Appendix G

Westinghouse
Corporation’s
Andragogical Executive
Forum

P

Ore afternoon some time ago, I received a phone call from A.J. (Bud)
Murphy in Pittsburgh. Bud was then director of Executive Course
Development for Westinghouse Electric Corporation, and he explained
that he had received instructions from “upstairs” (the corporate policy
committee} to develop a course for new and near-term general managers,
He underlined the urgency of the request by sharing with me the fact that
top management was concerned about the ratio of general manager
replacements due to poor performance and the non-availability of trained
general manager candidates. But Bud was feeling special pressure becayse
the committee had specified that the new course must be different from
and better than any existing management development models, and that it
must be tailored to developing Westinghouse managers.

Bud explained that the reason he was calling me was that he had heard
me make a presentation on andragogy at the national convention of the
American Society for Training and Development a couple of years earlier,
and he wanted to explore the possibility of adapting this model to
Westinghouse’s specifications. We made a date for him and one of his as-
sociates to come down to Raleigh for a day. Our discussion on that day led
to our setting up a meeting in Pittsburgh with a group of associates from
the corporate staff and the policy committee a month later,

We agreed that the starting point would be to ask Westinghouse top
management {with the help of their executive vice-presidents and general
managers) to develop a list of the essentia] competencies required to per-
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192  The Adult Learner

form the role of Westinghouse general manager. They generated a list of
123 items which were grouped into six traditional areas: marketing,
engineering, manufacturing, finance, personnel and general management.
Then, six task forces were established, one for each of the functional areas.
Each task force was chaired by an experienced and successful senior
gencral manager, and consisted of five general managers, an executive
vice-president as adviser, one or more staff specialists as resources, and an
assigned writer to record and report task force deliberations. The task
forces were to determine what and how much a general manager needs to
know in the specific functional areas.

While the task force meetings continued, I met with Westinghouse
management to discuss in greater depth the ramifications of the adult
education process and how it might be used in the Westinghouse program.
It was recognized that the outputs of the six task forces would be the basic
material from which the course would be fashioned.

The following assumptions were developed in keeping with the reality of
the Westinghouse situation and congruent with the concepts of adult learn-
ing underlying the andragogical model: (1) all participants would be in the
course because they had demonstrated they were high achievers, ex-
perienced decision-makers, smart operators, and self-starters; (2) each
participant had been more exposed to and experienced in certain areas of
gencral management than others; (3) each participant, therefore, would
need strengthening in some areas of competence more than in others; and
(4) most useful to the participants would be a supportive environment and
a set of resources for helping them assess their own needs and plan a
program of continuing self-development (rather than a prescribed course
of instruction)}.

It was further agreed that the purpose of a management development
program should be to help new general managers and high potential
managers develop the competencies required for performing their role in
general management, and that the program must be built around the
modelling of the required competencies. Another early decision was that
such modelling could best be done by successful Westinghouse managers
who could share with the participants their managerial experience, know-
how, philosophy, attitudes, sense of values, and priorities (their competen-
cies). Thus, by virtue of participation by the general management in the
entire process—determining course content, making presentations, and
participating in the program—the course was from the beginning
recognized within the corporation as one “from general managers, by
general managers, for general managers.”

Because of the functional orientation of the task forces, their outputs
(except for the general management task force) were, for the most part,
too detailed and combersome. They tended to describe competencies re-
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fguired of specialists in the respective categories
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Table G-1

Characteristics and Implications of Adult Learning Theory

There are a number of implications contained in the learning theory uti-
lized in the Executive Course that flow from the identified characteris-
tics of adult learners. These characteristics and their implications have

been developed by Malcolm S. Knowles.

Characteristics of Adult Learners

Implications for Adult Learning Implications For Presentors

Self Concept: The adult learner

sees himself as capable of self-direc-

tion and desires others to see him
the same way. In fact, one defini-
tion of maturity is the capacity to
be self-directing.

Experience: Adults bring a life-
time of experience to the learning
situation. Youths tend to regard
experience as something that has
happened to them, while to an
adult, his experience is him. The
adult defines who he is in terms

of his experience.

