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This research examines how a large multinational manufacturing 

company can provide its managers with the abilities that will be 

needed in senior positions some time in the future. 

A study of forecasts yields the conclusion that such managers 

will have to cope with novel, complex problems, and will need to be 

able to learn continuously from their experience. 

Use was made of an experiential model of learning, which pos- 

tulates relationships between types of environment encountered and 

types of learning ability developed. A comprehensive questionnaire 

survey was conducted, based on the model, and dealing with various 

aspects of managers' total careers, and the knowledge and skills 

managers thought they had gained, stage by stage. 

The data suggest some important deficiencies in the model. 

Particular career experiences did not, in themselves, foster an 

ability to learn. An appropriate interpretation of the experiences 

was also required. It is proposed that realistic self-confidence, 

or expectation of self-efficacy, is an important factor in inter- 

preting career experiences, and in developing learning ability. 

It is concluded that the research can make a contribution to 
career development, and the revised model of learning which is 

proposed forms the basis of recommendations for the development of 

the Company's future senior managers. 
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PREFACE 

This research was carried out under the Interdisciplinary 

Higher Degree (IHD) Scheme at the University of Aston in Birmingham. 

This Scheme was set up with the purpose of encouraging links between 

the University and industry, thus enabling research to be carried 

out which has direct applications for practical, current problems 

in organisations. This project was carried out for Dunlop Limited. 

Since the inception of the IHD scheme, Dunlop has shown an 

active interest in it as a means of attracting graduates to the 

Company and of solving some problems which would not otherwise be 

the sole responsibility of any one manager. Proposals for research 

are discussed with IHD tutors, to assess whether they are suitable 

material for a research project. If they are considered suitable, 

either the Company or IHD find a student who has an interest in 

that area of study. 

On this basis, I was recruited directly by Dunlop and was 

employed by the Company for the three years during which the project 

was carried out. During that time I was located in the Central 

Training Department at Fort Dunlop, Birmingham. As a Dunlop employee, 

my role as an IHD student was ambiguous. I had different respon- 

sibilities from the rest of the department. I needed to spend 

quite a lot of time at the University, particularly at the beginning 

and end of the project. After two years I was appointed as Assistant 

Instructor in the Central Training department, but, as an IHD 

student whose principal concern was the research project, I was 

still primarily responsible to my academic tutor, Dr Diana Pheysey, 

and to my industrial tutor, who was Mr Manly Bircumshaw, the General 

Manager, Management Development.



The role of the IHD student is neither that of an academic nor 

fully that of an employee. The subject of the research, although 

not fully defined, was decided by the Company, and the in depth studies 

carried out had to meet Company expectations and interests. As an 

employee, however, one has more informal knowledge of the Company 

than would be available to a researcher from outside. Some time was 

therefore spent getting to know the Company. This attachment to the 

organisation means, however, that one is more isolated from other people 

carrying out research, or who have interests in the particular area, 

than is usual for post-graduate students. 

This dual role of student and employee on an applied research 

project involves the researcher in trying to meet both the practical, 

immediate demands of the organisation and the demands of the University 

for a lasting contribution to knowledge in the field of study.



CHAPTER 1 

INTRODUCTION TO THE COMPANY AND 

BACKGROUND TO THE RESEARCH PROJECT 

Objectives of Chapter 1 

The research project was conducted within one company, 

Dunlop Limited. It had identified a need for some research on 

the future development of Senior Managers for the next decade. 

This chapter describes the company background and the research 

proposal put forward by the General Manager, Management Develop- 

ment. The company background influenced the development of 

the research, providing both constraints and opportunities. 

Product _Range 

Dunlop is usually associated with tyre manufacture. This 

is the largest part of Dunlop's business but the range of 

products made by the company is very wide. Dunlop has never been 

slow to diversify; in 1906, sixteen years after the original 

company had been founded, the company realised that tyres and 

wheels should be thought of as a single unit, and so acquired a 

Wheel Manufacturing division. As well as diversifying its product 

range at this time, the company made investments in rubber 

plantations in Malaya in order to meet its growing need for 

high quality natural rubber. Further diversification has taken 

place since then. For example, in 1925 Dunlop acquired the 

Mackintosh group, still the home of the General Rubber Goods 

Division. As Dunlop sports goods grew from sports shoes made 

by the Dunlop Footwear Company, the company acquired a tennis 

racquet factory at Waltham Abbey, John Letters Limited, The 

Slazenger Group, Carlton Plastics, makers of shuttlecocks and 

racquets for badminton and tennis, and Litesome Sportswear. 

Dunlop Semtex produces Vinolay, thermoplastic and carpet tiles.



Dunlopillo Division produces latex foam both for consumer use 

(beds, furniture) and industrial use. The company has a division 

producing fire fighting equipment, a division producing irrigation 

equipment, divisions producing hose and belting for marine and 

industrial use. A list of some of the Dunlop products gives an 

indication of the diverse product range (Table 1.1). 

  

  

  

Suspensions for Vehicles 

Footwear 

Floor coverings 

Beds and other furniture 

Racquets for tennis, badminton, 

squash 

Golf balls, squash, balls, 

shuttlecocks 

Cricket ball 

Sportswear 

Glues   

fTable 1.1 Showing Diversity of Dunlop Product Range 

Tyres Fluid seals 

Wheels Industrial hose and belting 

Brakes Hydraulic hose and assemblies 

Precision Rubbers 

Printers’ Blankets 

General Rubber Goods for example, 

Hot Water Bottles 

Saflote (floating hose) 

Anti-vibration mountings 

Starglyde Transport System 

Sports surfaces 

Fire fighting equipment 

Oil for margarine 

This list is not exhaustive but illustrates the wide range of 

products now produced by the company.   
  

Factory Sites and Selling Companies 

The company has both manufacturing units and selling companies 

throughout the world. It has manufacturing divisions, for example, 

in India, New Zealand, Nigeria, South Africa. 

Examples of selling companies' sites are Argentina, Canada, 

Peru, Thailand, Norway. 

Dunlop has manufacturing units throughout the U.K.; 

In addition to its world wide interests, 

for example,
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in Inchinnan, Speke, Washington, Birmingham, Coventry, Leicester, 

Grimsby, Harrogate, Brymawr, High Wycombe, Skelmersdale, Manchester, 

Horbury, Wakefield, Thame, Totton, Bentham and Head Office in London. 

It is estimated that at the moment Dunlop has about 130 

factories spread over 22 countries throughout the world. Selling 

companies are in addition to these. A recent corporate advertisement 

showed a globe nearly empty except for a few scattered, small 

islands. These were the few places where Dunlop does not operate. 

Moreover, since Dunlop makes brakes (out of a new carbon-fibre 

compound) for Concorde, and also hose for offshore tanker points, 

its products may be found not only in most lands but also in sea and 

air! (See section 4.1 onwards for further details) 

Organisation 

In 1971 Dunlop and Pirelli came together to form the Dunlop/ 

Pirelli Union. As a result of the Union, the company, which was at 

that time known as the Dunlop Company Limited, changed its title to 

Dunlop Holdings Limited. The main subsidiary is Dunlop Limited, which 

is the main European Operating Company. Together the Dunlop/Pirelli 

Union has a combined turnover of £2,000 million. The two groups are 

geographically complementary; while Dunlop manufacture is mainly 

in Northern Europe, Africa, South East Asia and Australia, Pirelli 

operates mainly in Southern Europe and Central and South America. 

The Union, therefore, helps to spread risks and gives a better 

opportunity for growth in the world-wide market. A company which 

has such a large product range and operates throughout the world 

must obviously sub-divide its business interests into manageable 

concerns. This research project is only concerned with Dunlop 

Limited.



4.1 Division into Product Groups 

There are five broad divisions:- 

Tyre 

Engineering 

Consumer 

Industrial 

Overseas 

However there are exceptions which do not fit into this structure:- 

International Sports Company 

Angus Fire Armour Division 

Dunlop International Projects Limited 

These are not responsible to any of the five Product Group Directors 

but now have a Director responsible for each individually. 

Each division, or company, is fully responsible for the success 

of its own operations, as Dunlop believes in a policy of de-centralisation. 

Thus a divisional General Manager is independent and has full respon- 

sibility for the profitability of his company or division. However, 

divisions can always use the expertise of some centrally organised 

departments. These are listed in Table ied. 

  

Table 1.2 Dunlop Central Specialised Services 

  

Career Development Legal 

Central Personnel Licensing 

Central Research Material Supplies 

Central Training Patents 

Corporate Planning Publicity 

Finance Safety, Health and Welfare 

Industrial Relations      



These are available to provide additional assistance at the 

request of divisions. Funds available for divisions are allocated 

from the Centre and divisions must comply with overall Company 

Policies. 

4.1.1 Tyre Division 

Tyres still have the biggest share of the Company's operation. 

Tyres in the U.K. are produced at Fort Dunlop in Birmingham, Inchinnan 

in Scotland, Washington in County Durham, Speke near Liverpool and 

Cork in Southern Ireland. Products include traditional car tyres 

(radials, crossplied, the runflat Denovo Tyre and Wheel Unit, 

Dunlop Worldbeaters, tyres for motor cycles (Red Arrow), aircraft 

tyres, Earthmover tyres. India tyres (as distinct from Dunlop 

tyres made in India) also belong to Tyre Group. Tyre group is also 

involved in the retreading business of tyres. National Tyre Service 

with 450 retail outlets falls within the boundaries of Tyre Division, 

as does United Reclaim. 

4.1.2 Engineering Group 

This group is centred in Coventry and is based on the Aviation 

Division which was established in the mid 1930's when production 

grew from tyres to wheels and brakes. Just before the Second World 

War they began making hydraulic and pneumatic operating and control 

systems and gun-firing mechanisms. Suspensions Division makes products 

for the commercial vehicle industry such as the Maxaret anti-jack- 

knife system for articulated vehicles, the air-ride Kestral seat for 

commercial vehicles, as well as Pneuride, Hydrogas and Hydroelastic 

suspension systems. This Product group produced the new carbon-fibre 

brakes for Concorde. 

4.1.3 Consumer Group 

Consumer group, as its name suggests, makes goods to be sold for 

the public's consumption rather than goods sold to other industries.
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Both the production of golf balls which began in 1908 and the 

acquisition of the Mackintosh factory in 1925 contributed to the 

development of Consumer Group. Dunlop Textiles still has as its 

base a factory in Rochdale opened in 1916. This makes rayon, nylon 

and polytester tyre cords among other products. Dunlop Footwear 

belongs to this group and makes Wellington boots and sports shoes. 

Dunlopillo Consumer Division has factories at Harrogate, Hirwaun 

and High Wycombe and makes beds and furniture. Dunlop Semtex based 

in Birmingham and Brymawr produces floor tiles and adhesives. 

4.1.4 Industrial Group 

The full title of the group is Dunlop-Angus Industrial Group, 

after the Newcastle firm of George Angus and Company Limited which 

was taken over by the Company in 1968. Principal products of D-AIG 

include: fluid seals, industrial hose and belting, hydraulic hose 

and assemblies. Oil and Marine division in Grimsby recently intro- 

duced a floating hose (SAFLOTE) which prevents oil pollution from 

off-shore operations, Polymer Engineering Division, at Leicester, 

produces railway suspension springs, anti-vibration mountings, 

flexible bearings, flexible couplings and other rubber bonded to 

metal products. General Rubber Goods division at Skelmersdale and 

Hindley Green produces printers’ blankets, life rafts and timing belts. 

Belting group produce, among other belting products, the Starglyde 

Transport system used at airports. Sports Surfaces International 

at Speke produce Olympic Standard running tracks and also cricket 

pitches. Hydraulic Hose Division also belongs to Industrial Group. 

4.1.5 Overseas Group 

It was mentioned above that Overseas Dunlop has both selling 

and manufacturing companies. Overseas manufacture includes a 

range of products ranging from tyres, to golf balls, to adhesives. 

Dunlop also has plantations located at Dunlop Estates, Berhad and



Dunlop Plantations Limited Malaysia. By the 1920's Dunlop was the 

largest owner of plantations in Malaysia. Most of the output is sold 

on the world market in the form of latex foam. The demand for 

natural rubbers has fallen since man-made substitutes were invented. 

Many acres of rubber plantation have therefore been planted with 

oil palm, which is a ground crop occupying space under the rubber 

trees. These oils are used to make margarine. 

4.1.6 Direct Subsidiaries of Dunlop Limited 

In 1977 the Angus Fire Armour Division became a direct sub- 

sidiary of Dunlop Limited, trading under the name of Angus Fire 

Armour Limited. It makes fire fighting equipment of every sort 

ranging from a complete fire engine through Duraline Fire Hose to 

simple fire extinguishers. 

International Sports Company used to be part of Consumer Group 

but is now a separate division comprising the Slazenger Group, 

Carlton Plastics, John Letters and Litesome Sportswear. This is spread 

over Speke, Barnsley, Normanton, Horbury, Waltham Abbey and 

Saffron Waldon and Keighley in the U.K. (It is associated with 

the Wimbledon Lawn Tennis Championships and the Dunlop Masters 

Golf Tournament) . 

Dunlop International Projects Limited (DIP Ltd) is also a 

subsidiary company of Dunlop Limited and is concerned with 

various projects such as setting up factories for developing 

countries.
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4.2 Directors 

Each product group and subsidiary has a Director (of General 

Manager Status) responsible for the success of that group. Directors 

have also been appointed with responsibility for parts of overseas 

operations, on a regional basis. In addition, there are directors 

with specialised responsibilities; Finance, Administration, Central 

Research and Tyre Technical Development. These appointments are 

shown in figure 1.1. 

4.3 Personnel Management in Dunlop 

Table 1.2 listed the central departments which are available 

to all divisions requiring specialist assistance. Amongst these isa 

Central Personnel Division which comprises Industrial Relations on 

the one hand and Management Development on the other. Two General 

Managers, responsible for each of these, report to the Director of 

Administration (shown in Figure 1). The Central Personnel Division 

helps divisions when calledwonto do so and also produces company 

policy plans and decisions on Personnel issues. Management Develop- 

ment includes Career Development based at Head Office and Central 

Training based at Fort Dunlop in Birmingham. Career Development 

is responsible for recruitment of graduates, career development of 

people with senior management potential, advising divisions on signi- 

ficant management appointments, administering the company appraisal 

scheme and centrally kept personnel records (of graduates and people 

taken on by Central Personnel, senior management grades, people 

recommended by the divisions as having higher management potential) 

and advising divisions on management development. 

Central Training runs virtually all of the Company's Manage- 

ment training courses, both residential and in-plant. (Occasionally 

factories run a course of their own, and some senior people are 

sent to business schools for courses). This department runs courses
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ranging from general management courses aimed at young graduate 

level through to senior executive level as well as courses aimed at 

developing specific skills and knowledge, such as 'Management of 

People', 'Marketing', 'Cost and Financial Information', 'How to 

Select', 'How to Appraise'. Central Training liaises with divisions 

so that the courses run are appropriate to the needs of the divisions 

and they can advise divisions when asked. 

The divisions have a Personnel team, the size of the team 

depending largely on the size of the Division. The larger divisions 

have a Divisional Personnel Manager with Personnel Managers for 

each factory accompanied by a Training Officer. Large divisions 

such as Tyre Division have a team of trainers. Most of the train- 

ing inthe divisions is concerned with operator, apprentice and 

. clerical training - largely the training which has been required 

by Training Boards for levy exemption. Little management develop- 

ment is carried out in divisions although it is envisaged that 

this will change both as a response to changing requirements of 

Training Boards and also as a response to the growing awareness of 

the importance of developing effective management teams. Divisions 

often comment that much of the Personnel Managers' time is taken 

up with industrial relations problems. 

The structure of the personnel team and number of people 

involved depends on the division. Since Dunlop is a de-centralised 

company, the Divisional Personnel Managers are not responsible to 

Central Personnel but to the divisions. Divisional Personnel people 

do not have to take the advice of Central Personnel but can call 

upon its specialists when they need it. However, divisional 

personnel do work quite closely with the central function - for 

example, in the recruitment and training of graduates, in enabling 

people of potential to be recognised and to develop their career
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throughout the whole of the Dunlop organisation, so that people are 

not restricted to one division. Central Personnel has no direct 

authority over Divisional Personnel but does influence decisions and 

appointments for the benefit of the whole Group, enabling the company 

to gain the benefits of being a large international company, whilst 

divisions retain their autonomy. Central Personnel is mostly concerned 

with the U.K. operations; Overseas Group recruit and train most of 

their own staff. To the extent that many expatriates do return to 

the U.K. to work for the company, Central Personnel is concerned 

with overseas managers and is often called upon when senior appoint- 

ments are to be made. 

4.4 People 

Dunlop employs about 18,000 staff and 24,000 operatives in the 

U.K. and about 14,000 staff and 39,000 operatives abroad. This is 

a total of about 95,000 employees. 

Emergence of the Project 

The project was first conceived by one of the Senior Manage- 

ment Instructors in the Central Training department, who identified 

a need for an evaluation of training to be carried out. 

Some of the courses run by the department had been in operation 

for some years (although evolving over time) but haa never been 

systematically evaluated. Feedback from course delegates was 

asked for at the end of each course and some feedback was obtained 

from Personnel Managers. Apart from that, course tutors relied on 

their own estimation of what a course programme should contain on 

the basis of training needs identified in discussion with divisions, 

and their own perception of the usefulness of various methods 

and inputs. 

At this stage it was suggested that a research student



14 

attached to Aston University should be recruited to carry out an 

evaluation of training. 

The General Manager, Management Development (overall res- 

ponsibility for Career Development and Central Training) became 

interested in this idea but proposed that any research to be carried 

out should be forward-looking, rather than a backward-looking review 

of what was already going on. He felt that the research should look 

at the skills, abilities and knowledge that managers would need in 

the future, so that the company could start to carry out appropriate 

training in readiness for that future. The General Manager's main 

concern is with potential "high-fliers", people whom the company 

thinks are likely to become senior managers, probably General 

Managers (the top management grade, of which there are under 70 in 

the whole company). The concern is mainly with people working in 

the U.K. but as some expatriates may be of senior management 

potential and return to the U.K., expatriates are not excluded 

from the research. 

The General Manager, Management Development became the 

Industrial Tutor for the project. (He is based in Head Office, 

London). The research was based at the Central Training Department 

in Fort Dunlop, Birmingham, partly because the oaiainal idea 

for the project emanated from there and partly because this gave 

easy access to Aston University. 

The research proposal contained three elements:- 

a) A forecast of the social, political and economic environ~ 

ment likely in the 1980's - 1990 should be made. 

b) From this forecast the kind of management style needed to 

meet this environment should be predicted. 

ic) The necessary inputs required to enable b) to be met, should 

be recommended.
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Constraints and Opportunities 

The nature of the Company provided both constraints and oppor- 

tunities for the research project. The introduction to the Company 

outlined in this chapter illustrates some of the problems which 

determine the kind of research which can be carried out. The 

product range is very wide; this means, for example, that predicting 

the technology of the future is not a simple job. (In fact, it may 

not be a key influence on management style). Many technologies and 

types of production (mass production, batch production, one-off 

jobs, process production) already exist within the company and all are 

likely to change over the next decade to some extent. Relating 

management style for the Company in the future to technolgy is not 

an approach to be easily undertaken since the future senior managers 

may be called upon to manage different kinds. 

The Company operates in a variety of environments - not only 

abroad but also in the U.K. There are regional differences in 

attitudes and expectations of workers say, between the Speke site 

and the Head Office in St. James's London. Some divisions are based 

in traditionally strong Trade Union areas, some divisions have a 

large number of women workers, some are based in areas of high 

unemployment. Thus throughout the U.K. the factories making Dunlop 

products vary in size, in products produced, in type of technology 

and production, in regional differences in attitudes of workers. 

It has been suggested that the salesmen who can sell tyres to hard- 

headed buyers in industry might fare badly if they had to sell golf 

clubs to the "gin-and tonic set". Dunlop makes both products and 

future senior managers will have all types of business to run. 

The constraint on this research is that it is asked to make pre- 

dictions about future senior managers in general for the whole 

Company. Since the factories and divisions are all so different it
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would prove very difficult, and many assumptions would have to be 

made, to take one of these and study it in depth - looking at the 

future and management development for one division. Any conclusions 

based on one division might not be generalisable to the rest of the 

company. However, looking at the Company as a whole has problems 

because the organisation of the Company is de-centralised. This 

means, for example, that records are not all available centrally. 

Only those outlined in 4.3 are kept at Central Personnel, others 

are kept at the Divisions themselves. Often factors such as move- 

ment of personnel between factories is difficult to ascertain. 

However, since the project is aimed at looking at the manage- 

ment development needs of managers for the whole company, this 

allows the research a broad scope. The General Manager, Management 

Development, has a high degree of influence in the Company and was 

willing to make available any necessary and reasonable resources 

(for example, records available, introductions to various managers 

throughout the company) - 

The research proposal left the details of in depth studies 

to be decided. Since the research required a look at the possible 

future business environment, this was seen as a first step to form 

the basis for in depth studies to discover the kind of inputs the 

Company needs to make to prepare future senior managers.
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CHAPTER 2 

MANAGEMENT AND THE FUTURE 

Objectives of Chapter 2 

The objective of this chapter is to review some of the fore- 

casts made for the future and which have relevance for management. 

The chapter will also consider the areas in which managers could 

be taking action now to prepare for the future. The chapter is not 

concerned with techniques for forecasting. 

Introduction 

Why should managers today be concerned with forecasting the 

future? Forecasting is a very uncertain business involving both 

extrapolating from past trends, and an element of conjecture about 

qualitatively new changes. Neither of these approaches can produce 

entirely accurate scenarios of the future. It might be argued that 

managers have too many burdens already without the added dimension 

of preparing for the future. However, past decades have demon- 

strated an increasing rate of change in many aspects of our lives. 

Alvin Toffler (1974) has suggested that if this rate of change con- 

tinues we may face a psychological state of "futureshock" in which 

we feel unable to cope with incessant demands to adapt to novelty. 

One way to avoid futureshock might be to anticipate and prepare for 

change. Another very important reason for forecasting is that it 

allows us not only to prepare for future events but also to influence 

the future. As Lawrence Durrell (1968) says "Out of the present we 

manufacture the future; what we dream today becomes tomorrow's 

reality. All our ills come from incautious dreaming". By predicting 

whet is likely to happen if present trends continue we can decide 

what steps we need to take to avoid the undesired consequences of 

present actions. This is most important if managers wish to take a
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proactive rather than reactive approach to their jobs. 

Enterprises depend for their survival on: 

supplies of raw materials, finance, people and ideas; 

utilisation and processing and adding value to supplies; 

finding outlets for the products that are made or the 

services that are provided. 

In looking towards the future it is therefore not sufficient for 

managers to consider changes likely within the organisation: a 

wider perspective must be taken, as world-wide events affect any 

enterprise. 

These events can be considered under the following 

topics:- 

1. Political Changes These will affect supplies of 

materials, markets for goods and 

services, geographical location 

of operations. 

2. Economic Changes These will affect availability 

of financial resources, demand 

for goods and services, competi- 

tion from other countries. 

3. Social Change This will affect the people and 

ideas within an organisation, and 

the changes organisations will need 

to make to cope with the society 

in which they operate. 

4. Industry Many trends indicate that there 

will be changes (for example, 

in trade unions) having direct 

effects on industry.



19 

5. Technological Change This will affect the type of 

goods and services produced, 

and the methods of production. 

6. Population and Employment Trends These will affect the avail- 

ability of people for organ- 

isations. 

In practice, these topics are interrelated, but they are separated 

as far as possible here for clarity. 

Review of Forecasts for the Future 

Between 1967 and 1975 the European Cultural Foundation carried 

out a research project "Plan Europe 2000" to which 200 experts from 

ten countries contributed, at a cost of one million pounds. The 

results were published in 1977 (edited by the Chairman of the project, 

Peter Hall). This is one of the most comprehensive studies of the 

future and covers all of the topics outlined above, taking a moderate 

rather than extreme standpoint. This project can, therefore, be 

used as a base line for reviewing the future forecasts. For each 

topic the view given by the "Plan Europe 2000" team can be compared 

with other authors who have contributed to the topic either supporting 

or contradicting the "Europe 2000" view or adding a wider perspective. 

From this a composite scenario of the future can be drawn (Section 4). 

3.1 Political Change 

"plan Europe 2000" produced five scenarios of political changes 

which were thought to be possible by the year 2000. These are:- 

(i) Europe Divided There will be no fundamental change, with 

Europe still being divided into two; half under Russian influence, 

half under American influence. 

(ii) Europe United This scenario considers that Europe may
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remain divided but Western Europe may become more integrated. 

The problems of ising wage rates with no corresponding increase 

in productivity, low investment levels resulting in low growth 

levels and a balance of payments problem will characterise 

European countries in the year 2000. Although at present these 

features are most evident in Britain's and Italy's economies it 

is becoming a feature of strong economies such as Germany's. 

In these conditions European countries will only be able to 

compete with Third World countries if Europe unites and co- 

operates in the field of research and development and uses its 

mass of expertise to produce specialised produces This could 

lead to a very strong European Economic Community (B.E.C.) 

using economies of scale and technical expertise. The Lomé 

Agreements of 1975 established a new basis for relations between 

Europe and the developing world through the establishment of 

a European Development fund, the stabilisation of export 

earnings to allow better sequencing of development, industrial 

co-operation and technical transfers. These sorts of agree- 

ments could increase in the future and transform the E.E.C. into 

a world power. Communist governments are possible in Italy, 

France and Spain. It is thought that these governments would 

still be likely to align themselves with the West rather than 

with Russia. Russia will still need to maintain technological 

links with Europe for skills she still lacks. Europe could 

become a world power through exploitation of its latent finan- 

cial and technological capacities. 

A Europe of Nations The nation states could still remain 

strong, despite the moves towards a united Europe. They alone 

have sovereignty, that is, legal power over the army, police 

and courts and remain the largest collective to which people
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feel they owe allegiance. National governments will have to 

respond to internal influences from pressure groups, particularly 

to maintain living standards in no growth,or low growth, situations. 

Foreign policy could therefore be conducted according to economic 

requirements, such as security of income and employment and 

guaranteed markets for primary producers sought by selective 

protectionism. 

A Europe of Regions Since 1945 there has been a rapid develop- 

ment of the industrial heartland of Europe (Birmingham-Milan- 

Dortmund) and a decay of the peripheral rural regions. Most of 

the wealth of Europe is to be found in the industrial heartland. 

The poorer the country the more striking the difference between 

its poor regions and its industrial heartland: e.g., Mezzor- 

giorno is much poorer in relation to Milan than Northern Norway 

is to Oslo. In addition to the poor and mountainous agricultural 

regions there are poor parts of Europe where the 19th Century 

heavy industries were concentrated. Where these are located 

outside the new industrial heartland, for.example, shipbuilding 

in Scotland, mining in Wales, this has added to the economic 

distress of the poorer rural regions. This has all led to 

militant regional separatist movements in Scotland, Brittany, 

Pays-Basques, Corsica. The reaction is strong in regions which 

were once nation states, particularly if they have valuable 

raw materials. Resolution of the problem is still unclear. 

Strong break-away groups could decrease the unification of 

Europe. 

Change in Eastern Europe The first four scenarios assume a 

stable Eastern Europe. However, revolt in Eastern Europe could 

bring a major change and weaken Russian influences. This is an 

unlikely change - more likely is a gradual convergence of
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economic and social structures between Eastern and Western 

Europe, for example, the economies of the West becoming more 

dominated by corporation and central state planning mechanisms. 

Kahn and Bruce-Briggs (1972) take a world perspective. They 

also see the survival of the nation state system, but a poli- 

tically more multipolar world. The two super powers, Russia 

and America, will decline in power, influence and prestige. 

Japan is likely to rise as a superstate. They think that 

Germany (both east and west) will make full recovery (politically 

as well as economically). They foresee an enlarged E.E.C. 

increasing its political influence. 

There will be few new international legal and political insti- 

tutions (but industry, commerce and finance will become more 

international) . 

In addition to an increase in violence and guerilla warfare they 

see a persistence of chronicconfrontations (Arab-Israeli, India- 

Pakistan, U.S.A.-China-Soviet) and much turmoil and violence 

in the underdeveloped areas of Afro-Asia and perhaps Latin 

America. An area of conflict into which Britain or America 

could be drawn is in the Caribbean. These islands achieved 

independence with neo-colonialist regimes, that is, although 

native people are in power, the system differs little from 

preceding colonialist regimes. This situation is unacceptable 

to many and the regimes may be overthrown through insurrection 

and riots. 

Peter Hall (Chairman of "Plan Europe 2000"), giving his own 

view of the future for Britain, suggests that if Britain suffers 

a long term economic decline an international economic crisis 

could spark off political changes. Confidence could be lost in
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the traditional Labour and Conservative parties. If they were 

unable to agree to form a coalition, a platform of an extreme 

ideology might be swept into office. This could be of the 

extreme right (specifically anti-communist, anti-black rather 

like South Africa today) or equally of the left (rather like 

Sweden today though more extreme). However, he considers 

British people will probably put up with a decline without much 

of a fight. 

3.2 Economic Change 

The authors of "Plan Europe 2000" consider that inflation will 

be a perennial problem for Europe in the coming decades. There 

will continue to be inequity of income (access to goods, services, 

education, health facilities, recreation facilities) between urban 

and rural regions and between wealthy and less wealthy sectors within 

cities. 

