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CHAPTER I
INTRODUCTION

PURPOSE

The aim in writing thls thesls was to acquire a know-
ledge of supervisory training methods in the alrlines. It was
the suthor's belief that the sirlines concentrate thelr tralning
on a two-fold objective: the development of the human relations
aspect as well as the technical skill of the individual. On both
supervisory and executive levels, training 1s directed toward two
basic requirements of every business organizatlion. These two re-
quirements determlne the over-all objectives of training. PFirst,
both supervisory and adminlistrative personnel must be competent
in their present jobs. The objective here 1s to develop competenc
in all levels of management. Second, cgpable persons must be
avallabe for promotion to more responsible positions as they open
up. This requirement reflects the need of developing workers for
further responsibilities.

HISTORY OF THE AIRLINES

Alr transportation as a commercisl enterprise started
in 1911 with the carriage of the mall, In the beginning it was
Impossible for airlines to make money without the help of alr mail

revenue. As early as 1919 this country had what might be called
1

At
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sporadlc entries into the passenger transportation fleld. The
year 1928 was of major significance 1n the history of air trans-
portation because of the passagf of the Air Commerce Act. This
act imposed on the Secretary of Commerce the duty of fostering
the development of commercial sviation in the United States. It
was only one short year later that Lindbergh made the historic
flight across the Atlantlc. The effect this flight had on the
American public was to start~§ nation-wide aviation boom.

Mergers and consolidations came with the collapse of
the boom in 1929. One yeasr later the McNary-¥atres Act gave s
boost to the sagging airlines by providing for & payment of so
much per mile, rather than so much per pound, for mall carrled.

The Civil Aeronautics Act passed in 1938 stands out
a3 the most slgnificant plece of legislation in the history of
American Alr Transportation. PFor the first time economic and
safety regulatlons, previously divlided smong several agencles of
the government, weére now vested in one government agency. The
importance of this to air transportation was great, for in no
industry subject to federal legislation is there such a close
interdependence between the economic welfare of the industry and
the safety of 1ts operations as in the aviation Industry.

Provision was made for gualified carriers desiring to
open new routes to obtaln certificates upon proper application

to the authority. The followlng gquotation from s Civil Aero-
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nautlic Authority opinion handed down 1n 1940 indicates the con=-
slderations governing the granting of-such certificates:
Thg authorlty, in determining whether the inauguration
of a new service will result in carrying out the objec-
tives of the act...must...consider not only the need of
the community or section for the proposed operation,
but slso the relatlionship which such service bears to
the development of a nationally adequate and econom-
ically sound air transportation system from the brosad
standpoint of thel?ostal Service, Commerce snd the
National Defense.

Under the Cilvil Aeronsautics Act, the government makes
svery effort to prevent the establishment of new alrlines which
might not be economically Justified and so sble to pay thelr
way with reasonsble help from the government in the form of pay-
ments for csrrying of the mail.

Tn 1940, the President, by executlive order, did sway
with a separate Civlil Aeronsutics Authority and placed adminls-
tration of the Act under the Jurisdiction of the Department of
Commerce. During the lstter half of that year, there occurred
three serious airline crashes, each causing many deaths, The
1940 change had cancelled out an Alr Safety Bosrd which had not
been accountable to members of the Authority. The 3afety Board's

v

function was to investigate accldents and make recommendations

1 Hugh Knowlton, Air Transportation in the United
States, Chicago, 1941, 14. -




that would prevent similar accldents. .

Alr transportation is stlll .an infant industry. 1Its
stock 1w trade i1s speed. It musﬁ deliver more speed than its
competitors in order to survive. Since the airlines are in such
g competitive position, there are certain influencass which might
favor one over the other. vell tralned and efficlent employees
reflect the well being of the company and this factor wlll show
1tself in the employees deallngs with the public. How does the
employee give the deslired service to the public? The answer,
of course, is in the training glven the employee. It ls the peo-
ple that perform this function who are back of the success or
failure of an employee on the job.

The largest single group of employees in the alrlines
are the office workers, who number 27,939.2 The total number of
people now employed by the airlines In all phases of operations,
amounts to 79,686.

METHODS

The following nine alrlines were selected as the basis
for this study because they are consldered by the Chambe} of Com-
merce as the leading airlines serving the Chicazo area: American

Airlines, Branliff Internatlonal Alrways Inc., Capltsl Alrlines,

2 C. A. A., Statistical Handbook of Civil Avisation,

1953, 53.
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Dalta-chioago and Southern Alrlines,fastern Airlines, Northwest
airlines, Trans-Canada Airlines, Trans-%World Airlines, Unlted
pirlines.

A letter, with the prellimlinary questionnalire shown in
Appendix I, was sent to the training directors of the nine air-
1ines &8s an ald 1n securing an interview. Personal visits were
used to gsather additlonal information whenever thls was possible.
{n this way any question of either the writer or the respondent
could pe cleared immediately.

Due to the nature of alrline operations, with their
wide-spresd branches, correspondence with the central officses
of some of the alirlines and questlonnaires had to be relied upon
for much of the Information.

Responses were recelved from signt of the nine leading
airlines.

Northwest, Trans-Canada and United Alrlines gave the
writer complete detalls of their programs for trsining super-
visory psrsonnel.

' American Airlines felt that they were not in a position
to gzive much informatlion because they are in the process of ‘
"formslizing their program in all 1ts phases.*

Braniff Internationul Alrways does not have a super-
visory trailning program.

Caplital Airlines was unable to glive the necessary de-
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tall required by this study. -

Due to the merger of Delta snd Chicago and Southern
Airlines in May of 1953, they are now in the process of integrat-
ing many of their former policies. They have no formal super-
visory training program, but they consider that certain levels
of supervisors are constantly recelving on-the-job training. The
methods used vary according to the needs of the individuasl depart
ments. The company feels that through proper delegation of dut-~
ies and responsibllities they are obtalining satisfactory results,
and are thus sble to malntain their policy of filllng most of
their supervisory Jobs by promoting from wlthin the company.

Eastern Alrlines is the only sirline that 4dld not re-
gspond to requests for information.