® A climate of openness and respect Presentor

s recognize participants as self-direct-

is helpful in identifying what the ing. .. and treat them accordingly.

learners want and need to learn.
The presentor is a learning reference for the

® Aduits enjoy planning and carry- participants rather than a traditional instructor;
presentors are, therefore, encouraged to *tell it

ing out their own learning exer-
cises. like it is” and stress “how I do it” rather than
tell participants what they should do.

® Adults need to be involved in eval-
uating their own progress toward The presentor avoids “talking down” to partici-

seif-chosen goals. pants who are experienced decision-makers and
self-starters. The presentor instead tries to meet

the participants’ needs.

As the adult is his experience, failure to utilize
the experience of the adult learner is equivalent
to rejecting him as a person.

® Less use is made of transmittal
techniques; more of experiential
techniques.

® Discovery of how to learn from
experience is key to self-actuali-

zation.
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Readiness-to-Learn: Adult devel-
opmental tasks increasingly move

toward social and occupational
role competence and away from
the more physical developmental
tasks of childhood.

A problem-centered time perspec-

tive: Youth thinks of education

as the accumulation of knowledge

for use in the future. Adults tend
to think of learning as a way to

be more effective in problem solv-

ing today.

] Mistz_ikcs are opportunities for
learning.

. Tg reject adult experience is to
reject the adult,

® Aduits need opportuniti i i
\ es to iden- Learnin i
” : . g occurs through helping partici
fy hth'cz competency requirements  with the identification of ga l; if tIl)l l'lllClpaﬂ}S
ol their occupational and social  knowledge P ceamers
roles. =
. _ No questions are *“stupid”’; i
® Adult readiness-to-learn and “opportunities” fo:tll;apld' ' Questions are
tea.chable moments peak at those e
points yvhere a learning oppor-
tunity is coordinated with a recog-
nition of the need-to-know,

] Adu!ts can best identify their own
readiness-to-learn and teachable
moments,

® Adult education needs to - i is i
!em_cemcred o oeds 10 tt;:ae];;::)- The primary emphasis in the course is on stu-
ically oriented.
Involvement in such things as problems to be
solved, case histories, and critical incidents
generally offer greater learning opportunity
for adults than “talking to” them.

L F ormal curriculum development
is less valuable than finding out
what the learners need to learn.

® Adults need the opportunity to
apply and try out learning quickly.

dents learning rather than on teachers teaching.
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nine-point scale from “I don’t know what I need to know” at one

end to “I know all I need to know” at the other end.

3. One day of orientation, including (a) introduction to the assump-
tions on which the course is based, (b) explanation of the plan of
work, (c) organization of work groups of six persons each, and (d) a

group-building exercise.
4. Four content units: (a) organizational understanding, 4 days; (b)
mission and planning, 3 days; (c) people management, 4 days; and
{d) division operations—measurement and control, 4% days. Each

content unit consisted of presentations by corporation executives
small group exercises, case

followed by group discussions,
problems, role playing, business games, and other learning cx-

periences, During each unit participants diagnosed their
competency-development needs and ended up with a “Continuing

Personal Development Plan” for the competencies in that unit,
5. A half-day closing session which included reviewing and refining
1 Development Plan (see Table H-2

the total Continuing Persona
for an example), arranging times and places for geographical
cluster-groups to meet for follow-up clinics, and evaluation of the
course by work-groups.
6. A post-course assessment asking participants to rate themselves on
the same competencies on which they rated themselves pre-course.
7. A follow-up survey of participants in which they were asked to re-
spond to the question, “Since attending the Executive Course, what
are the two most significant improvements or changes in your

managerial skill and/or knowledge?”

rticipant evaluations, changes were
f subsequent sessions of the Ex-

problem areas and
of strategies for cor-
ugh will de-

(table continued on next page)

Evidence of Attainment

Date
When I develop a better understand-

ing, my contribution to the business

y plan will improve.

month hence, repeat the sequence and

determine my progress.

Identification of
rection. The follow thro

termine the attainment.

Twill  Twill review this log, establish
the development

termine priorities and goals, and then one

ews of specific
, but not to
will be con-
pecificall
get a better under-

ng of
plan to have
y staff, We cur-
general staff
personal develop-
trips, etc. in the market-

personal log to de:

Strategies and Time Frame

Table G-2
Personal Development Plan

member of my staff will improve our

team effectiveness. This
ducted in lieu of one
standing of the international market.