Kahn and Bruce-Briggs (1972) foresee world-wide economic develop- 

ment and progress. This will occur particularly in Japan, Eastern 

Europe, parts of Latin America, non-Communist and Pacific Asia 

and Southern Europe. A low growth rate in Britain, Africa and most 

of Latin America is likely. Therefore, world wide gaps in wealth 

will not change appreciably in the coming decades. In their view, 

one of the most important economic changes is the greater understanding 

of the process and techniques for sustained economic development. 

Some authors, Finer (1977), Ray (1976), Page (1977), consider 

that modest prosperity is likely in Britain due to the revenues 

from North Sea oil and gas, in the early 80s. This is only likely 

to raise Britain to its pre-oil-crisis position and Britain's 

growth will not keep pace with its industrialised competitors. 

Long term decline in Britain is thought likely by Hall (1977), and
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the Cambridge Economics Policy Group (Sedgmore, 1978). The Cam- 

bridge Economics Policy Group consider that high inflation rates 

and low growth are inevitable unless Britain adopts a policy of import 

controls, sustained investment in industry and more protectionism. 

Leicester (1972) is optimistic that by the turn of the century the 

level of economic activity will be at least twice that of the 

present, with production raised by a factor of between 2.2 and 2.7. 

The total flow of goods and services will be three times that of 

the late 608.7 

Philips (1978) brings to light an economic theory published in 

the mid 1920s by a Russian economist, Kondratiev. Kondratiev used 

economic data going back two centuries and demonstrated a recurrent 

long term cyclical rhythm in economic output. The cycle has four 

stages:- 

1) long economic upswing with accelerating inflation followed by 

2) peak inflation where things are out of control and public 

spending, retrenchment and austerity grip the country. 

The next stage 3) is a feeling of tranquility or a feeling 

that "the worst is over" 4) A crash worse than the "peak 

inflation" crash occurs and is due to inflationary excesses 

stored in the economy during the long first stage and this is 

followed by a long economic downswing lasting up to two decades. 

If Kondratiev's cycles of about 54 years are still represent- 

ative of economic activity, we could expect a crash of the size of 

the 1929 Wall Street crash around 1984. * 

Other authors consider that the nature of economic activity is 

changing. This is closely tied in with social change and changes 

directly affecting industry. The Post Industrial Society, a term 

coined by Bell (1976, 1974), is one in which the service sector
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of the economy predominates over the manufacturing sector. Trist 

(1974) considers that we have already moved into this new era in 

terms of the importance of services to G.N.P., the emphasis placed 

on knowledge-based activity, and our demands for education and leisure. 

Robertson (1977) considers that as we move into the Post Industrial 

Society the informal sector of the economy (for example, housewives" 

work, do-it-yourself repairs) in which money does not change hands, 

will be of increasing importance. This will be discussed more fully 

under social change (section 3.3). Hirsch (1977) considers that 

traditional economic analysis is not likely to be useful in the 

future (Robertson draws on his thesis). Hirsch shows that once the 

mass of the population has satisfied its needs for life-sustaining 

food, shelter and clothing, the traditional economic issues of pro- 

duction, of individual versus collective provision, and of distri- 

bution, then become intertwined. This is because, as the level of 

average consumption rises, an increasing portion of consumption takes 

on a social as well as individual aspect - satisfaction derived from 

consumption depends not only on own consumption but on consumption 

by others as well. Food is an example of a private good, unpolluted 

air is an example of a public good. But many privately consumed 

goods have social aspects, for example, the joy of having a car 

decreases with the number of cars on the roads, the importance of 

higher educational qualifications as an entrée into good jobs 

decreases as the number of people holding degrees increases. The 

limits have always been present, but only in recent times have they 

become obtrusive. Consumers act individually, but this has collec- 

tive effects. So for Hirsch, the limits to economic growth are not 

raw materials and resources, but social limits. This may weaken the 

market system. The importance of his theory is still unclear. 

However, the sort of problem the theory raises is that whilst in theory,
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resources could be devoted endlessly to produce goods, the supply 

of non produced economic goods is finite, for example land. Thus 

industry, for example, could increase supplies of sports goods to 

meet increasing demand as leisure time increases. However, as 

demand rises, the additional space for sports grounds cannot be 

provided at will, as more and more grounds are needed, they will 

be built further from people's homes. Additional travelling time 

(itself finite) will then be needed to reach them. The satisfaction 

derived from this use of leisure time could then decrease, and so 

demand for sports goods could also decrease. Such examples indicate 

that whilst it is unlikely that social limits to growth mean society 

will entirely revert to non-mass consumerism, there are implications 

for demand for some produced goods. 

3.3 Social Change 

The "Plan Europe 2000" authors are not optimistic about the 

social aspects of the future. They see guerilla warfare and terrorism 

likely to continue and increase. The urbanisation of the industrial 

heartland (Birmingham-Milan-Dortmund) will increase. The social 

problems resulting in the industrialised cities will be:- 

alienation and social disintegration (manifest in strikes 

and crime); , 

alienation and boredom at work; 

continuing break up of the family unit; 

alienation from the environment (accelerated by planners 

breaking up old communities in cities and replacing them 

with structures allowing little social interaction). 

The degree of inequality of wealth and income (intra city, 

and intra country) will continue. For the unemployed (youth, dis- 

abled and structurally unemployed) the poverty gaps could increase.
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Position in the social class hierarchy will increasingly depend on 

organised power (that is, concerted political or economic influence). 

The highest classes will be the political, economic and Trade 

Union élites, followed by professional and bureaucratic workers, 

followed by middle management and unionised manual and service 

employees. The lowest classes will be those who can exert least 

organised power (unemployed and unemployable) . 

Kahn and Bruce-Briggs (1972) foresee a world-wide community 

developing in which people have similar urban, bourgeois life styles 

throughout the industrialised world, with similar things to hear, 

read and see (in different languages). Better communication and 

transport, by linking distant parts of the world together, will enhance 

the feeling of a world community. They see charity and social action 

becoming more institutionalised, and less private caring being done 

by local communities. Like "Europe 2000" they see growing social 

alienation to be aproblem of the future. Traditional values (duty, 

patriotism, work achievement, the Puritan ethic) are likely to decline 

further, resulting in diminished "meaning and purpose" in people's 

lives. As a consequence of alienation and the decline of traditional 

values, they think that there may be a revision of the ideologies 

of Christianity, Communism and Capitalism to give them more popular 

appeal. The consequence would be a mosaic culture with an under- 

lying ideology of freedom, creativity and spontaneity. Anthony Burgess, 

author of a futuristic novel "A Clockwork Orange", giving his view 

of Britain in the future (1977), takes the pessimistic line that 

getting more money, not better goods and services, will be the 

driving force of the future, with leisure being dominated by television, 

the streets empty and vandalism and mugging becoming the means of 

social excitement for youth.
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Some authors also note the growing seeds of alienation in 

industrialised countries and foresee a revulsion against the mass 

consumerism of today's society. Bell (1974, 1976) thinks that techno- 

logists, scientists and researchers will grow in importance. As 

society relies more and more on new ideas and innovation they will 

demand more social amenities, health care, good education, good 

housing - the traditional middle class demands - and they will be a 

powerful claimant group. Robertson (1977) takes a more extrmee view 

of the social change likely in society. He sees Hirsch's (1977) 

view of the social limits to demand and growth as crucial. 

Robertson also sees high wages ceasing to compensate for the sense 

of alienation in an increasingly institutionalised world. He 

believes that the social costs of creating wealth (despoiling the 

landscape, pollution, alienation, and boredom with semi-automated 

work), are too high to be tolerated. He challenges the idea of "wealth 

first, and social well being later". (Why produce more sweets in 

order to provide work for more dentists?). In his view people will 

become more involved in creating things for themselves and there 

will be less institutionalised caring for people. Communities may 

work together not only in the area of repairs, and craftmanship, 

but even in education. Robertson's view does seem to be idyllic 

for those tired with the consumer society, but it may be that this 

change (that is, return to the old-style community life) will only 

be desired by a few and available to even fewer. However, other 

authors (Sadler (1978), Harman (1976)) also consider that the 

dominant cultural paradigm of the future will be a search for the 

"quality of life" with self-realisation, egalitarianism and ecological 

ethics being the mainspring of life. People will demand meaningful 

work roles and education throughout life. The Rubber and Plastics 

Industry Training Board (report given in Appendix 2.1) consider that
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one of the problems for the rubber industry in the future could be 

the changing aspirations of people at work, who will be unwilling 

to work in poor factory conditions. 

3.4 Industry Changes 

The "Plan Europe 2000" team think that likely changes in 

European industry in the future will result from growing competition 

from less developed countries. High labour intensive industries are 

likely to decline because they will be unable to compete with the 

cheap labour of the Third World countries (except in specialised 

fields such as haute-couture fashion). The Third World countries 

could raise the costs of raw materials which they export and this could 

lead to greater stress being placed on the service sector of the 

economy of European countries. To avoid the problems of increasing 

costs of raw materials from primary producing countries, possible 

erratic supply (where there is turmoil in primary producing areas) 

and increasing cost of energy supplies, Europe can; 

= concentrate on areas that substitute capital in the 

form of new technology for energy 

- concentrate on high technology, high skill areas 

- concentrate energy-intensive and material-intensive 

processes in regions where production costs are low 

(for example, petro-chemical production in the Near East). 

- guarantee supplies by promising more development aid 

to Third World countries. 

They consider Europe's future industry will have to be in the 

production of sophisticated, highly technological products of high 

quality and reliability, with long life-span and no polluting 

effects. That is, European industries will produce goods for 

aifferent markets and purposes from their competitors in the 

Third World.
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Sadler (1978) shows that countries such as Taiwan, Korea 

and Japan can export finished goods to the U.K. cheaper than the 

cost of raw materials here. He supports the view that industry 

in Europe needs to move into highly sophisticated goods and services. 

He cites the example of a Sheffield cutlery firm who, unable to 

compete with cheaper imports, revised their business objectives 

from merely producing and selling cutlery to selling a complete 

service including monogrammed cutlery and interior decorating of 

dining rooms and kitchens to hotels and restaurants, and the firm 

is thriving where once it was floundering. Sadler shows that the 

service sector (professional, financial and public) will exceed 

the total numbers employed in mining, manufacturing and transport 

by 1984. In the U.S.A. this is already the case. The Cambridge 

Economics Policy Group consider that it would be a disaster to 

allow a decline in British Industry and a reliance on the service 

sector. This contrasts with Kumar's (1977) view. He considers 

that services are what Britain always has been and always will be 

best at; for example, in 1975, insurance and banking services earned 

twice the amount in exports as the motor industry; the tourist 

industry earned more than the total sales of electrical machinery 

and appliances abroad. Kumar points out that politicians and 

economists worry about deficits in the balance of payments, parti- 

cularly in "visible" goods, now mostly manufactures. However, 

since trading records began at the end of the 17th Century there 

has been a surplus on the "visible" trading account in only nine 

years out of the last 177. He argues that Britain should concentrate 

on selling services - even the B.B.C. overseas services, art, 

entertainment, health services and education. 

Finer (1977) sees Britain's major problem in industry over 

the next decades as being gross overmanning, resulting in Britain's
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productivity falling further behind continental and North American 

levels. Although there will still be a private sector, he sees 

much more industry being nationalised in Britain. 

Most writers considering trade unions, Burgess (1977), Hall 

(1977), "Plan Europe 2000", think it very probable that the power 

of Trade Unions will increase and that unionism will spread even 

further in white collar areas. The Trade Union @lite will become 

much more powerful. Long strikes and interruptions of supplies of 

electricity, railways, postal services, public health, education 

and even water supplies are considered likely. 

"Plan Europe 2000" considers the main problems for industry 

in coming decades will be: 

- What should be the international strategy of European 

industry? (For example, should it integrate its production 

and marketing with the energy rich/materials rich developing 

countries)? 

- Should European industry make a very high investment in 

research and development? (Should this be in manufacturing 

or services)? 

- Should there be greater participation and decentralisation? 

(In what form?) 

- How far should the rural periphery be industrialised? 

- Should there be a move towards industrial planning and 

co-operation in Europe, superceding many of the national 

powers? 

- Should the present financing of industry (through private - 

funding and direct state-funding) continue, or should new 

sources (extended equity markets and direct participation 

of the workers) be tapped? 

Steps managers will need to take to meet the future will be 

considered in Section 5.
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3.5 Technological Change 

Section 3.4 suggested that Europe might need to rely on 

increasingly sophisticated products in the future, and there might 

be co-operation in the fields of research and development between 

countries. Writers considering the area of technological change do 

not think that there are limitations to this in terms of technological 

feasibility. Appendix 2.2 gives a list of 100 technical innovations 

thought by Weber (1973) to be very likely by the last part of the 

20th century. Toffler (1974) has shown that the time lag between 

an idea becoming technically feasible and it being mass produced is 

diminishing. This does not mean that all the innovations listed 

as likely in Appendix 2.2 will necessarily be exploited by the end 

of the century. There are already some examples of existing techno- 

logies that have not yet been fully exploited. An example of tech- 

nological capacity which is not fully utilised is computers. At 

present the computer software exists for using computers for 

decision making processes and simulating the results of alternative 

strategies, but computers are still used mainly for mundane, clerical 

and routine jobs. It is not merely technical invention which is 

important but the will to use inventions and to decide on the objec- 

tives that inventions should meet. Buchele (1977) has produced two 

possible managerial scenarios resulting from different use of 

computers (Appendix 2.3). Technological change depends on the 

use to which inventions are put. This is the issue of most concern 

to writers on the future. 

"Plan Europe 2000" team consider that in the next few decades 

there will be more technological hazards similar to those of 

thalidomide, cyclamates and aerosols. There will be an increasing 

demand for better testing of long term effects of product hazards. 

Industry will also be called upon to control pollution from its
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waste products. There will be an explosion of information avail- 

able to people who need it (for research decision making) as the 

use of computers, telecommunications, microfilm, international 

journals and video cassettes increase. This will cause "overload" 

problems for people who have to sift, code and retrieve relevant 

information. (Coates (1977) notes that in the U.S.A. about 50 per 

cent of the labour force are in jobs involving generating, packaging, 

distributing, storing, interpreting or in some sense manipulating 

data and information). A second problem with the information 

explosion will be access by an increasing number of people to 

information about individuals. 

Kahn and Bruce-Briggs (1972) agree that technological advance 

will cause crises by the mid 80s when advances could produce more 

moral and physical threats than exist today (for example, in peaceful 

application of nuclear energy, genetic engineering, toxic chemical 

waste products). As a result they foresee more consumer and environ- 

mental pressure groups on a large scale. Harman (1976) also foresees 

control over technological advances even of state control in the 

form of citizen participation networks for assessment and control 

of technological changes. 

3.6 Population and Employment Trends 

"Plan Europe 2000" showed that the population in Europe is 

ageing, due to longer life expectancies and falling birthrates. 

By the late 1980s the over 75s will constitute 30 per cent of the 

population and the over 80s will become a larger proportion of the 

population than ever before. This may mean more employment in 

institutions caring for the aged and a greater proportion of 

health service budgets being spent on the aged. Active, retired 

people may seek some kind of employment. There is also likely to
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be an increasing number of married women seeking employment. 

However, unemployment figures are likely to rise throughout Europe 

and this will particularly hit the young and the structurally 

unemployed (due to change away from traditional skills required in 

industry). Education and training will become a life-long need in 

order to meet the structural changes in skills and knowledge - 

people will no longer be able to train for a life time in the face 

of an increasing rate of technological change. 

The Cambridge Economics Policy Group (Sedgemore, 1978) also 

foresee high unemployment in the coming decades in Britain. There 

is a need to create 500,000 jobs in industry and in construction and in 

public utilities to offset the trend. 

Forrester (1978) reports that the Department of Employment 

estimates an increase in the labour force of about 170,000 extra 

each year for the next five years, with the possibility of 6.8 

million unemployed by the end of the century (a 2% per cent 

growth rate would be needed to keep unemployment at 1.5 million). 

For unemployment to go down to 800,000 by the early 1980s 

at least 1.34 million jobs need to be created, whereas over the 

last year (March 1977 to March 1978) there has been a net loss 

of 164,000 jobs. 

The number of 16 year olds entering the labour market will 

be very high over the next few years due to the high birth rates 

in the 60s and late 50s. This will be accompanied by a low retire- 

ment rate due to low birth rates in 1914-18. It is also likely 

that more married women will seek work. Early retirement policies 

and more people entering higher education may offset unemployment 

very slightly.
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The Central Policy Review Staff (1977) show how difficult 

it is to predict the size of the population. Forecasts for 1990 

vary from 70 million (1960 based) to 50 million (1955 based) with 

a present projection of 58 million. However, changes in birth rates 

(size of family, spacing of children) will affect the number of 

working women. A slight peak in the birth rate is expected in the 

late 80s to 1990 when the large number of women born in the 60s 

start to have families. 

A report by the Rubber and Plastics Industry Training Board, 

"Statistical Review of Employment and Training in the Rubber and 

Plastics Processing Industry", shows that over a quarter of the 

industry's skilled manpower is over 50. As these people retire over 

the next 10-15 years there could be severe skill shortages. 

The forecasts reviewed in this section are summarised in 

Appendix 2.4 

A Composite Scenario 

Clearly, there are different views about what the future will 

look like. One extreme view is that the Post Industrial era will 

change our lifestyles and economy as much as the Industrial Revol- 

ution changed life in the 18th and 19th centuries. A quite different 

view is that the future will be very like the present, with current 

trends accelerating (for example, in mass consumerism, urbanisation) . 

The first view implies discontinuity will pre-dominate, the latter 

that continuous change will be more important. Whilst the most 

certain thing one can say about the future is that it is uncertain, 

and that therefore both these views should be given consideration, 

the view taken here is that continuous change over the next few 

decades is the more likely. The rate of change in all the topics 

discussed is likely to be fast, but, although for some, escape
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from the industrial, urban, consumer-oriented society may be 

possible, it is an option that is unlikely to appeal to everyone, 

or to be possible for society as a whole. The scenario given below 

therefore takes the more moderate view that there already exist 

today most of the elements of change that are likely in the next 

few decades. In producing a picture which is based on current trends, 

we can see what the future is likely to bring if no action is taken 

now to reverse or contain trends and therefore we can decide where we 

wish to take action to bring about the future we think is most 

desirable. 

Political Change We are likely to see a decline of the 

U.S.A. and U.S.S.R. as superpowers and Japan may rise as a super- 

state. East and West Germany may rise in political influence. 

The E.E.C. will strengthen in its influence but within the E.E.C. 

the nation states are likely to survive as the basic units of power 

although partial devolution is likely in several countries. 

Europe is still likely to be divided between East and West. 

Extreme left or right governments are possible. In Southern 

Europe where communist governments are likely, governments will 

probably align themselves with Western Europe rather than with the 

U.S.S.R. 

Economic Change World wide economic growth is likely. 

Inequity of wealth between industrial and less developed countries 

will remain. Inequity of wealth within countries (within cities, 

between rural areas and cities) is also likely to remain. 

Britain may enjoy a modest prosperity in the mid 80s due to 

oil and gas from the North Sea, but her economic growth will not 

keep pace with that of most European countries and North America. 

A long term economic decline is likely in Britain with inflation



37 

rates being a perennial problem. (Kondratiev's waves predict a 

world-wide crash in 1984 similar to the Wall Street crash of 1929, 

but it is not clear whether his theory is a good predictor in 

; 4 
modern economies) . 

The service sector will increase its contribution to the 

National Income and there will be increased numbers employed in 

this sector. 

Social Change Two views prevail a) the mainspring of the 

future will be self-realisation, egalitarianism, caring, return to 

small community life, less mass-consumption oriented society, 

with increased spending on the social services. There is likely to 

be a mosaic culture as different ideologies catch hold but the under- 

lying ideology will be freedom, creativity, spontaneity. 

b) Social alienation, alienation at work and alienation 

from the urban environment will be the main problems of the future. 

As a result of these, people will feel that they have no meaning 

and purpose in life. Increases in vandalism by youth are likely, 

people may become more passive (glued to television) in their spare 

time. Further decline of traditional values are likely (duty, 

patriotism, puritan ethic) and further breakup of the family is 

likely. Feelings of alienation will be exacerbated by the trend 

towards greater urbanisation and the destruction of urban communities 

which are replaced by structures allowing little social inter- 

action. 

It is possible that people will revolt against the problems 

caused by urbanisation, lack of community spirit, boredom at 

work and lack of meaning in their lives outlined in the second 

view so that the social changes in the first view become reality. 

But it is more likely that for the majority of people the future
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will be one of alienation and boredom and the ethics of self-real- 

isation will be for the luckier (upper middle class) few. 

Industry Third World countries will become more industrial- 

ised and will provide strong competition for labour intensive 

industries and ones with unsophisticated technology. Third World 

countries also control many raw material supplies and whilst cartels 

are unlikely in the near future there is the possibility of costs 

of raw materials rising, or of erratic fluctuations in supplies from 

areas where turmoil is likely, (for example, Africa, Latin America). 

In Europe there is likely to be a decline of traditional 

industries (for example, iron and steel works) and an increase 

in highly technological, sophisticated areas, in research and 

development of new technology, and in selling expertise to less 

developed countries. 

The service sector (professional, financial, public) will 

increase and compete for skilled labour. 

There will probably be an increase in the number of 

nationalised industries. 

Trade union power will grow throughout Europe. Industry 

may have to cope with long term strikes or sabotage. 

Technological Change There will be no shortage of new 

inventions and ideas which can be exploited. The problem will 

be that new technology will increasingly have side effects and 

hazards that will be unwelcome. These could be physical threats 

(similar to thalidamide, cyclamates, aerosols, nuclear power) 

and moral threats (for example, genetic engineering, techniques 

for surveillance, monitoring and control of individuals and 

organisations). There will be pressures for testing the long term
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effects of new products and pressure for high quality goods. 

Labour saving devices and automated industrial machinery could 

affect unemployment rates. 

Employment There is likely to be high unemployment during 

the next decade with up to 6.8 million U.K. unemployed by the end 

of the century. This will particularly affect the young. More 

married women will seek work and this may not just be in tradi- 

tional female areas (secretarial, shop work, teaching nursing). 

Retired people wishing to lead active lives may seek employment. 

Skill shortages are likely due to changing technology, 

changes in the workforce (for example, due to early retirement 

policies to cope with unemployment), changes in types of industry 

(away from traditional areas) and this will provide a need for 

retraining and educational programmes throughout people's working 

lives. 

Steps for Managers to Take 

The scenario for the future, although presenting a moderate 

rather than extreme view, indicates changes with which managers 

will be called upon to cope successfully. "Plan Europe 2000"'s 

questions for industry (section 3.4) will be some of the issues 

which managers will face. As Durrell (1968) points out, we create 

our own future - the question here is how far managers can influence 

the future. In some areas, notably the political field, they, as 

individuals, may be able to exert little influence. Heads of 

industry might consider that in the future they will need to try 

to influence governments (and through government, the E.E.C.) to 

bring about an environment conducive to business growth, and not 

merely react to government intervention.
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Many of the problems facing managers in the future, which 

will result from current trends, will not be internal to organis- 

ations but in society or even world-wide. Peach and Hargreaves 

(1976) have shown that social responsibility can take place at 

three levels: basic responsibilities (for example, observing 

the law, paying taxes), organisational responsibilities (for example, 

satisfying the needs of its shareholders, steps to contain pollution, 

paying heed to the "spirit" rather than to the "letter" of the law) 

and societal responsibilities in which individual companies 

deliberately seek to shape what is happening in society as a 

whole. Societal responsibility, some managers argue, is not part 

of managerial responsibility. The main objective of business is 

profit, not social service. The contrary argument is that, the 

healthier the environment the better the chances are for success- 

ful company operations. In order to maintain a healthy business 

environment in the future, then, organisations may have to involve 

themselves far more in the area of societal intervention on a 

local, national and international level. They will no longer 

be able to think only in terms of internal organisational problems 

and their immediate outside contacts (customers, suppliers, competitors) 

They will need a much broader perspective in order to plan and 

manage change. (Authors such as Ansoff (1973) Tavernier (1976) 

have also argued for the need for managers to take a wider pers- 

pective in the future). Peach and Hargreaves argue that this 

will not be a fringe activity but a new way of thinking in every- 

thing the organisation does. 

What are the kind of things managers ought therefore to do 

to create a stable business environment for the future?
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International Areas Industrialised countries will want to 

continue to import raw materials from the Third World countries and 

to export goods to these countries. Within the Third World 

countries there is likely to be pressure to reduce the wealth 

gaps between them and the more developed countries. They will 

become more industrialised themselves. In order to secure 

supplies of raw materials and export markets, companies may need 

to become more active themselves in promising development aid 

(money, expertise) in order to secure these two needs. They may 

find it no longer sufficient to leave development aid to national 

governments but may become involved in their own agreements. 

As the Third World countries become more industrialised there 

will be strong competition from them for the already industrialised 

world. This means that industry will have to give consideration 

to these new producers. For multinationals this may mean concen- 

trating their less sophisticated, labour intensive operations 

outside Europe where labour costs are lower, running down or 

divesting those operations in Europe which are highly labour 

intensive and within Europe developing the more technological, 

capital intensive operations, which require workers who are more 

skilled and highly educated than most Third World people. For 

companies which are not multinational but trade overseas the 

same problems apply. They will need to consider development aid 

and trade agreements and the type of products on which to con- 

centrate. Companies whose market is home trading are not exempt; 

new cheap imports could prove to be strong competition and they 

may need to move into specialised areas and concentrate on 

giving a complete service (such as after sales care, personalised 

products) in order to compete successfully.
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In the future, organisations may feel that they need to try 

to exert influence on the E.E.C. Legislature in order that trading 

agreements and E.E.C. policies are in line with their needs. 

National Areas Within a country, organisations need to 

consider whether they should invest in the poorer peripheral 

regions and areas where traditional industries are declining. 

They may feel this is necessary to avert a decline in demand for 

goods here, and to avoid exceptionally high unemployment rates 

(which may lead to social unrest and to resistance to change 

within organisations because of fear of unemployment). Unemploy- 

ment is a problem which organisations could take steps to alleviate - 

in providing job creation schemes themselves for the young or 

disabled or those who are disadvantaged in obtaining work. This 

would not be done merely as an act of charity but to avoid the 

social costs of high unemployment. Allied to this is the problem 

of skills shortages - it is likely that hand in hand with high 

unemployment will be a shortage of skilled workers in some fields. 

This means that managers will have to anticipate skill shortages 

in advance and be prepared to invest in retraining schemes. This 

will mean not only providing training but also incentives to 

retrain (bonuses whilst retraining, definite employment after 

retraining). If this positive approach to retraining is not taken 

people will cling to outdated jobs and skills rather than run the 

risk of retraining, when there is a backdrop of unemployment. 

Resistance to change by the workforce could be one of the problems 

for industries wishing to move into new fields. Providing good 

retraining schemes and securing employment where possible may 

alleviate this problem. 

Trade Union power will increase; in order to achieve co- 

operation and participation (which is the object of government
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policy in this area) organisations will have to be active in 

creating structures and informal relationships which will make 

best use of Trade Union power and expertise rather than Trade 

Union and Management relationships being an area of destructive 

conflict. This may mean revising some of the organisation's 

objectives (for example, towards greater responsibility for 

employees). It also means that management should be active now 

in seeking ways to involve Trade Unions in decision making, perhaps 

devolving some management decisions to lower parts of the organ- 

isation, in ways appropriate to their own business, without waiting 

for legislation to impose conditions on them from the outside. As 

middle management becomes more unionised they too will become a 

powerful claimant group; they may demand revision of their 

roles as recent erosions of their areas of responsibility have 

frequently left middle management out in the cold. Participation 

schemes will need to involve them as well as senior managers and 

trade union representatives from the shop floor. 

Increasing numbers of people will have higher educational 

qualifications (see Appendix 2.5); this often raises their expect- 

ations for advancement and demand for interesting work. As the 

service sectors increase in numbers employed and as industry 

still does not appear attractive to many, industry will need to 

consider ways of attracting these people into their employment 

if they are to have the best possible choice of managers for 

the future. The Interdisciplinary Higher Degrees scheme attempts 

to do this at graduate level, but as industry will increasingly 

need to be more accepting of abstract ideas and their applications, 

there may need to be an attempt to integrate industry and university 

(and perhaps public service and government employment) from the 

top down as well as the bottom up - with professors spending time
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in industry on sabbatical, and directors spending time in univer- 

sities. In some countries, such as Germany, greater interdependence 

of university and industry is already encouraged. 

Consumer groups and even government legislation will require 

stricter controls on the type of goods produced, testing of long 

term effects of products and pollution by waste products. In 

this area, too, managers can be proactive and anticipate legislation 

and other pressures. When new plant and equipment is a long 

term investment it makes economic sense to anticipate areas in 

which controls are likely. Modifications to plant may be more 

costly than plant designed to control waste products. In develop- 

ing new products which may be in demand for some time this also 

applies (equipment for producing banned goods is useless, money 

spent launching a product which is quickly banned is wasted.) 

In fact, industries could consider ways to exploit the new demands 

for pollution-free, non-toxic goods (can you produce pollution 

free cars, for example, at a competitive price?) 