DEFINITIONS

The term supervisor 1s used to mesn one who oversesg

and directs the work of others sccording to policles 1zid down
by management, and who 18 responslible for the efficlent accom-
plishment of management's objectives.

The Human Relations Asﬁectss deal wlth the worksr's

feelings toward snd relationships with others in carrying out

his dutles =znd responsibllities In the organization.

3 PF. J. Roethlisberger, "Human Relutions: Rare, Ked-
lum or Well Done?", Harvuard Business Review,January, 1948, 106~
107.




CHAPTER II

TRAIWING PROGRAMS OF THE LEADING

AIRLINES

The tralning at the supervisory management level is
provided by the training programs which have as thelr objectives
tpe presentastion of baslc supervisory concepts and workable me-
thods for putting them into effect, the bringing about on the
part of the supervisor of s better understanding of his rela-
tions to mana<ement and employees and of what is expected of
him as & supervisor.

No effort has been made to bresk down the training of
supervisors according to organizational level. The reason for
this 1s that this study is concerned only with the first line or
unit level of supervision. The supervisor's Jjob is baslcally
the same regardless of the type of Dusiness or industry concerned
Each supervisor is expected to carry out the basic functlons of
organizing,planning, commanding, controlling and improving. The
difference being in the degree of responsibllity and authority
rather thaniin the funcﬁions performed.

First level supervisors are men and women with less
supervisory experience and perhaps with less natlve ablility than
top executives. The training gilven to first level supervisors

7
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is limited in scope, concentrated on fundamentals and 1llustrateg

principles with examples from the supervisor's jobs.

Actusally, differences in training programs and methods
on the various levels of supervision are not as significant ss
the titles might suggzest. No matter what the level, supervisors
are sll working with men, materials and time. The szme basic
functions are performed on all levels, for in reality, 1t 1is

only the situation In which they are that differs,

Length of Operatlion

Table I reveals that all of the tralning programs have
been in existence for st least four years, three of them for
five years and one for twelve years,

Methods

Each one of the companies has set up speclal training
courses. Conference leadership 1s employed by three of the five
airlines studled in Table I. COther methods are lectures by staff
members, representatives of unlversities and attendance at var-
lous outside conferences. Detalls of the techniques used by the
alrlines will be discussed at greater length 1h Chapter IT1.

Size of Group

The maximum number of tralness for esch session ssems
to be eleven to fifteen people, with the exception of United
Alrlines which prefers about fifteen to twenty people und Trans-
Canada who feels that slx to ten people are the best size for

training purposes. @or some material American Alrlines also
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prefers a smaller group of six to ten people, .

yixing of Levels
am———

-

The consensus among the treining directors is that
geparate sessions for different levels of management employees
are most effective. However, American and Trans-%orld Airlines
do combine all levels of management.
Instrﬁctors

The instructors are generally from the training de-
partment. The only exceptions to this are Northwest and United
airlines who use the services of fasculty members of various col-
' 1eges as added members of the training staff.
Directors

Training directors are without exception treated as
staff people. 1In this capacity they are advisory and their main
duty is to gather the needed information for the line to use,
Sessions

The training sessions are all leader-centered, that 1is,
the leader declides what topic is to be discussed. Unlted Alr-
lines, however, is the only one having in addition an inter-
group conference where the partlcipants themselves decide on the
subject matter to be discussed.
Facilities |

A1l of the airlines make use of the conference room
for training purposes. American Alrlines uses the supervisor's

office in some situations. Northwest and Trans-%orld Airlines

e
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use the plant facilitlies in additlion to the conference rooms.

gnited Airlines uses hotels and schools in addition to the sbove

facilities.
EXTENT OF COVLRAGE

0f the compsanles previously msntibned, only Trans-
cansda, United and Northwest Alrlines gave the writer detalled
tnformatlion on their supervisory training program. The infor-
mation contalned In Table II was obtained from personal inter-
vyiews with the training directors of these alrlines.

AIMS

Northweat Alrlines @ain purpose in training supervia-
ors was two-fold., The initisl aim was to help the present supers
visors do a better Job, to broaden thelir outlook and to help thenm
carry out their responsibilitles. The.second aim was to help
the new supervisor learn the fundamentals of supervision.

Trans-Canada Airlines emphasizes the idea of keeping
the employee informed about the operations snd functlions of the
company.

United Alrlines mailn purpose in training supervisors
1s to help them become better leaders through consideration of
the human relations elements in jobs. Mr. Kain of Unlted Alr-
lines stated 1! th's way: "We encourageé personal development
and self improvement of the participants and provide & setting

in which ideas and experiences can be shared and evaluated."
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SUBJECT AHREAS -

orientation .
orient2r_——

In the orientation phase of the supervisory training
methods program, Northwest Alrllnes provides the supervisor with
an understanding of the job of managa@ent a8 & basis for their
further development as a member of the management team. Cov=-
ered in this inltial training period were: the functions and
inter-relationships of branches within the orgunization, company
policies, procedures and plans.,

At Trans-canhda, they stressed on-the-job training
methods. The company belleves that the best guaslified to teach
this work are the ones doing the job., The employee's basic or-
jentation 1s recelved through his relationship to his immediate
supervisor and his fellow workers. The technical aspects of
the job were given by those skilled in the work, The human re-
lations aspects were taken care of by a three-weeks intensive
course gilven in the home office at Montreal. Thils program was
supplemented by attendance at American Management Assoclatlon
conferences., The training school Iin Montresl also conducts &
course on company nistory, organizetlion asnd procedures.

At United Airlines, an orientation phase 1s gilven
every person in which he recelives and indoctrination masnual.
This manual describes the operatlions of the company, its history,
Policies and procedures. The instructor works from an outline

8¢t up by the education and training department.

e
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ggg&%ement Conferences

Northwest Alrlines' maenagement conferences were almed
at alding experienced supervisors in developing skill in anly~
ing the fundamentals of menagement: personal development, human
relations, mansgement principles, basslic economlics and job train-
ing. ‘

Trans Canada's home office at Moﬁtreal gives a three
week's intensive course intended to help the supervisor solvé
human relations problems that arise In day-to-day sctlivities.

