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decision making situations in addition to the existina
stress placed on rational thinking. .

In addition, the Kepner-Tregoe decision maker nust
guard against the inflvence of personal bias when setting
objectives and when assessing risk. A further obstacle to
effective Kepner-Tregoe decision making is presented by
the difficulties cncogntcred when co=-operating with
people unfamiliar with the system. This difficulty has
been pointed out by Bla“e and Mouton (1961) with regard to
the Managerial Grid programme. It is with respect tc this
aspect of decision making also that training in group

functioning would be of nost value.

POTENTIAL PROBLEM ANALYSI[S

Kepner and Tregoe (1965) postulate a sequence of three
processes, the first of which is a problem analysis, the
second, a decision analy:is, and the third, a potential
problem analysis. The énalysis of a problem, i.e. the
discovery of its cause, is followed by a decision about what
course of action to take to cope with it. Once a course of
action has been selected, a plan must be drawn up to implement
it. Finally, this plan must be examined for potential
problems.

Before proceeding further, the distinction between
planning and potential problem analysis must be drawn.
According to Kepner and Tregoe (1968) planning is:

"that process waich describes and schedules the
way in which resources will be modigied ‘and
utilized to implement and maintain courses of

action which have been selected" (p. R7D, 002).
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A major part of the information needed for the plan can be
extracted from the analysis of the decision which led to
this choice of action (Kepner and Tregoe, 1968; Illewman,
1958; Schein, 1969). Kepner and Tregoe (1965) do not deal
with the entire planning activity of the manager, but
.concentrate on one aspect of this activity - that of
potential problem analysis. Potential problem analysis is
the systematic examination of a future course of :z:tion or
activity with a view to detecting those things tha: might

go wrong when implementing the plan. Furthermore, potential
problem analysis considers what steps are necessar, to
prevent those things from going wrong and to protect against
their effects should they still occur. This essential

- aspect of planning is rarely conducted by managers due to the
lack of a conceptual framework within which to wori (Kepner
and Tregoe, 1965; Schein, 1969).

"a. the definition of potential problem analy:is,
reference is made to two types of action, preventive and
contingent. Preventive action removes the possible cause
of a problem or removes its probability, while contingent
action provides standby arrangements to offset or minimize
the effects of a serious potential problem. In addition to:
these two types of actions - preventive and contingeut =
Kepner and Tregoe rropose a further three possible actions
which may be taken by the manager when dealing with
problems (1965). These additional three actions are interim
action, adaptive gction and corrective action. Intwr}m
action is taken after a problem has been discovered but

before its cause has been found. It buys time for the
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manager so that he can investigate the cause of the
deviation without having too éreat a time pressure on
him. Adaptive action permits the manager to live with
the tolerable effects of the deviation, or with an
ineradicable cause, while corrective action, thz rinal
type of action proposed by Kepner and Tregoe (19365)
eliminates the known cause of the problem.

It must be remembered that any single action or
combination of these actions taken by the manag:r
requires planning. Furthermore, each of these lans
will require potential problem analysis., Foteuuial
problem analysis is a continuous procoss and need not
end until the manager is confident of his success.
However, Kepner and Tregce'(1965: 1968) have outlinzad
procedures which serve to ensure that the time iavested
in a potential problem analysis is productive. In
addition to these procedures, however, Rebner and Tregoe
(1968) advocate that the manager allocate a limited amount
of time to the entire potential problem analysis process.
I£ has been found that such time restraints focus
attention on those aspects of the plan which require the
most investigation, and keep the process from degencrating
into endless detail (Kepr.er and Tregoe, 1968).
STAGES IN POTENTIAL PROBLEM ANALYSI1S

Identify critical areas

To focus the time and effort of his potentiel problem
analysis, the manager must identify the areas of the plan

which are crucial for its success, or which present a




cluster of potential trouble spots. These aspects of the
plan are termed 'critical areas' py Kepner and Tregoe (1965).
The adverse consequences arrived at during the decision
analysi' are of assistance in specifying these critical
areas.

Anticipate problems

Having identified the major critical aspects of a plan,
it is necessary to specify particular problems which may
arise within these areas. In reviewing a critical area to
generate potential problems, a manager's primary concern is
'What could go wrong with this aspect of the plan?' The
manager's experience and his ability to project events
logically into the future are of assistance in predicting
potential problems. The advuntages of having two or more
people working together to develop this list of potential
problems are obvious. As with the generation of alternatives
in éecision making, the principle objective at this stage is
to generate potential problems and not to evaluate them at
the same time.

After listing potential problems, each one mmust be
evaluated with regard to the amount of threat which it holds
out for the plan. The threat of a potential problem is
expressed in terms of 'Probability' of occurrence and
'Seriousness' if it should occur. The threat of a potential
problem can be reduced by taking actions to lower its
probability of occurrence (Preventive Action) or to minimize
the seriousness of the problem if it should occur

.

(Contingent Action).
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Select action

Preventive action can only be taken if the manager is
aware of the cause or causes of the potential problem. 1In

some instances a cause may be impossible to prevent e.g. a

change in the economic climate. When this occurs,

contingent action must be instituted to minimize its effect
on the plan. The cost and scope of contingent acticns will
be reduced to the degree that preventive actions can be
taken.

Provide for information

For each contingent action that has been planned, a
means must be provided to activate that action should tho
problem occur. A feedback system, or a 'trigger', is
necessary to indicate that the problem has actually occurred,
and that contingent action is required. Furthermore, it is
necessary to provide mileposts in the plan that will provide
fof reporting progress.

It can be said then, that a potential problem analysis
is based on two popular maxims: firstly Murphy's law, that,
if it can go wrong it will, and secondly, that prevention is
better than cure.