Also, discuss my

the depth I believe we should. Each
Hayward to learn more about the
ment plans in this area with Ni
Beldecos and request he give Jf:k
greater exposure through the vehicle

power generation market s

During the month of January,
and in addition,

maintain a
meeting once a month.

rently review statements
Ni .
ick Beldecos and Bill Hayward  Schedule discussions with Bill

how I allocate my time.
extended monthly revi

financial statements, I
statements with m

inuing
of meetings,
ing area.

Cont

As a result of data obtained from pa

made in the schedules and activities 0
ecutive Forum, but the basic design has held up, with two exceptions: (1)

the pre-assessment and post-course diagnostic exercise have been
eliminated and (2) the original workbook statements of competencics has
been eliminated in favor of having participants make their own list of
needed competencies as a part of their work in the four content units.
The evaluation of the Forum by the participants has been highly positive

with such phrases as “outstanding course,” “‘the best course 1 ever at-
tended,” “a unique experience,” and “absolutely superior,” being repeated
consistently in the group reports. But the most convincing evidence of the
payoff of this approach comes from the post-evaluation reports of changes
in what they are actually doing on the job, of which the following are buta

small sample:

Sources/Resources

Read Peter Drucker’s The
Curt Marquard and Jack Simons To get a better understandi

Effective Executive again.

for John Doe
Subject

Time Management
Financial Statements

Market

I am involving my key management personnel more frequently in those deci-
sions determining the right strategy, not just those decisions involving tac-
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Table G-2. Continued
Continuing Personal Development Plan

The Adult Learner

Date

for John Doe

Evidence of Attainment

Strategies and Time Frame

Sources/Resources

Subject

Increase market share of interunit

’t have at this business on a competitive basis, The

Develop an interunit business mis-

sion, something we don

Al Cleveland, Bob Simrpcrs,
John Harrington and Nick

Beldecos

Interunit Business

corporation would also benefit be-
cause this keeps cash within West-

inghouse.

i i te a mar-
marketing, I intend to crea
keting manager position that prob-
ably will be filled from outside the

end. In addition, the present organi-
division.

time. This will be complete by year-
zation is sales oriented instead of

The study will give direction on the

continuance of the business.

i he
Establish a task force to study t
viability of these plants. The task

Carroll Sinclair, Steve Miketic,

and Bud Murphy

QOutlying Plants
Irwin-Linh'art-
Copper Mill

force has been formed and is chaired

Rod Peckham. The study will
gzgin with the Irwin plant and a final

. . . 4
rt will be issued. Linhart an
l.C{-‘op;:pm‘ Mill studies will come later,
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tics. . . . It is now becomin
management.

An objective established during the course was to im
with employees. Since the course,
at least one day in each reviewi
strategy. Believe this will contriby

I have visited all offjce location
ng our business objectives a
ute more to team effort,

I employ more
tive. I also found th

Have been able to focus more i
time to planning.

1 have started a process of contin

199

g much easier to delegate decisions to functional

Prove communications
3, spending
nd planning

participative management and found it to be much more effec-
at the class members are a great source of information,

ntently on major objectives by allocating more

gency planning which has not existed in the
operation,

Increased accounting knowledge most h
where my controller has “honey pots”

elpful, particularly in understanding

sct up and the importance of the
balance sheet accounts, Our records in iny

siderably.

The course showed me that I was

deficient in understanding the controiler
function. This has prompted me to take a new interest in things financjal, i

nancial and other types of
nderstanding of my

have developed some simple models for fi

forecasting that have improved my visibility and u
business.

I have been somewhat

more effective in control
both on and off the job.

However, I stil] have al

I find the biggest single factor to be ability to utilize the class as a resource for
ckground, experience, personnel m

atters, problem solving—in short, a
reliable group of consultants on a full spectrum of business matters.