United Airlines glves two management conlerences:
pasic Management I aimed at helping the new supervisor and Bssic
Management II to ald the older supervisors in doing their jobs
better. Topilcs discussed Iin these conferences are: qualities
of managers, principles of humsn behsavior, basic economics,
labor-relations, problem-solving, methods-improvement, and other

supervlisory techniques,

Speciul Conferences

Only United Airlines uses this method of tralning, as
& follow-up and to supplement other types of tralning.

Skill Training

Unlon apprentlceshlp programs provide the tralning re-
quired for skilled craftsmen In Northwest and Trans-Canada Alrpr-
lines. 7In Northwest Airlines a man must pass & tsst to prove

his sk111 or adaptability.
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Trans-Canada was algo governed by union rules.. The

company provides the tralning to enable the individual to pass

nited airlines skill-training 1s glven by the Zduca-

tion and Training Department located in San Francisco. Famil-
1arization with new ejquipment and the tralning requlred to pass
the civil aeronautics llcenses are cxamples of skill training

given there.

TRAINING MATERIALS

Northwest Airlines has developed s company manuel &8s
the basis for training supervisors. The descriptions of func-
tions to be performed are found there. Films are used to supple-
ment the reading material.

Trans-Canada also uses training menuals. The conferenc#
leaders are brought into a Ssles Analysis Institute in Chicago
and there secure help in preparing their manusl materisls. Trans-
Canada also makes use of educationsl films.,

nited Airlinesluses conference sessjons at which case
problems,ufilma, tape-recordings,development projects, viewgraphsg
charts, transparency overlays, mock-ups and nemo trainers are alsd
used. The mock-up is & cut-z-way version of a plane used for
demonstrating p&rposes. The nemo trainer i1s a cockpit, nose and
frontal part of a plane in which actual flying conditlons can be

simulated on the ground.

’”
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TRATNING METHODS .

At Northwest Alrlines, lectures and conferences are
used for training. The lectures impart information, and the con-
ferences ars designed to promote discussions of current problems.
1t was felt that thls procedurs helps to avold any stllted sess-
jons and keeps them more interesting and flexible.

Trans-Canada uses formal classroom work and special
training courses, such as the Sales Analysis Tnstitute on Human
gpelations, and lectures by staff members supplemented by train-
ing guldes. Their home office in Montreal has developed a
rraining Ald Handbook which contalns all the information needed
to train each new group. They also use on-the-job training.

United Alrlines holds informal sessions, consisting of
from ten to fifteen people in Cheyenne, These are conducted by
the conference type method and last for flve days. Csase prob-
lems, zuest instructors, role-playing, fllms and other tralning
alds are used. This program has been organiéed and 1s conducted
by the Kducation and Training Department. Mosnuals with visual
alds ure used in these sessions. Harvard and Stanford Univer-
sities are two of the Institutions of higher learning that hsve

been pelied upon for further specislized training.

PAOGRAM PARTICIPATION

‘Northwest's program is set up to give initial manage-

ment training to the lowest levels of supervision. Division
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peads declde which individuals shall attend such training sess-

jons. Department heads did not attend any of these sessions.

frans-Can&da's district msnagers determine who will
parficipape in euch training ssssion. All supsrvisors are glven
refresher coursss In the best methods of dealing with human re-
1ations problems,

Nominstion of the immedlate supervisor determines which
of Inited's supervisors shall be considered for participation in
each trsining program. All members of management are eligible
to take part in local tralning when it is consaldsred to be unl-
formally beneflcial to all. Once an employee has been nominated

to attend a training session, he is screened first by the vice-

president 1In charge of personnel‘and then by the president.

SCHEDULING

Northwest's program 1s scheduled with short series of
sessions. The trasining department consults with the division
heads to éet up the programs.

Trans-Janade has a cycle of sesslons that is followed
year in and year out. Hach district office determines when thelr
men will participate,

United schsedules thelr tralning sessions from November
to May. Since May, June and July are the busiest months, train-
ing 1s not given during those monihs. The training sessions are

usually held for one week affalrs, except those held at Harvard
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are three months in duration. -

INSTRICTORS -

Northwest Alrlines uses members of their own tralning
departmént staff as Instructors, assisted by representatives of
the Induétrial Relations staff of a nearby universlity.

Trans-Csanada's instructors sre usually the men on the
job. At egch fileld office, the employee's immedlate supervisor
t{s his trainer. At the central office, however, ths tralners
were speclalists !n the trsining department. Trans-Csnada has
& Director of Management Development who reports directly to the
executive vice-president. His sole duty ls to train new exec-
utives; vMore «nd more, Trans-Canada is trying to get these top
executives from within their own organization.

United Airline's instructors also come from the ranks.
Some were sducators, others were outstanding supervisors who are
tralned in conference leadership. The instructors ased for traln;
ing those employees beyond a.certain level of management are, of
course, more speciallzed. Members of management making more than
slght thousand dollars are often times removed from their lline
positions and put in tralning positions for as long a&s six months
of the‘year.

PROGRAM EVALUATION

At Northwest Airlines, they use the subject-reaction

guestionnaires, verbal-reactions of instructors and records-of-
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participation. Since thelr program has been in effect for
twelve years, there has been ample time to evaluate its effect-
{yeness.

Trans-Canada's program has been in effect only four
years. During this time, from two to three hundred supervisors
pave been given questionnalres asking them to comment on thelir
training. It was hoped any defects mlght be pointed up by such
a questionnaire. Some helpful criticlism was received, but none
wnich Indicated a need to change the program.

%hile United Alrlines have their own Industrial Engin-
eering Group to evaluate the overall personnel program, they have
not yet worked on the training aspects, Questionnaires have in
many cases been informative, and records of participants are also
used to see how well they are progressing since the training.

TRAINING FACILITILS

Horthwest and Trans-Canada each use a speclal conference
room, at district headquarters, for their main training work.

United Alrlines, on the other hand, has many such fa-
cilities across the country. The conference rooms for the tech-
nical training is carried on In San Francisco, the public con-
tact and field work in Cheyenne and the local management train-
ing 18 done on the job. The top executives are trained at Har-
vard in the East and Stanford in the west.