To counter unemployment, shorter working weeks and longer 

holidays are possible,that is, a sharing of available work. This 

would mean longer leisure hours. Whilst industries might consider 

that leisure goods will have a growing market there may be over- 

crowding in recreation facilities. As counter to this such 

things as staggered weekends might be considered. 

Local Areas Social alienation, environmental alienation 

and alienation at work are considered to be growing problems. 

Reaction to alienation could be manifested in vandalism, strikes, 

absenteeism, poor quality work. Organisations could try to 

counter this by trying to provide more meaningful participation 

(not just committees, boards, but involving people in decisions
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affecting their immediate work). Managers could become more 

involved in local communities perhaps with organisations providing 

more sports centres, community centres to offset the problems of 

social alienation. If early retirement becomes widespread there 

may be a need for more education for retirement as people may 

have 20 or more years of active life after retiring. Managers 

may find they need to have a greater understanding of extra- 

industry problems in order to create good relations at work and 

could be given time to spend in voluntary organisations, local 

government and in education on paid leave. Increasing numbers of 

women at work may mean a demand for nurseries which companies, 

anxious to attract this sector of qualified persons, may provide 

themselves, rather than relying on state provision. 

Conclusions 

In the future managers will not only have to cope with the 

sort of problems they currently face, but also with world-wide 

issues which will increasingly impinge on organisations. In order 

to secure their supplies and markets they will be concerned with 

world-wide developments in politics and economics. To ensure 

supplies of people with the right skills they will be concerned 

with national employment trends and educational/training facilities. 

In order to be sure that their methods of production and products 

are acceptable to the public they will have to be aware of new 

pressures towards better quality, non harmful goods. They will 

have to be aware of changes in world competition in goods and 

services and direct their operations into fields where they can 

compete successfully. 

All this means that managers will face new challenges and 

a fast pace of change in the future.
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Personnel management is concerned with the employment of 

people, their contribution to the organisation, and the rewards 

they receive from the enterprise. In the future it will be 

increasingly concerned with people who are not employed in the 

enterprise but who are in a position to affect what happens to 

people inside. It will also be concerned with how the actions of 

people inside the organisation can have consequences for people 

outside. We shall need to mobilise to secure the things we want 

for society, and for our employees and employers. 

Management development, in the face of this fast pace of 

change, will be concerned not only with training managers in 

specific skills and knowledge areas but increasingly with 

helping managers to develop broad skills which will enable them to 

approach these new challenges with confidence and success. 

Managers will need to be flexible and adaptable but in a positive 

way: they will need to learn rapidly and throughout their careers, 

they will need to be capable of taking a broad perspective and 

taking risks where there are no precedents for them to rely on. 

Chapter 3 will consider the areas in which management development 

can make an impact on the achievement of these objectives.



47 

Footnotes to Chapter 2 

1. Toffler gives examples of this accelerating rate of change in the 

areas of population increases, increases in urbanisation, rate of 

increase in production of goods and services, rate of energy 

consumption, decreasing time between scientific invention and 

the appearance of the invention in the market place. 

Such as information systems, ocean exploration, atomic and 

solar energy, telecommunications, aviation. 

The fruits of the increase in economic growth would be spent on 

more social services, education and health, more leisure in the 

form of shorter working weeks and longer holidays, better housing, 

more cars, more leisure goods and telecommunications. (This may 

be influenced by Hirsch's eeeia! Limits to Growth discussed 

later in section 3.2 of this Chapter). 

A letter published in Lloyds Bank Review, No 131, January 1979 

claims Kondratiev was mislead by a statistical phenomenon 

known as the Slutzky-Yule effect. When Kondratiev saw his 

"long waves', he was merely regarding an oscillation which had 

been generated by his own arithmetical procedures. The fact 

that many of the 'long waves' apparently moved in unison 

with one another is not really surprising and does not, as 

he thought, provide proof of their reality.
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CHAPTER 3 

OVERVIEW OF MANAGEMENT DEVELOPMENT 

Objectives of Chapter 3 

Chapter 2 reviewed some of the predictions that have been 

made about the sort of future that business may be operating in. 

It is clear that a manager who has to cope with a fast-changing, 

uncertain environment must be adaptable and not rigid in his 

behaviour patterns. A glance at literature about management 

development shows that much research and practical work is being 

done to help managers change their behaviour. The question 

addressed by this chapter, is, therefore, where the best area 

lies for helping managers become adaptable people, able to behave 

effectively in new situations. An overview will also be given of 

Dunlop management development. 

Areas in which Management Development makesan impact on the 

performance of the individual 

The literature reveals a vast array of techniques, programmes 

and systems that can be used to change managers' performance. It 

would take a great deal of space, without substantially contributing 

to the thesis, to review these in depth. However, there are four 

main areas with which management development appears to concern 

itself. They are:- 

a) Training off—the-job (for example, courses in Company or external) 

b) Training on-the-job (for example, special assignments, coaching, 

career development, self development) 

(23) Assessing abilities (for example, assessments, recruitment, 

selection for promotion) 

da) Maintaining Staff (for example, motivating staff through 

financial rewards, concern with labour turnover).
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Many organisational factors, such as Company objectives, 

organisation climate, types of jobs, and technologies in the 

Company affect these four areas. The four areas (training off- 

the-job, training on-the-job, assessing abilities, maintaining 

staff) are discussed individually below, but it must be remembered 

that in reality boundaries are not distinct; for example, an 

appraisal, carried out successfully, may improve the motivation 

of a manager who realises his strengths are recognised, and may 

also highlight the need for training in areas of weakness. The 

appraisal has in fact become a coaching tool. This is shown in 

figure 3.1. 

2.1 Training off-the-job 

The design of management training programmes can take one 

of two starting points; trying to analyse jobs to see what skills 

are required to do these effectively so training programmes can 

develop these skills; trying to identify individuals' training 

needs and design programmes to meet those needs. Of course, 

these are interrelated - it is difficult to assess what training 

needs a manager has unless the skills needed to be effective at 

his job can be identified. However, from the trainers' point-of 

view, requests are often made to train someone in "communications", 

or "people skills" or whatever, without the trainer being able to 

look closely at that person's job. Attempts to identify the skills 

people need to do their jobs have perhaps been divided into the 

"functional" aspects and the "managing" aspects. Thus, for example, 

specialist courses designed to teach accountants about costing and 

financial accounts, and work study people about time and motion 

study abound. So too do courses on "management", but there is 

far less agreement about what these courses, which try to teach
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managers from various functions and occupations the common 

skills that all managers supposedly need, should include. Many 

such general management courses try to cover the various functional 

aspects of business, to give managers an overview of business, and 

also include sections on many things which people have identified 

as being an important part of management jobs; management style, 

problem solving, interpersonal skills, self-presentation, for 

example. These are also the sort of topics to which whole courses 

are devoted. The methods used on management training courses 

vary from programmed instruction, case study, business games and 

simulation to unstructured encounters. A glance at literature on 

training programmes shows that a variety of techniques exists for 

diagnosing training needs, for designing courses around particular 

models of management, and techniques for deciding what method to 

use for the most effective teaching of given knowledge or skill. 

The literature also covers evaluation of training at various 

levels. Training should tie up with appraisal, either formal or 

informal, so that the right person ends up on the right course. 

2.2 Training on-the~Job 

Training off-the-job involves taking someone away from the 

environment in which he normally works, often to a ‘hotel or 

training centre. Various rationales are given for this, for 

example it enables a person to test out new ideas in a supportive 

environment where mistakes will not count against him, he meets 

people from other organisations/parts of the organisation so 

that he gets new ideas. However, on-the-job training can also 

prove effective. It can be argued that people are going to learn 

on-the-job anyway and so this should be utilised to the full. 

Thus, on-the-job learning can be unplanned or planned. Planned 

on-the-job learning can take the form of coaching or counselling
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by a superior; learning by doing, (with increases in responsibilities 

being given as the manager increases his competencies); or by rotation 

of jobs to widen experience. Planned experiences can include 

project assignments which last for a specific duration (for example, 

three to six months), or shorter assignments such as chairing a 

meeting, presenting a problem/solution to a group of managers. Many 

events from which people will learn to change their behaviour, will 

present themselves at work anyway. 

However, the old maxim that some people have twenty times one 

years experience not twenty years' experience may be true, and 

may apply in part to people whose on-the-job training has been 

neglected. What the individual learns from work experience may 

depend on the kinds of experience he is given but may also depend 

on the culture or climate of the organisation. The organisation 

which encourages original thinking may develop some skills, the 

organisation which encourages adherence to existing procedures 

may develop in people quite different skills. The style of 

management, which is part of the organisation's culture as Handy 

(1974) shows, may affect the kind of on-the-job training carried 

out in the organisation. 

2.3 Assessing Managers' Abilities 

This group comprises recruitment and selection, assessments 

of present performance, and assessment potential. Whilst recruit- 

ment and selection are carried out before a person has a chance to 

prove his abilities on the job, the success of these operations 

will affect subsequent performance - a) by selecting a person 

suitable for a job and b) because recruitment and selection 

policies depend on a manpower plan, and if the manpower plan is 

not achieved (for example, because too many people have been
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recruited) a person might still be doing the same job instead of 

being promoted and become demotivated, or, alternatively (if too 

few people have been recruited) may be promoted too early and fail. 

Figure 3.1 excludes recruitment and selection purely for reasons 

of economy. 

Appraisals or assessments also affect performance directly, 

and the literature on appraisals is vast. Appraisals can be 

two-way conversations in which the strengths and weaknesses of 

the appraisee are examined, and plans for building on strengths 

and rectifying weaknesses (by,for example, training, or new 

job assignments or further discussion) can be made jointly by 

the appraiser and appraisee. A moot point is to what extent 

assessment of present performance is a coaching tool, and to what 

extent a motivating tool, whereby assessments against targets 

are linked to salary increments or bonuses. Appraisals can also 

be concerned with assessing not present performance but potential 

performance in a more senior post. It is questionable to what 

extent those three aims (coaching, assessment against targets, 

assessment of promotion potential) should remain separate. The 

literature abounds with mechanisms by which effective appraisals 

and appraisal systems can be implemented. These vary from design 

of appraisal forms, to assessment centres, from teaching managers 

how to appraise their own subordinates to self-assessment. 

2.4 Maintaining Staff 

Appraisals can be a mechanism by which the right managers 

filter through the organisation and reach the top. Maintaining 

staff is concerned with ensuring that people who are seen by the 

Company as valuable do not leave the organisation before, or 

when, they reach their peak contribution. Some turnover is 

inevitable, and even welcome, because new people coming into an
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organisation from other organisations may bring new ideas. 

However, training (both on-the-job and off-the=job) is expensive, 

recruitment is expensive and it may take sometime for a manager new 

to the organisation to grasp its complexity. Therefore, it may 

often be desirable for senior managers to remain sometime in the 

organisation and feel some commitment to it. The problem is not 

merely of retention of staff, but of staff being highly motivated 

to perform well in their jobs. Much of the literature on the subject 

of motivation can be brought to bear here; the rewards of the 

organisation may be seen from the financial viewpoint (salary 

grades, salary schemes, other fringe benefits) or from a personnel 

viewpoint being related to the type of job the person is given, 

to the management style and culture of the organisation. The 

goals and objectives set for a manager will affect the effort he 

is willing to put into his work and must be compatible with his 

own overall goals. 

2.5 Summary of Literature Overview 

Thus the many topics which can be found in the literature 

on Management development might be seen as falling into four 

areas which affect a manager's level of performance. These 

are interrelated and affected by external factors: From this 

brief tour around the subject, it appeared that several areas 

might be suitable for research, with a view to developing managers 

for the sort of futures discussed in Chapter 2. 

These might be, for example:- 

a) The Company Appraisal System - on what criteria should 

people be assessed, with what objectives (coaching, salary 

related, assessment of potential etc.) and by what method? 

b) Training programmes - design and evaluation of programmes
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which might develop future senior managers and who should 

attend these (linked with Appraisals) ? 

ce) Motivation - what rewards do high-flying managers work for, 

what are the sort of goals they work toward, can the Company 

meet these by, for example, intrinsic job rewards or extrinsic 

job rewards? 

a) On-the-job training/learning - can career experiences be 

more systematically planned to enable managers to develop 

the skills needed by the manager of the future? 

e) Recruitment Policies; what people should be taken on now 

to meet future demand? 

Ideally all these should be studied since they are inter- 

related and not separate factors. However, with the time avail- 

able the researcher felt that it was necessary to narrow down to 

one of these areas for an in depth study as this would be more 

likely to yield useful ideas for the Company than would a shallow 

view of them all. In order to to do this it was necessary to 

examine present Company activities in these areas in order to 

see where the best area for study would be. 

The Company's Activities in Management Development 

The Company personnel structure was described in Chapter 1 section 

4.3. Central Personnel Division is responsible for Career Develop- 

ment throughout the Dunlop Group and is responsible for management 

training throughout the Dunlop Group (Central Training Department 

reports to the General Manager, Management Development, who heads 

Central Personnel). The sections below discuss the present 

Dunlop activities in the relevant areas. 

3.1 Training offthe-job for Dunlop Managers 

For many of the "functional" aspects of managers' jobs,
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training is carried out using external institutions, for example, 

accountants are encouraged to take Institute of Cost and 

Management Accourtants arInstitute of Certified Accountants 

qualifications, engineers to acquire Chartered status in the 

relevant engineering field, personnel trainees to take Institute 

of Personnel Management qualifications. However, some "functional" 

training is carried out within the Company, for example, in 

marketing, occasional personnel modules, employment legislation, 

work study. Cost and financial information courses are run for 

non-accountants. Most of the management courses run by the 

Company are concerned with teaching skills which it considers 

are necessary to all management jobs. Thus "Management of People", 

which covers problem solving methods, interpersonal skills, and 

management style, is a course considered suitable for a manager 

from any function who has a need to improve his skills in these 

areas. The “Cost and Financial Information" course is suitable 

for non-accountants from any function who need to learn more 

about this. "How to" courses are run on specific skills which 

managers from any function need - "How to appraise" "How to 

select and recruit" for example. These "How to" courses are infrequently nn. amp: 

A series of general management courses form the main body 

of the department's courses. These are MDI, MDII, MDIII, MDIV 

and MDV. The MDI is a course for graduates joining the Company, 

and introduces the complex Dunlop organisation, the various 

functions, and some of Dunlop senior managers. The MDII is for 

managers who are recently appointed and/or managers who have had 

no formal management training. The course shows how different 

functions of the business interrelate. A major part of the course 

is a business simulation in which the course delegates divide 

into teams, some playing the part of managers,some shop floor
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workers. The object of the exercise is to underline the points 

made during the course about the overall way a business runs. 

The teams have to buy goods, make and sell goods at a profit. 

A “production run" is actually carried out and so provides a 

great deal of feedback for the management team to see how success— 

ful they are. Another exercise in which a product has to be 

marketed provides many insights for people whose usual jobs 

involve producing goods. The MDIII follows on from this course 

at a higher level of input. Different business aspects are studied 

in greater depth and a very much more complex simulation provides 

managers with an opportunity to find out more about organisation 

of work, division of responsibilities and interpersonal skills. 

The MDV course is for senior managers and is run on a seminar 

basis, the delegates drawing on their considerable experience and 

that of outside speakers. For all of the courses so far discussed, 

delegates are nominated by divisional managers. For the MDIV course 

however, a different system operates. The MDIV course is run for 

people who are considered to have the potential to reach General 

Manager positions. Nominations are taken from the divisions but 

these are then vetted by the Central Personnel Department who 

interview candidates for the course. The course is part training, 

part assessment. People who are successful on the MDIV course, 

and the project which is completed for the course, are recommended 

for special attention in their career development. (See section 3.3 aso) 

Whilst it is hoped that people will attend MDII, MDIII (and 

MDV where applicable) in series, this does not always happen. 

People may attend MDIII or MDV without having attended the 

lower level courses. Some people may attend a second MDII 

course after a long period (for example, ten years) as a refresher 

and because the course content will have changed after such a
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period of time. The number of years elapsing between courses 

varies greatly - some graduates may attend MDI, MDII in fairly 

quick succession. The gap between MDII and MDIII will depend 

on the rapidity with which a manager is promoted, the attitude 

of his manager to training and his own attitude to training 

(many managers ask to attend courses). Some managers are 

frequently seen on courses (for example, MDII, Cost and Financial 

Information, Management of People, within a fewyears), others, on 

attending a course,say it is their first in many years. A 

problem which Central Training has been trying to rectify over 

the past two years is that of getting the right people on courses 

(the ones who have a need for that course, not last minute sub- 

stitutes) who are well briefed in the content of the course and 

why they are attending, and who receive some follow-up after the 

course is over. Tables 3.1 (a to d) give a breakdown of the 

numbers of managers attending Central Training Courses from each 

of the Dunlop product groups. Tyre and Industrial Groups have 

the highest number of delegates and are also the largest groups. 

Out of a potential pool of up to 7,000 people (estimate of the 

number of managers suitable for MDII-MDV and other courses) 

few managers per year receive formal training on Central Training 

Courses. All the graduates joining the Company attend MDI. 

The Central Training Department also acts as an Advisory 

body for the divisions of the Company. Close contact with 

Personnel and senior managers of the company is maintained so 

that training can be compatible with changing needs. The courses 

run are continually updated and improved. The Management of 

People Course, for example, which was formed from two existing 

courses (Management of People and Problem Solving) is continually 

changed to utilise new developments in the Behavioural Sciences.
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The emphasis is on teaching usable techniques, not on teaching 

theory of management. The role of the management trainer can be 

seen as one of turning complex academic ideas into tools which 

managers can learn and take back to their jobs. 

3.2 Training on-the-job for Dunlop Managers 

The Company emphasises that one of a manager's jobs is to 

develop his own subordinates by stretching those capable of 

development to enable them to increase their abilities. However, 

the extent to which managers do this, or do this successfully, 

varies greatly. As more junior to lower middle managers become 

unionised in the future it may become more difficult for 

managers to vary the work of subordinates or use job rotation as 

a method of ormthe—job training because jobs may become more 

defined and tied in with rigid job evaluation schemes for salary 

purposes. Managers are encouraged to coach their subordinates 

but virtually no training in coaching is given. Management by 

objective schemes are utilised by some divisions and these may be 

tied in with appraisals. 

The Central Personnel Department is concerned with career 

development for managers considered to have promotion potential. 

This applies particularly to those successful on the MDIV course, 

graduates newly appointed (from among whom it is thought future 

managers will be drawn) and others nominated by divisions. Their 

concern is to ensure that these people have a sufficiently broad 

experience of business and of the company. They therefore, try 

to move people between functions where possible and between 

divisions if these (particularly the smaller divisions) cannot 

provide the breadth of experience felt to be necessary or cannot 

provide rapid enough progress to senior positions. Whilst divisions 

are required to develop their own staff, Central Personnel aims
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to ensure that the benefits of the large group of divisions com- 

prising Dunlop are used to develop people. Central Personnel 

therefore enables people with high potential to display their 

abilities to senior managers throughout the group so that when a 

vacancy arises these people are considered for the position. 

Central Personnel makes recommendations based on their knowledge 

and records for important posts that arise. A person who is 

assessed as having high potential can therefore expect to have 

his experience broadened by moving into functional areas hitherto 

unexperienced by him, by being introduced to appropriate managers 

throughout the Group and possibly by receiving special project 

assignments designed to extend him and increase his knowledge of 

business. In special cases the Company will sponsor managers on 

external courses such as those held at Ashridge and Henley, at 

Business Schools, or Colleges, or for the Havard M.B.A. course. 

Graduates joining the Company are encouraged to gain pro- 

fessional qualifications (discussed in Section 3.1). Some of 

these qualifications involve on-the-job training as well as 

examinations, for example Chartered Engineer, Accountants and the 

Inter Disciplinary Higher Degrees (Ph.d and M.Phil). Other 

graduates may expect to receive several short term (six months- 

one year) assignments before being appointed to management posts. 

Career development for senior posts is based largely on 

the assumptions that a broad experience is more likely to 

develop the skills needed for General Management positions than 

a narrow experience, and that people with potential should be 

monitored to ensure that they are not overlooked or left to 

stagnate in jobs which do not stretch them sufficiently.
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Graduates joining the Company are thought to be one pool from 

which future senior managers will be drawn. Over the last few 

years there has been increasing interest in attracting high 

quality graduates. Of these, some are women; the number is 

shown in Table 3.2. Up to 100 graduates are recruited each 

year. 

  

Table 3.2 Number of Women Graduates Taken into Company Per Year} 

  

  

Year Number of Women Graduates 
Recruited 

1976 6 

1977) 17 

1978 3         
These women are not solely in the personnel function but 

have been taken on in a variety of capacities. If the Company 

wishes these people to reach responsible positions within the 

Company it may have to consider its career development policies 

carefully: women may be less likely to want to move around the 

country, for example, if they see their career as secondary to 

their husbands'. If the Company will not consider such cases 

it may waste skills that it needs. (There is some evidence that 

this is not just restricted to women; many men who, for 

example, have children settled in school, are unwilling to move 

too frequently). An increase in the number of women in manage- 

ment might have other implications for the organisation's 

culture, for example in the attitude of managers to women in 

industry. 

3.3 Assessing Managers' Abilities in Dunlop 

Central Personnel is responsible for graduate recruitment
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for the Company. About 100 graduates are taken on each year into 

various functions of the business. Most graduates are recruited 

centrally through Central Personnel. Some work for Central 

Personnel but most are found trainee jobs in the divisions (for 

example, IHD projects) and are then responsible to their 

division. Divisions often have to be encouraged to take on new 

graduates, although some divisions recognise their worth. 

Central Personnel takes a continuing interest in these graduates 

over their early career with the Company. However, graduates 

frequently complain that they are unaware of any career develop- 

ment on their behalf. (This is echoed by managers at all levels). 

It is thought that many future managers will be drawn from 

this pool.. Central Personnel also assists divisions when senior 

appointments need to be made, either recommending an internal 

candidate (discussed in 3.2) or handling external recruitment 

if necessary. 

Central Personnel handles the Company's formal appraisal 

scheme, encouraging appraisals to actually take place, designing 

the appraisal form and sometimes training mnagers toconduct appraisals. 

Appraisals are found to be more thoroughly conducted in some 

divisions than others. Central Personnel uses appraisal forms 

for detecting managers suitable for promotion and keeps the 

records of such people. The appraisal form has been updated 

several times to try to make it an instrument which is fair and 

allows comparison between people working in different divisions. 

As in many companies, it is found to be only partially satisfactory 

for many reasons; often managers do little more than fill in 

grades and do not give reasons for grades and promotion recommen- 

dations. The appraisal form has recently been changed to improve 

the scheme. The MDIV course acts as a basis for appraising
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"high fliers". The validity of using a training course as a 

means for assessment has been questioned and the suggestion made 

that a specially designed assessment centre could be used as 

an alternative. 

3.4 Maintaining Staff in Dunlop 

It is hoped that the appraisal scheme does enable 

good managers to be identified, leading to appropriate promotions 

and training. A problem can arise where people are identified 

as being of high potential, since they may have raised expecta- 

tions about their rate of progress through the company (for 

example, after attending an MDIV course). Where these expecta- 

tions are not met, people may seek positions elsewhere. 

The Company operates an award scheme so that people who 

obtain professional qualifications gain some financial benefit. 

Other Company benefits include discount on company products, some 

sports facilities, company cars and subsidised canteens. 

In training, there has been a move away from teaching 

managers about the various theories and models of motivation to 

using these models in a form which managers can apply at work. 

Therefore, behaviour modification techniques are taught which 

can help managers improve the performance of people who work 

for them. Such methods are included in the Management of People 

Course. 

Choosing an area for an in depth study 

Whilst it was felt that there were several areas in which 

an in depth study might be of value, it would be impossible in 

the time available to cover all of these. It was felt that the 

Company Appraisal Scheme might have been a fruitful area for 

consideration, particularly with reference to ensuring that the



68 

best person for future positions was recognised at the earliest 

possible time, and for ensuring that people with potential were 

not left out altogether. The Appraisal Scheme should play a 

large part in filtering the best people into the pool from 

which future senior managers will be drawn. However, the Company 

Appraisal Scheme is politically sensitive as it is frequently 

criticised and misunderstood. It has recently been revised and 

discussion with the General Manager, Management Development, 

suggested that changing the appraisal form again, or suggesting 

fundamental changes in the scheme would be unwelcome at present. 

He also felt that sufficient was being done at present to maintain 

and motivate staff in the Company. A new Training Manager had 

just been appointed in charge of the Central Training Department 

at this point in the research. He has made some changes in the 

role of the department, for example, in increasing its advisory 

function for the divisions. It was thought that the Department's 

courses were successful in meeting their objectives as judged 

by the instructors and course appraisal forms, and many courses 

had frequently updated their material. It was recognised that a 

thorough evaluation of courses could suggest whether or not 

they were likely to meet the needs of developing senior managers, 

but a more forward-looking approach would better meet the 

needs of this research (Chapter 1, section 5). In Dunlop few 

managers receive more than a few weeks training during the course 

of their careers even though some managers do attend several 

Central Training courses. Most learning occurs on-the-job. 

As an area of study this has been neglected in comparison with 

off-the-job training at all levels. Literature covering the 

development of specific skills and general management skills 

through the use of training courses is very rich; how managers 

learn on-the-job is something about which relatively little is 

known.
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Career development in the Company is based largely on the 

assumption that a varied and broad experience will develop, in 

those with ability, the skills necessary for senior management. 

This varied experience can be supplemented with training inputs 

in specific areas. In the past, one of the ways of broadening 

a manager's experience was to send him abroad to work in over- 

seas subsidiary companies. In these posts managers had more 

autonomy than they could have expected in the U.K. and had to 

exercise a greater degree of responsibility. This stretched people 

and was felt to accelerate their development as managers. Also 

managers could be placed in small divisions where they could gain 

an overview of the business which they might not be able to do 

in a large unit. These options will be closing down in the 

future; more and more overseas companies are requiring their 

own nationals to operate the factories, except in technical 

and senior management posts. It is likely that the number of 

small units in the Company which can be used as "training 

grounds" will decrease. "Varied and broad experience", "giving 

more responsibility" are open to interpretation. It is not 

clear exactly what the manager gains from broad experience or 

what kind of experience is the most appropriate for managers to 

receive. It is considered that experience in more than one 

function is beneficial; again, it is not clear exactly what the 

manager gains from this. It was thought that the manager who 

will become a General Manager in the future will learn more from 

his career experiences than from training courses over the total 

span of his career. Therefore, much could be gained from ascer- 

taining what the manager needs to learn, and how he can best 

achieve this during his career. Discussion with the General 

Manager, Management Development, suggested that an in depth 

study of learning related to career development would be both
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acceptable and useful to the Company. 

Dunlop's career development for potential senior managers 

rests partly on the ability of managers of the Company to pick 

out people likely to succeed. It is questionable to what 

extent this then becomes a self-fulfilling prophesy. 

If behaviour is a function of both the person and the environ- 

ment (b = f(p- e)) then a system of career development which 

picks out some people early in their career for preferential 

treatments, ("good" environments), may prevent the emergence of 

latent qualities in others not chosen for such treatment. These 

qualities may even exceed those of the managers chosen as "high 

fliers". Therefore a clearer understanding is needed of the 

relationship between performance, person and environment. 

Chapter 4 reviews theories of adult learning which provide 

some models for investigating learning at work, in depth.
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.CHAPTER 4 

LITERATURE REVIEW OF RELEVANT LEARNING THEORY AND 
  

RATIONALE FOR CHOICE OF MODEL FOR FURTHER STUDY 

Objectives of Chapter Four 

This chapter will review some of the ideas currently being 

applied in the field of adult learning. One way of viewing these 

models is to see them as either being concerned with parts of 

people's repertoires of behaviour, or as dealing with change in 

the person as a whole. The relevance of these for developing 

resourceful, flexible managers will be discussed. 

Learning Managers 

The earlier chapter (Chapter 2) considering the future 

environment in which managers are likely to be working, high- 

lighted the need for managers to be able to cope with a wide 

range of new problems, for them to be willing to change their 

behaviour to meet new circumstances, and to be ready to assimilate 

new information presented to them. There will be a need for 

managers who are able to evaluate plans for action and demands 

from various groups of people, and to make strategies for coping 

with problems for which there are no precedents. 

Mason (1974) calls this type of manager the Ptearniaa 

Manager". "The Learning Manager becomes an active, innovative 

and creative force in his environment ..... He has the psychological 

courage to venture forth, to try new approaches, and to explore 

unchartered directions ..... He is able to achieve optimal reali- 
  

sation of his and his client's potential in whatever situation 

he finds himself". 

In order to achieve this capability, managers need both 

specific skills, which may involve unlearning old habits and
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acquiring new ones, or obtaining new information and learning 

ways of dealing with it usefully, and they may also need to 

learn in a way which affects their whole being rather than just 

particular skill or knowledge areas. 

It was considered (Chapter 3) that career development is 

an area to which a contribution can be made, and that what 

needs to be investigated is learning at work, so that career 

development can help managers meet these new problems. Figure 4.1 

gives an overview of learning theories discussed below. 

What Learning Is 

Many varied experiences come under the label "learning". 

