, such as
programmed 1nstruction, video-tape re-
play, business simulations and T-group
sesstons

There 1s no on-campus facuity Rather,
practicing managers, consultants, labor
leaders, government officials and edu-
cators are called in to discuss topics
relevant to particular program segments
At the begimning of the program each
participant 1s assigned to a small group,
headed by an on-campus preceptor, who
1s responsible for facihtating mmdiwvidual
and indvidual-in-the-group development
and mamntaimng program continuity

The course also mcludes a planned
self-development program designed to
enhance growth i areas such as emo-
tional stabibiy, responsibility, crea-
tivity, ete This emphasis on individual
growth and the use of professional
managers rather than academicians as
mstructors sets the program apart from
the typical business school approach to
teaching management The umqueness
of the program, therefore, as well as the

fact that there have been few evaluation
studies of long-term courses for poten-
tial managers (see a review of traming
evaluation studies i Mmer' ), necess
tated the evaluation of the effects of
this program

EVAULATION CRITERIA

The effects of any training program, of
course, must be evaluated in terms of
some criterion Martin? distinguishes
between internal and external measures
of training effects Internal criteria are
measures linked directly to the content
and process of the traming program, but
which have no direct connection to
actual job behavior, while external
criteria are those hnked directly to job
behavior Similarly, Kirkpatrick® makes
a distinetion among four types of tran-
ing outcomes — reaction, learning,
behavior and results Using Martin’s
terminology, “reaction” and “learning”
can be viewed as internal cniteria and
“behavior”> and “results” as external
critena

The classification systems described by
Martin and Kupatrick suggest a se-
quence for training evaluation To fully
understand the program processes and
its effects, 1t would seem necessary to
evaluate first the program’s effect on
internal cnteria, essentially asking the
question, “What specific changes in the
participant does the program produce?”
Then, as a second or later step, one
would use external criteria to answer
the question, “Are these changes or 1s
the program’s resultant product related
to improved job behavior?”’ Only by
first discovering the effect of the pro
gram on the participant can one fully
understand how the program affects
orgamizational behavior

As the first step m this type of evalua-
tion procedure, the present study
sought to ascertamn what specific
changes mm the participant were Ppro-
duced by the program More specifi-
cally, the mvestigation used the mternal
enterion of “learning” to evaulate the
program. According to Schein,? “learn-
g to be a businessman 1S a process
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of acqurmg (1) a certam body of
knowledge, (2) skils m implementing
this knowledge and (3) the attitudes and
values that define how and when and
for what ends the knowledge and skills
are to be used (p602)” Since the
distinctive quality of the program 1s its
emphasis on personal growth, learning
m the form of attitude and value change
was used as the internal criterion of
program effectiveness

In addition to the evaluation of the
mmpact of the program on its partici-
pants, a secondary goal of the study was
to determine if predictors of change
could be identified Were there certain
types of individuals who benefited more
from the program than other types and,
if so, could vanables which identified
these types be found? If such predictors
could be established these measures
could be used as selection t00ls so as to
choose participants who would be most
likely to profit from the program

The purpose of the investigation, there-
fore, was to assess the impact of the
learning experience on the participants
m terms of the changes in interest,
attitude and personality characteristics
A secondary purpose of the study was
to determme 1if predictors of these
changes could be found

METHOD

The sample was composed of 124 males
who were members of the first four
classes (1967-1968) There were 32 Ss
in Class 1, 14 1n Class 2, 48 in Class 3,
and 31 1n Class 4 The average age of the
participants was 24, with an age range
of 21 to 31 years All of the Ss were
college graduates, 58 per cent of whom
had majored in business or a business-re-
lated subject, and seven per cent of the
participants had completed some gradu-
ate work.