LONG RANGE PLANS

Northwest's attitude on the future of supervisory
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gevelopment 1is expressed in the following objectives: to®expand
and blend thelr present supervisory training into broader super-
gisory development, and finslly into management development.

Trans~-Canada's long range objectives are: to have a
group of well informed and happy employees; tc develop higher
efficiency among workers and to produce & reserve of competent
executives.

United Alrlines wants to improve individual initiative,
develop well rounded executives with broad training and stimu;
1ate sufficient Interest in the employees to have them show a

desire for personsl development.
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TRAINING PROCEDURES

OF THE AIRLINES Table II
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Help present supervisors
1. do a better jJob
2. take on more responw
sibility

{1 Help new supervisors in
{ fundamentals of supervision

Keeping supervisor ine
formed as to the opere
ations and functions of

the company

Help supervisors in be
coming betier lsaders
through consideration of
human element in jobs

Provides supervisor with

urderstanding of job of
management, basis for fure
ther development as member
of management

Basic orientation ree-
ceived on the job

Explains operations of

company, its history,
policies and procedures

Aimed at ailding experienced
supe rvisor in developing
sldll in applying funda-
mentals

. ¥Week®™ in Montreal

Human Relations wemm:ess
intensified by "Home

Topics discussed:
Principles of human bew
havior, Basic Economics,
Labor Helations, Problem
Solving, Methods Improve-
ment and Supervisory
Techniques

Not used

Not used

AN

> O

Follow-up and compliment
other sessions of traine

ing




TABLE 1II (GOM‘IHUEI))

NORTHWEST

TRANS~CARADA

V. PARTICIPATION
BY

- Special training courses

Attending Institute on

- Human Helations

TRAINIKG PROCEDURE : UNITED
( CONTINUED ) AIRIINES :  AIRLINES AIRLINES _
! Governed by union appren- Union apprenticeship fAdministered by Training
B. Skill ticeship regulations regulations and Educab ion Department
Training Must pass tests for advance~ Licenses, etc, in San Francisco, such
ment as, familiarization with
. new equipment, t{raining
for Civil Aeronautics
Iicenses
III. TRAINING Company manuals Training manual, educa~ Case problems, films, tape
MATERIALS Films tional films, tape re= recordings, development
. cordings projects, viewgraphs,
charts, transparent over-
lays and many more
I¥. TRAINING lectures, conferences, dise ! Formal classroom work Conference type method
METHMDS cussion groups

Role-playing

Two basic courses
Basic Management I
Bagic Management II

Training at Harvard and

Stanford University

Initial management
traineces

; A1l supervisors at one
time or another

Al)l members of R ~
Hanagement




TABIE II (CONTINUED)

TRAINING PROCEDURE
( CONTINUED)

NORTHWEST
ATRLINES

TRANS=~CANADA
AIRLINES

UNITED
AIRLINES

SCHEDULING OF
SESSIONS

VI.

VII. INSTHUCTORS

VIII., PROGRAM

EVALUATION

IX. TRATINING

FACILITIES

Planned in short serles
Division heads consulted

Definite cycle of sessions! November through May

year in and year out

{one weoek for each
course)

Training Department
Representative of
University

Industrial Eelations Staff

At field offices-immeds
jate supervisor

At central office~spec=
ialists

Some come from the ranks,
others are educators,
outstanding supervisors
trained in conference
leadership

Subject reaction questione
naires

Verbal reports of instruce
tors

Records of participation

Questionnaire used to
check on merit of traine
ing program ‘

Quastionnaire reactions
have been used
Records of perticipation

Conference rooms oOr supere

1 wvisorts office in district

haadquarters

Conference rooms in
districet headquarters

Conference rooms for
technical training in
San Franciseco
public contact work in
C
Local management ‘trained

on the job o
. ¥




TABLE II (CONTINUED)

TRAINING PROCEDURE NORTHWEST TRANS=-CANADA UNITED
( CONTINUED ) AIRLINES AIRLINES AIRLINES
X+ LONG RANGE To expand and blend present | To have well informed and | To improve individual
PLANS supervisory training into happy employees initiative

the broader supervisory
development, hence into
management development

Produce higher efficiency

{ To have a reserve of com=

petent executives

Provide broader and more
rounded executives '

To elicit desire in indive
iduals for personal
development

ea




-

CHAPTER I1I
THCHNIQUES OF SUPERVISORY TRAINING

Among the techniques that are receiving sttentlon by
the alrlines studied, as a tool to make training more effective,
the conference method 1s the most lmportant. 7Tt 1s most useful
#hen the trainees already know principles and need only renind-
ing; or when the purpose of the training 1s to encourage super-
visor participation and discussion rather than to teach or to
arrive at any particulsr conclusions.

The main weakness of the conference method has been
its use for free dlscussion, having no particular reason for its
existence.

Trans-Canada, which hss branches scattered around the
country, uses the "Hoie ¥eek", during which supervisors from the
various branches meet at the central office for a review of com-
pany policies and practices. These visits are intended to keep
supervisors abreast of new developments uand to lassdn the gap
between top and middle management.

The case-problem method, which is used extensively in
law schools, has found its way into the training sesslions. The
eirlines feel that this approach stimulates the supervisors and,

above all else, it 1s more realistic. The discussion concerns
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the actual happenings presented in the case instead of imaginary,
thought-up, stilted situations. :
The one obstacle to the above apprcach cited by the
tralning directors 1s the scarcity of case material adaptable
to supervisory meetings. The two most recent additions to the

literature which provide them with practical cese problems sare

the following: The Administrator: Cases on Human Relations Prob-

lems, by Glover and Hower of Harvard University, and Problems in

Labor Relations, by Selekman, 3elekman and Fuller of Massachusett

Institute of Technology.
A technique being used by Trans-Canada and United Air-
lines 1s role playing. FPlanty, McCord and Efferson in their

book Training Employees and Managers define role-playing as

ithe dramatization of work situstions in which supervisors in
the class play the roles of actual participants."l This method
supplements the conference method in that 1t provides the super-
visor with the opportunity to practice what he has learned.
Advocates of this techniqyue feel that it provides prac-
tice 1In handling situations. They point out that there is too

wide a gap between the theory of how to handle a situstlon and

1 Earl G. Flanty, Willlam S. McCord and Carlos Effer-
son, Tralning Employees and Managers, 1948, 183.
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actually knowing how and handling 1t.2 Qpponents to thds method
pslieve that 1t has no real value because a note of_artificiality
exists in playing the pasrts of other Individuals with whom one
has little in common.