Learning can be "a relatively permanent change in behaviour, or 

capacity to behave, as a result of events occurring". Behaviour 

here means mental or physical actions. Relatively permanent is 

a term used to exclude changes in behaviour as a result of. 

fatigue. Learning is a term which may cover the memorising of 

nonsense syllables, remembering the words in a play, finding 

out how to use a particular machine, becoming aware of one's own 

prejudices, learning to swim, improving one's capacity to under- 

stand others, for example. These activities are all very 

different and it became apparent, as they were studied, that a 

single model would be inadequate for covering all the things 

called learning. There are, for example, theories such as: 

Piaget's (1969) model of the way children assimilate and accom- 

modate new information and experiences; Bandura's (1963) dis- 

cussion of ways in which children use attractive models to learn 

new behaviour, Pavlov's (1927) conditioned learning in dogs, and 

Kéhler's (1947) model of insight, or learning through trial and 

error and so on.
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One classification of theorists lists them according to 

their method of approach - thus according to Burgoyne (1975), 

there are; the Conditioning School, Gestalt School, Experiential 

School, Cognitive School, Information Theory School, and Social 

Influence School. 

The Conditioning School views learning as the process by 

which stimuli come to lead to particular responses. The Gestalt 

School views learning as the process of gaining insight through 

trial and error and puzzling over a problem. The Experiential 

School sees learning as the process by which a person is able to 

structure and understand the world from his experience and to 

modify his own self in the process. The Cognitive School views 

learning as the process by which people acquire cognitive structures; 

attitudes, patterns of thinking, motives, etc., which change their 

behaviour. The Information Theory School views people as systems 

which take in, store, and process information. Social Influence 

School views learning as the process of socialisation, whereby 

people acquire the behaviour and values required to enable them 

to play appropriate roles in society. 

This listing follows briefly the conventional headings 

under which theories of learning may be found. Any such classi- 

fication is artificial and there are many overlaps between the 

categories. Can they be of assistance in understanding how 

people become "learning managers"? For this purpose a more 

appropriate way of classifying some of the learning theories might 

be to separate those theories concerned with changing specific 

aspects of behaviour, from those concerned with changes involving 

the person as a whole. This has been done for the study of 

adult development.
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3.1 Theories and practices concerned with the results of learning 

in terms of specific behaviours 

The theories and practices concerned with changing specific 

behaviours are largely concerned with enabling people to cope 

with specific problems in the environment, by acquiring specific 

skills or knowledge associated with competence in that area. 

Some theorists argue for studying only that which is observable 

to an outsider and not being concerned with what is going on 

inside the black box of the mind. Some theorists have argued 

that only by studying what goes on within the mind can behaviour 

be understood and influenced. 

The main school of thinking which concentrates on observable 

behaviour changes is the Conditioning School. This school 

contains within it a variety of subschools. The operant or 

instrumental Conditioning School which began with the work of 

Thorndike (1932) is based on the idea that behaviours which are 

in some way "rewarded" are likely to be repeated and those which 

are punished are likely to decrease in frequency. This led toa 

large amount of research, which examines such things as the 

relationship between the time of a reinforcing event and the 

behaviour required, schedules upon which reinforcement can be 

given, the gradual shaping of new behaviour using reinforcers and 

the role of secondary reinforcers. This theory has been widely 

applied in behaviour modification therapy. In education its 

first applications were in the field of programmed instruction 

where learners were reinforced for making correct responses to 

questions by the knowledge that they were right. Programmes 

enabled them to build up a large amount of information (Skinner 

1958). The programmed learning method has been used in teaching 

managers who are non-accountants about costs and financial infor- 

mation, for example. Until recently it has been held that
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training using this kind of "carrot and stick" method is more 

useful in organisations for operator training than for managerial 

use because the trainer is required to know in detail the 

behaviours required in the trained person. It has, therefore, 

been used in many forms of skills training where the behaviours 

which make up a total operation are each shaped so that by 

successive approximation the finally required behaviour is 

achieved. However, it has recently been applied to managerial 

training. Luthans and Kreitner (1975) show how managers can be 

taught to use the concepts of reinforcement, schedules of rein- 

forcement, and shaping behaviour, in improving their management 

of people. By searching for cues in their own behaviour, or 

in the environment, which results in behaviour from their sub- 

ordinates which is not desired, they can alter their own behaviour, 

or the environment, to enable wanted behaviours to be emitted. 

Wanted behaviours can be followed by reinforcement. The rein- 

forcers may vary from informal praise, or lunch invitations, 

through to promotion and financial rewards. 

Honey (1976) has developed a method of teaching managers to 

improve their skills in face to face encounters. He emphasises 

the behavioural aspects of interactive skills, and teaches 

managers to use appropriate observable behaviours to obtain the 

results they desire, rather than trying to change attitudes or 

feelings towards others. A method is taught for analysing 

speech so that the effects of different types of spoken behaviour 

on others can be seen. With practice in using this information , 

managers can keep their spoken words in step with their objectives 

for each situation. Argyle's (1972) approach to non-verbal 

skills is not dissimilar.
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3.2 Theories concerned with internal changes 

Many forms of management training rely on models of behaviour 

which are difficult to place under any particular school of 

thought - indeed many are pragmatic in that they do not appear 

to espouse any learning theory. The Information Theory School 

covers a wide variety of models from ones describing the way the 

brain copes with electrical impulses to things such as learning 

the information contained in books. This school emphasises the 

way a person stores, processes, and gives out information, and 

therefore has practical applications such as the use of massed or 

spaced practice in learning. Many of the methods used in skills 

training appear to come very roughly under this banner. Skills 

trainers attempt to show the learner how to interpret information 

and make appropriate outputs. The method, however, belongs to 

the trainer in so far as he is showing the learner how information 

can be used and not teaching the learner how to structure experience 

in a way which is meaningful to him as an individual. 

Management style is often taught by a similar method. Using 

a framework such as Reddin's (1970) 3D Grid,managers can be 

taught to analyse the kind of situation in which they work and make 

behaviour appropriate to that situation by being, for example, 

more or less autocratic/bureaucratic depending on the effective- 

ness of the style with the problems and subordinates they have. 

Problem solving techniques can also be taught in this 

way. Managers are given a tool, such as Vroom and Yetton's (1973) 

problem solving network, which enables them to process the 

information they have so they can make appropriate outputs. Many 

skills are taught in this way: a trainer/teacher finds a frame- 

work which enables the learner to have ready-made classifications
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for what is otherwise a buzzing mass of information, and the 

classifications help him to make appropriate outputs and store 

information on this given framework for future reference. 

The Cognitive School recognises that thinking, reflective 

processes go on within the person, and the School does not 

concentrate, as the Conditioning theorists do, on the observable 

behaviours of people. The Cognitive School attempts to under- 

stand behaviour in terms of people's inner mental states or 

structure. In training, change is sought in these. Attitudes 

are frequently singled out for change. People are considered 

to have one set of traits or attitudes which need to be modified 

or replaced by another set. 

3.2.1 Balance Theory 

Theories of attitude change consider ways in which cogni- 

tive, affective and conative changes occur in people. Balance 

theories illustrate this, for example, Heider's (1958) theory of 

balance suggests that there are three parts of an attitude system 

which tend toward consistency - the person experiencing the 

system (p), another person with whom he has a relationship (0), 

and the attitudinal object (x). Two kinds of relationships are 

considered: the attitude relation of liking or disliking, and 

the unit relation involved in perceiving persons or objects as 

belonging together. These relationships can be considered to 

be positive or negative. There is balance of relations in the 

p-o-x triad when all three are positive, or two negative and 

one positive, otherwise there is imbalance. Heider postulates 

a general trend to re-establish balance when it is disturbed. 

This work has been developed by Newcomb (1961) and later by 

Rosenberg and Abelson et al (1960). This idea of balance is 

the heart of much "attitude training". If the relationships
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(unit or attitude relations) can be changed, or the object can 

be changed, the attitude system will be in imbalance, as a result, 

and changes will occur to achieve balance. 

Attitudes can also be considered to have three components - 

an affective component, a belief component, and a behavioural 

component. It follows from the idea of balance that, if there 

is change in the beliefs or feelings of the attitude, behaviour 

will change to keep the balance. Balance theorists/consistency 

theorists are concerned with the way specific inferred internal 

behaviours, that is attitudes and beliefs,change. They are not 

necessarily concerned with whole person changes such as changes 

in a person's self-concept. Changes may be related to specific 

attitudes and beliefs and not involve a complete restructuring of ; 

a person's whole belief system. Similarly Festinger's (1957) 

theory of cognitive dissonance seeks to explain how people recon- 

cile inconsistency of their cognitions by changing specific 

beliefs and attitudes which are dissonant. 

3.2.2 Content and Process Theories of Motivation 
  

The goals for which people strive have been frequently 

studied. For example, McDougall's (1973) study of motivation 

at work identified six types of reward managers look for at 

work: material reward; leadership; variety and challenge; 

job interest or intellectual interest; security and social needs; 

status and prestige. He finds that managers motivated by these 

different groups of rewards, respond to different types of 

financial incentives. 

Recent theories in the field of motivation concentrate more 

on the cognitive processes than on the content of the motives, 

(for example, Vroom's (1964) instrumentality-valence theory).
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But it has been held that only by understanding the things people 

seek can specific behaviours, (for example performance at work) 

be changed. The Conditioning School rewards desired behaviour. 

The Cognitive School asks “how does this person regard his situation"? 

3.2.3 Gestalt School 

The Gestalt School is also concerned with internal changes. 

It derives from a group who are more concerned with learning 

“wholes" than with isolated pieces of learning. The classic 

experiment was Kéhler's (1947) apes: the apes were given a 

problem (such as getting bananas which were out of reach) and 

they failed time and again to solve it, until, in a flash, they 

gained insight and solved the problem in one step (by standing on 

a box and using a stick to knock the bananas down). This solution 

then carried over into other experiences. Gestalt psychologists 

suggest that the solution comes about because the learner sees 

the whole pattern of the different factors, instead of responding 

to isolated stimuli. This aspect of learning became incorporated 

into the teaching of many skills, for example learning a foreign 

language, using scientific instruments. The teacher begins with 

meaningful wholes and watches for aspects which need breaking 

down into smaller points, which are then built back.up to the 

broader whole. 

3.3 Application of these theories to the development of 

learning managers" 

The practices deriving from these theories enable a trainer/ 

tutor to develop in managers skills and abilities which they need 

in their work. Interactive skills are one of the areas of com- 

petence which the managers of the future may require, for example. 

However, in this area of developing specific changes in behaviour 

the role of the teacher is very important. The teacher uses the
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theory to develop models which can help the manager. He decides 

what is to be learned, and he develops a method for enabling the 

learner to reach his goals. Thus, for example, the teacher may be 

using some Gestalt School learning theory to enable managers to 

gain insight into the problems of negotiating with people with 

differing viewpoints. He may plan a simulation so that the 

learners can grasp the idea of the whole problem, and then use 

discussions afterwards to go back to any areas which need break- 

ing into smaller points and then re-run another simulation to enable 

the learners to build back up to the whole. It is through his 

methods that the learners gain some insight into a specific skill 

which he has set as the goal. The skill may or may not be trans- 

ferable to new problems. Similarly with many problem-solving 

methods; the teacher gives a framework for solving the kind of 

problem the learner habitually faces. The framework may not be of 

use for problems without precedent. The change of specific 

behaviours, or capacity to behave, therefore, involves a high 

level of external intervention and does not involve a high 

level of change in the learner - he may feel he has acquired a 

new and useful skill, but requires a reasonably high level of 

commitment to actually bother to practice and use the skill away 

from the training course. He may feel no fundamental change in 

himself. 

Thus practices which change specific behaviours may be of 

value in developing future managers, but they assume that the 

trainers already have assessed the skills the manager needs 

before developing a way of training for them. However, it was 

suggested that managers will face many new problems and demands, 

changing very quickly, and that the skill needed in managers 

will not be the ability to learn from others, but to learn by 

themselves.
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Theories and practices concerned with change of the person as 
  

a_whole 

The schools of thought relevant in this area are Exper- 

iential, and Social Influence. Neither the Cognitive nor the 

Gestalt schools can be said to be concerned solely with 

changing specific internal behaviours. Some theorists in these 

schools are also seeking to change the behaviour of the whole 

person. The emphasis lies not in change of specific behaviours 

but in restructuring of mental processes in ways that may change 

a person's capabilities in a variety of fields. Division into 

theories concerned with change of internal or external behaviours 

is no longer helpful. These theories are concerned with the 

person in his environment and explain by reference to a person's 

structuring of the world, how his behaviour becomes appropriate 

to circumstances. 

4.1 Social Influence or Socialisation in whole-person learning 
  

The Social Influence School, as defined by Burgoyne (1975) 

is concerned with the socialisation process whereby children and 

adults acquire beliefs and ways of behaving and self images which 

enable them to play a part in a particular society or group within 

society. Thus Kelman (1961) identifies three ways of such learning: 

compliance, when a person behaves in a particular way because 

there are rewards or punishments to do so or not do so; identifi- 

cation, when a person models his behaviour on some valued person; 

internalisation, when a person holds a value or behaves in a 

certain way because it becomes viewed as a part of him. This 

last point is a form of learning which may involve the learner 

restructuring his view of the world, not merely going along with 

external coercion, or following an external exemplar.
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Bandura (1963) demonstrates the importance not only of 

reward and punishment in the socialisation process but also the 

importance of a model which can be imitated; complex, social 

behaviours may not be emitted unless they can first be observed, 

for example, the learning of complex rituals, traditions and 

manners. Children learn much of their social behaviour in this 

way; a model who is liked is more likely to be imitated than 

a neutral or disliked model. Reward/reinforcement may be 

necessary to maintain the behaviour after it has been copied. 

Socialisation is not only a process of childhood but continues 

throughout adulthood. Many changes, such as new jobs, membership 

of a new club or society, or entry into marriage require new 

social behaviour. In childhood much behaviour is obtained 

because the child complies with external rewards or coercion. 

Later on the child may accept the values associated with certain 

behaviours and the behaviours are emitted because the associated 

values are accepted and not because of external coercion. In 

adulthood the socialisation process is often anticipated. An 

adult who aspires to belong to a reference group to which he does 

not belong, accepts the values of that reference group. (He may 

not comply with some of the behaviours until the reference group 

becomes his membership group, for example, wear a uniform, give 

commands, speak on behalf of the group). When socialisation 

involves acceptance of the values of the group, as well as com- 

plying with behaviour acceptable to the group, the learning 

may involve changes in the whole person. When socialisation 

involves only compliance due to some external coercion or reward 

(such as an adult being unwillingly admitted to an institution 

such as prison or the armed services) then the learning may only 

involve specific skills or behaviours. Siegel and Siegel (1957)
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showed that attitude change, one aspect of socialisation, is 

influenced by reference groups and membership groups as these 

reflect internalised values. Feldman (1976) describes the 

process of socialisation in three stages. The outcomes of social- 

isation depend on each variable in each stage being resolved and 

for complete socialisation into an organisation all stages must 

be completed. The three stages are anticipatory socialisation 

(before the individual enters the organisation) , accommodation 

(early on after joining the organisation) and role management 

(later on after joining the organisation) . 

In the first stage the two problems to be resolved are a) 

realism about the job, b) extent to which what the organisation has to 

offer is what satisfies the individual concerned. 

In the second stage the problems to be resolved are a) how 

successful the initiation and training to the task are, b) the 

extent to which roles are clarified, c) the extent to which employee 

and supervisor/manager have the same evaluation of the employee's 

progress and da) the extent to which an employee is accepted in the 

group. 

In the third stage the individual has to resolve conflicts 

which arise either at work or outside. If these problems are 

successfully resolved the individual is likely to have a high 

level of general satisfaction with his work and will also feel he 

has some influence and control over his work. Feldman's data shows 

that successful socialisation does not result in high internal 

motivation to work or high degree of job involvement, however. 

4.2 Cognitive and Experiential elements in whole-person learning 

The Cognitive and Experiential Schools may also contribute 

to our understanding of whole-person learning. It is difficult to
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separate the two. In the narrow sense the meaning of "exper- 

iential" is learning from discovery from personal experience 

(rather than vicariously from passed on knowledge other people 

have gained from events). In the broader sense, however, it is 

necessary to understand cognitive structures in order to under- 

stand how people do this. Kelly's (1955) construct theory 

postulates that we have cognitive maps - a construct system - 

and also suggests how experience changes people's behaviour 

(see section 5.6.3 below). Boydell (1976) says that experiential 

learning models have two features in common: 

1) they lead to meaningful learning (as opposed to rote 

learning) as distinguished by Ausubel (1968); 

2) this learning is achieved by the learner sorting things 

out for himself, that is, he restructures his perceptual 

experiences and hence gains insight, or learning. 

He goes on to say that the nature of the perceptual experiences 

used for this insight-generating process are unclear. Better 

understanding of perception and cognition is required. Wexler 

(1974) suggests that, subjectively, experience is the activity 

of attending to and organising information that enables us to 

make 'sense' out of our world, and it is this activity that we 

call ‘experiencing’. 

In the course of time the whole, experiencing, person may 

develop from immaturity to maturity (and sometimes may regress 

from a mature state to an immature one!). According to a number 

of theorists, the goal of the mature person is to be "self- 

actualising", or to be a "fully-functioning self". The 

next section will outline some of the relevant theories.
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Levels of Learning 

5.1  Maslow's Hierarchy of Needs 

Maslow's (1954) theory of motivation provides a starting 

point, not as a theory of motivation per se, but because he 

developed the concept of self-actualisation. His motivation 

theory postulated five levels of need. The first four levels 

he called the basic needs; physiological needs, safety needs, 

social needs and esteem needs. He suggested that even when the 

basic needs are satisfied, people may not be content, they must 

strive to be the most they can be, to become everything that 

they are capable of becoming. This will be expressed in different 

forms of different people. 

5.2 Alderfer's modification of Maslow's Theory 
  

Alderfer (1972) developed Maslow's theory and amal- 

gamated the five levels of need into three needs which he 

conceived as having equal priority. People try to satisfy all 

three needs - not necessarily in any particular order of priority. 

His three needs are existence, relatedness and growth. Existence 

needs include physiological and material desires. Relatedness 

includes relationships with other people, social interaction, 

need for esteem of others. The growth needs are similar to 

Maslow's self-actualisation and include the need to be creative 

and have self esteem. 

5.3 Dale and Payne's Views 

Dale and Payne (1976) suggested that personal development 

can be viewed on three dimensions: resources, will and aware- 

ness. 'Awareness' is the awareness of anything - oneself, the
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environment, politics etc.; 'resources' are the capacities people 

have; ‘'will', the motivation people have. These three can be 

seen to exist at the three levels which Alderfer postulates, 

existence, relatedness, growth. Dale and Payne put back the 

hierarchical structure into these levels of Alderfer. A model 

of individual capacities based on these nctions is included in 

Figure 4.1. 

Dale and Payne postulate that within a level on any one 

dimension, learning involves more elaboration of skills and 

knowledge which the person already possesses. However, between 

levels, particularly into the growth level, learning requires 

not merely further elaboration but a whole new patterning and 

restructuring of experience. This may be felt as a crisis 

(represented by zig-zag lines in figure 4.1) because new 

patterning involves the destruction of some of what went before. 

Discontinuities in experience may provoke a jump to the growth 

level. This growth level, akin to Maslow's idea of self actual- 

isation, is of importance because descriptions of the self- 

actualiser are compatible with the idea of the "learning manager" 

and with the characteristics desired for the future manager. 

Many theorists have written on selfactualisation (Maslow (1954), 

Rogers (1961), Argyis (1957), Wexler (1974)). 

5.4 Rogers' Views 

For Rogers (1961) there are two aspects of the person; 

the organism and the self. The organism is the location of all 

experience. This total experience is the individual's frame of 

reference known only to himself. Gradually part of this field 

becomes differentiated and becomes the self, which is con- 

stantly changing.. In addition to the real self each person has 

an ideal self. When there is discrepancy between the two there
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is dissatisfaction. This dissatisfaction can be a learning 

stimulus to reduce the gap between real and ideal self: this 

for Rogers is self-actualisation. 

5.5 Other views of self-actualisation 

Wexler (1974) describes the self-actualiser. "The chief 

characteristic of the self-actualised person is that he will 

continually be construing new facets of meaning in his experience 

+++.-- In processing and organising information from his external 

environment, the self-actualised person will distinguish new 

facets in what he takes in through his senses". 

Some of the characteristics of the self-actualising person 

are: tolerance of ambiguity, more than usually efficient per- 

ception of reality, orientation to solving problems outside 

oneself, not trapped by culture and collective norms or guilt, 

positive view of self, ability to relate to and accept other 

people, autonomy and independence, flexible and creative (Maslow), 

possession of long range goals, autonomy and independence 

(argyis) , trust in oneself, not trapped by norms and rules, 

perceptual fields maximally open to experience, flexible, 

creative, successful (Rogers), ability to generate new rules 

from experience, flexibility in using rules (Wexler). 

Having considered the concept of self~actualisation, 

some models which may enable an explanation of how it can be 

achieved can be examined. 

5.6 How self-actualising occurs 

5.6.1 Learning as feed-back 

Several theorists enable explanations to be made of how 

this repatterning of experience can occur. Some theorists 

(Schein and Bennis, 1965, Torbert 1972) have argued that
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learning involves the feedback of information to one's conscious- 

ness. 

  

Figure 4.2 Learning as a feedback process 

INFORMATION FROM OTHERS -—————} DISCONFIRMING FEEDBACK 

NEW BEHAVIOUR 4———— ATTITUDE     
One therefore has to be in contact with one's experience. 

Experiential learning has, by these authors, been conceived of 

as a process of opening feedback channels so that people begin 

to become aware of their impact on one another, begin to become 

aware of, and learn the meaning of, their own and other's 

behaviour, and begin to learn how to achieve goals that are 

personally meaningful to them through the use of intra- and inter- 

personal feedback. 

A clearer idea of the sort of feedback processes involved 

comes from Bateson (1972), Schon (1975) (whose ideas have been 

taken up by Argyris (1976)) and Cooper (1976) and also from 

Kelly (1955). 

5.6.2 Schon's Deutero-Learning 

Schon points out the importance of learning to learn, 

because, for managers, the task environment is continually 

shifting and in ways which are only marginally predictable. 

He distinguishes two theories of behaviour; espoused theory 

and theory-in-use. Espoused theory is the explanation an 

individual gives for his behaviour. Theory-in-use is the 

theory for which the person's actual behaviour is evidence.
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Observers, starting with the behaviour, can attribute a complex 

intention consisting of governing variables or values, strate- 

gies for action, and assumptions that link the strategies to the 

governing variables. Governing variables are those on which 

assumptions and strategies are based. Schon gives the example 

of a hypothetical teacher whose theory in use might be:- 

y 7 = g 
jGoverning Variables Assumptions Strategies 

Control Class. Roles of teacher | Design each lesso: 

Maximise the impart- \}| and pupils are | jand Stick to it. 

ing of information. | clear cut. Pupils) |Reward positive 

i 
need structure if | |responses. 

\ | | 
u | they are to learn.) 

7 \ 7 S 

Learning is experience-based change in theory-in-use. This 

can be a change in any aspect of the theory; governing 

variables, strategies, or assumptions. Dale and Payne's 

learning within a level, roughly corresponds to change in 

strategies and assumptions; for example, the assumption that it 

is necessary to control a class, and the strategy of punishing 

undesired responses. The most central kinds of learning come 

from change in governing variables - corresponding roughly to 

Payne and Dale's jump across levels, for qumples ‘a governing 

variable mightbe that it is not necessary to maximise the 

imparting of information but to enable pupils to discover for 

themselves. Schon calls this deutero learning:- learning to 

learn. A person deutero learns when he changes his theory-in- 

use in response to experience. He can do this by making his 

theory-in-use explicit to himself, thus enabling him to develop 

more effective theories-in-use. Deutero learning, he postulates, 

comes about mainly through dilemmas, since these will bring into 

conflict the elements (governing variables, strategies and
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assumptions) of the theory-in-use. 

5.6.3 Kelly's theory of personal constructs 

Kelly's (1955) elegant theory of personal constructs gives 

another explanation of the process of change. According to 

Kelly, man seeks to understand his experience by structuring and 

restructuring it. People make assumptions about reality, and 

then find out how useful these assumptions are in anticipating 

the outcome of events. People's assumptions take the form of 

constructs, which are bi-polar classifications, which are organised 

into hierarchical construct systems. The formal theory is set 

out in a fundamental postulate ( a person's processes are psycho- 

logically channellised by the ways in which he anticipates 

events ) and eleven corollaries. 

Through different modes of construing a person may 

elaborate his construct system; he may change an event from one 

pole of a construct to another pole of a construct (x was formerly 

seen as loving but is now seen as hateful); or he might change 

the range of convenience of a construct (the construct covers a 

wider range of events); or he might change constructs completely - 

old constructs found to have no predictive value may be 

jettisoned and new ones adopted. He might change-the connections 

between constructs in the hierarchical system, forming new sub- 

systems with new arrangements of super- and sub-ordinacy. 

5.6.4 Bandura's self-efficacy theory 

In a detailed study of phobic behaviour, Bandura (1977) 

developed the concept of self-efficacy expectation as a mediating 

variable in developing coping behaviour. An efficacy expecta- 

tion is the conviction that one can successfully execute the 

behaviour required to produce the outcomes (a “realistic self
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confidence"). Outcome expectations are different from efficacy 

expectations. A person can believe that certain actions will 

produce particular outcomes, but if he entertains serious doubts 

about whether he can perform those actions, he will not 

necessarily try to perform them. This is similar to expectancy 

theories of motivation. This is illustrated in Figure 4.3. 

  

Figure 4.3 Diagrammatic representation of the difference 

between efficacy expectations and outcome 

expectations (from Bandura, 1977) 

Person Behaviour = Outcomes 

Efficacy Outcome 

Expectations Expectations   
  

For Bandura, expectations of personal mastery affect both 

initiation and persistence of behaviour to cope with threatening 

or difficult tasks. Those who persist in such activities will 

gain experience which reinforces their sense of self-efficacy. 

Efficacy expectations differ in magnitude (fromsimple through to 

difficult tasks), generality (a sense of mastery extending beyond 

the particular task in question), and strength (extent to which 

coping efforts persist despite setbacks) . 

The sources of efficacy expectations studied by Bandura 

were; performance accomplishments (actually doing the actions 

required to get the outcomes); vicarious experience (watching 

others' successes); verbal persuasion (being told about the 

actions); and emotional arousal and desensitisation (trying to 

reduce the fear and arousal levels associated with it). 

The source which enables people to gain efficacy expecta- 

tions most is performance accomplishments. However, even though
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people gain competence through performance, they may only increase 

their self-efficacy expectations if they attribute their successes 

to their own capabilities rather than to external factors such as 

luck, or the situational circumstances. Similarly, success needs 

to be attributed to ability, rather than to effort, because a high 

expenditure of effort may connote a lesser ability and has a 

weaker effect on perceived self-efficacy. The level of the 

task is also important; mastery of a challenging task conveys 

evidence of competence and increases efficacy expectations. 

Bandura found that people can experience setbacks, but still 

increase their self-efficacy if they detect a relative progress 

in their overall performance; a perceived levelling off of 

performance compared to prior rates of improvement does not necessarily 

result in decreasing self-efficacy. Finally, he found that the 

more varied the circumstances in which threats and difficulties 

are mastered the more likely successes are to increase self- 

efficacy. 

Thus Bandura proposes that self-efficacy is a mediating 

variable in changing behaviour and its development depends on the 

circumstances in which difficult or threatening tasks are 

mastered. 

Thus a person is able to structure experience and change 

behaviour when disconfirming evidence is received so that 

behaviour becomes more appropriate. 

Practices developed from this theory to facilitate significant 

learning 

The previous section identified the kind of learner which 

is required for the future and could variously be called a self- 

actualiser, deutero-learner, level three "growth" learner,
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elaborator of construct system. The important point is that 

such a person is able to learn for himself. Various people have 

used these theories to enable people to learn in this way. 

Training based on theories of whole-person change is often 

on a person to person basis, or at the most in small training 

groups (for example Thomas (1976), Tiere (1977), Boydell (1976) 

Ratui (1977)). 

It is obvious that all people do not have the capacity to 

become self-actualisers unaided. Maslow suggests there are two 

conceptions of facilitating learning; one is extrinsic learning 

which is teacher planned and controlled. It reflects the goals 

of the teacher not the learner. The other is learner-planned 

and directed and it is by this method that people can learn to 

learn for themselves. The former covers the sort of practices 

discussed in section three. The latter has also been applied in 

education. 

6.1 Bruner's View 

Bruner (1966) feels that "education is experience reorganised". 

He advocates learning through discovery with feedback on progress. 

He says this results in greater intellectual capacity, emphasis 

on intrinsic reward (learning for its own sake) rather than 

extrinsic rewards. 

6.2 Freire's View 

Freire (1970) has also used the approach (he calls the 

desired state "conscientization"). He concentrates on awareness. 

For example, because reading involves more than the ability 

to distinguish sounds corresponding to marks on a page, he 

uses highly emotive words, so that critical approaches will be
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made by the learner. Thus he encourages learners to become critical and 

reflective. The teacher learns from the students as well as 

the students learning from the teacher. 

6.3 Tiere's View 

Tiere (1977) uses a model of the inner-self surrounded by 

feelings, actions and knowledge. Learning is the process whereby 

the learner unlearns "blocks" which prevent the inner self 

coming into contact with his knowledge, action,and feeling,and 

these with each other (left hand not knowing what the right hand 

is doing). He tries to enable learners to achieve this aware- 

ness of self through a business simulation which brings into 

doubt many of the values and assumptions people make in their 

actions, in an emotive atmosphere. With some new knowledge 

inputs, learners are then helped to examine their behaviour and 

"unblock" paths to the inner self. 