OBSTACLES TO THE USE OF THE POTENTIAL PROBLEM ANALYSIS
SEQI'VNCE

This relatively new dimens’on that Kepner and Tregoe
(1965) have brought to planning is faced with numerous
cbstacles. Firstly, most managers spend their time curing
today's problems rather than preventing tomorrow's. As .
Kepner and Tregoe (1965) say, this 1; not surprisigéa

"since the major rewards in money and promotion

so often go to those who show the best records
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Walton, 1969). Without the ability to cope with change
and the tools with which to institute change, modern
managers will flounder. Kepner and Tregoe (196%), with

- their problem solving, deciefion making and potertial
problem analysis sequence, offer one means of withstanding
the forces exerted on organizations by our viable

environment.

ACHIEVEMENT MOTIVATION

Atkinéon (1964) has proposed that the theory of
achievement motivation attempts to account for:

"the determinants of directicn, magnitude, and

persistence of behaviour in a limited domain

of human activities. It applies only when an

individual knows that his performance will be

evaluated (by himself or by others) in terms of

some standard of excellence and that the

consequences of his action will be either a

favourable evaluation (success) or an

unfavourable evaluation (failure)" (p. 240).
Achievement motivation, then, can be described as the pursuit
of an achievement goal when the latter is regarded as success
in competition with a standard of excellence (McClelland,
Atkinson, Clark and Lowell, 1958).

The study of achievement motivation was instigated by
McClelland and Atkinson in 1948 (Atkinson, 1964). McClelland
and Atkinson began to cembine the clinical 1nsight5 that
human motivation is expressed in frece-associative é%ought,
with the experimental methods of manipulating and controlling

the strength of motivation. Furthermore, McClelland and
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Atkinson adapted Murray's (1936) technique of eliciting
imaginative stories in response to Thematic Apperception
Test (TAT) pictures, for use as a measuring device.
Their initial investigations led to the finding that
hunger drive could be detected through an analysis of
stories elicited from subjects while being deprived of
food. As a result of this finding, research was
instigated to examine whether other motives (e.g. the
motive to achieve) could also be detected by a content
analysis of imaginative stories of subjects. H
One of the major problems faced by McClelland and

his co-workers at this stage of their investigations was

the nced for a reliable method of scoring the stories
obtained. Consequently, a method of scoring the stories
elicited by the TAT pictures in terms of achievement
motivation was developed (McClelland et al., 1958). This
meaﬁure of achievement motivation has been subsequently
used in the majority of studies related to the achievement
motive !McClelland et al., 1958) although, in recent years,
measures of achievement other than the TAT have been
developed (Arcnson, 1958; French, 1958; Hermans, 1970;
Lynn, 1969; Mukheriee, 1965).

Research into achievement motivation has led to the
discovery of a number of behaviour patterns which are
closely associated with people scoring liich in achievement
motivation. According to McClelland (1958) people with a .
high need for achievement work harder at laboratory‘tasks,
learn faster (McClelland, Atkinson, Clark and Lowell, 1953),

do somewh.t better schoel work in high school (Riceciuti and
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Sadacca, 1955), and secem to do their best work when %, -
counts for their recoxrd and not'when other special
incentives are introduced such as pressure from the
outside to do well (Atkinson and Reitman, 1958) money
prizes (Atkinson, 1958; Davis, 1957) or time off from
work (French, 1958). They are more resistant toc social
pressure (McClelland et al., 1953), chose experth over
friends as work partners (Devis, 1957; French, 1956) and
tend to be more active in college or community a:tivities
(de Charms, Morrison, Reitman and McClelland, 19:5;
Kaltenbach and McClelland, 1957). They like risly
occupations (McClelland, 1956) perform ‘2tter unc:r longer
odds (Atkinson, 1958) and chose moderate risks ovier either
safe or speculative ones (McCleliand, 1956). High
achievers furthermore set goals vhich are potentiilly
attainable, and choose to participate in activitioes where
the§ have some influence over the outcome rather than in
activities where the outcome is determined by cheaace
(McClelland, 1971). Furthermore, they need concrete feed-
back on how they do (McClelland, 1971). Finally, they come
from families in which there has been stress on early self-
reliance and mastery (Winterbottom, 1958) and oddly enough,
they cannot report accurately when asked whether they have
a high need for achievemeni or not (de Charms et a.., 1955;
McClelland et al., 1953).

McClelland (1971) has, furthermore, suggested those
factors which lead to the development of high achiavément
motivation in individuals. He indicates that high

achievement motivation develops in homes where parertec
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set moderately high achievement goals but, where, in
addition, they are warm, encouraging and non-authoritarian
in helping their children reach these goals (McClelland,
1971). In addition, the more individualistic ard more
activistic the religious ethos of the environment, tlv
more strongly achievement motivation is fostered
(fleckhausen, 1967).

The relationship between early training in .achievement
behaviour and later achievement oriented activity
(McClelland, 1973; Winterbottom, 1958) can be s:en too,
in the correlations which have regularly been fo.nd between
the achievement content of popular literature e.g. songs or
children’s textbooks, and subsequent rates of economic
growth (McClelland, 1971) . Studies have shown this
relationship to hold true in Ancient Greece, 1in Spain in the
Middle Ages, in England from 1400-1800 as well 4a?; among
contemporary nations whether capitalistic or comr.cnistic,
developed or underdeveloped (Brown, 1965; McClelland,

1971).

These findings have led to a new development 1in
research on the need for achievement. Having ascertained
achievement levels in individuals or nations before their
effects wore widespread, it seemed feasible to attempt to
use this knowledge to foster economic development
(McClelland, 1971). Consequently, McClelland and his
co-workers began experimenting with techniques designed to
develop need for achievement, particularly in business
executives (Brown, 1965; McClelland, 1971). Some success

in developing the need for achievement by means of .»






