The analysis that follows the playing of the various-
parts is the most important part of the technijue. The partlci-
pants have the opportunity £o criﬁicize their own performances,
sugzesting what they might change 1f they were to do it again.
The entire group discusses the roles to enable them to pilck out
the good and bad points in the way the roles were played, Usu-
ally the leader will get the supervisors to replay their roles
in order to try to eliminate the weaknesses and to develop the
best approsch to the situastion.

visual alds sre freguently used to supplement other
techniques. All of the airlines contacted use visual alds of
one sort or unother. Charts ané 1l1lustrated manusals are used
quite extensively by Unlited Airlines in their indoctrination
classes, They seem to use all forms of visual alds, from fllms
to mock-ups. Trailning films made by United are even uis6d com-

mercially for advertising purposes. Opuague projectors are used

2 A Dartnell Report, Trends in Supervisory Develop-
ment, 1952, cited the case of Johnson and Johnson, who have made
extensive use of role-playing with real success, even to the ex-
tent that line managers use it informally with thelr subordinate
supervisors,.
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because they often prove to be a good substitute for expensive
art work. United hss also dsveloped B set of sound-slide-flims
for use in the training of new supervisors.,

Most of the trsining directors on the airlines studled
fesl that classroom instruction must be accompanied by on-the-
job training whidh guides the supervisor In applying the prin-
ciples learned in earlier programs, The supervisor's training
cannot stop once a particular course is over or once he has gone
on to his job. Unless he puts Into practice what he hus learned,

supervisory training will be of little use.




CHAPTER IV
UNITED AIRLINES SUPERVISORY PROGRAM

The comprehensive character of United Alrline's super-
visory tralning program embodies almost all types and methods of
training being carried on by any of the other airlines. The
writer feels that it 1s worth while to give a more detalled sac-
count of theilr program. Throughout the chapter, the other air-
lines will be cited as using some of the methods employed by
United Airlines.

Tnited Airlines Education and Training Department
places emphasis on the following factors:

1. The development of broad knowledge and under-
standing, thus preparing men to treat problems
with a view to the welfare of the entire organ-
1zatlon.

2. Adaptabllity to new reguirements and conditlons.
Tied up with adeptability are versatility and
flexibility, which enable the supervisor to
deal with varyiﬁg problems in terms of exlstling
facts and conditlions.

3. Development of creative abllity, lmagination and

foresight in keeping with inéreasing demands and
28
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opportunities, .

4, Development of & sense of social responsipility
to the community and natlon.

Supervisory training comprises four areas: humsn re-
lations skills, administrative skills, company information and
technical skills. In line with the overall objectlives mentloned
above, the airlines training programs have the following sims:

1. To increase the supervisor's understanding of the
part human relations plays in supervision.

2. To give supervisors a better understanding of thelr
duties.

3. To encourage supervisors to undertake a continuous
program of self-improvement as mentloned in Uni-
ted Airlines aims.

4. To prepsare éuparvisors for more responsible pos-
itions by proper training snd experience as ty-
pified by Northwest's long range alms,

Human Helatlons 8kills

The vital need to develop increasingly constructive
attitudes on the part of supervisors in regard to human rela-
tions 1s shown in the manuals of the alrlines. Advances in
engineering and technology have 1little value unless employees
willingly sccept new methods and new machines. There are many

stalf experts in the alrlines, but it is up to the Individual
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supervisor to satisfy the needs of the peopls on the fbb. North-
west Alrlines supervisor's handbook shows the difference between
the leader and the boss. This shows the recognition by the air-
lines of the changing plsace of supervisors.

Training workers to meet the needs of human relations

involves a number of subjects.  Two of special lmportance are:

l. "pPaychology of Human Behavior'"-this course pro-
vides the psychological basis for all subsequent
seasions on the handling of people. The principal
ideas developed are:

(a) Motivating drives of people-drives for
security, for recognition, for belonging,
for new experiences and for activity.

(p) Every person 1s an individusl, motivated
and responding to situations in his own
concept of needs and rights.

(e) Individusl ego has developed t?roughout
each workers' own experliences.

2. "Paychology of Communications”-this covers the
application of psychological principles to the
communications process, problems and barriers of
comrunications and techniques of communication.

These courses, and others, are summarized in booklets

which are given to ths trsinees.

1 Mansgement Development: Case 3tudies, Frepared by
Metropolitan Life Insurance, 1950, 30.
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Administrative Skills . “

Every supervisor is an administrator and must employ
administrative skills as well as principles 1f he is to have a
coordinated, smoothly functioning organization. United Airlines
has a course entitled Baslc Management II "which provides super-
visors withkassistance in the development of new or improved
administrative technigques or relgtionships, and provides s set-
ting for sharing and evaluating management skills and confer-
engea.“g Among the most importsnt subjects presented in United!g]
program are:

1. Dutles and Responsibilities of Supervisors-a con-
ference type session which makes supervisors aware
of their duties, The conference deals with the
functions of supervision, namely, planning, com-
mandlng, controlling and Ilmproving. The dias-
cussion seeks to have supervisors acquire infor-
mation that will help him in his work.

2. Principles of Industrial Orgsnlzation-this confer-
ence presents the types of orgzanlzation, line,
ataff and functional, and shows how a staff or

service department msy be used most effectively.

2 Menagement Training Bulletin, United Airlines, 1953~

1954, 6.
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Other sessions deal with management developmert, em-
ployee relations, dynamics of human behavior, lsbor relations,
economice and finance, problem s0lving snd msnagement techniques.
These sessions are conducted by the Education and Training De-
partment in Cheyenne, Wyoming.