Figure 4.4 Showing how areas of the self become blocked off 
  

from communicating with each other (Tiere 1977) 

    

6.4 Thomas's View 

Thomas (1976) suggests that, people who do have the capacity 

to learn for themselves, whom he calls self-organised learners, 

use a model of the process of learning to improve learning per- 

formance. The self-organised learner must identify his needs 

and translate these into realistic learning processes, then plan 

how to go about the learning task, and he must have criteria of
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success by which the outcome of his learning can be evaluated. 

Self-organised learning depends on the capacity to evaluate 

one's own performance and periodically bring one's learning 

processes under review. His learning-to-learn approach uses the 

idea of helping people become aware of their learning processes 

so that they can be evaluated. One of the devices used to raise 

awareness is the Kelly Repertory Grid to enable the learner to 

be aware of his construction of particular experiences. Learners 

are then supported in the change process where they are free to 

experiment with and explore their own processes. 

6.5 T-groups and sensitivity training 

'~' groups, or sensitivity training, use the idea of feed- 

back to learn about one's interactive abilities and impact on 

others. The goals of sensitivity training are to increase the 

ability of the participant to accurately sense the reactions of 

others to his own behaviour, to increase the ability to accurately 

sum up the behaviour existing between people other than with 

the participant, to increase the ability to select and perform 

in a skilled manner whatever behaviour the situation calls for. 

In order to do this the members of a T-group are encouraged to 

focus on those present; observing the behaviour of each member 

of the group. Each member shares his feelings or Soeerestiona 

with the others and these are discussed. The group tells each 

member how his behaviour affects others and so each member 

participates both in giving and receiving observations - by this 

method the individual is able to receive feedback on his behaviour; 

it becomes explicit to him and he can restructure his experience 

as he feels necessary. (Note that this approach is different from 

Honey's described in section 3, because it is unstructured, the 

learner does not have to accept the teacher's framework and goals
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but learns for himself how to structure inter-personal behaviour 

and experience if he wishes, towards his own goals). 

6.6 Rogers' View 

Rogers (1961) identifies the elements of experiential 

learning as: personal involvement (the whole person in both his 

feeling and cognitive aspects is involved in the learning event), 

self-initiated; pervasive (it makes a difference to the behaviour, 

attitudes and maybe personality of the learner); it is evaluated 

by the learner; its essence is meaning - meaning to the learner 

is built into the whole experience. He identifies two sets of 

assumptions in education - those which help the learner learn to 

be passively taught, and those which enable the learner to learn 

for himself from discovery. Significant learning takes place 

when the subject matter is perceived by the learner as having 

relevance for his own purposes. Much significant learning is 

acquired through doing, because learning is facilitated when 

the learner participates responsibly in the learning process. 

This sort of creative learning is best facilitated when self- 

criticism and self-evaluation are primary, and evaluation by 

others is of secondary importance. Indeed a supportive atmosphere 

is important. This leads to the learning of the process of 

learning; a continuing openness to experience and incorporation 

into oneself of the process of change. Rogers feels this is 

the "most socially useful learning in the modern world". 

6.7 Revans' Action Learning 

Revans (1975, 1977) is one practitioner who has attempted 

to use discovery learning on-the-job, rather than away from the 

job, to develop managers. He calls this Ation learning. It takes 

the form of managers working singly or in groups on a project 

which has real importance. However, not all projects produce
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learning of a meaningful nature. Revans feels that the elements 

of such project work must include: the difficulties which managers 

will continue to face in a management situation,since the desire 

to learn will then be present; a recognition that the learning 

is not only an assimulation of new knowledge but also the reorgan- 

isation of what is already known. Managers must be given support 

in the stress they may experience; and the role of the management 

teacher is to provide conditions for managers to reorganise 

their past experiences. The learner must be able to perceive 

the effects of his own actions or efforts to solve a real problem, 

and this evaluation requires some form of self appraisal. Managers 

who are unable to change their existing mental sets are unable 

to solve unfamiliar problems, but can solve familiar problems, 

so the action learning project contains problems which are 

unfamiliar to the learner to induce new thinking. 

Figure 4.5 Current Action Learning Paradigm 
  

Context (for example, 

organisation) 
  r 

Type of function 
or problen Familiar Strange 

  

Familiar 

  

Strange           
People can be helped to learn in any of the above quadrants, 

but the hardest area to get new insights is in the familiar/ 

familiar quadrant.
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Theory of experiential learning chosen for further research 

So far learning theories have been discussed in two 

sections; those related to the teacher developing specific 

abilities and skills in people, and those which seek to explain 

how people can become more than receptors or mere passive 

assimilators, but active learners who can creatively structure 

their experience to solve unfamiliar problems, and draw sense 

from confusion. On the face of it, the self-actualiser is the 

senior manager for the future (and may be, or have been, the 

successful one of the present and past!) Specific skills and 

abilities cannot be denied importance, however. The manager 

of the future will need, for example, interactive skills, 

ability to remember and use information, to motivate his sub- 

ordinates, practical skills. Whilst much work has revealed the 

nature of the learning process and the conditions required to 

facilitate meaningful learning, many of these conditions are 

not found in work, generally. Revans indicates that not all 

problems at work equally facilitate useful learning, and he 

chooses action projects with care. With career development in 

mind, it seems that many jobs may not encourage new learning. 

Simple job rotation may not be sufficient to produce the develop- 

ment required. There must therefore be some greater understanding 

of the environments in which people work as well as the nature of 

the learning sought. It is often felt that different jobs of 

work require, or develop in people, different specific abilities, 

many of which may be required by the generalist manager; stereo- 

types of the marketing man who "understands people", the researcher 

who has his "head in the clouds", the engineer who is good at 

"nuts and bolts" are not unfamiliar. In helping managers 

becoming "learning managers", this information about the environ- 

ment may be incorporated.
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7.1 Kolb's model 

A model of experiential learning developed and researched 

by Kolb (1971) may be helpful. His model suggests that learning 

and growth are best facilitated by an integrated process of here- 

and-now experience followed by reflections and observations about 

that experience, then forming abstract concepts and generalisa- 

tions and then by testing the implications of these concepts in 

new situations. (A model not unlike Kelly's model of how people 

change their construct systems). Kolb therefore says that the 

effective learner needs four abilities; concrete experience 

abilities (CE), reflective observation abilities (RO), abstract 

conceptualisation abilities (AC) and active experimentation 

abilities (AE). This model suggests that people must reconcile 

in themselves the concrete instance and the abstract theory; the 

calm of reflection, and the activity of action. (See Figure 4.1, 

centre, for the Kolb's modes or styles of learning). 

In the process of learning, the learner must choose which 

set of learning abilities he will bring to bear on any situation. 

He may move from actor to observer, from specific involv nt to 

  

general analytic detachment. Kolb suggests that, both as a result 

of heredity and as a result of experiences in each person's life 

history, most people develop learning styles that euphas{se some 

learning abilities over others. "A mathematician may come to 

place great emphasis on abstract concepts while a poet may value 

concrete experience more highly". Kolb developed an inventory 

(to be discussed in Chapter 5) which measured the extent to which 

a learner uses each of these abilities. Research using this 

inventory on a group of 800 people, both practicing managers and 

graduate students in management showed that four prevalent 

learning styles could be found each using different combinations
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of these abilities. People from different management functions 

tended to utilise different learning styles. Kolb realises that 

this research does not indicate whether this is so because 

people with these cognitive styles are chosen to work in different 

functions, or whether the environment itself stimulates different 

learning styles. Probably both these mechanisms are operating. 

Kolb's research found that marketing managers tended to emphasise 

active experimentation and concrete experience, engineers tended 

to emphasise abstract conceptualisation and active experimentation, 

personnel managers tended to emphasise concrete experience and 

reflective observation, researchers tended to emphasise reflective 

observation and abstract conceptualisation. A study on training 

methods found that people with different styles preferred 

different aspects of training courses - some preferring discussions, 

some instructor inputs, some role playing etc. Thus training 

methods can be designed so learners of different learning styles 

can use their preferred methods. Alternatively, the use of non- 

preferred methods can stimulate new learning styles in people. 

Kolb has begun work on characterising environments which stimulate 

each of the four learning abilities (discussed further in 

Chapter 5). It is possible that by exposing people to non- 

familiar environments which require one of the styles of learning 

identified by Kolb, a new learning style may be developed. This 

could have great importance for career development. Frequently 

people are rotated through different functions and jobs to 

"increase their experience and knowledge". If a clearer idea 

of the sort of environments which stimulate these four. kinds of 

abilities could be gained, this could provide a base for 

deciding what kind of experience people would best benefit from. 

Thus the Kolb model can provide the basis for the development of 

a model of learning environments and learning abilities which
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might provide some answers for people concerned with the best 

ways of developing people for senior positions through providing 

the right kind of experience and jobs en route to the top. 

The Kolb model appears to bring the problem of effective 

learning back into the realm of developing specific abilities in 

people, with the career development manager deciding what those 

abilities should be. How can this be compatible with the 

earlier discussion which indicated that the learner needed to 

be a self-actualiser? It was suggested earlier that one of the 

reasons that people acquire different learning styles is asa 

result of their personal histories. Kolb suggests how growth 

and development occur in the experiential learning model. 

Drawing on Piaget's (1969) four major stages of cognitive growth 

from birth to adolescence, he identifies three stages of growth 

and development. He suggests that, in the first stage of 

development, progress in each of the four learning abilities can 

occur with relative independence from the others. 

The first stage is acquisition during childhood. From 

0-2, the child is learning through action - feeling, touching, 

handling; beng concrete and active in his learning style. From 

2-6 years old the child is not only concrete in his orientation, 

but also begins to develop reflective ability as he begins to 

internalise actions. From 7-1l years the development of abstract 

and symbolic activity begins. From 12-15 years the child returns to 

a more active orientation, but one which is modified through 

the reflective and abstract thinking abilities he has by now 

acquired. He experiments and tests the implicationsof his 

theories.
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The second stage is specialisation, when, as young adults, 

people develop some of these abilities at the expense of others. 

People select themselves into jobs and educational experiences 

compatible with their preferences and these further develop 

particular learning abilities. People tend to move away, at this 

stage from environments incongruous with their learning style. 

Kolb says that, at this stage, the person's sense of self worth 

is based on rewards and recognitions he receives for work done 

"well'. The mode of relating to the world is 'interaction' - 

the person acts on the world (does his job, goes to evening 

classes) and the world acts on him (pays him money, fills him 

with bits of knowledge) and neither is fundamentally changed by 

the other. 

The third stage is integration. Some people may feel a 

conflict between social demands and rewards, and their personal 

fulfilment and recognition of self. This can occur as a gradual 

process, as in the development of stage two, or as a result of 

a life crisis, such as divorce. Some never move into this 

stage. The individual experiences a shift in his frame of 

reference which he uses to structure life. The nature of the 

shift depends on the learning style which is dominant in the 

person. Kolb suggests, for example, that "for the ea ecti ee 

person the awakening of the active mode brings a new sense of 

risk taking to his life. Rather than being influenced, he now 

sees opportunities to influence ..... for the person who has 

specialised in the active mode, the emergence of his reflective 

side broadens his range of choice and deepens his ability to 

sense implications of his actions. For the specialist in the 

concrete mode the abstract perspective gives new continuity and 

direction to his experience. The abstract specialist with his
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new sense of immediate experience finds new life and meaning 

in his constructions of reality". The person becomes more aware 

of the self, and experiences effective choice of new ways of 

being. The four modes become integrated. (See Figure 4.1) 

The Kolb model suggests a basis for developing an under- 

standing of the kind of environments which might enable managers 

to become "Learning Managers".
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CHAPTER 5 

DEVELOPMENT OF THE QUESTIONNAIRE STUDY 

Objectives of Chapter 5 

This Chapter describes the development of a questionnaire 

designed to investigate managers' career histories, through 

three pilot studies and a discussion of relevant theoretical 

frameworks. 

Discussion of Relevant Frameworks and Methodology 

In the last Chapter the experiential learning model 

developed by Kolb (1971, 1975) was introduced and its relevance 

for career development discussed. The four abilities and the 

integration of these, seem to be a useful framework for planning 

career development, since the four abilities are said to be 

developed in different kinds of environments. If this is so, 

experience in all of these environments could enable managers to 

develop the range of these abilities and so enable them to 

become integrated learners, which is the kind of manager 

envisaged as the senior manager of the future. 

In order tobe able to base management development on this 

sort of framework it is necessary to have a clearer idea of the 

abilities and environments which Kolb has in mind. The validity 

of these assumptions, that there is a relationship between the 

development of these abilities and the experiences people 

have had, can then be tested on a sample taken from the Company. 

2.1 Kolbs' Inventory 

Kolb used a Learning Style Inventory to test peoples’ 

use of one learning style (choice of abilities) over another.
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The inventory consists of nine sets of four words which describe 

ways of learning. The person completing the inventory is asked 

to rank the four words in each set in order of their accuracy 

in characterizing the way he learns. A rank of 4 is assigned 

to the word which best describes the way he learns, and 3 to the 

next best and so on. Totals of the rank scores for each of 

the four learning abilities over the 9 sets of words can 

therefore be obtained. Kolb then provides a score sheet which 

enables the manager to compare his results with those scores 

obtained from managers and graduate students in management. 

The words Kolb uses to describe each of the four abilities 

are shown in Table 5.1. The whole inventory is given as 

Appendix 5.1. 

Irrelevant words are also included in the inventory, 

leaving six words to describe each ability. The respondent is 

required to give a forced choice answer to each set: he is not 

allowed to answer "not applicable" and is not allowed to give 

ties in his ranking of the words. 

The purpose of the present study is to find out how one 

might plan managers' experiences during their careers so that 

their abilities are broadened. If Kolb is right, Weeraing 

styles which are well developed should indicate that there 

have been appropriate environmental stimuli (and conversely). 

However, there are problems with the Learning Style Inventory. 

It can be criticised on several points. 

2.2 A Critique of Kolbs' Measure of Learning Style 

One of the most important problems with the inventory is 

the method people are asked to use in completing it. They are 

not allowed to either say "not applicable" or give tied values.
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Learning Ability 
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Inventory Describing each 

  

Concrete Experience Abilities (CE) 

Receptive 

Feeling 

Accepting 

Intuitive 

Present Oriented 

Experience 

Reflective Observation Ab. 

  

Tentative 

Watching 

Observing 

Reflecting 

Observation 

Reserved 

  

  
Active Experimentation 

Abilities (AE) 

Practical 

Doing 

Active 

Pragmatic 

Experimentation 

Responsible   
Abstract Conceptualisation 

Abilities (AC) 

Analytical 

Thinking 

Logical 

Evaluative 

Conceptualisation 

Rational 
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Thus they may find that none of the four words in a set apply 

to them and yet they have to place one as best characterising 

their learning style. This may be a false choice for many 

people who may think they are, for example, both present- 

oriented and pragmatic, or future-oriented and reflecting 

(future-oriented is an irrelevant phrase as far as the learning 

abilities are concerned but may have just as much meaning for 

respondents as present-oriented). Thus the inventory forces 

people to place themselves into the framework suggested by 

Kolb, whereas there may be many more ways of relating to the 

world than this and people are not given even the opportunity 

of opting out of this framework. 

The instructions ask people to pick out the words which 

"best characterise your learning style". "Learning style" is 

a phrase which could be expected to have little meaning for 

many managers who do not normally think about the process of 

learning, and come across this phrase for the first time. 

They may therefore find it difficult to assess what it is that 

the words are supposed to characterise. 

The words themselves are not self-explanatory, and may 

have a different meaning for the North American respondents, 

for whom the inventory was designed, than for the managers 

of this Company. Some of the words chosen to characterise 

each of the four abilities could be descriptions of other 

abilities: for example, "evaluative" is given as a descrip- 

tion of abstract conceptualisation (AC) - it could equally be 

thought of as reflective observation (RO): and "reserved" 

is difficult to place as RO rather than AC.
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Some of the filler words or irrelevant words put into the 

inventory are difficult to compare with the others, for example, 

"intense" is difficult tocompare with "reserved", "rational", 

and "responsible", since these words do not represent mutually 

exclusive alternatives. 

The scoring procedure relies on the raw scores of the 

ranks being added together, and then compared with already 

obtained data from other people so that an assessment of 

preferred abilities can be made. Since this is an American 

population it would not be a suitable population against which 

to standardise the responses of British managers since there 

would be culturaldifferences between the two groups. 

Kolb used a sample of 127 practicing managers and 512 

Havard and M.I.T. graduate students in management. 

Although the learning Inventory has been criticised, as an 

instrument, it was felt that the model of the four learning 

abilities was useful, and it would be possible to develop 

other measures of the learning styles and the complex environ- 

ments postulated by Kolb. A critique of the theory is given in 

Chapter 6. 

2.3  Kolbs' ideas about environments 

The Kolb research suggests two ways of understanding the 

environments which stimulate learning abilities. One way, 

for managers, is to look at the functions from which managers 

come, since Kolb's research suggests that managers from different 

functions have different learning styles. This approach would 

tie up with one of the ideas the Company is concerned with in 

career development; intrafunctional mobility. Functions such 

as marketing, production, personnel etc., could be studied to
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see what characterises their differences. Another approach 

to studying environments is suggested by the Kolb research: 

the results of studies on managers from different functions, and 

on the kind of learning inputs students prefer on training 

courses,led to a tentative typology of environments related to 

each of the four learning abilities. These are shown in Table 

5.2. 

Kolb inferred these environmental characteristics from a 

study of more than 100 students who had completed an introductory 

course in human factors in management at the M.1I.T. Sloan School 

for Management. He found that people whose dominant abilities 

were abstract conceptualisation (AC) and concrete experience (CE) 

learned best when in classes where there was high participation 

by other class members, and no authority figure. 

People whose dominant abilities were RO and AC benefited from 

following rules, and being given assigned readings and theory 

inputs. People whose abilities were mainly CE and RO liked 

open-ended, unstructured, homework papers and self diagnostic 

activities. People who measured high on AC and AE wanted 

classroom activities, lectures, and reading to be linked to 

real situations. 

This led Kolb to the suggestions in Table 5.2 of Character- 

istics of the four complex learning environments. 

Developing the model into a Practical Study 

The practical objective of the study is to try to classify 

in some way learning, and environments stimulating learning, 

so that some basis for planned experience in a manager's career 

could be obtained.
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A questionnaire based on the Kolb model was developed. 

There were several preliminary investigations and pilot studies 

before the final questionnaire was sent out, all contributing to 

its development. These were 

a) Survey of records of the top two management grades. 

Short questionnaire on key tasks in managers' jobs. 

b) Structured interviews with 28 senior managers. 

c) Pilot study questionnaire. 

a) Final questionnaire format. 

3.1 Short questionnaire on key tasks 

Kolb's research’: suggested that the different functions of 

management, finance, production, engineering, personnel, 

research and development, marketing, technical, might provide 

different kinds of learning ability. Since intrafunctional 

mobility is one of the things that the Company's management 

development team try to encourage in people with senior manage- 

ment potential, it was felt that this might provide a good 

starting point. The records of the top two management grades 

were studied and charts of management career histories drawn up 

with a View to career experiences and learning abilities being 

compared between people who had had careers only in one function 

versus people with multifunctional careers. At the same time a 

few managers were asked to complete a pilot study which took 

the form of a provisional questionnaire (shown in Appendix 5.2) 

asking them to list key tasks they met in their jobs. They 

were asked to list three tasks which take up a great deal of 

their time, and three tasks which have the greatest impact on 

their achievements in their job, recognising that these two 

categories might overlap. As guidelines to help them think 

about this, descriptions were written of tasks involving the 

four types of complexity of the Kolb environments. They were
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asked whether these descriptions fitted any of the tasks they 

had listed. Each manager felt he had some tasks which fell into 

each of the four environments. They experienced difficulty in 

assigning Kolb's categories to tasks; this anticipates the 

ultimate findings. The eleven managers who responded to this 

request came from a variety of functions and geographical 

locations. In terms of the tasks they had, functional classi- 

fications were not very useful either; for example, the job 

of a production manager may be more like the job of an industrial 

relations manager or of a sales manager in terms of the importance 

of dealing with personal relationships and people problems, 

than it is like the job of an engineer or technical manager, 

although, functionally, production manager, engineer and tech- 

nical manager might, as "works" people, be considered more 

similar. Market research and personnel statistics may be more 

similar than market research and sales, or personnel statistics 

and management training, which would functionally be grouped 

together under marketing and personnel. The problem was the 

unit of work to which Kolb's ideas could be applied. 

3.2 Use of Minzberg's categories of managerial work 
  

Mintzberg (1973) for example, has shown other categor— 

isations are possible. His are listed below, and they were also 

used as a basis for exploratory interviews in this research. 

These interviews will be described in 3.3 below.
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Mintzberg's Categories 

The real-time manager 

Troubleshooter. Concentrates on things which disturb 

the smooth running of the organisation. Seeks to remove 

immediate causes of trouble and to buy time to put other 

things right in due course. 

The expert 

Often a 'staff' man. Deals with a lot of information 

on, for example, internal operations; ideas; trends; external 

events. Produces analyses. Copes with pressures of various 

kinds. May be involved in formulating policies and strategies. 

The contact man 

Liaises with people outside the organisation. Trades 

information and favours with them. Passes on information 

to colleagues inside. 

The entrepreneur 

Constantly searches for opportunities. (Takes charge 

when the organisation is involved in important negotiations 

with other organisations. Initiates policies where important 

decisions are made and interpreted). Designs and initiates 

much of the controlled change in his organisation. 

The political manager 

Parties demand to deal with him because of his status 

and authority. He evaluates proposals submitted to him, and 

authorises significant decisions before implementation. 

The programmer 

Establishes the basic work system of his organisation. 

Decides what will be done, who will do it, and what methods 

will be used. 

The team manager 

Motivates his subordinates; probes into their activities 

to keep them alert; hires, trains, promotes, and (if necessary) 

fires them. Attempts to reconcile the needs of his subordinates 

and the needs of the organisation. 

The new manager 

Continually seeks information from a variety of sources 

so as to develop an understanding of his organisation and its 

environment. Makes commitments to establish contacts anicarries 

out various activities to maintain the contacts he has made.
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Combinations of Minzberg categories could possibly provide 

a basis for subsequent functional comparisons, or for the 

application of Kolb's ideas. 

3.3 Interviews with senior managers 

A series of structured interviews were therefore con- 

ducted, and 28 senior managers were asked about their careers. 

The interviews used both Mintzberg's (1973) categories of 

managerial jobs and the ideas of Jaques' (1970) time span of 

discretion, among the questions. Other aspects of the inter- 

view were organisational climate and career experiences. The 

format of the interview and the results of these interviews are 

given in Appendix 5.3 

These interviews revealed a variety of experiences which 

were considered by these managers to have been important in 

their development. Among these were working overseas, running 

a business, good coaching from a manager, working in 

different geographical areas of the Company in the U.K., 

reading, and some seminars. Although the Minzberg and Jaques 

questions failed to provide the desired base units for future 

work the career items were valuable. 

3.4 The pilot study questionnaire 

It was decided that a questionnaire should be developed 

which would include career items, as well as items about the 

four environments described by Kolb. The questions covered 

three areas; jobs, planned experiences, and other experiences. 

In each section questions were intended to tap the four 

environments, and also the areas suggested by the senior managers 

as important. It was left to the managers to suggest what 

abilities they had gained as a result of these experiences. No
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constraints were put upon them to reply in terms of Kolb's 

learning abilities. Three other questions about each experience 

were included; whether the person coped at first, whether the 

impact of the experience was strong, and whether several examples 

of the experience could be thought of. The rationale behind this 

was that an experience which was difficult to cope with at first 

and/or which was remembered as having a strong impact was more 

likely to have stimulated new learning. In Payne and Dale's 

(1976) terms these are the kinds of situations which are likely 

to enable people to cross a threshold in their development. 

(This is discussed in section 5.3 of Chapter 4). 

In Kelly's (1955) terms such experiences would invalidate 

present constructs and provide experience for rearranging 

links between constructs and the development of new ones. It 

was felt that where experiences had happened several times any 

learning would have been reinforced. It was hoped that the data 

obtained could be scored in terms of strength of learning and 

that the things people felt they had learned could be related to 

the jobs/planned experience/other experience which was given in 

response to the environment questions. The format of this 

first questionnaire is given in Appendix 5.4. 

3.5 Problems with the Pilot Questionnaire 

A pilot study was conducted with six managers. Four replied 

to the questionnaire. The most immediate problem encountered 

was the length of time people took to complete the questionnaire 

This varied between three-quarters of an hour to three and a half 

hours. This was obviously too long to expect managers to spend 

- in terms of cost of managerial time and also in probable 

response rate when sent to a larger number of managers. They 

also commented that it was difficult to grade experiences in



17 

terms of how well they coped and strength of impact. The major 

problem, however, was the things people felt they had learned. 

The managers were allowed to write as they wished in response to 

the question "What did you gain?" and each had written copiously. 

Since the answers were open-ended a vast amount of information 

was obtained but it was difficult to relate these answers to 

the environments in any meaningful way. Many of the things gained 

could have been classified under Kolb's four learning abilities, 

but that would have been an unsatisfactory way of doing it 

since the things learned were, of course, not couched in terms 

of these, and it was doubtful whether, even with a panel of 

judges, a consensus of what counted as what type of learning 

could be decided. Another point that emerged, which tied up 

with the interviews conducted previously, was the importance of 

learning about certain things such as finance, policy making 

for business etc. Another problem with the data obtained in the 

pilot study was the lack of provision for managers to say when 

a particular job was held or experience occurred. No order of 

events could be distinguished. This is obviously very important, 

because the first time a new experience occurs is likely to be 

more important for learning than subsequent similar experiences. 

For these reasons the questionnaire developed and tested in 

this pilot study was considered to be unsatisfactory and it 

was decided that it should be revised so that: 

a) it was shorter for managers to complete 

b) things learned could be classified more easily 

c} the number of jobs (environments) should be smaller and 

environment items should be better defined 

d) some time scale should be included 

e) other factors raised by the 28 interviews and the pilot 

study should be included
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£) some more thought should be put in around including 

items which might relate to integration of styles, self 

actualisation, movement to level 3 (growth) in terms of 

learning to learn. 

3.6 Design of Final Questionnaire (see Appendix 5.5) 

First of all it was felt that clearly separated descrip- 

tions of learning abilities and complex environments should be 

made. The abilities and environments should be decided upon 

independently so that if any relationships were to be found 

between them this was not a result of the way they had been 

defined in the first place. The Kolb abilities were felt to 

be abilities which enabled people to make fine discriminations 

in terms of feeling, seeing, thinking, doing. 

The four abilities were characterised by the phrases shown 

in Table 5.3. Concrete experience was seen to be concerned 

with here and now interactions and it was felt that, in order 

to cope effectively, people need to be aware of their own 

feelings and those of others, and as a result be able to 

influence interactions. Reflective observation was seen as 

the ability to view things from different perspectives and 

see alternatives. Abstract conceptualisation was ‘felt to be 

concerned with ways of thinking and applying concepts and 

principles to problems. Active experimentation was considered 

to be concerned with ways of doing things, testing hypotheses 

in a practical way. 

It was felt that these phrases would have greater meaning 

to people who were likely to answer the questionnaire than the 

words used in the Kolb inventory.
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Table 5.3 Characterisations of Learning Abilities 
  

  

Abilities Characterised by ability to 

Concrete Experience Understand and influence my own 

(£eelings) feelings 

Understand and influence other 

  

  

  

people 

Reflective Observation Choose among competing alternatives 

(seeing) 
Judge dispassionately the merits 

of a case 

Abstract Conceptualis- Think through problems in a logical 

ation way 

(thinking) 
Apply general principles to 

particular cases 

Active Experimentation Act confidently 

(doing) 
Take risks when necessary         

Similarly phrases characterising the four learning environ- 

ments were chosen. An attempt was made in doing this to choose 

events and experiences which people might encounter in behaviour- 

ally, perceptually, symbolically or affectively complex environ- 

ments, and keep these quite separate from the abilities they 

might need to cope successfully with these. It was felt that 

some of the Kolb characteristics of environments (see Table 5.2) 

did not do this, for example, "thinking or acting formed by rules 

of logic and influence" appears to be more a characteristic of 

the person than of the environment. 

The chosen characteristics of the environments are shown 

in Table 5.4. In choosing these items, events which might 

require each of the proposed, associated,learning abilities were 

chosen; but the events were conceptually independent of the abilities
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for example, "People changed their demands unpredictably" could be 

true whether or not someone had the "ability to understand and 

influence other people". 

The Kolb learning abilities and environments were not all 

the things which needed to be included: a number of items 

which had been suggested by the 28 managers interviewed (dis- 

cussed earlier in this Chapter and in Appendix 5.3) were still 

considered important. These were included in "Career History" 

items. 

As well as items of a career history nature, which are 

another way of looking at environments, the pilot study question- 

naire and the interviews with the senior managers had suggested 

other learning areas which were important to investigate. 

These were policy making in various aspects of management, and 

more practical issues such as knowledge of financial information, 

technical aspects of business. For example, many managers noted 

that a training as an accountant, or a spell in a finance 

department, had been useful in subsequent years. Many felt that 

experiences giving them technical knowledge of production pro- 

cesses had been valuable later on. Man-management was an area 

which very many managers had said they had needed to learn about. 