In some ways perhaps the most im

pactful outcomes of the Executive
Forum have come from the fact that

more than 100 executives of the cor-

ulty resource people, thus enabling
potential managers to come into personal contact with the company’s

leadership and building a sense of identity and a spirit of cohesiveness. But
there have been severa] reports, too, of evidence of a better understanding

by management of the role and process of training—and increased support
of it,

ling the use of my own time
Ong way 1o go on this effort,

estment amounts has improved con-
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ized b
Perhaps the spirit of the Executive Forum can best be summarized by

ive i i i orum:
these remarks made by a corporate executive in opening the eighth F

. .
Welcome to Westinghouse Executive Forum Eight!

i ink it
This three-week session used to be called the Executive Course, but we th
is more appropriate to call it the Executive Forum.

i i i forym is
If you think about what a “forum” is, I thmk, you will agl;e:.dﬁﬂ ;)gruthm
i¥ ed as a meeting for open discussion. That’s wh'fxt ioes iy
?lfr:; weeks—open discussions with about 100 Westinghouse

? Well, that’s
Why are you here? What do you expect to get out of the Forum? Wel
pretty much up to you. | , -
There’s no material to learn. There are no lessons assigned. It’s not n ry

3. ] b
y
to [ake a ]()t Of nOteS, becallse the fOI um doestl .t 'equ"e on t0 remember a

1
well, You're on your own.

i 's goin
During the three weeks you will have an opportunity t‘o ﬁn‘;de (;uxtn \::_1:; ffgct i‘:
1:1 ::1 %Vestinhousc and get some ideas on how you might
o

manager in Westinghouse. "
You will be able to do this because you are exposed to some 100 succe

w 1 hﬂ]lse ge“elal man g y w' i Wit.h )‘Oll their cX-
[+ ].ﬂg agers. The l“ bc Shal'mg ;
pBrlen y ] CIr

their priorities. , e

These 100 managers are your faculty. But don’t expect tt::ga:‘;;zumssful
d lecturers—in the usual sense. Refnember. they t]?1'?. g T with you

?r?anagers coming out here to share with you what they do,

about how they manage. They are resources.

DUI[ tlle [~ weeks ou wlll llave lOtS Of appor tlllllllcs to a. uestions. In

tions, ‘ .
i ing i with the

[ would encourage you to get involved in exf:hangmg 1deas.b;l"r a1l'l'[('ll:legF0rum ©

fa‘:\(l)lty Asking questions. Exchanging experiences. Rerg;:x;ract:ionl

a meetinﬂ' for open discussion. The presenters expect 1

. ou are
Because the Forum is designed to improve m;.magenal pe;izrl:nt;?;ic{ionm
€ find a heavy emphasis on competencies. lf youc site ability or
going tﬁ find the word “competent” defined as “having requisi
you wi

qualities . . . qualified or capable . . . able, fit,

i abilities
During the three weeks you will have an opportunity to che;l; :‘Il(ti:t; abiiehs
ar:i qfaliﬁcations of a lot of different gn:mlslra:ll1 n;?:;:ﬁ;?é B K ot the
. e .
he management comm:tte'e, all ; dents, e
n:)crmcl:rzseof:sources vice-presidents, line v1ce-presndelt3t:h :[::dinb:?]l
::nan[:agers division general managers . . . about 100 o
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You will be exposed to their experiences, knowledge, philosophies, manage-

ment styles, attitudes, values, and priorities. In short, you will be exposed to
their competencies.

Throughout the Forum you will be comparing your experience and
knowledge, your skills and abilities, your philosophy, your management style,
your attitudes, values and priorities with what the faculty shares with you dur-

ing the three wecks. You will be evaluating your competencies, in compatison
with their competencies.

You will be able to pick out some things you need to learn more about . ., or
needto learnto do . . . or perhaps some things you need to learn to do better,

The difference between where you are and where somebody on the faculty is
might be thought of as a gap. .. a gap that you discover, During the three
weeks you will have many opportunities to identify gaps. You will have to
decide which gaps YOu want to close and how you might go about doing it.

What kind of priorities are you going to set on whatever you decide you need
to do?

The key to keeping the Forum in perspective is to continually ask yourseif

“What do I need to do to improve my managerial effectiveness . . . based on
what I'm exposed to at the Forum?”