Company Information

Every supervisor must bs familiar with the policies,
plans and procedures of the company for which he works. The
elements of discord in many depsrtments arise from this very
point, At Unlted there are Personnel Representatives to settle
any such difficulties, It 1is of the utmost importunce for super-
visors to know and understand policles if they are to interpret
them corractlj. Some typical conferences are:

1. Company Rules, Regulatlons and Services-Every

new employee at United Airlines is handed s manual
which explains the compsany rules, regulations and
services. These sessions during the orientation
perind of training attempt to provide supervisors
with information on how to plan the further induc-
tion of new employees.

2. Unlon Relations-Since a yreat part of the alrlines

are under union regulstion, supervisors must know
and understand the provislions of the contract. Of

course, United has s legal staff for the difficult
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parts of the contract. The supervisor handles the
day to day contsacts.

Technical Skills

Technical training !s san iImportant phase of the super-
visor5s training. It can be glven elther by line management, by
technical schools and universities, or by gqualified personnel
' from within the orgenization. United alrlines has an Education
and Training Department in San Franclsco set up to fulfill this
need, At the University of Callfornis in Besrkeley, supervisors
are skilled in handling people and also the technical phases
of handling their job. It is sn established policy at (nited
to have a high executive, at some time or another during the year}
leave his line position and instruct supervisors in his partic-
ular field. |

Northwest Alrlines, as well as Unlted and Trans-Canada
Airlines, all agree on the importance of flexlbility In their
programs. Courses of every nature are avallable to those desir-
ing to learn. United Airlines has the feeling that 1t 1s up to
the individual to manifest any deslres for self lmprovement.

A large part of training in the area of technlcal skill

s

takes place through a plan in which the supsrvisors attend cour-
ses related to thelr jobs at nearby universities and coileges,

with tﬁe company paying all or part of the fees. All university

fees are contracted by the Education and Tr ‘ﬂa‘s
v LOvYo LA
UNIVERSITY

of
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United Airlinss and paid by the company in s lump sum.”

Training Technljues )

1.

Management Conferences- "these conferences are

for the purpose of msaking sufa that the company's
manazement group understsnds policles and proce-
dures, "

Staff Meeting-one of the most common practices 1n
industry !s Importsnt in United Alrlines program.
"mhe gkilled leader 1s alert to possibilities that
will confront him, anﬁ he seeks to provide prac-
tice for those who want to know what to do but
lack the experience."4

Case Asslgnments-a device of assigning work for
the purpose of developing knowledge and skill of
promising supervisors. In the courses offered'by
the Education snd Treining Department, assignments
are given to test the ability of the particlipants.
Lectures-are the most often used procedures 1n
training. Courses that are dcsligned in giving

broad knowledge of a subject are the best sulted

3 An address given before the Californla Personnel
Maunagement Assoclation, California Personnel Management Report
No. 157, 1952, 9.

4 Management Development:(use Studies, Prepared by
Metropolitan TIfe Insurance, 1950, 35.




7.

35
to the lecture type technigue. -
Conferences-the conference method of training
main purpose 1s the sharing of experiences of
those participating. The method used the most at
all »f the =nirlines is the directed conference, in
wnich objectives are zet, agenda prepsred, snd the
conference legder dlrects discusslion toward a cer-
tein goal. Only at Uniﬁed Afrlines has the wrlter
found thst the non-directed type of confersnce was
in use. 1In thie type of conference, no goals are
set, pbut the dlscussion 1s left to those in the
group.
Role-playing-first introduced by Dr. Moreno bridges
the gap between the conference snd the dally work
situatlon. Of the airlines studied thls technlque
along with the conference method seemed to be the
moat commonly used. Role playing allows the par-
ticipants to act out the various situations in
which a supervisor may find himself. Although it
is not the actusl thing, the practice affordsd by
1t brings out the same human factors, and obsta-
cles that are present in the work situation.
Case Studies-used to present business situatlons
and problems which supervisors and executives are

actually confronted with on the job. The prim-
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ary alm of this method is to develop in the super-
visors the ability to rbecognize and solve problems.
Trans-Canada and United Airlines use this method
as a supplemsnt in thelr training sessions. The
beast case studles Introduced thus far are those
of Glover and Hower of Harvard University in their
book entitled The Adminlstrator: Cases on Human
Helatlons in Business,

United Alrlines Experiment

United Alrlines experiment deals with sn empioyeas'
attitude survey. This program which was developed by lhe univ-
ersity of Chicaxo is called the "3SRA Employee Inventory". Thils
survey was intendcd to bring to 1light the problem areas which
impair the over-all sfficiency and quality of the compsany.

The survey showed that employees in one classification
stlll felt they hed not becn treated justly. They told manage-~
ment that they should examine the compstency and effectiveness
of their supervision.

A8 ¥r. Ahrens, Fersonnel Dlirector of United Alrlines,
said, "The fact that we know how they feel 1s important to us
because now we can go in and fsce the problem...Employees' opin-

long may be wide of the mark, but you cannot do anything to

change their opinlon until you can find out what their opinions
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are, "o “

United Alrlines, In attempting to meet the needs of 1its
employees, has set up what ls cslled "The Personnel Development
Program”. This program is designe&)to accompliéh the following
objectlives:

1. Know and record interest and abllities of employees.

2. Determine potentials of work force.

3. Assure gualifiled employees of a falr conslderation
for other opportunities or promotion on a competi-
tive basis.

4. Provide a counseling service for employees so that
they will know thelr status,

5., Provide a service to supervisors so that they might
improve their effectiveness in personnel management
by working with them in evaluating their employees
80 that they will have s better understanding of the
temperamental characteristics, aptitudes, abllitles,
skills, etc., of each employee. This will make 1t
possible for the supervisor to become more effectlive
in his training, counseling and supervisging.

6., Assist in selection of employees for company 8pon-
sored training.

7. Establish a sound, workable promotlon plan.

6., Establish en effective reallocation program to get
the right peopls in the right jobs.

The method of administering this program involves the
patterned interview method. Using the questionnaire and all
known facts, the interviewer discusses the employee's job inter-

ssts, qualifications, future alms and possibilities of attain-

5 An address given before the Callfornla Personnel
wanagement Assoclation, California Personnel Hansgement Heport
No. 157, 1952, 6.