This may come within concrete experience abilities, but clearly 

was a defined area which these people felt was important. These 

items were therefore also included. 

Returning to the objectives of the study, to investigate 

the possibilities of planning experiences for managers which 

may enable them to become self actualisers or “learning managers", 

it was felt that some other items needed to be included. Kolb 

suggested that at the integrated stage of development people
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began to use their non-preferred learning styles. However, it 

may be that things other than experience in non-preferred 

learning environments result in development of an integrated 

mode of relating to the world. Kolb suggests that integration 

may also result from some particularly dramatic life experience 

such as divorce or loss of job. 

Some of the theoretical models discussed in the previous 

Chapter, postulate that sudden discontinuity of experience, 

either favourable or unfavourable, can help learning of this 

kind. Dale and Payne (1976) suggest that a qualitative jump 

from one level of learning to another is often a result of a 

crisis, where old patterns of thinking and behaving are no 

longer useful and can be replaced with different ones. (The 

old patterns suffice only for within-level development). Schon 

(1975) suggests that deutero-learning (learning to learn) 

results from a change in theory-in-use, particularly the governing 

variables. This, he feels, comes about mainly through dilemmas 

and crises, since these bring into conflict the elements 

(governing variables, strategies and assumptions) of the theory- 

in-use. Similarly, for Kelly (1955) construct systems change 

when they are no longer useful predictors of events. This may 

occur as a result of some dramatic change in circumstances which 

may even change some central constructs. 

Any discontinuity which might be considered to stimulate 

learning of this nature may render the future problematic in 

some way and therefore call into question the things that have 

been learned in the past. However, learning and changing can 

be difficult for adults; people acquire a self image of capability 

and competence. The change of behaviour may shake this self 

image and people may cling to it, even more desperately, by
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denying their problem. A supportive environment in which new 

behaviours can be experimented with may be an encouragement 

to learn. Items were therefore included in the questionnaire 

about discontintuity of experience. 

It was felt that the presentation of items in the question- 

naire should not directly connect learning with events. If 

the learning abilities and the learning environments were juxta- 

posed, in a way that suggests the one should imply the other, the 

layout of the questionnaire could have biased the results in 

the expected direction. On the other hand, it was necessary to 

have some method of judging whether there was an association 

between things learned and experiences. Since timing of events 

was considered to be of importance it was felt that this could be 

used to make that connection. Five year periods were taken so 

that managers' whole career history could be spanned. (See 

Appendix 5.5) Managers were than asked to indicate whether or 

not that period had, for them, been one where events occurred 

or abilities were gained. Thus a sequence of events could be 

obtained and a connection between the two made, without their 

being directly juxtaposed in the questionnaire. A "future" 

column was introduced to get the managers' ideas on what the 

next five years might hold. Finally, it was thought that the 

responses to the chosen items might indirectly be related back 

to actual jobs and so managers were asked to give the most 

important posts they had held. The word "important" was used 

rather than "most senior" or "best paid" because it was felt that 

the managers' own perception of what was significant about a job 

was relevant rather than an external criterion. Five years is a 

long time period so it is not certain that the job named is 

the one to which environments/learning should be attributed.
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Jobs remembered as important may be, retrospectively at least, 

associated with some of the events/learning. It gives some 

pointer to the kind of position attained in each period. The 

final format for the questionnaire is given as an Appendix 5.5. 

Choice of Population 

Since the research is oriented towards developing people 

for General Management, it was decided that a stratified sample 

should be used with the General Manager group forming one sample. 

Since the total population of General Managers was (ae the time 

of choosing) only 66, it was felt that this sample should be 

one hundred per cent (though the response rate was expected to 

be less than one hundred per cent). It was hoped that sufficient 

numbers would reply to produce a worthwhile analysis. 

After discussion with the Company it was decided that a 

random sample should also be taken from the Company Directory, 

since this listed all significant appointments. This was done. 

On examination, however, fifty per cent of the sample obtained 

from the Directory was of overseas nationals. It was not 

thought sensible to include these persons for two reasons. 

Firstly, the management development division is not concerned with 

them: it is concerned with the development of managers in the 

U.K. and people who are expatriates but who are likely either to 

return to the U.K., or to become General Managers overseas. 

Secondly, a group of overseas nationals would be unlikely to 

yield a high response rate since the source of the request to 

complete the questionnaire (Aston University/Central Personnel 

Division) would be remote. The final random selection from the 

Directory was therefore of addresses in the U.K. A twenty per 

cent sample was felt to be representative. However, it was 

considered that expatriates should be considered as a population
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in their own right, as so many managers had indicated that 

overseas experience had been valuable to them. The number of 

expatriates (as opposed to all people working overseas including 

foreign nationals) was found to be 98, not including General 

Managers working overseas. Since the response rate could be 

expected to be well below one hundred per cent for this group 

it was decided that the whole group should be included in the 

questionnaire survey. 

The numbers of managers to whom the questionnaire was 

sent is shown in Table 5.5. 

Table 5.5 Managers to whom Questionnaire was sent 

  

  

Dunlop Managers Numbers Circulated Sample 

General Managers 66 100 per cent 

U.K. Sample 144 20 per cent 

random sample 

Overseas 98 100 per cent 

(expatriates) 

Total 308         
  

It was decided that individuals' responses to the question- 

naire should be seen only by members of the University; only 

aggregate responses should be seen by members of the company. 

A letter from the General Manager, Management Development, 

accompanied each questionnaire, explaining that replies would 

be of use to the research and that individuals could feel free 

to reply with frankness since replies would be processed at the 

University. Reply paid envelopes addressed to the University 

were enclosed with questionnaires sent to managers in the U.K.
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Expected ways of dealing with the Data and Hypotheses to Test 

The questionnaire takes as its basis the Kolb model of 

experiential learning with learning ability and environment 

items selected to have meaning in a work situation. The question- 

naire responses should therefore be able to test the hypotheses 

that, in each time period, positive responses to concrete 

experience items are associated with positive responses to 

affectively complex items; positive responses to reflective 

observation items are associated with positive responses to 

perceptually complex items; positive responses to abstract con- 

ceptualisation items are associated with positive responses to 

symbolically complex items; and positive responses to active 

experimentation items are associated with positive responses to 

behaviourally complex items. If each of the four environment 

items in a set chosen to characterise a single environment 

are in fact measures of the same environment, as perceived by the 

respondents, responses to these should be positively correlated. 

Similarly for the two ability items chosen to characterise each 

ability. The associations between these items should be higher 

than the associations between these items and all other items, 

for example, the perceptually complex environment items should 

be more strongly associated with each other than with any other 

environment item. These hypotheses are shown in Table 5.6.
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Table 5.6 kypotheses based _on the Kolb model 

  

Independent Variable Dependent Variable 
  

+ Each of the items represen- 
ting an affectively complex 
environment. 

Both items representing a con- 
erete experience learning 
style- 

  

2. Each of the items represen- 
ting a perceptually complex 
environment. 

Both items representing a ref- 
lective observation learning 
style. 

  

3. Each of the items represen- 
ting a symbolically complex 
environment. 

Both items representing an 
abstract conceptualisation 
learning style. 

  

4. Each of the items represen- 
ting a behaviourally complex 
environment. 

Both items representing an 
active experimentation 
learning style. 

  

5. One item representing a 
conerete experience learning 
style. 

The other item representing 
@ concrete experience learning 
style. 

  

6. One item representing a 

reflective observation 
learning style. 

The other item representing 4 
reflective observation 

learning style. 
  

7. One item representing an 
abstract conceptualisation 
learning style. 

The other item representing an 
abstract conceptualisation 

learning style. 
  

8. One item representing an 

active experimentation 
learning style. 

‘The other item representing an 
active experimentation learning 
style. 

  

9. Any item representing an 
affectively complex 
environment. 

Bach of the other three items 
representing an affectively 
complex environment. 

  

  

  

behaviourally complex 
environment. 

  ho. Any item representing a Each of the other three items 
perceptually complex representing a perceptually 
environment. complex environment. ~ 

hi. Any item representing a Each of the other three items 

symbolically complex representing a symbolically 
environment. complex environment. 

h2. Any item representing a Each of the other three items 
representing a behaviourally 
complex environment. 

  

in the right-hand column above. 

jassociation of items between rows.   lFor each time period there will be an association between a positive 

response in the left-hand column above and a positive response 
The strength of the asscciation of 

the items in each row wili be higher than the strength of the 
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At this stage it was envisaged that the questionnaire 

could also look for relationships between the career items, and 

learning, by time periods. Knowledge areas, which emerged in the 

pilot studies as important, would be examined and so would environ- 

mental discontinuities. 

The questionnaire data is not merely usable to test the 

hypotheses, about the Kolb model. The practical purpose of the 

study is to try to enable experiences to be planned for potential 

senior managers to broaden their horizons effectively. Therefore 

there are many items of interest, for example, how important has 

training been in the past? 

How do people with unifunctional as opposed to multi-functional 

careers differ? 

Has experience outside the U.K. really been useful? 

Do successful senior managers have a different career background 

from other managers? 

The experiences which managers intuitively felt had helped them 

during their career can be examined. 

Questionnaire Methodology 

If the problems which often arise in the use of questionnaires 

can be solved, they have an advantage over interviews and observa- 

tional techniques because more people can be reached, and res- 

pondents can be guaranteed anonymity. This may be important 

where it is the perceptions of the respondents that are important 

rather than facts which can be externally checked. Some of the 

problems of questionnaires are discussed below. 

Cicourel (1964) says that questionnaire responses are like 

the punched holes of an IBM card; the meanings and rules for 

their creation and interpretation are not to be found in them,
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per se, or in aggregates of them, but rather in the differential 

perceptions and interpretations which produced the researcher's 

decision in composingthem and the respondents' perceptions and 

interpretation of the questions in answering them. Krech (1948) 

criticises questionnaire studies on the grounds that they seldom 

ask theoretically meaningful questions. Without a basis for 

asking particular questions, there are no rules for translating 

the answers to the questionnaire (the punched holes in Cirourel's 

IBM card) into any meaningful concepts. Therefore the researcher 

must establish in advance the conceptual nature of the questionnaire 

content, and the clusters of items which should relate to these 

concepts. The previous sections demonstrate that, in this 

questionnaire, items are based on the theoretical concepts, 

and hypotheses are made a priori about the expected clustering 

of items. 

Cultural meanings of words and phrases must be understood 

in constructing the questionnaire so that the items chosen 

have meaning for the population responding to the questionnaire. 

The main problem arising here is that respondents will not all 

attribute the same meaning tO the questions. Respondents 

answer questions from a variety of viewpoints and it is possible 

that none of them correspond to that of the researcher. Speak 

(1967) showed that out of 246 people who were questioned in 

depth about their responses to an apparently simple survey on 

"Attitudes to Television", not one answered every question from 

the point of view intended. Whilst this is certain to happen 

in every questionnaire, in this research it is the respondents’ 

perceptions about what they have experienced and learned that is 

important. If very extreme replies were found, it might prove 

useful to ask these respondents about the way they had tackled 

the questionnaire.
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Answers to open-ended questions are difficult to interpret, 

or to compare across respondents. This questionnaire avoided 

the problems of open-ended questions by using fixed-choice items. 

However, as the numbers of questions are necessarily limited, 

and correspond to the researcher's theoretical standpoint, they 

may become tools for distorting reality. This questionnaire 

avoids the forced-ranking format that Kolb used, and allows 

respondents to select for endorsement only those items they 

feel to be applicable. 

Since questionnaire surveys seldom have a one hundred per 

cent response, there are people who choose not to respond to 

the questionnaire for some reason. The respondents are therefore 

a self-selected group. However, provided that the original sample 

is randomly selected, and the number responding high, statistical 

techniques can give the probability that an association found 

in the data would be likely to be found in the whole population. 

In this survey an eighty-five per cent response was obtained (full 

table of response is given in Chapter 6) and it is likely that 

this is representative of the population. 

The questionnaire design therefore meets many of the 

eriticisms of questionnaire methodology. 

The main challenge is thatof scaling. There are numerous 

techniques of representational or indexical measurement. The 

hypotheses concerning the association of items in Table 5.6 

were postulating that types of environmental complexity might 

be represented by item aggregation, because the pattern of 

endorsements would justify this. An alternative would have been 

to ask respondents to select the degree to which some character- 

istic occurred by marking a point along a continuum. Whatever
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method is used one cannot be sure that the units of measurement 

represented by endorsements, or ratings, are equivalent from 

one respondent to another, or, if equivalent, whether respondents 

perceive the same underlying dimension as the researcher. All 

human communication is ultimately problematic in terms of 

correspondence of meanings, however. Yet we continue to 

communicate in the belief that we understand one another. 

Thus it was hoped that the questionnaire would enable a 

picture of experiences to be drawn which result in learning 

abilities developing, with a view to helping managers become 

“learning managers".
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CHAPTER 6 

RESULTS OF QUESTIONNAIRE STUDY 

Objectives of Chapter 6 

The objective of Chapter 6 is to discuss the results of 

the questionnaire in terms of the hypotheses given in Chapter 5. 

Further analysis of the data will also be discussed. 

Response to the Questionnaire 

Response to the questionnaire was very good. This can be 

attributed to a great extent to the covering letter, personally 

signed, by the General Manager, Management Development for 

Dunlop Limited. Reminder letters were also sent out after the 

suggested date for return had passed. The final response rate 

is shown in Table 6.1. 

Table 6.1 Number and Percentage of Returned Questionnaires 

  

Dunlop Managers Number Number Percent Number 

Circulated Returned Codable 

General Managers 66 56 84.8 56 

U.K. Sample 144 117 81.2 Ls 

Overseas 98 81 82.6 74 

Anon ° 2 4 8 

  

Total 308 263 85.2 249     
Some questionnaires were returned anonymously and cannot be 

attributed to any of the three samples. Some questionnaires were 

incomplete, for example, whole pages not returned, no information 

given about jobs held (this made them impossible to code in the 

way described in the next section). The questionnaire is given in 

Appendix 5.5
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Preparation of Data for Analysis 

Respondents had been asked to tick items which they felt had 

applied to them in each of the time periods. Excluding the job 

information at the top of the first page of the questionnaire, 

each answer could be coded as a O or 1 for computer analysis. 

There are 6 times 13 items on the first page, 20 times 7 on the 

second, 18 times 7 on the third, making 344 items in total. The 

results were not coded by actual years but by the periods into a 

person's career. The first period coded was the first five years 

that a person had been in employment after full-time education. 

For people with 30 years or more career experience this 

corresponds to the period from pre 1953. For people with no 

more than 25 years the pre 1953 time period is missing, and 

the period 1953-7 is coded as period 1, for 20 years experience 

the pre 1957 periods are missing, and the period 1957-62 is 

coded as period 1. The shorter the career, the more missing 

periods there are. In terms of five-year periods of career 

experience, there are corresponding periods not yet encountered 

and, therefore, coded as missing. The data was coded in this 

manner because the main interest of this study was not what 

people learned on particular dates but what they learned in parti- 

cular periods during their career. 

The future periods from pages 2 and 3 of the questionnaire 

were stored in a separate file. Since the future is guesswork 

and the past has already happened, it makes sense to treat the 

future as a separate case. 

Examining the Hypotheses 

The hypotheses derived from Kolb's (1971, 1975) experiential 

learning model were discussed in Chapter 5 and summarised in 

Table 5.6.
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These hypotheses were tested with the U.K. sample of 

managers, as these were chosen randomly and statistics should 

strictly only be calculated for samples taken randomly. 

4.1 Hypotheses concerning the validity of the 16 items used to 

measure Kolb's four environments 

It is expected that the contingency cosericiente. will 

be higher between pairs of items within each type of environment 

complexity than between pairs from one type of complexity and 

another, in the random sample. This was tested for each time 

period. Time period 4 (15-20 years into career) is given as an 

example in Table 6.2. This period was chosen because the earlier 

periods showed fewer conditions encountered, and, therefore, less 

discrimination among items. Low discrimination could lend 

spurious support to hypotheses, for zero endorsements of both 

items in a pair would lead to a high contingency coefficient. 

However, in considering what items may be aggregated, we are 

interested in joint presence of two conditions rather than joint 

absence. Period 4 was chosen rather than period 5 or period 6 

because the number of managers who had completed 4 periods was 

100 out of 111 in the sample whereas by period 6 the number had 

dropped to 78 out of 111 in the sample. The tables for the other 

time periods are shown in Appendix 6.1. The coefficients shown 

"boxed-in" on the table would be expected to be higher than 

those outside the boxes, to support the hypotheses that the 16 

items represent four discrete environments, each measureable by 

four items. It can be seen that there are high correspondences 

among 3 of the 4 Behavioural items, among 3 of the 4 Perceptual 

items, and 2 of the 4 Affective items, and 2 of the 4 Symbolic 

items. However, there are also some strong relations shown of f 

the diagonals. To explore these more fully a McQuitty Cluster
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Analysis 2 was performed on the coefficients. The clusters 

obtained are shown in figure 6.1. Clusters for the other time 

periods are shown in Appendix 6.2. Clusters are shown from top 

to bottom in the order in which they are extracted. 

Figure 6.1 McQuitty Clusters for the Time Period 4 Environment 

  

  

Items 

NO CLEAR SPECIALISTS 
PRECEDENTS USED THEIR 
FOR JUDGEMENT OWN JARGON 

0.341 
0.376 

CONFLICTING EVIDENCE 
KEPT COMING IN 

HARD TO TELL 
Cts 368 0.499, WHETHER SOME- 

PEOPLE WERE LIABLE RESULTS OF THING WOULD 
TO CHANGE THEIR ACTIVITY WERE § DEVELOP INTO 
DEMANDS UNPREDICTABLY UNPREDICTABLE A PROBLEM 

0.303\y 
Toasters a COPIOUS DOSSIERS 
Sane WERE KEPT 

No. 1 INNOVATION 

PROBLEMS REQUIRED 0.475 (COMMENDATIONS 
ADHERENCE TO ¢__0-270 iy, FROM A VARIETY OF "AGREEMENT HAD TO SPECIFIC PROCEDURES See era enone bb cae aie CIRCUL 

OF DIFFERING INTERE! 

PEOPLE NEEDED 0.3103 vice 

INSTRUCTION 

No. 2 STEADY STATE 

THINGS NOT WORKING CRISIS OCCURRED 
PROPERLY - PERSON ¢__0.365 _. ioe. - 0.438 _, WHICH REQUIRED 
RESPONSIBLE EXPECTED ee IMMEDIATE ATTENTION 
TO FIND OUR WHY AND 
CORRECT IT 

0.417 

CONSEQUENCES OF 

DECISIONS FOLLOWED 
SWIFTLY 

No. 3. BREAKDOWN 

    (The clusters are named according to Handy (1976)).   
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Discussion of Results 

In figure 6.1 the top cluster appears to be a combination 

of perceptual and symbolic complexity; the middle cluster is an 

affective complexity cluster, and the lower cluster a behavioural 

complexity cluster. There has, however, been a slight shift of 

items. The remaining time periods were inspected and although 

the clusters change somewhat (see Appendix 6.2) three groups of 

items were most frequently found to cluster together:- 

BREAKDOWN CONDITIONS (BEHAVIOURALLY COMPLEX) 

a) "crises occurred frequently" 

"the unexpected happened in spite of all preparation" 

"the consequences of decisions followed swiftly" 

INNOVATION CONDITIONS (PERCEPTUALLY COMPLEX) 

b) "it was hard to tell if something would develop into a 

problem or not" 

"conflicting evidence kept coming in" 

"there were no clear precedents for judgement" 

STEADY STATE CONDITIONS (AFFECTIVELY COMPLEX) 

ce) “agreement had to be reached among people of widely 

differing interests" 

"yecommendations from a variety of viewpoints circulated 

concurrently" 

Could these be used for three of Kolb's environments - labelled 

behaviourally complex, perceptually complex, affectively complex 

respectively, or following Handy, 1976, breakdown, innovation, 

and steady state? These might constitute developmental conditions, 

and suggest experiences appropriate to management careers. 

The symbolically complex items did not cluster together at 

all and changed around the three groups found above. Possibly 

they relate to Handy's fourth condition - policy-making, which 

overlaps the other states. Thus, for example, "copious dossiers 

were kept about ongoing problems" was sometimes associated with
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"reaching agreement with people" and "recommendations coming in 

from a variety of viewpoints", sometimes with it "being hard to 

tell whether something would develop into a problem", sometimes 

with an abundance of "conflicting evidence coming in". This 

kind of shift was also found for items "problems required 

adherence to specific procedures" and "specialists used their own 

jargon when called in". It is possible that those items were 

not well chosen to represent the symbolically complex environment, 

or that many tasks have some symbolic complexity and it is not 

possible in reality to separate out this from the others. "If 

things were not working, the person responsible was expected to 

find out what was wrong and correct it" was seen as being 

most like the behaviourally complex items, probably because 

people focussed on the latter part of the item. 

Thus, the three clusters found by the McQuitty Analyses 

would be possible environments with which to further the analysis 

of the data. However, the strengths of association among the 

environment items overall, suggest that there is a great deal 

of interaction between the different environments. Table 6.2 

shows some low associations within expected complex environments 

in some instances and high associations outside the expected 

clusters. The items representing each environment are not 

more strongly associated with each other item representing the 

same environment than with other environment items. Equally 

strong associations were found between items not theoretically 

expected to be associated. Kolb suggested the four environments 

and gave external indices for these (Chapter 5, section 2). This 

study asked for peoples' perceptions of their environments and 

these results would indicate that they do not separate out their 

perceptions of real environments in this way (see also Chapter 5 

section 3.1). dust as the
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symbolic complexity items shift in their associations with other 

complexity items, so do many other items. Even those which are 

found together frequently over three periods are also closely 

associated with other complexity items. Thus it might be spurious 

to force the data into the three clusters tentatively suggested 

above. It is more likely that the environment items interact 

with each other; when the "results of activity were unpredictable” 

it may have been because "conflicting evidence kept coming in" 

and so "it was hard to tell whether something would develop 

into a problem or not". It was, therefore, decided that further 

analyses would use a score of “environmental complexity", based 

on fifteen items, (excluding "it was impossible to be alone", 

as this was a poor discriminator, seldom endorsed by anybody) - 

The items would be aggregated to form a single scale of environ- 

mental complexity with a range of values O to 15. 

4.2 Hypotheses concerning the validity of the 8 items used to 

measure Kolb's learning styles 

It is expected that the Contingency Coefficients will be 

higher between the paired items within a learning style than 

between these items and an item from any other learning style, 

in the random sample. This was tested for each time period. 

The results are shown in Table 6.3 for time period four, chosen 

for the reasons given in section 4.1. The tables for the other 

time periods are given in Appendix 6.3. The coefficients shown 

"boxed in" on the table would be expected to be higher than 

those outside the boxes, if the hypothesis that the period items 

can be used to measure four discrete learning abilities were 

supported. A McQuitty Cluster analysis was performed on the 

coefficients.: The Clusters obtained are shown in figure 6.2. 

Clusters for the other time periods are shown in Appendix 6.4.
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Figure 6.2 McQuitty Clusters for the Period 4 Learning Ability 

items 

0.521 
ACT CONFIDENTLY <> TAKE RISKS 

0.494 

THINK THROUGH {> _ APPLY GENERAL PRINCIPLES 

PROBLEMS LOGICALLY TO PARTICULAR CASES 

JUDGE DISPASSIONATELY: on? UNDERSTAND anp,_0-482 CHOOSE AMONG 

THE MERITS OF A CASE INFLYENCE OTHERS COMPETING 
ALTERNATIVES 

0.476 

UNDERSTAND AND INFLUENCE 

MY OWN FEELINGS 

  

Discussion 

For the time period illustrated, the clusters found by 

McQuitty analysis are not unlike the expected result, except that 

two learning ability sets of items cluster together (RO and CE). 

Table 6.3 shows that the contingency coefficients are all high 

(the maximum possible value of C = 0.707). The pairs of items 

representing each ability do not have higher contingency 

coefficients than all the other pairings. For other time 

periods the contingency coefficients are also high. The clusters 

for other periods vary, (periods 2 and 6 yield a single factor) 

none approximating as closely as period 4 to the expected result. 

Since these various clusters are found, and since the 

contingency coefficients between learning ability items rep- 

resenting the same ability and between items representing 

different abilities are equally high and statistically significant, 

it seems that the managers did not perceive their abilities as 

four discrete types. The learning abilities appear to interact: 

thus being able to "judge the merits of a particular case" may 

enable one to "act confidently". For future analyses, therefore, 
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the learning ability items will be aggregated to form a single 

4 
learning scale with a range of values O to 8. © 

4.3 Hypothesis concerning the relationship between environmental 

complexity and learning 

The four environments were expected to be strongly associated 

with their corresponding learning ability (affectively complex 

with concrete experience, perceptually complex with reflective 

observation, symbolically complex with abstract conceptualisation, 

behaviourlly complex with active experimentation). Since neither 

the environments, nor learning abilities, were shown to separate 

into these four discrete factors, the expected discrete relationships 

between the learning and environments could not be observed. 

(See Chapter 5, table 5.6). In fact when each environment 

item was paired with each learning item very few of the Chi- 

square values, from which the contingency coefficients were 

calculated, were statistically significant at the 0.05 level 

of confidence, and all the contingency coefficients for the 

environment x learning abilities were far lower than for 

the items within environments and within learning styles. 

However, as explained in sections 4.1 and 4.2 above, 

composite scores were constructed for environmental complexity 

and for learning abilities. The total environment score might 

be related to total learning score, even though low correlations 

were found for individual pairs of environment and learning 

items. 

Thus the hypothesis concerning the relationship between 

environmental complexity and learning ability has to be revised: 

"it will be expected that there will be a positive correlation 

at the 0.05 level of confidence between the 15 item scale of 

environmental complexity and the 8 item scale of learning".
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Kendall's Tau values were used to assess the strength of 

association between these two variables. 2 As the contingency 

tables are rectangular (score O-15 for environment complexity, 

score O-8 for learning ability) Kendalls' Tau C 6 values were 

used. Table 6.4 shows the Tau C values for each time period 

between composite environment and composite learning scores. 

Table 6.4 Showing Tau C values for composite scores of environ- 

mental complexity and learning ability 

  

  

  

TIME PERIOD KENDALL'S TAU _C VALUE 

1 0.417 

2 0.256 

2 0.355 

4 0.266 

5 0.175 

6 0.246     
(All values are statistically significant at the 0.05 level of 

confidence)       
The high association found in period one may be due in part 

to the large percentage (18.9) of managers who had cers scores 

in both variables. The percentage dropped in subsequent periods. 

The data, therefore, supports the hypothesis (revised) that 

there is a positive correlation at the 0.05 level of statistical 

significance between the 15 item scale of environmental complexity 

and the 8 item scale of learning for the U.K. sample of managers.
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4.4 Further tests of Kolb's Model 

a) According to Kolb's model, there should be no cases 

where people have experienced environmental complexity and not 

developed corresponding learning styles. In the U.K. sample 

of managers, the contingency tables for composite learning and 

composite environment scores show that there are 8 cases where a 

score of 12 or more on environmental complexity is accompanied 

by a zero score on learning in a given time period. Neither, 

according to the model, should learning ability be developed in 

the absence of the corresponding environment. There are two 

cases where scores of 5 and 7 out of 8 on learning are accom- 

panied by zero scores on environmental complexity. That is to say 

that some people indicate that they have experienced three or 

more of the hypothesised environments but not increased their 

learning ability, and some people have reported they increased 

their learning ability in 3 or more of the hypothesised learning 

styles but experienced none of the environments. (There are more 

cases where a lower score on one of the variables is accompanied 

by a zero on the other). These sort of disconfirming instances 

indicate that the relationship between experience and learning 

is not as simple as the Kolbmodel would suggest. 

b) Using the three possible new environment measures 

suggested in section 4.1, behaviourally complex (breakdowns) 

environment (crises occurred, unexpected happened, decisions 

followed swiftly) was correlated with active experimentation; 

perceptually complex (innovative) environment (hard to tell if 

something was a problem, conflicting evidence kept coming in, no 

clear precedents for judgement) was correlated with reflective 

observation; affectively complex (steady state) environment 

(agreement reached between people of differing interests, recom-
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mendations from a variety of viewpoints) was correlated with 

concrete experience. For time period 4, the period most likely 

to produce significant associations (large number of endorse- 

ments, 100 cases in U.K. sample) this yielded Chi-Square values 

which were not statistically significant at the 0.05 level of 

cmfidence. It is only the aggregate of environment items that 

is associated with the aggregate of learning items, suggesting a mix 

of crises, steady state and innovation. 

Evaluation of Kolb's experiential learning model 

This chapter has examined hypotheses concerning the possi- 

bility of there being four types of environments which Kolb 

thinks stimulate four types of learning abilities. These four 

environments and four learning abilities are not found in the 

data from the questionnaire study. Instead, it was found that 

all the items representing the learning abilities were interrelated. 

When composite scores of learning and of environmental complexity 

were correlated,an association was found to exist between the 

two variables. The reasons for the Kolb model not being supported 

by the data could be: 

a) the measures used are different from the measures Kolb 

used, and the items did not represent the model effectively; 

b) the population used has different characteristics from 

the populations Kolb used; 

c) additional variables are needed to explain how people gain 

ability in learning. 