MEASUREMENT INSTRUMENTS

The following instruments, used to mea-
sure the changes which occurred during
the traming period, were admimistered
during the first week and a half of the
program and then readministered eight
months later, just prior to graduation

The Study of Values, Strong Vocational
Interest Blank (SVIB), Guilford-Zim-
merman Temperament Survey (GZTS),
Leadership Opmion Questionnare
(LOQ), I-E Scale®, and three question-
nawres designed to measure attitudes
toward management —Influence Ques-
tionnaire®, Public Opmion Question-
nawre (POQ III}*, and a portion of the
Participant Information Survey (PIS),
developed by the American Manage-
ment Association

The following measures, evaluated n
terms of therr abihty to predict the
changes that occurred, were administer-
ed during the first week and a half of
the program

Adaptability Test, Otis Self Administer-
g Test of Mental Ability, Miller Analo-
gies Test, California Test of Personality,
Edwards Personal Preference Schedule
(EPPS), Gordon Personal Inventory and
Profile, Biographical Inventory? , and a
portion of the Participant Information
Survey dealing with previous business
experience

DATA ANALYSIS

Change was analyzed by determining
the significance of the difference be-
tween the pre- and post-test scores,
using a two-tailed t test for differences
between non-independent means The
potential predictors of change were eval-
uated by correlating the predictors with
those changes or difference scores which
had been found to be significant Before
computing these correlations, however,
a principal components analysis of the
41 item Biographical Inventory and
eight item portion of the PIS was
performed, using varimax rotation and
an eighteen-values- greater-than one cn-
terion for selection of factors. The
highest loading item on each of the 18
resulting factors was determined and
only these 18 background items were
mcluded 1n the correlation matnx along
with the other predictors

RESULTS

The results revealed that sigmficant
changes 1n nterest, attitude and person-
ahty charactenstics occurred among the

participants during the eight-month pro-
gram According to Table I, there were
significant differences between the pre-
and post-test scores on 32 out of 74
subtests used A closer examination of
these sigmficant differences revealed
that they could be meaningfully group-
ed into five general areas of change
Usmg these groupings, the result can be
described as follows

1 LEADERSHIP STYLE

At the conclusion of the program, the
participants expressed a greater concern
for and faith n their peers and subordi-
nates than they had at the beginning of
the program After thewr trainng, they
decreased the extent to which their
supervisory leadership style would be
characterized by directing group activ-
ities and increased the extent to which
therr style would be charactenzed by
respect for subordinates’ 1deas and con-
sideration of their feelings In addition,
they increased their faith in the work-
er's potential and his desires for
responsibiity and changed their person-
al relations onentation, in the direction
of greater tolerance of people and an
increased faith in social institutions

2 ATTITUDE TOWARD BUSINESS

The participants perceived business in-
stitutions as more ethical and socially
responsible after the training expenience
than before this experience At the
conclusion of the program they favored
greater freedom from union interven-
tion 1 busmess affairs and a greater
expansion of corporate responsibility
Furthermore, they expressed more trust
in busmess, increased their behef that
one can be moral as a manager, and
decreased their desire or need to be-
come mvolved, as a private citizen, 1n
local community activities. A more posi-
tive attitude toward busmess was also
evidenced by their greater :dentification
with business and professional men and
an mcrease mn therr estimation of aver-
age starting salaries in business

3 SELF-CONFIDENCE

The class members exhibited greater
self-esteem, composure and desire for
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Table

PRE- AND POSTTEST MEANS AND SIGNIFICANCE OF DIFFERENCE SCORES

Test Pretest Mean Posttest Mean
GZT1S
General Activity 18 156 2058**
Restraint 16 89 17 19
Ascendancy 1823 2069
Sociability 20 00 2198**
Emotional Stability 1776 20 04**
Objectivity 18 04 19 40**
Friendliness 1411 1364
Thoughtfulness 18 62 19 39*
Personal Relations 17 54 19 79**
Masculinity 19 31 2001
Study of Values
Theoretical 3994 40 99
Economics 47 51 47 96
Aesthetics 3493 36 15*
Sociability 37 68 36 50
Political 45 48 45 67
Religious 33N 3290
LOQ
Structure 5135 48 59**
Consideration 56 14 57 99**
I-E Scale 754 574**
POQ
1 Management — Labor Relations 1319 1257
2  Business — Government Relations 22 83 2220
3  Corporate Responsibility 1202 1133**
4  Relations to Society 1129 1084**
5  General Cynicism 22 13 2279
6  Amorality of Managerial Role 827 7 556*
7  Classical Management Theory 1072 1044
8  General Conservatism 1158 11 21
9 Change and “‘Cosmopolitanism” 25 50 26 33
10  Faith in Workers 9 36 go1**
11 Behef in Group Incentives 530 514
12 Belief in Group Decision Making 1219 12.36
13  Interpersonal Orentation 7175 775
14 Rught to Privacy 973 1018
15  Cynicism About How to Get Ahead 741 7 32
16  Cynicism About Conformity Pressures 6 48 6 55
17 Specialization vs General Skills 694 647*
18 Corporate Size 2 32 248
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Table | — Continued