6 1Ibid, 6-7.
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ment. Dependsnt upon the findings, the employee I1s advised

-

along the following lines:

Some will be told:
(a) You are gqualified for promotlon but must be
conslidered on a long-term baslis and advised
that you are on a competitive basis with

others,
Other cases will call for advice of this type:

(b) You do not appear fully guulified for the
position snd then 1t 1s suggzested that you
do certain things, (list)

3ome must be told:

{c) You are so short on qualificstions that we
belleve you will have a difflcult time in
preparing yourself for the Jjob you are in-
terested in.

After this interview, an oversll svaluation 1s com-
pleted and thls includes the recommendations of the personnel
department. If a course of actlon s Indicated, the file is re-
viewed with the placement committee. Declsions are then made
and follow-up action is determined.

Mr. Ahrens believes that this type of program 1s im-
proving all supervisors in the company. For a number of years
he sald, "we have been conducting management conferences for all
levels, including those employees who are just becoming super-
visors for the first time. These conferences arse for the purpose

of making sure *hat the company's management group understands

7 Ibid, 8.
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policies and procedures,”8 -

This program is considered ; by United Alrlines, to be
far more extensive than a mere tralning program, and they refer
to it as "education”. United makes wide use of universities to
conduct their progrems. In 1952 they sent forty-five of their
management pesople to the University of California for a week's
course on "Human Behavior”. The men who attended 1t felt,
according to NMr. Ahrens, that they recelved s great deal from it.
nited Airlines is convinced of their worth and to prove this
have continued to send men to the University of Celifornlia. In
a periocd of three to four years,.United'hopes to recelve a zreat
deal of education about people and sbout the latest techniques
in handling people., It has been estimated by M¥r. Ahréna that
within the next two years there w!ll have been two to three hun-
dred supervlisors who have participated.

Mr. Ahrens feels that ﬁhe sirlines can gain a lot by
particlpating in college sand unlversity programs snd by usling
their instructors and facllities to bring the supervisors up to
date on the latest developments, United Airlines does not be-
lieve in letting their supervisors gst out of touch and they sare

making every effort to provide them with some educatlonal oppor-

8 Ibid, 9.
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tunities so they will have the benefits that were not a¥allable
to them when they were in school. .
To guotse Mr, Ahrens, the problems faced by the airlines
and the approach to them are as follows:

Soclal progress snd technological progress are cre-
ating new problems in industry., The problems are
caused because the new methods affect the socisl and
economic life of individuals.

Ne, 1n personnel, have the responsibility of consid-
ering the employee as an individual., %e must conslder
him as a whole individusl and not just as a necessary
part of a machine.

¥e bellieve that the only way to ilmprove productivity
1s to treat the employee as an indlvidual person. If
new methods and machines are put into operation grad-
ually, individusls are given time to sccept them zand
productivity will improve. If radical changes are
attempted overnight, employees will bescome apprshen~
slve and worrisome and morale will drop. Employees
will seek ways and methods to stop the increases In
productivity. We can advenzg no faster than our eme
ployees are capable of accepting new methods and
technliques,

Psychologlsts believe we could double our productivity
in America if all of our people were placed in jJobs
which best suited them. 1In other words, 1f we think
of the employee as an individual, and think of placing
him in & Job where he wlll be happlest, we have an
opportunity to increase productivity in a relatively
short time. But 1f we think of increasing productiv-
ity without considering the Iindividusl, we can go up
at about the rate of 25% only a year.?

The above address on Personnel Administration by ¥r.

. F.Ahrens, Vice-President, Personnel, United Alrlines, 1is

9 Ibid, 10-11.
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indicative of the feeling of the trsaining directors of w11 of
the airlines contacted., The indlvidumrl, more and more, is gain-
ing recognition in the race between technological and sociolog-
ical improvements. The technological improvements affect the
individusl from the economlc standpoint, If maschines become more
productive, it follows that less huran effort 1s needed to pro-
duce more of the product. The individusl who is not satisfied
bescause the work does not challenge him is also fearful of the
time when the machine wlll completely replace him,

In United Alrlines, the personnel department 1s trying
to develop and use the best tools whlch wlll give them the most
raliablc.information about their employees, There I1s a desire
on thelr part to know about the abllitles, interests and desires
of their employees; and they wart thelr management people to know

as much about the behavior of humen beings as possible.




CHAPTER V
SUMMARY AND CONCLU3IONS

In sumrary 1t should be said that the training programs
in the alrlines are designed with a two fold aspect Iin mind. The
first of these concerns the present supervisor and how the com-
pany caﬁ better adapt him to do his present job., The second
sspect 1s to instruct the new supervisor to do his new job.

The airlines participating in this study do everything
posslible to help their supervisory people to do thelr Job. The
techniques of training and the subject in the tralning program
reveal that the individual is kept in mind above even the tech-
nical aspect of the job.

Just as a house needs a firm foundation upon which to
rest, 30 it 1ls with a tralning progrem. To weather the storm
of dally trials, it must have a solid foundation. This founda-
tion can only be found where the men on the Jjob are treated as
individuals and not ss part of a machine. Only‘with men schooled
in the rudiments of humsn relations can s tralning program meet
its final goal-the development of men by their own efforts.

The writer started out to prove that the objectives of
supervisory training were the development of the human relations

aspect us well as the technlcal skill of the individual. During
42
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-

the course of the interviews with the training directors of the
airlines, these objectives were brohght out constantly. An exam:
ination of Chapter II and Chapter III of this thesis will reveal
that the alrlines, without exception, are keenly aware of the
importance of human relations training as well as the technical
8k1ll of the individual.

The length of time that supervisory training has been
in effect in the airlines reveals that most of the airlines felt
the need for s@ch a program only since the lasst war, The War
Manpower Commlssion aided greatly in setting up standards for
training. The Job Instruction Training Program !s only one of
the many methods emerging from wartime pressure,

The methods avallable to the alirlines are many, but as
seen In Table I, page 19, most of the airlines avail themselves
of only a few of these methods.