Kolb measures learning style by subjective report using a 

forced choice questionnaire. He suggests dimensions on which 

environments differ in complexity but does not give any evidence 

on how people perceive their environments. In this study people 

gave their own perceptions of both environment and learning abilities,
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and the questionnaire did not set forced alternative 

choices but allowed people to endorse all the items that they 

perceived as important to them. It appears that, under these 

circumstances, people perceive the environments as being complex 

in many ways at any one time, and perceive their learning skills 

as being interrelated. The measures constitute a different 

test of Kolb's model from the one he used, and the results 

indicate that the categories suggested by Kolb may not be 

separate for people in ongoing real situations and may have been 

separable in his research as a result of his methods (Chapter 5, 

section 2). It is difficult to assess whether the items 

effectively represented the Kolb model, but care was taken in 

choosing them (Chapter 5, section 3). 

Independent judges did not always put each item into the 

category which it was supposed to represent. This was often 

because they felt items to be strongly related, even if of a 

different type. So it is still not clear whether they could not 

Place items correctly because they were poor items, or whether, 

for them, the four categories were not distinguishable. For 

example, "judge the merits of a case" and "think through problems 

logically" were put together by one judge, because he felt 

you could not do the latter without the former. 

The populations used in the Kolbstudy may have different 

characteristics (Kolb did have a large number of practising 

Managers but there may be cultural differences between U.S.A. 

and U.K. managers). However, it is Dunlop managers in particular 

with whom the research is concerned and so it is important to 

develop the model of learning with regard to these people.
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The most important reason for the Kolb model not being 

supported by the data, probably lies in the third category, 

the importance of additional variables. The research is trying 

to find out how the integrated learner can be developed. Kolb's 

model is akin to a stimulus-response model of learning: given a 

particular stimulus, a learning style develops. He does not pay 

much attention to how people interpret that stimulus. He does 

indicate that in the stage of specialisation (see Chapter 4, section 7) 

people acquire a particular style of learning as a result of 

their own inclinations and of their past experience. However, 

he does not indicate how people might move from that stage to 

integrated learning, saying merely that some people do, others 

do not. For example, he gives no indication of how much exposure 

to different environments one needs to acquire another learning 

style, whether one needs to move more than once through the whole 

learning cycle to become an integrated learner, whether people 

are more receptive to new learning at some periods than others. 

The data indicates that people perceive the different learning 

abilities as interrelated and that they can acquire all of them - 

this does not mean they are integrated learners in the sense that 

they are all self-activators, self-starters etc. The data also 

indicates that a simple stimulus-response model is ‘insufficient 

to explain how people acquire learning abilities - people can 

experience environmental complexity items without acquiring 

learning abilities and vice versa. The data also shows that in 

some periods people experience more change in their learning 

abilities than in others. There must, therefore, be other 

variables which are important. How people appraise experiences 

may play an important part in determining what they learn from 
  

them.
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The Kolb model is, therefore, not supported by the data, 

and this is probably because additional variables which account 

for learning need to be incorporated, and because, in reality, 

people do not distinguish between types of environmental com- 

plexity and learning abilities but find them to be interrelated. 

Since the model is thought to be too simple, further explanations 

of how people learn need to be considered, in order to be able 

to suggest ways of developing the future senior manager. Composite 

scores of environmental complexity and learning ability were 

found to be associated. However, section 4.4 demonstrated that 

environmental complexity as measured here was neither necessary 

nor sufficient for learning abilities to develop (learning occurred 

when there were zero environment scores, and sometimes high 

environment scores were accompanied by zero learning scores). 

This suggests that the environment could be a contributory factor 

in developing learning when some additional variables are present. 

That is, whilst a complex environment is neither necessary nor 

sufficient, the presence of additional factors (xX) may enable 

people to learn from their experience. 

Perceived Environmental Complexity—> x——>Perceived Learning 

Ability. Alternatively, having developed learning-skills, some 

people may be able to perceive complexity in the environment. 

Learning Ability—>X——>Perceived Environmental Complexity. 

Additional variables (X) may enable people to perceive the environ- 

ment as complex and also develop their learning abilities, thus 

accounting for the association between environment and learning. 

Se 

ee perceived 
environmental learning 

complexity ability
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An association between environmental complexity and learning 

ability (shown in Table 6.4) does not enable a causal explana- 

tion of learning to be given. 

Chapter 8 will consider additional factors which may 

mediate between the learning abilities that people develop and 

their experience. From the career development point of view, 

it is necessary to explore, in addition to other variables, 

the type of career experience which is high in environmental 

complexity. Whether or not experience directly affects learning 

skills, it would be useful to know what experiences a person 

can best make use of to gain/utilise the intervening variable x. 

If we can demonstrate that certain career experiences are 

high in environmental complexity for most managers (that is, 

that there is a statistically significant association between 

some career experiences and environmental complexity) then we 

might postulate that, if managers can also be helped to gain xX, 

these experiences should be available, in order to increase the 

likelihood of their developing their learning abilities. 

If we cannot demonstrate that career experiences are high 

in environmental complexity for most managers (that is, there is 

no statistically significant association between career exper- 

iences and environmental complexity) then we might postulate 

that managers perceive environments as highly complex, not because 

there is anything inherent in particular types of experience, but 

because they themselves have developed the skill which enables 

them to make fine discriminations in the environment. Equally it 

could be argued that all jobs with a common name do not necessarily 

provide identical environments. The job of an accountant in a 

large office with a lot of other accountants may differ from
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that of an accountant overseas who is the Sole trained accountant 

on the site, for example. A particular job may, for all sorts 

of reasons, be unique to the individual who holds it - he 

construes it in his personal way. If people do make fine 

(versus crude) discriminations in the way they perceive environ- 

ments, it may follow that the person who perceives complexity 

would act differently from the person who does not. This 

reverses the argument that a complex environment stimulates 

learning ability, and instead suggests that the person who has 

learned differently, perceives differently. Since the integrated 

learner is a Kolb ideal, it could be argued that the perceiver 

of complexity is too. Should Management Development aim to 

increase people's perceptions of complexity? It could be argued 

that a more complex perception of the environment, involving 

fine discriminations, would enable better decisions to be taken 

as all sides of an argument could be weighed, and problems or 

potential problems seen, which someone not able to make fine 

discriminations would not perceive. However, most models of 

learning would suggest that people learn from experiencing different 

environments rather than vice versa. 

Scores on environmental complexity and learning can, therefore, 

be considered in relation to items of career history and the 

discontinuity items. Functions (derived from the job titles 

on the first page of the questionnaire) can also be considered 

to see whether these are related to environmental complexity; that 

is, do all people with the "same" history experience the same 

degree of environmental complexity and learning. Chapter 7 will 

discuss these issues.



151 

Two questions will be considered: - 

1) What additional variables might explain how people gain 

their learning abilities, and how can we use this information 

to develop the future senior manager (Chapter 8)? 

2) Is environmental complexity inherent in any career 

experiences. If so, can this information be used in 

conjunction with (1) above in career development? 

As well as contributing to future career development, answers 

to these questions might provide feedback on present career 

development policy which is based largely on the assumption that 

people need variety andbreadth of experience, and increasing 

responsibility, if they are to manage whole businesses.
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Footnotes to Chapter 6 

1. The Contingency Coefficient is derived from the Chi~Square (x?) 

Cane, L(fov = fel)? 

z fe~ 
  

Where fo equals the observed frequency,in 

each cell of a contingency table and fe 

equals the expected frequency, if there is no a priori 

relationship between the row and column 

variables. 

The larger the Chi-Square value, the more likely there isa 

relationship between the row and column variables of a contingency 

table. If the probability of obtaining a given value of Chi- 

Square is less than 0.05 (or some other figure can be chosen) then 

it can be assumed that there is a relationship between the 

variables. The Chi-Square does not indicate how strongly the two 

variables are related. One reason is because the sample size 

affects the Chi-Square value. 

The Contingency Coefficient (C) corrects for sample size and can 

be used as a measure of association 

2 = 
c= =a 

aes 

Where N = sample size 

The higher the value of C, the stronger the association between 

variables. For a 2 x 2 table the minimum value of C is zero, 

the maximum value is 0.707. 

Since C corrects for sample size, this enables comparisons to be 

drawn between different size samples: in this case, across time 

periods as there is attrition of sample size over time. 

The statistical significance of C is determined by deciding 

whether the x? for the data is significant.
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The upper value of C is determined by the number of rows and 

columns of the contingency table; therefore, values of C can 

only be compared if they derive from contingency tables of the 

same size. 

McQuitty Cluster Analysis is a method of sorting out types so that 

every inclusion in a category is more like every other one in 

that category than any one in any other category. McQuitty uses 

correlation coefficients, here contingency coefficients are used. 

To isolate a type, each item must be compared with every other 

item. This is simply done by completing both halves of the 

table containing, in this case, the contingency coefficients 

which are to be compared (environments with environments, 

learning abilities with learning abilities). The highest 

coefficient in each column is marked. The highest for the whole 

matrix is taken first. The rows containing these two variables 

are scanned and any marked coefficient is taken to be of the 

same type as the highest coefficient in the table. The rows of 

these variables are in turn scanned to see whether any other 

items can be taken to be the same type (marked coefficients). 

When this process is exhausted the next highest remaining 

coefficient in the table is noted and the procedure repeated. 

This is done until all the items are accounted for. This yields 

a series of types (clusters) of items more like every one in 

the cluster then like any outside it. 

For the purpose of this research this simple analysis enables 

any patterns of clusters over time periods to emerge (or not, if 

there are none). However, if the Contingency Coefficients are 

statistically significant, it does not mean that items within 

clusters are not at all associated with items outside clusters.
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Reference: "A Mutual Development of Some Typological Theories 

and Pattern Analytical Methods" L L McQuitty 

Educational and Psychological Measurement Vol 27 

1967, pp 21-46. 

Whilst the Chi-Square does not measure the strength of association 

its value enables an estimation to be made of whether the fact that 

an association exists is an occurrence likely to have happened 

by chance and, therefore, whether the association is likely to 

exist in the population from which the sample was drawn. Therefore, 

the Chi-Square values may be used with the other two samples not 

yet considered, the General Manager and Overseas groups. These 

samples were 100 per cent. Although there was not a total response, 

the number of questionnaires returned in each group was high, 

and could be considered a large enough sample of the total 

population for any non-response bias to be minimal. To see 

whether it might be possible to use the composite scores with 

these two groups, the contingency coefficients which measure 

strength of association were calculated for the pairs of 

environment items for these two groups for time period 4. The 

overseas group showed a similar pattern of strong associations 

between all the environment items as the U.K. sample with most C 

values statistically significant at the 0.05 level of confidence. 

The General Manager group had far lower contingency coefficients 

for the environment pairs, some being statistically not significant. 

Contingency Coefficients for learning item pairs were high for 

both overseas and General Manager groups, showing a similar 

pattern to the U.K. sample with nearly every pair statistically 

significant at the 0.05 level.
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The Contingency Coefficient (which depends on Chi-Square values) 

and the Chi-Square cannot be used to test this hypothesis because 

the Chi-Square test can only be used when fewer than 20 per cent 

of cells in the contingency table have an expected frequency of 

less than 5 and no cell has an expected frequency of less than l. 

(Where the expected frequency fe- is defined as fe* = 

  

where cu= frequency in the respective column 

marginal and ry is the frequency in the respective row marginal 

and N is the number of valid cases). The expected frequencies 

calculated for the composite environment scores X composite learning 

scores do not exceed zero in every cell. 

Kendall's Tau C considers every possible pair of cases in the 

table. Each pair is checked to see if their relative ordering 

on the first variable is the same (concordant) as their relative 

ordering on the second variable or if the ordering is reversed 

(discordant). If the number of concordant pairs (P) is greater 

than the number of discordant pairs (Q) the association is 

positive. Tau B takes account of ties in the pairs but Tau C is 

appropriate for rectangular tables. It is the result of the 

difference between P and Q by an approximation of the total 

number of pairs adjusted for the number of rows or columns, 

whichever is smaller (M). This is columns in the case of 

environmental complexity learning ability tables. 

2m_(P - Q) 

nv? (= sd) 
Tau Cc = where N = number of cases 

When N is greater than 10, Tau may be considered to be normally 

distributed with Mean = u, =o 

eet _ / 2(2N +5) 
and Standard Deviation = 0. = oN - 1) 

Therefore Z = EE = a 
2(2N + 5) 
ON(N - 1)
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The probability associated with Tau under the null hypothesis (no 

association between variables) can be found by computing Z which 

is normally distributed with zero mean or unit variance and deter- 

mining the significance of Z on a table of probability or observing 

the value in the normal curve of distribution. Tau is as powerful 

as Spearman's rho in rejecting the null hypothesis, which is about 

91 per cent as efficient as Pearson's r, the most powerful para- 

metric correlation. 

Results for General Manager and Overseas Groups:- 

  

  

  

  

  

  

                

a) General Manager b) Overseas 

Time Period Tau C value Time Period Tau C value 

1 0.313 aL 0.477 

2 0.361 2 0.398 

2 0.379 3 0.492 

4 O.117 4 0.361 

5 0.162 5 0.436 

6 0.301 6 0.184 

(All but periods 4 and 5 are (All but period 6 are significant 

significant at the 0.05 level at the 0.05 level of confidence) 

of confidence)
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CHAPTER 7 

FURTHER ANALYSIS OF THE QUESTIONNAIRE DATA 

Objectives of Chapter of 

The objective of this Chapter is to relate the career 

history data obtained from the questionnaire to the composite 

scores of learning ability and environmental complexity (discussed 

in Chapter 6). The process whereby people might develop learning 

ability is discussed. 

Managers with "Multifunctional" Careers 

2.1 Learning Ability and Environmental Complexity scores for 

"“multifunctional' managers and a comparison group 

It is Dunlop career development policy to give people who 

are thought to have senior management potential a varied career. 

In order to do this people are moved through as many functions 

(personnel, production, marketing etc.) as possible. In order 

to examine the effects of a "multifunctional" career, twenty 

managers who had indicated that they had changed occupation or 

function five or six times during their career (by ticking the 

item "I moved to a different occupation or function" in section 1 

of the questionnaire) were compared with a group of managers who 

had indicated that they had only changed occupation or function 

a 
once or not at all. All had 30 years career experience. 

These groups of "multifunctional" or "non-multifunctional” 

careers were therefore drawn from the combined responses from 

General Managers, Overseas and the U.K. sample. It was in no 

way a random sample, but picked specifically to have few or many 

changes in function. 

Figure 7.1 compares the scores of managers with five or 

six changes in occupation/function during a total career span
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Figure 7.1 Learning ability scores for 20 Managers who had 
many changes in function or occupation and scores for 

  

75 managers who had few changes in function 
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Each period represents a five year career stage. For eyplanation see 
Chapter 6 section 3. Tie scoring for environmental complexity and 

learning ability is explained in Chapter (4 )section 4.      
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with managers who had only one or no changes during their career, 

on learning ability. In this analysis the ranges of scores on 

learning ability were divided into low (0-2),middle (3-5),and 

high (6-8), not just high and low,because a black/white (high/low) 

dichotomy distorts the picture too much in favour of the ideas 

presented. It is the extremes which seem to change most; more 

high scores, less low scores over time: (Similarly the extremes 

changed most for the environmental complexity scores; therefore 

the scores were broken down into ranges O-3, 4-7, 8-11, 12-15, not 

only into high and low). Usually all the ranges are illustrated 

as they shown how the overall pattern changes. The results are 

interesting because the two groups have different patterns of 

learning scores. In every time period the group with "multi- 

functional" careers has a higher percentage of managers with 

scores in the 3-5 and 6-8 range than the comparison group 

has. The "multifunctional" group has a lower percentage of 

managers with scores in the 0-2 range in every time 

period. This difference is more marked in the later time periods: 

by periods five and six the group with "multifunctional" careers 

has many more managers with scores in the 6-8 range 

(60 per cent, 65 per cent) than in. the 0-2 range (15 per 

cent, 25 per cent). This is not so for the comparison group 

who have 38 per cent and 48 per cent in the 6-8 range 

in periods five and six, and 40 per cent and 42 per cent in the 

O-2 range. 

The group with "multifunctional" careers appear to perceive 

themselves as having developed their learning ability throughout 

their careers much more than the group who have only changed 

function once or not at all. This cannot be solely due to the 

number of changes in function per se.
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Differences exist between the two groups even in periods 

one and two when the number of changes in function can only be 

small for both groups. This could be because managers in the 

"multifunctional" group are in some way inherently different 

from the comparison group (for example, more intelligent, 

hard working, or some other dimension not measured) and therefore 

they were invited to change function more frequently than the 

others. Alternatively they could have had other experiences 

during their careers which differentiate them from managers who 

did not move around so much. Another explanation could be that 

this is a retrospective study and people who have had many 

changes in function feel that they must have learned a lot from 

a varied experience. 

Figure 7.2 shows the range of scores for these managers on 

environmental complexity. For environmental complexity, a 

higher proportion of "multifunctional" managers in each time 

period scored between 8 and 15, and a lower proportion of 

such managers scored between O and 7 compared with managers with 

few functional/occupational changes. This is not surprising in 

so far as the previous chapter (Chapter 6, Table 6.4) showed an 

association between learning ability and environmental complexity. 

The figures 7.1 and 7.2 do show, however, that for both these 

groups learning ability and environmental complexity scores tend 

to increase over the six time periods. (A group of managers for 

whom learning ability scores do not show this pattern is 

aiscussed in section 4 of this chapter, along with a discussion 

of environmental complexity patterns in this instance).
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Figure 7.2 Environmental Complexity scores for 20 Managers 
who had many changes in function or occupation and scores 

for 75 managers who had few changes in function or occupation 
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2.2 Career History Patterns for the "Multifunctional" and 

comparison group of managers 

The career history patterns for the "multifunctional" and 

  

comparison groups were examined: figure 7.3 shows the results 

for the other items from section 1 of the questionnaire. The 

managers with "multifunctional" careers have a higher frequency 

of endorsing these statements than do the comparison group. Except 

for "I was heading up a line department" this was particularly 

marked in the first three time periods. In the first time 

period there are also more "multifunctional" managers who worked 

outside the U.K. (40 per cent) than in the comparison group (26 per 

cent). 

This ties in very well with the fact that it is the "multi- 

functional" managers who had a higher number of endorsements for 

many career history items: many of these items could be associated 

with rapid progress in the Company - moving to a more responsible 

job, attending training, moving location, are often associated 

with a promotion. These managers also had a high rate of meeting 

someone who influenced their career - a "Sponsor", perhaps, who 

introduced them to key people and ensured they were not overlooked. 

The high proportion of unnerving experiences could be associated 

with early responsibility. Since the differences between the 

"multifunctional" managers and the "non-multifunctional" group 

are present early in their careers the greater perceived learning 

ability of the "multifunctional" group could be due to their 

being picked out as high fliers early in their careers. This 

could mean that career development policies are good ones; 

those who are given varied careers and early responsibility do in 

fact learn more and so end up in later years in responsible 

positions (a greater proportion of "multifunctional" managers were
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Figure 7.3 Endorsement of career history items by 20 managers who had 
many changes in function or occupation and by 75 managers who 
had few changes in function or occupation 
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heading line departments in later time periods). This is unlikely 

to be the full explanation. Thirty years ago career development 

policies were less clearly defined than they are today and methods 

for selecting high fliers were even more haphazard than they are 

now. It is likely that some capable people were overlooked and 

some less capable were given early responsibility. If capability 

(for example, hard work, intelligence etc.) were the only important 

factor in developing learning ability then the differences between 

these two groups on career history items, particularly in the 

early years, might be expected to be less marked. It could be 

argued that the career experiences, in themselves, that were 

experienced more frequently by the "multifunctional" group, 

were the key factor in developing learning ability, and that, 

in fact, all people who had experienced these things would 

develop their learning ability. If this were the case, career 

development policies could be considered to be good ones, if 

the number of high learners produced met the Company's needs. 

It is possible to argue along these lines since the "multi- 

functional" group had different careers than the “non-multifunctional". 

On only three items (not shown in Figure 7.3) were the patterns 

similar for the two groups (I was working outside the U.K., 

I was heading a functional department, I was ney in areas 

outside of my work). For the Company view on "multifunctional" 

careers see footnote 1 at the end of this Chapter. 

2.3 Comparison between "multifunctional" managers and the total 

sample from which they are drawn 

When the "multifunctional" career group were compared with 

the total sample (General Managers, Overseas, U.K. sample) they 

showed a similar pattern on learning ability. scores as they 

did when compared with managers with few functional changes. 

Period 4 is shown in Figure 7.4 as an illustration.
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Figure 7.4 Learning ability scores in Period 4 for the total sample 

(248) and for "multifunctional" managers (20) 
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The "multifunctional" managers have a higher proportion of 

managers with scores in the upper ranges for learning ability 

than the total sample has. 

However, when the proportions of "multifunctional" 

managers who had particular career experiences were examined 

they were not very different from the total sample. Again 

period 4 is used as an illustration (Table 7.1) 

Consistent differences over time periods were observed 

for the items "I was heading a line department" and " I met 

someone who influenced my career development", with a higher 

proportion of ‘multifunctional’ managers endorsing these state- 

ments. In some periods the discrepancy between the two groups 

was greater for "I moved to a more responsible job" (for example, 

for period 5, 85 per cent of"multifunctionals' endorsed this 

statement, 64 per cent of the total sample endorsed it). These 

results suggest that whilst the majority of career history items 

are similar for the two groups the ‘multifunctional" group may 

have achieved more head-of-line-department positions and had some 

one person who paid attention to their career more often than 

the total sample did. However, since the other items for the 

two groups are similar, it is unlikely that the career history 

experiences themselves are the reason why the learning scores 

of the "multifunctional" group are so high. It is more likely 

that the reason for the "multifunctional" group having higher 

learning scores is related to the way that they themselves 

think of their career - merely having a particular experience is 

not sufficient, it is necessary to value it, if one is to develop 

one's learning ability. For the sort of reasons discussed in 

Section 2.2, the "multifunctionals" may have construed their
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Table 7.1 Comparing career history experiences for the total 
  

sample and the"multifunctional" managers for Period 4 
  

  

Career history item Total Sample 

% Managers 

% Managers with 

5 or 6 changes 

  

  

  

  

  

  

  

  

  

  

        

(n = 248) in function 
during career 

(n = 20) 

I was working outside 

the U.K. 42 40 

I was heading a 

functional department 49 40 

I was heading a line 

department 30 60 

I moved within the 

country 26 25 

I moved to a 

different country 29 30 

I moved to a more 
responsible job 76 80 

I met someone who 

influenced my career 25 50 

I attended training use- 

ful to my career devel- 

opment 33 35 

I had a major domestic 

change 17 30 

I had to face an un- 

nerving experience 18 25 

I was busy outside 

my work 25 LS 
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succession of experiences as "career progress", while other 

people may have construed the same sort of experiences as 

"just another job"; this may lead to differences in a person's 

propensity or motivation to develop his learning ability. 

It was noted that, for the "multifunctional" group, progress 

seemed to be more rapid than for the people who had few or no 

functional changes. More of the former met people who influenced 

their career and more attended training which they found useful. 

A kind of "Hawthorne" effect could be responsible for their 

greater development of learning ability. They may have perceived 

that their management skills were valued, and that they were 

likely to continue to progress to higher level management jobs. 

This may have given them the necessary confidence to try out 

new behaviours (act confidently, take risks), to feel that their 

judgements were worthwhile (that they could judge the merits of 

a case, think through problems, try to understand and influence 

other people etc). Perhaps perceiving that other people had 

confidence in them, they had confidence in themselves, to feel 

that they were originators of action and not merely pushed around 

at the whim of others or by "uncontrollable circonstences’a 

Once people begin to feel this way, they generate for themselves 

the sort of feedback about their behaviour and ideas that some 

authors, (such as Bateson (1972), Schon (1975), Kelly (1955) 

(see Chapter 4 section 5) consider to be necessary for significant 

learning to take place. Bandura (1977) (see Chapter 4, section 5) 

also considers the problem of realistic confidence, which he 

labels self-efficacy. He considers that people can gain this 

confidence best when they actually perform successfully on a 

particular task and construe their success as a result of their 

own ability or skill rather than as luck or other external cir-
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cumstances. He found that watching other people succeed in a 

task produced weaker self-efficacy expectations than actually 

performing oneself. It could be that people who progress 

rapidly and perceive other people as taking an active interest in 

their careers are in a better position to actually perform 

managerial tasks themselves, and, on succeeding, attribute their 

success to their own ability, thus increasing their confidence 

in a realistic way. This might have a snowball effect - once 

one has begun to behave in this way, subsequent problems are 

tackled proactively. 

Summary 

Managers with "multifunctional" careers were found to have 

higher scores on learning ability than managers without 

"multifunctional" careers. This could not be due solely to the 

fact that they changed functions often because differences were 

present from the early periods before they had made any moves. 

The "multifunctional" group had a greater proportion of managers 

experiencing career moves which might indicate that they 

were considered high fliers or were making quick progress. It 

was thought that the experiences per se were not determinants 

of developing learning ability, but the way they are construed 

might be important. The suggestion was put forward that the 

reason these managers have higher learning ability scores might 

be partly due to a kind of "Hawthorne" effect whereby they 

gained the necessary experience and perception of their own 

ability and the confidence to tackle new problems and so develop 

their learning ability to a greater extent. The question now is 

whether the data furnishes any further evidence to support this 

hypothesis.
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2.4 "Multifunctional" Managers and content of learning in the 

three original samples 

Of the twenty managers in the “mualtifunctional" group, 

twelve were General Managers. This is a very high proportion. 

The fifty-six General Managers formed the smallest of the three 

original samples; their high representation in the multi- 

functional group could be related to the content of their 

learning. Questionnaire Section 3, items 1-9 were examined, 

andFigures 7.5, 7.6, 7-7 show the proportion of managers in 

each of the three main samples (General Manager, U.K. and Over- 

seas) who endorsed each statement in each time period. 

The content of learning items: three comparisons 

Figure 7.5 shows that policy-making and environmental 

knowledge is learned by bigger and bigger proportions of managers 

as career lengthens (except for period five overseas). (This 

exception could be a result of attrition since a smaller pro- 

portion of overseas managers have had six time periods, compared 

with the U.K. and General Manager groups. See foot of figures7.5 

- 7-7)+ It also shows relatively lowest proportions of U.K. 

managers getting this knowledge for most of the periods. 

Figure 7.6 shows peak learning in the technical and cost 

areas is in mid-career, with the exception of policy making, 

where the highest proportion of U.K. managers is in period five 

and of overseas managers is in period six. (This last group 

repeat the drop in period five that was characteristic of 

table 7.5). 

Figure 7.7 shows that in day-to-day man-management the U.K. 

group lags behind the other two for the first four career 

periods (which suggests the others had subordinates earlier).
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In interrelatedness it lags behind in the middle period, and in 

policy making the biggest lagging discrepancies are in the mid 

and later periods. The man-management day-to-day knowledge is 

the only area where three-quarters of any sample are increasing 

their knowledge by period 3. It is also the area in which the 

smallest proportion of General Managers increased their knowledge 

in their last career period. In all three figures the proportions 

learning about policy, whether business, technical, or personnel 

is less than twenty per cent in the first career period. 

3.1 Discussion 

The earlier peak period (period when most managers endorsed 

a statement) for the General Manager group compared with the U.K. 

sample for controlling costs, technical aspects of operations, 

policy making in technical areas, man-management on a day-to-day 

basis and the interrelatedness of technical, financial and human 

considerations, may be further evidence that the General Manager 

group were coached for the top at an early stage, for example, 

the earlier man-management peak may indicate that they were given 

subordinates early in their career. The figures suggest that 

overseas experience may provide similar opportunities to learn 

about these areas. In substituting for overseas assignments, 

which are no longer available, it might be important to ensure 

that opportunities are still given to learn about these knowledge 

areas. 

Hogarth (1978) evaluated a management development programme 

at the Centre Européen d'Education Permanente, Fontainebleu 

which had lasted over a two-and-a-half year period involving 

eight two-week residentials. He found that acquisition of technical 

expertise could lead to feelings of self confidence which in
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turn permitted a manager to experiment with new patterns of 

behaviour. He also thought that a manager who displays technical 

expertise in his job will be treated differently by the people 

for whom he works - he could be selected out for development and 

training, for example. This supports the idea that the General 

Manager group may have been selected for early responsibility 

and that this helped them to gain their self-confidence. 

Hogarth also found that even after increases in technical 

expertise diminish, behavioural changes such as growth of self 

confidence and efficiency continue. This also supports the 

finding that early development has long term effects. 

Managers with fifteen or less years' experience compared with 
  

managers with twenty plus years of experience 
  

4.1 Learning ability and environmental complexity scores for 

younger versus older managers 

  

Except for the content of learning comparisons, the 

managers have had thirty years career experience. A group 

of younger managers would therefore be interesting to consider 

in their own right. The experience of these managers may be 

different from older managers; older managers are often heard to 

express the view that styles of management have enanee’ dramatically 

over the last two decades. The first years of experience as a 

manager may therefore be subjectively different for those who 

have more recently become managers than for those who started 

their management careers thirty or more years ago. 