PRE- AND POSTTEST MEANS AND SIGNIFICANCE OF DIFFERENCE SCORES

Test

Influence Questionnaire

SviB

PIS

Public Speaking

Law

Business Management
Sales

Merchandising

Office Practices
Military

Technical Supervision
Mathematics

Science

Mechanics

Nature

Agriculture
Adventure
Recreational Leadership
Medical Service
Social Service
Rehgious Activity
Teaching

Music

Art

Writing

AACH

DIv

MO

OIE

oL

Free Enterprise

Profit

Advertising

7a  Salary

7b  Expected Salary
7e  Salary Importance

8 Community Activities

9 Cultural Activities

10  Student — Businessman Discussion

Pretest Mean

43 57

60 90
62 60
63 61
57 61
62 02
52 69
49 45
57 62
47 88
4595
46 56
4203
46 61
60 07
54 31
53 38
57 46
50 57
52 06
5126
52 58
52 97
4128
58 53
48 23
36 51
6120

47 18
67 32
3999
375
572
313
399
338
470

Note Ns for significance tests range from 68-108 (missing pre-and/or posttest data)

* Pre-posttest mean difference score significant at 05 level
** pre-posttest mean difference score significant at 01 level

Posttest Mean

4159

6134
6158
62 20"
60 15
62 37
54 05
49 09
55 25"
49 38
4479
46 56
44 20**
48 34
63 82"
54 66
5161
57 78
50 49
54 58**
5304**
55 47**
556 06" *
42 83"
59 95*
49 49
3366*"
63 05"

48 48

68 61

3975
430"
579
309
384"
335
473

31



reflectiveness when they left the pro-
gram than when they entered it They
expressed a stronger belef that events
and rewards were confingent upon therr
own behavior rather than upon the
actions of more powerful others or
upon chance They were more optimis-
tic and exhibited more evenness of
mood and mental poise In addition,
they became less self-centered and sensi-
tive and placed more value on thinking
than overt activity.

4. NEED FOR SOCIABILITY
AND ASCENDANCE

The participants had a greater desire to
form relationships with people and
groups and to exert a leadership role in
these relationships after the experience
than before it At the end of the
training period, the class members were
more extroverted and interested in sales

They exhibited a greater tendency to
lead rather than follow and changed
therr general activity orientation, in the
direction of a more rapid pace of
activities, efficiency and enthusiasm

5. DIVERSITY OF INTEREST

The class members exhibited a wider
range of interests at the conclusion than
at the beginning of the program After
the traming period, the participants
placed a greater value on aesthetics and,
mn particular, they became more mter-
ested in nature, art, music, adventure,
teaching, writing and academic achieve-
ment and exhibited a decreased but still
above average interest in business man-
agement and techmcal supervision They
also increased their behef that a man-
ager should be a generalist rather than a
speciahst

We don't cut small training meetings down to size.

They're just as important to us as the big ones That's why we'll put our
entire staff at your disposal Why the ballroom or conference suite 1s set
up and ready when you are And why we supply an emergency case with
phers, extension cords, thumbtacks, and 57 other items you might need
To make sure your meeting 1s a success No matter how small it is

For a free meeting plonning kit write on your letterhead to

hospitahty motor nns, inc, Dept 206-BZ, Midland Bidg , Cleveland, Ohio 44115

Cleveland, Columbus, Toledo, Pittsburgh, Lexington, Lansing,

“ospimliiy motor inns

, ft Wayne, and Grand Rapids

Circle No 259 on Reader Service Card
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PREDICTORS OF CHANGE