When you get back on the job, what are you going to do better? What are you
going to do differently? What are you going to try that’s new? That's where
the payoff comes. In what you do after the Forum is over,

During the three weeks you will be working together in small groups . , . seven
managers to a group,

In your groups you will be analyzing , . , sharing ideas angd exper-
iences . ., discussing what has been talked about during the Forum . . . eval-

uating what you have heard and seen . . . making some decisions as a group,
making some decisions as individuals.

This is where the Forum really becomes a Forum, in the open discussion you
have in your groups. :

Each small group is a heterogeneous mix . . . of experience . . . of exper-
tise. .. of skills . ., knowledge . , . and learning needs,

You are sitting in your small groups this afterncon. This is your group for the
three weeks.

I hope you will look upon this Forum as a great opportunity. There is nothing

like this being done by any other company. We are convinced this is the way to
help managers be better managers,

You are here because You are self-starters, decision makers, doers, achievers,
action oriented, You are self-directing and competent,

You have a three-week opportunity to interact . , . with the faculty . . . among
yourselves,
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Any
how well you take advantag
and the other is your back-home application of wh
and what you do back home to close some of the competency gaps w

might discover during the three weeks.

The Adult Learner

evaluation of the success of the Forum will be based on two things: one is
e of the Forum to get what you need and want,
at you get out of this Forum
hich you

Module 1—General Management Comprehension

Organizational Structures

Question: How

are we organized and are we organized effectively for

the task we have to accomplish?

Areas for Consideration:

Centralization/decentralization
Decentralized corporation with central policy control

. Alternative models of division organization
. Line and staff (solid and dotted lines)

. Multi-product and/or multi-plant divisions
_ Matrix models and functional structures

. Project teams and task forces
_ Jobs—the functional elements of organizational structures

[FIS  N R T o

Organizational Roles

the general manager comes i
role?

Question: What are the roles played by various individuals with whom
n contact? What is the general manager’s

Areas for Consideration: The roles of individuals within Westinghouse.

Board members
The chairman and vice-chairman

. Members of the management committee
. Corporate staff members

. Group executives and group staff

. Controllers’ organization

. Functional representatives (marketing,
. Line and staff roles

manufacturing, etc.)

GO ~J N L B
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Question: Do variou: i
: s role incumbents hold icti
c . .
regard to the role of the general manager? onflicting expectations with
Areas for Consideration: '

—

SR UL LW~

. RFsPonsibiﬁty for strategic planning

- Limits of authority/contracts management
. Pfﬁrsonal management style

. ]I;u;ancial prerogatives/limits

. Delegating . . . to whom, what

. Resgonding and/or reacting toa;?s:sow

. Clarification of subordinate roles

. Problem-finding and problem solving

. Levels of participation in decision makin
Role clarification with the boss ®

Organizational Relationships

Question: What are th i
: . € appropriate relati i
manager to develop in order to perform succ:esg;lusl}lngs for the general
Areas for Consideration: d

N B G B e

Qo -3

. With his boss

. With subordinates ivisi
and division functi izati

| With those at high s10n functional organizations

i er organization
. With peers fovels
. gltll: the controller’s organization
. Wit izati

members of other organizational components outside the

division

. gompc?ﬁtion and collaboration
. Coaching, counselling, questioning, and communicating

Operating Effectiveness

1 p 1 .

N -

. Direc?ion, motivation and control

. Conflict resolution

. gormqlatlpg goals and objectives

. Coordinating different operating methodologies and management

styles
Developing subordinates—handling successes and failures
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Organizational Dynamics

Question: How do the various segments and organizational components
of Westinghouse interact to operate effectively and ensure forward move-

ment and profitability?
Areas for Consideration:

Corporate strategy—how formed and by whom

The function and purpose of corporate policy

Administrative policy *rules of the club” and directive policy,

charter limitations on resources, variations of emphasis, etc.