The airlines are, for the most part, agalnst the mixing
of different levels of supervision in tralning sessions. The
scope of material to be covered would be the main reason for thils
conviction.

The training director in all of the airlines is treated
as a staff person. Acting in this capacity, the services ren-
dered by him would be advisory in nature. It Is up to him to
provide the materials and alds In training sessions. In most

cases, 1t is the line people who actually'activate the program.
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The type of sessions held in the training phase of

airline operations 1s in the majority of the cases leader-centere

This type of session 1s essentlally directed by the trailner. 1In
United and American Alirlines the non-directive approsch i1s fol-
lowed. In this type of sesslion the partliclpants direct the dis-
cussion and are thus able to bring in problems of their work-a-
day experience,

The writer has found that the training process is &
never ending phase of supervisory training. In the alrlines the
need 13 realized and every effort is put forth to insure its
success, The airlines are ever in search of new methods to im-

prove thelr present programs.

i
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APPENDIX I

SUPERVISORY DEVELOPMENT QUESTIONNAIRE
Do you have a formal training progrsm %
a. Yes
b. No

How long has your company had & supervisor's training

program 7
8. One year and less
b. Two to four years
c. Five years and less
#hich method of training do you employ %
a. Formal c¢lassroom work
L. Special training courses
c. Lectures by ataff
d. Lectures by visiting professors
e, Conferences Directive Non-

Directive

What has been your experience as to the desired size of
training sessions ¢

8. 1l - 5 people
b. & - 10 people
C. 11 - 15 people
d. 16 -« 20 people
o, 21 and over

Do you mix levels of employess In training, 1. e. , clerical
supervisors, and executives '
8. Do not mix levels
b. Have separate sessions for
c. Combined sessions for

#hat is your source of Iinstructors ¢

8. Training Department
b. Staff executives

Ce. Line executives

a. Outside arrangements

45




10.

46

DO you have a training director’?
B Yes
b. No.

Is this training director treated as :
a. A line person
b. A staffl person

Are training sessions scheduled ?
a. Planned and rehearsed
b. Leader-centered - where the leader directs
the discussion
C. Inter-group centered - where sach of the
participants decide on what 1s to be dis-
cussed

¥here do you hold the training sessiona ?

8. Conference or Training rooms
b. Other pleaces plant
hotel

school
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March 11, 1954

Training Director
Chicago, Illinois

Desr 3ir:

I am writing this letter in the hopes of obtalning some
information on your supervisory training progrsm. 1 am a
graduate student at Loyola University working on my master's
degree. The thesis I am writing concerns the comparative
study of training methods used on & supsrvisory level at the
leading airlines.

One way of obtalning this information is by personal in-
terview. If it would be agreeable with you, I would appreciate
some of your time in securing the desired information. After
the study has been completed, I would be gzlad to advise you of
the results if the participating airlines are willing to re-
lease this information.

Attached please find a preliminary questionnaire on super-
visory development. When I have gathered all the preliminary

questionnaires, I would like to make a personal appointment
with you to discuss more pertinent segments of your program.

Sincerely yours,

Enc.
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March 27, 1954

( Follow=-up )

MI’. L. G’. F - -
Vice-President, Operatlions
------ Airlines

New York, New York

Dear Mr, P --- 3

I am writing this letter in the hopes of obtaining some
information on your supervisory training program. I am a
gradaate student at Loyola University working on my master's
degree. The thesis I am writing concerns the comparative
study of training methods used on a supervisory level at the
leading airlines.

I directed my original request for this information to
your Chicago Office, but as yet, I have not had any reply. I
would appreciate hearing from you or one of your staff about
your training program.

Attached are some questions on tralning programs which
would aid me greatly in completing my study by the appointed
time, Due to the deadline I have addressed my return envelope
to my home address.

Thanking vyou , I remain,

Sincerely yours,

Home Address
5966 W, Superior 3t.
Chicago 44, Ill.
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APPENDIX I1
QUESTIONS ON TRAINING PROGHAM

I. #hat is the alm of your training program ?

II. Do you have a general outline of subject areas ?
Areas

A. Supervisory training
l. Orientation training
2, Management training conferences
Se Special conferences

B. 8kill training - development phase

C. Technical and Professional
1. To provide information service to personnel
concerning curriculum
2. Prepare for future possibility of presenting
spaciallzed programs

D. General Education
1. Community programs
2. Educational assistance
3. Libr&x‘y
4. Special services
IT1I. What tralning materials do you use ?
A. Training Sessions for Supervisors
1. does each branch prepare descriptions of
functions performed
2. do conference leaders prepare own outlines
3. are there any supplementary alds used
4, are case studies used

49
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B. Skill, Technical and General Educatlon

Iv. Training Methods - are your training sessions designed to
present actual operations and to promote discussions ?

A. Supervisory Tralning -

B. Management Conferences -

v. Program Participation
A. General - open to all
B. Participation by :
1. Branch heads
2. Discussion groups
Se Initial management training to first few

levels
4. Do branch managers decide who 1s to attend

VI, Program Schedulilng
A Branches

1. Are tralning sessions planned in short
serles

2. Do department or branch managers request
time

S outside Schedule or does Training Department
consult with managers to schedule progrsms

VII. Instructors
A. General

1. Initial supervisory training sessions
conducted by
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2. Conference leading is done by

3. Outside arrangements
Professional educator of university
or

%III. Communications
A Does the training depsrtment endieavor to :

1. encourage management to use training
programs

2. to convey problems unearthed in group
discussions to management for conslder-
ation and decislon

IX, ‘Program Evaluation

Since your progrsm hes been in effect have you any
techniques to measure its effectiveness and worth
such as : »

1. Sub ject reaction guestionnalres

2. Instructor reaction questionnaires
3. HRecords of participation

4. Records of participants progress
S. Qutside consultant surveys

Xe Training Facilitles

A. Sessions are held on company time

B. #ill sventual expension of program require
separate facilities than presently used *?

XI. Long Range Plans

A. Do you have an ultimate objective In your train-
ing program %

B. In training do you keep thes men in mind for top
level positions 7
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