The results also revealed that predictors
of these changes could be identified Of
the 32 significant changes, 26 were
related sigmificantly (P € 05) to one or
more of the predictor vanables The
average absolute value of these signifi-
cant correlations was .25 The measures
of background or past expenence, in
particular the Biographical Inventory
items, were better predictors of change
than either the intelligence or the per-
sonality measures Twenty-four out of
the 32 changes were related significantly
to one or more of the 18 background
items (IFi= 26), whereas only three
changes were related to one or more of
the three mtelligence tests (Irl=.24) and
only 11 changes related to one or more
of the 26 personality subtests (I¥l= 24)
Table II shows the predictive vahidities
of the six background items which were
related to four or more of the signif-
icant change scores, arranged according
to area of change

DISCUSSION

The results revealed that meamngful
changes m the participants did occur
during the eight-month management
tramning program and that these changes
seemed to correspond roughly to the
objectives of the program The more
considerate leadership style and positive
attitude toward business seem to have
prepared the participants, in part, “in
the philosophies, principles, skills and
actual tools of management” The In-
crease m diversity of interest should
“make the participants highly desirable
candidates for employment 1n any kind
of organization they wish to enter,” and
the mcreased self-confidence and need
for sociabiity and ascendance are im-
provements i “intellectual maturity,
emotional stability, and leadership cap-
abihity ” Thus, these results suggest
that the program, utihzing exposure to
the principles and practices of profes-
sional management and a programmatic
self-development program, has been suc-
cessful in producing significant nterest,
attitude and personahty changes and
these changes are consistent with the
objectives of the program
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Table It

CORRELATIONS BETWEEN BACKGROUND MEASURES AND SIGNIFICANT CHANGE SCORES

Background Variables

Significant No of Age of
Change Education Colleges Family First Self Social
Scores Level Attended Affluence Drink Estimate Interest

Leadership Style
GZTZ-P -21 -38

POQ-10 28

Attitude Toward
Business

POQ-1 26
SVIB-OL 26

Self-Confidence
GZTS-0 -27

GZTS-T 25

I-E Scale 20 25

Need for Sociability
and Ascendance

GZTS-A 27
SVIB-Scales -24 -23
SVIB-OIE 27 -32 -32 - 25

Diversity of Interest
POQ-17 19

SVIB
Tech Sup -22 30

Advent 28
Art 23
Writing 26 33
AACH 24 25
DIV 34 22 24

Note All correlations entered in the table are significant at the 05 level, Ns range from 78 to 108




Having estabhshed the existence of
these changes, further research i1s now
needed to determine 1f these changes are
associated with job success This second
phase of the research project would
relate the interest, attitude and person-
ahity changes to external critera, such as
supervisory ratings, salary increases and
promotions

In addition, the mmportance of these
results points up the need for a control
group study. To venfy that the changes
were a function of the tramning expern-
ence, rather than other factors such as
maturation, {est-taking expenence or
group hving, it would be necessary to
compare these changes with those that
take place over the same time period
among a group of individuals whose past
and present experiences are similar to
those of the participant but who are
undergomng an educational experience

which 1s dissimilar to the present train-
Ing program.

PERMANENCY OF CHANGE

The results also suggest the need for
further study of these 124 participants
to determine the permanency of these
changes Some nvestigators have found
that interests, attitudes, etc, altered by
a course of study, often revert back
to therr onginal level when the partici-
pants leave the course environment The
present results would be even more
meaningful if the changes could be
shown to be long-lasting ones

Finally, the results revealed that predic-
tors of these changes could be identi-
fied The findings suggest that measures
of background and past experience can
be used to select those applicants who
will most benefit from the trainmng
program Since this investigation was of

managers

The Magqua Company
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EFFECTIVE MANAGEMENT THROUGH WORK PLANNING
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operation and to encourage greater output from his subordinates
Because you know “being the boss” just isn’t enough to get
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The entire planming process 1s placed before you- in definite
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995-50B
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an exploratory nature, several additional
research studies are necessary to defi-

nitely establish the practical utility of
these predictors For example, the cor-
relates of change should be studied
within homogeneous subsets of the
sample, defined by the mitial test score,
to ascertan if the relationships vary as a
function of the pretest score® Also, the
relationships between measures and the
change scores should be mvestigated, as
well as studying the vahdity of these
predictor variables within a new sample

NOTE
The author 15 indebted to Dr Treadway
C Parker for designing the evaluation
procedures and supervising the data
collection
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