Policy constraint on degrees of freedom

. Relation between business unit strategy and corporate stratcgy

. Policy guidelines to *‘steer” business units

. Dialogue between corporate management and business unit
management—varying breadth of perspective and varying
amounts of detailed information

8. Business unit “strategy” and corporate “tactics”

9. Profit planning and strategic planning

10. Forecasting and corporate expectations
11. Review, approval, and early warning on emerging problems

W

- VS

Module 1l—Manutacturing

Alternative Forms of Manufacturing Organization

Question: How does the general manager assess what kinds of manufac-
the requirements of his

turing organization is most effective to meet

business?
Areas of Consideration:

The functional management organization
The unit management concept
The project management organization

o=

ment and employee attitudes,

The relationship between organization structure and (a) manage-
(b) past practice work habits and

labor history, and {c) cultural norms and relationships in the area
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Module 1ll—Personnel Relations

Functional Structure of a Staff Organization

Question: What must
. a general manage .
areas of personnel administration? ger know about the functional

Areas for Consideration:

1. People relations

. Employment

. People compensation

. Emplpyee benefits and services
. Training and development
Labor relations

Safety

Plant security

Communications

Community relations

Lo R W

Tt

Roles and Responsibilities of Personnel Relations Specialists

uestion:
sib?lity tffn.ﬂiov;e;l::;nzl;e gingral manager assess the role and respon
e relations specialists i i o
organi oot . In supportin
ganizations and maintaining consistent corporate pporting t%le line
practice? personnel policy and
Areas for Consideration:

. Grievance handling

. Equity in cla'ssiﬁcation and compensation
- Implementation of performance appraisal
. Staff development and training

. Safety and OSHA

Equal em'ployment—afﬁrmative action
Community relations and pressure groups

Nowvhwhe —
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Government Regulations and Enforcement—External Personnel
System

Question: What guidance and support does the general manager require
from personnel relations specialists to maintain effective compliance with

federal and state regulations?
Areas for Consideration:

1. Notifications of noncompliance
2. Budding relationships with enforcement agencies
3. Internal communication and understanding of nature, scope, and

impact of regulatory requirements

Module IV—Finance
How the Finance Function Is Organized

Question: Is the financial organization structured to provide the general
manager with the financial information he needs when he needs it?

Areas for Consideration:

1. Overview of the finance organization
2. Roles and responsibilities of:
Group controller
. Director of financial policies and procedures
. Audit group
. Legal department
. Treasury department
f. Corporate business planning department
3. The financial aspects of

a. R&D
b. Personnel and administration
¢. Strategic and production resources

o o oP

Integration of Corporate and Divisional Financial Organizations

Question: What does the general manager need to know about the
relationship between corporate and divisional financial organizations?

Areas for Consideration:

1. Corporate and divisional responsibilities
2. Formulation of financial plans and objectives
3. Internal and external monitoring of financial performance
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Module V—Engineering

Engineering Is a “Black Box”

Question: How must a

ibaiad general manager a .

or, o pproach the i
ganization and analyze it in order to (a) discover it's true valfl?éﬁzepem:'g

formance and (b) unco i .
profits? ®) ver hidden opportunity for increased sales and

Areas for Consideration:

1. The transition from engineeri
Ngmeering manager to ge
2. The.gene.ral manager who is not an etfgineerg nerel manager
3 Engmfacnng spoken here
;1. The hidden solution in the unasked question
- Internal and external solutions and discoveries

How Engineering “Fits” with Marketing and Manufacturing

uestion:
be:,‘)v ec;stlon. .Wha.t can a general manager do to ensure “goodness of fit”
n engineering, manufacturing, and marketing?
Areas for Consideration: -

. Optu.nization.of functions leads to minimization of problems
. E‘he'mte::nal information flow and “backyard fences”
+ Engineering and marketing; a reciprocal relationship

1 1] b
g

5. Product design “em »
erges” from the engineering- .
marketing ‘“‘conversation” gineering-manufacturing-

6. Th .
¢ general manager’s role; secret agent or trouble maker

- S PURY N5

Engineering Research and Development

Question: What can the
general man i i
mases from the Ry ooy Eon ager do to gain optional perfor-
Areas for Consideration:

1. The R&D role
2.. The difficul i ; i i i
The ificuit we do right now; the impossible will take a little
3. When to call it off
4. Ivory tower and real world
5. How to get help from R&D
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The Marketing and Sales Organization

Question: What does the general manager need to know to understand
the marketing and sales organization?
Areas for Consideration:

Organizational structure and components

. The marketing cycle: business planning, market planning, product
planning and sales planning

Market research and analysis and market forecasting

The product planning organizaton

. The pricing team

. The sales organization

. The marketing communications team
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