Figure 7.8 compares the first three time periods for 

managers with fifteen years' experience and twenty or more 

years' experience, on scores of learning ability.
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Figure 7.8 Scores of learning ability for 29 managers with 
fifteen years' or less experience and 218 managers with 

twenty plus years of experience 
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These results show that the younger managers (fifteen 

years or less experience) have a lower frequency of scoring in 

the 0-2 score range on learning ability in all three periods 

than the older manager (twenty plus years experience). In the 

middle range (score 3-5) they have a higher frequency of 

endorsements in periods 1 and 2 than the older managers (the 

lower frequency in period 3 could be a result of the very high 

proportion scoring 6-8 in that period). In the 6-8 score range 

the younger managers have a far higher frequency of scoring 6-8 

in periods 2 and 3 than the older managers. It appears that the 

younger managers have developed their learning ability in their 

first three periods more than the older managers did. This 

could be, in part, attributed to a "recency" effect - for the 

younger managers period 3 is closer to the present than it is for 

the older managers. However, the younger manager group may have 

other important characteristics which differentiate them from the 

older managers. 

Figure 7.9 shows a comparison of these two groups on 

environmental complexity scores. The older managers have a 

higher frequency of scores in the O-3 range for each period. 

The younger managers have higher scores in the 7-11 and 12-15 

ranges in each period. The younger managers appeared to experience 

greater environmental complexity in the first three time periods 

than the older managers did. Again it is impossible to draw the 

conclusion that environmental complexity and learning ability, 

though related, are linked in a causal relationship; it may be 

that the last fifteen years (since the early 1960s') have 

themselves been more complex for everybody than the previous 

fifteen years. (This is discussed further in section 6 of 

this chapter).
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Figure 7.9 scores of environnental complexit: 

fifteen years experience and 218 managers with twenty 
plus _years' experience 
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4.2 Comparison of career history items for managers with fifteen 

years or less experience, and managers with twenty plus years' 

experience 

The career history items for the younger and older managers 

were compared. The most interesting differences between the two 

groups occurred in the first two meciadsed In period 3 the 

patterns for the two groups were similar. The items on which the 

younger and older managers differed are shown in Figure 7.10. 

The younger managers experienced a greater degree of mobility, 

attended more useful training, moved to more responsible jobs, 

and a greater proportion were already heading line departments 

in the first two periods than were the older managers. (It is 

difficult without interviewing respondents to know what major 

domestic changes were, but they may be associated with high 

mobility) . 

This profile is quite similar to the "multifunctional" 

(versus "non multifunctional") managers discussed in section 2. 

Again the differences in learning ability between the two 

groups (older versus younger) cannot be just due to the career 

experiences per se; in the third period they have similar 

career experiences but different learning ability scores. 

The career history items heavily endorsed by the younger 

managers could support the suggestion made in section 2 that 

people who have a "career", who are influenced by other people 

favourably to their career development, and given early res- 

ponsibility, may construe their experiences differently from 

people who do not receive this attention. Knowledge of the 

younger Dunlop managers and recent career development policies 

support this notion. Younger managers experience careful monitor- 

ing of their career when entering the company, which is important.
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Figure _7.10 Endorsement of career history items for 29 managers with 

fifteen years experience and 218 managers of twent) lus 

ears of experience 
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Graduates, in particular, and other young people considered to 

have senior management potential, are more carefully looked 

after by Central Personnel than managers used to be. Graduate 

schemes (such as IHD, Engineering and other professional courses) 

are encouraged and monitored in the early years. Such people are 

given to understand that they have been recruited, in part at 

least, for their potential. This sort of treatment may encourage 

a person to believe in his own capabilities. As it was argued 

in section 2, this may enable persons to perform difficult tasks, 

and, if they succeed, increase their feelings of self mastery, 

enabling them to go on to other things. The person who is not 

so treated may take longer before he is either given the oppor- 

tunity to try for himself or the confidence to attribute success 

to his own abilities. There may be other groups of people who 

could be capable of developing their learning ability given the 

opportunity to do so. (This is discussed further in Chapter 8). 

For Dunlop of the 1980-90s it may be important to increase the 

pool of people capable of taking up senior management positions; 

the age structure of the rubber industry suggests that the retire- 

ment rate will be high over the next ten years, and, within the 

Company, cases have been noted of people thought capable of 

taking on greater responsibility who have declined to do so. 

A further interesting point is that, in the third period, 

the career history items for the younger and older managers have 

a similar endorsement pattern, and yet, in this period, the 

proportion of younger managers with scores on learning ability 

in the 6-8 range, diverges from the proportion of older managers 

even more than in the first two periods. Perhaps, once managers 

have the self-perception of ability, they can go on developing 

their learning ability even if the initial attention (such as is
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paid to graduates) is not sustained at a level above that for 

other managers in the Company. This is discussed further in 

section 5 of this Chapter. 

There were no differences in learning ability scores 

between younger managers who had changed occupation or function 

in each of the three time periods, and younger managers who had 

never changed occupation or function. (The numbers in each 

group were less than ten and so it is difficult to assess the 

reliability of this result). 

Early, midcareer, and late learners: Managers with different 

learning score patterns 

Examination of the raw data suggested that not all the 

managers increased their learning ability from the beginning of 

their career to the end. This was the trend for the groups so 

far discussed in this chapter; learning scores are higher in 

period 6 than in period 1. (See figure 7.1). Some managers 

appeared to have very high scores on learning ability early 

in their careers and some did not appear to have high scores on 

learning ability until much later. 

Therefore managers with high scores on learning ability 

(score of 6 or more) in period 1 or 2 were eaneared with managers 

who had high scores on learning ability in period 3 or 4 and 

with managers who had a high score on learning ability in 

periods 5 or 6. Their learning patterns are shown for all six 

time periods in Figure 7.11. 

These results suggest that once managers have scores of 6 

or more on learning ability, they are likely to continue to 

score high in subsequent periods and less likely to have scores 

in the ranges 0-5 in subsequent periods. Thus of the group who
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Figure 7.11 Proportions of early, mia, and late learners scoring 
6 to 8 on learning ability at each period into their 

career 
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had scores in the range 6-8 in periods 1 or 2, in all four 

later periods a large proportion score 6-8. For managers with 

scores of 6-8 in periods 3 or 4, periods 5 and 6 are also periods 

with high learning ability scores. This data suggests that, at 

which ever period managers start to score high on learning 

ability, they are likely to continue in subsequent periods to 

score high. (This supports the finding in section 3 that younger 

managers continued to have high learning scores in periods when 

their career patterns were similar to the older managers). The 

career history patterns of the three groups were compared. 

Appendix 7.1 shows the percentage endorsements in each 

group in each time period. 

There areno strong differences between the three groups on 

career history patterns. The group chosen with high scores in 

periods 1 or 2 has a slightly higher frequency of managers 

working outside the U.K. in the first three time periods, more 

managers heading up functional departments (period 2) or line 

departments (periods 2 and 3), more managers moving to other 

countries (periods 1, 2 and 3), more movement to more responsible 

jobs and more people meeting someone who influenced their career 

(period 1). There were no aifferences between the three groups 

on total numbers of changes in occupation/function over six 

time periods, but, whereas 82 per cent of "late learners" have 

completed six time-periods, only about half the “early or mid- 

4 
career learners" have. 

The “early learners" (score 6 or more in periods 1 or 

2) have career history profiles somewhat like the "multifunctional" 

and younger managers discussed in sections 2 and 3, but the 

differences between them and the "mid-career learners" (score 6
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or more in periods 3 or 4 and subsequent periods) and "late 

learners" (score 6 or more in periods 4, 5 and 6) is less marked. 

The interesting thing is the persistence of learning ability 

scores in the high range for all periods after the first period 

in which a high learning score was obtained. This could lend 

support for the idea that some self confidence is needed to 

develop learning ability and that once acquired people can go 

on developing their learning ability - this may be independent 

of what is happening to them in terms of external indicators of 

career experience but may depend far more on how they construe 

their career, in terms of progress, success and their own worth. 

This might have implications for career development; whilst 

it is never too late to learn, it may never be too early either. 

The earlier people are helped to develop their learning abilities 

the longer they are likely to have a chance for further learning 

to occur. 

5.1 Environmental Complexity scores for managers who are early/ 
  

mid/late career learning ability developers 

The environmental complexity scores for the "early-mid- and 

late-career developers" were compared. These are shown in Figure 7.12. 

The trend for all three groups of managers is for the proportion 

scoring low to decrease over time and for the proportion scoring 

in the upper ranges of 8-15 to increase over time. Thus the 

previously found association between learning, ability and environ- 

mental complexity may be due, in part, to the general trends of 

each increasing over time; they could be a coincidence, with 

environmental complexity a function of actual years and learning 

ability a function of the person. The hypothesis that degree of 

perceived environmental complexity is a function of actual years 

is discussed in section 6.
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Figure 7.12 proportions of early, mid and late learners scoring 

8 to 15 on environmental complexity at each period into 

their career 
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Comparison of environmental complexity scores for actual years, 

by managers of different career lengths 

The environmental complexity scores for managers with thirty 

years, twenty-five years and twenty years career experience were 

compared by actual years. For example, the environmental complexity 

scores for 1973-77 for managers with thirty years experience were 

compared with environmental complexity scores for 1973-77 for 

managers with twenty-five years and twenty years career experience. 

Thus actual years rather than periods into career are compared. 

Some results are shown in Figure 7.13. The comparison between the 

three groups of managers with different career lengths suggests 

environmental complexity is similar for all the groups in each 

period of actual years, with the general trend being for environ- 

mental complexity to increase-over the last two decades. However, 

the first time period (for the thirty year group pre-1953, for the 

twenty-five year group 1953-57, for the twenty year group 1958-62) 

is particularly low in environmental complexity wherever it 

occurs. The younger managers (twenty to twenty-five years 

experience) perceived the last period as more complex than the 

other group. This might be because they were taking up their 

first senior management appointments (they would be about 37-43 

years old) in an environmentally complex period. The general 

pattern, however, suggests that environmental complexity could be 

function of actual years or stage into career, although there 

may be some interaction between the two, and that environmental 

complexity appears to be increasing. 

Other items relating to the environment 

In Chapter 5, section 3, the inclusion of four items 

(17/20 section II) in the questionnaire which might be thought to 

be associated with learning were discussed. These were "there 

was a sudden, dramatic and unfavourable reversal of circumstances",
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Figure7.13 Environmental complexity scores for managers of thirty 
  

years, twenty-five years and twenty years career 

experience for actual years 
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"there was prolonged retrenchment, hard times or lack of success", 

and "there was prolonged expansion, prosperity or success". Some 

theories of learning (such as Dale and Payne (1976)) suggest that 

disconfirming experience (that is, experience which contradicts 

previously held attitudes, ideas, beliefs etc) may enable people 

to reorganise their theories about the world and their modes of 

relating to the world in an enriching way. (It was thought that 

this might relate to the integrated learner that Kolb discusses). 

The idea that changes of this sort may be associated with learning 

ability receives some support. In particular, for all the three 

main samples (General Manager, U.K. and Overseas) "prolonged 

expansion prosperity or success" was associated with learning 

ability scores in the peak learning period (period 4 for the 

General Manager group, period 6 for the other two groups). in 

addition, for the General Manager group "prolonged hard times or 

lack of success, and "an unfavourable reversal of circumstances" 

were associated with learning ability on period ae 

However, there were more associations between these four 

items and environmental complexity scores. When these were con- 

sidered in relation to stages in career no pattern emerged; 

all four items were associated with environmental complexities 

for some samples in some periods (at the 0.05 level of confidence). 

It was therefore considered that these items, like environmental 

complexity, might have some anchor in actual years, for example, 

was 1963-67 perceived as a period of expansion and prosperity 

regardless of ‘career stage? 

Figure 7.14 compares the frequency of response for these 

four items in actual years, for managers with thirty, twenty-five 

or twenty years experience.
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Figure 7.14 Upturns and downturns in actual years, for managers with 

  

thirty, twenty-five and twenty years' experience 
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These results suggest that these items may correspond to 

actual years rather than stage in career. They may be an exten- 

sion of the measure of environmental complexity (the fact that 

they were on the same page of the questionnaire may have biased 

this result). These changes of upturns and downturns appear to 

be increasing over time. The youngest group here (twenty years 

experience) has perceived more favourable and unfavourable 

reversals of circumstance and prolonged retrenchment in the last 

period (1973-77) and more prolonged expansion in the last two 

periods (1968-77) than the two older groups. This is similar to 

the result for environmental complexity; there may be some inter- 

action between career stage and actual years for the perception 

of upturns and downturns. The fact that both favourable and un- 

favourable reversal of circumstances and both prolonged retrench- 

ment and prolonged expansion are perceived in the same years 

may mean that managers have replied to these items froma local, 

personal viewpoint (such as the plant, division of the company, 

personal problems or country) rather than from some more global 

economic view point. Different divisions and parts of the world 

(Dunlop being a large multinational) may experience upturns and 

downturns at different times. Since learning ability was assoc- 

iated with "prolonged expansion, prosperity or success" for all 

samples this might influence choice of division of the company, 

from a career development point of view. If "success" was 

construed as personal success this may support the suggestions 

about the learning process discussed in this chapter. However, 

the similarity of scores suggests there was some global influence. 

A five year period can see large swings in the business environ- 

ment.
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Environmental Complexity in the Future 

In section 6 of this chapter the suggestion was made that 

environmental complexity might be a function of actual time and 

not just of the stage a person has reached in his career. 

The scores on environmental complexity for the future 

(column 1978-1982) for managers with thirty, twenty-five and 

twenty years experience to date were compared. The results are 

shown in Figure 7.15. 

These can be compared with the environmental complexity scores 

for 1973-77. The future is perceived by the two older groups of 

managers as rather less complex than the period 1973-77 with 

more managers scoring in the range O-7 on environmental complexity 

in the future than they did for the last five years. For the 

younger group of managers (twenty years experience) the future 

is seen as more complex than the past five years with more managers 

scoring in the 8-15 range in the future than in the past. 

(58.2 per cent of managers with fifteen years or less experience 

(n = 29) scored 8 or more on environmental complexity in the future). 

The oldest group (thirty plus years experience) could perhaps 

be viewing their retirement with equanimity and the youngest 

group could be seeing a stormy passage for their next appointment 

- or equally well be construing a highly complex future as a sea 

of opportunities! 

Conclusions 

Some managers perceive themselves as having increased their 

" 
learning ability more than others during their career (multi- 

" 
functional managers, younger managers). It was suggested that 

career experiences are more likely to be associated with learning
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Figure 7.15 Environmental Complexity Scores in the future, for 

managers with thirty, twenty-five and twenty years 

experience before 1977 
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ability if they happen within the context of perceived career 

progression. That is, the person may need to perceive that he 

is making progress, that others consider he is of high potential, 

and that he is being successful. The reasons for these sugges- 

tions were based on theories of learning which suggest that 

realistic self confidence is necessary for significant learning 

to take place. Other results, comparing ‘early, mid- and late 

career learners" suggested that once development had started it 

was perceived to be followed up by further learning. 

Environmental complexity appears to be increasing with 

chronological time. Learning appears to be related to other 

variables (see above); therefore although an association between 

complexity in general and learning ability in general was found, 

this may be in part due to learning ability increasing throughout 

careers for many (but not all) managers in the total sample.
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Footnotes to Chapter 7 

1. Preliminary analysis suggested that there were no significant 

differences between managers who had spent their careers in 

single functions (marketing versus personnel versus production etc) 

on career history patterns or learning ability and environmental 

complexity scores; for example, marketing managers were similar 

to production managers etc. 

Change of function as defined by the Company is not the important 

factor here. The General Manager, Management Development indicated 

that from the Company's point of view most managers for whom 

Central Personnel keeps records, have had no or one change in 

function (shown below) . 

  

Experience of: General Manager Senior Executive 

One function 48 151 

Two functions 22 48 

Three functions 6 a 

Four functions = yy 

The questionnaire asked about peoples own perception of whether 

they had changed occupation or function and therefore does not 

correspond to the information in Company records given above (the 

samples are not the same as respondents to the questionnaire) 

Merely moving on to a more responsible job may not be sufficient: 

it may need to be construed as progress. (Many of the non-multi- 

functional group and total sample had endorsed the "moving to a 

more responsible job" item). Neither may success be just an 

externally awarded accolade - the General Manager group are not 

distinguishable in the same way as the "multifunctional"group are. 

"Success" may have to be a label you award to yourself.
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In period 1 32.3 per cent of younger managers were working 

outside the U.K. 

In period 2 51.6 per cent of younger managers were working 

outside the U.K. 

In period 3 48.4 per cent of younger managers were working 

outside the U.K. 

These figures are similar to those for the older group. This is 

of interest because the Company has said it is finding increasing 

difficulty in placing young people abroad. Working outside the 

U.K. has traditionally been thought of as a good training ground. 

Increases in learning ability could be a function of actual years. 

When actual years are compared for managers with different lengths 

of career there is some evidence that more learning has occurred 

in later years (last 10-15 years) but this is far less marked 

than the same analysis of environmental complexity. Thus there 

is again some link between complexity of environment and learning 

ability but the factors influencing the development of learning 

ability are complex. 

The proportion of General Managers and U.K. sample and Overseas 

Managers comprising the groups of "early-" and "late-learners" 

were calculated. The proportion in each group is similar to 

the proportion in the total population. 

It is surprising that the General Manager group is not over- 

represented in the early and mid-career learners; in an early 

analysis it was noted that the General Manager group as a whole 

had a peak learning period (that is, the period when most managers 

endorsed the learning ability items), in period 4. For the other 

two groups the peak period was period 6. This analysis (early/ 

middle/late learners) has picked the extreme cases and these 

are independent of the main sample groups.
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Item General Managers U.K. sample Overseas 

There was a 

favourable iSbeiees iia 2 ee a8 

reversal of per: i 

circumstances a 

There was an 
unfavourable 0.222 (period 4) 

reversal of n= 56 

circumstances 

Prolonged hard 
ines) lack ior 0.243 (period 4) 

n= 56 
success 

Prolonged ex- 0.286 (period 4) 0.247 (period 6) 0.314 

pasion, n= 56 n= 78 (period 5) 

prosperity, 0.458 (period 6) 0.222 (period 5) n= 41 

success n= 42 n = 90           

Values 
given are 

Tau C 

values and 
are stat- 

istically 

signifi- 

cant at 

the 0.05 

level of 
confid- 
ence 
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CHAPTER 8 

CONCLUSIONS AND RECOMMENDATIONS 

Objectives 

This chapter will first summarise the findings of this 

research. A revised model of learning will then be suggested 

and ways in which this information might be used to improve 

career development in Dunlop Limited, will then be considered. 

Summary of this research 

This research was based on three samples of managers 

totalling 249 respondents (chapter 6, section 2). 

1) An aggregate index of environmental complexity was con- 

structed which represented the data better than four separate 

types of complexity as postulated a priori on Kolb's model 

(chapter 6, section 4.1). 

2) An aggregate index of learning ability was constructed 

which represented the data better than four separate 

learning abilities. The Kolb model was therefore not 

supported in respect of distinguishable abilities or 

environments. (chapter 6, section 4.2). 

3) The index of complexity did relate to the index of learning 

ability for all three samples for most career periods. 

The Kolb hypothesis of an association between complexity 

and learning ability therefore received some support. 

(chapter 6, section 4.3). 

4) The environment appeared to get more complex with the 

passage of time (chapter 7, section 6). 

5) Managers started learning at different stages of their 

careers, but, once started, continued to add to their 

skills (chapter 7, section 5).
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6) "Multi-functional" managers learned more than "non- 

multifunctional" managers (chapter 7, section 2.1). 

7) Younger managers learned more in the first fifteen years 

than older managers (chapter 7, section 4.1). 

8) There was some evidence that "early developers" had more 

early responsibility than "late developers" (chapter 7, 

section 5). 

9) Specific career experiences were not, in isolation, 

associated with learning ability. However, there was some 

evidence that people who had developed their learning 

ability early on ("multifunctionals", younger managers, 

"early developers") had accumulated more of these experiences 

than had the comparison groups. (Chapter 7, sections 2.2, 

4.2, 5). 

Although increasing complexity of the environment and 

increasing learning ability go together, it was suggested that 

complexity, as such, might be a less important factor than 

whether or not managers got early responsibility and encourage- 

ment in their career (being given training, or meeting someone who 

influenced their career). Early responsibility and encourage- 

ment would lead people to perceive that they had "started a 

career", whereas early job changes which involved few additional 

demands could be seen as "just another move". The concept of 

the need to gain realistic confidence in one's ability was 

invoked as a mediating variable between experience and learning. 

Early responsibility and encouragement can be seen as recognition 

for one's ability. 

This concept can only be inferred from the data collected. 

There is no actual measure of it. Other research, however, can 

be cited which supports the idea. Bandura's (1977) concept of
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self-efficacy was discussed in chapter 4 section 5.6.4. A self 

efficacy expectation is the conviction that one can successfully 

execute the behaviour required to produce the desired outcomes. 

Bandura's conclusions are in accord with the suggestion made 

here that people need to perceive that they have a career and 

to have their ability recognised by being given responsibility. 

Berlew and Hall (1966) also found that early responsibility is 

important for subsequent high performance and success. The respon- 

sibility given must be congruent with a person's own level of 

aspiration and personal standards. 

A revised model of learning 

It was concluded (chapter 6,section 5) that Kolb's model is 

inadequate to deal with long periods of time. A revised model is 

therefore suggested which builds on the findings discussed in 

section 2 above. This revised model could have been further 

tested if a measure of "self-efficacy" had been included in the 

research. This could then have been related to the Kolb learning 

ability scores. As no such measure was used, and as there was no 

direct measure of performance either, what follows must be 

tentatively stated. 

Some things enhance a person's May tert icacyercectations| 

and some things weaken them. Enhanced self-efficacy expectations 

result in a person persisting in new coping behaviour, when a 

new and demanding task is to be tackled: if success at this new 

task occurs, then self-efficacy is strengthened. This could 

therefore be viewed as a "virtuous" circle - once you have 

entered a "virtuous" circle your learning ability may continue 

to develop. This is shown in figure 8.1.
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It is possible that this sort of iterative cycle may lead 

to Dale and Payne's (1976) "between-level learning" (see chapter 4, 

figure 4.1). The development of strong self-efficacy expectations 

may involve some fundamental reappraisal of the way the self is 

perceived and therefore of the way in which the individual 

relates to the world also. 

In the same way as "virtuous" circles of learning and 

enhancement of self-efficacy expectations can be postulated, so 

can "vicious" ones. "Vicious" circles may be equivalent to 

moving down across Dale and Payne's levels of learning, "virtuous" 

circles moving up levels. In "vicious" circles self-efficacy 

expectations are weakened so there is less persistence in 

tackling new things, subsequently. "Vicious" circles may be 

entered when a person receives condemnatory feedback from others 

about his performance - for example, he does not get any early 

responsibility, or information about his progress or receives 

feedback about his performance which indicates to him that he 

has not gained any ability, or that others do not recognise 

abilities he does have. Self-efficacy will also be weakened 

if the area in which he feels he has failed was one to which he 

was committed and also if he thinks the condemnation was deserved, 

that is, failure was due to lack of personal capability rather 

than to uncontrollable circumstances. 

Not all learning will result in changes in self-efficacy 

expectations Some learning may approximate to Dale and Payne's 

"“within-level learning". For example, if a success/failure is 

attributed to luck or external circumstances rather than personal 

ability, if a new job is not perceived as difficult to learn, 

if success is in an area to which a person feels 

no commitment, or is not seen as
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relevant to overall progress, then success or failure will not 

affect self-efficacy expectations, even when some new learning 

has occurred. 

Rewarding actions (see figure 8.1) are things which are 

within the control of the Company and which can affect the 

person's perceptions of his ability and thus his self-efficacy 

expectations. 

Recommendations to the Company are therefore based on the 

kinds of things the Company can do in this area in order to 

promote "virtuous" learning cycles and avoid precipitating 

people into "vicious" ones. 

Recommendations to the Company 

This research is particularly concerned with the future 

development of senior managers in Dunlop. However, the Company 

will need professional management at all levels in the Company 

if it is to meet the complex demands that will be made of managers 

in the future (chapter 2). 

If management development is general, rather than just 

for the élite, expectations are less likely to be raised which 

may be unfulfilled. The Company will need a large "D001" of 

people from whom future senior managers can be drawn. Status 

needs to be accorded for good work, as well as for upward 

mobility if fewer people are to be frustrated. Management 

development may need to be viewed as a more Company-wide, and 

division based, responsibility than it has been in the past. 

(See 4.4.1 below). 

An examination of Table 8.1, the three main groups (General 

Manager, UK sample, overseas group) would suggest that if most
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people with 25 or 30 years experience retire within the next ten 

years, there will be a substantial loss of experienced managers. 

Table 8.1 Duration of career from end of full-time education to the present 
  

  

  

  

  

  

  

Number of managers with approximately: Total 

no of 

Years of experience 5 yrs |10 yrs |15 yrs | 20 yrs | 25 yrs | 30 yrs managers 

General Managers - i i a LL 42 56 

(U.K. Sample - 3 8 10 12 78 111 

(Overseas Managers X 6 il 15 7 34 74 

Totals a 9 19 28 30 154 241             
      

At the most conservative estimate, 42 of the 56 General 

Managers who responded to the questionnaire are likely to retire, 

78 of the 111 U.K. managers and 34 of the 74 overseas managers 

will retire. Therefore in ten years time only 14 General Managers, 

33 U.K. managers and 40 of the overseas managers from this sample 

will remain. If these are the sort of figures which are typical 

of the whole Dunlop managerial population, Dunlop will need to 

bring on younger managers not only to fill General Manager posts, 

but also middle management posts. Only 29 managers in this sample 

had 15 years or less career experience. Over the next ten years 

the Company will therefore need to accelerate the career develop- 

ment of the graduates it has recently recruited and/or rely on 

recruitment from outside organisations to meet its needs. The 

futures chapter (chapter 2) suggested that some retrenchment may 

eccur in the next few decades (also new developments such as micro- 

processors may result in fewer managers being needed). If so, 

the high retirement rate may avoid the problem of numbers of
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managers but will not solve the problem of quality of managers. 

The recommendations made here point to some steps that can be 

taken to ensure that managers of the quality required are developed. 

Chapter 3 described management development activities under 

four headings, training off-the-job, training on-the-job, assessing 

mangers' abilities and maintaining staff. The recommendations 

for improving management development use the same categories. 

4.1 Training off-the-job 

Figure 8.1 suggested that training could be seen as one of 

the actions that the Company can take which can be viewed as 

rewarding by the person. That does not mean that a training 

programme should be viewed as an accoladein itself, as a kind of 

expensive "well done" but that, if the reasons for attending 

training are well defined and explained to the person, it can be 

seen as part of his development and progress, and confirmation to 

him that others perceive him as having ability worth developing. 

Conversely, training which is badly presented to the person 

may leave him feeling that being sent on a programme is a kind 

of punishment for not having done well enough in the past. 

The way in which training away from the job is presented 

can therefore have implications for self-efficacy expectations. 

4.1.1 Training in the past 

The General Manager, Management Development, asked speci- 

fically whether anyone agreed that training had helped them (a 

report of replies to this and other specific questions is given in 

Appendix 8.1). The results of the questionnaire suggested that 

training was considered to be more useful at the beginning of a 

career, than at the end, when managers with 30 or more years experience
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are considered. More General Managers (52 per cent) than U.K. 

managers (27 per cent) had found training useful at the beginning 

of their career. When younger managers are considered (those with 

15 years or less career experience) the picture is brighter. Nearly 

40 per cent considered they had had useful training in the first 

five years and this figure remained steady for the next two time 

periods. This may reflect current training policies favourably. 

Certainly if training is to be considered a career-long need then 

the way in which a training need is presented to an established 

manager may affect the way he appraises it in terms of his self- 

efficacy. 

4.1.2 Coaching 

For managers to develop their self-efficacy expectations 

at work they will need to be given increasing responsibility, 

to be given a supportive environment, and feedback on their 

successes, and guidance on improving on their weaknesses, in such 

a way that they are not precipitated into "vicious" circles, 

but into "virtuous" ones. The development of people on the job 

through being coached by their managers means that all managers 

with subordinates need to have the necessary skills for coaching. 

Managers are frequently exhorted by Central Personnel to "grow 

their own timber". However unless managers are given training 

themselves in coaching skills, it is unlikely that they will 

be able to coach their subordinates. Simply telling managers to 

give their subordinates more responsibility to stretch them and 

to be supportive in the way they help subordinates improve on 

their weaknesses is not sufficient. Most managers would feel 

that they do these things anyway, (although their subordinates 

might not agree with them!)
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Managers need to know what kind of activities can be used 

as coaching tools and how to counsel and support their staff. 

Coaching skills could therefore be seen as an important off-the- 

job training area for all managers. 

One of the questions raised by the General Manager, 

Management Development, was whether or not people recognised 

the need to counsel their subordinates. The environmental 

complexity item "people need to be advised, instructed or other- 

wise assisted", was important in each five year period, but 

became increasingly so over time for all three main samples 

(General Manager, U.K. and overseas). Thus, by the last five 

year period (1972-77) 77 per cent of the General Manager group, 

89 per cent of the U.K. sample and 71 per cent of the overseas 

sample endorsed the statement. This reflects the increasing 

environmental complexity with which subordinates have to cope. 

Yet relatively few superiors are given instruction in how to 

cope with this problem. 

Coaching on-the-job is an activity which managers can use 

to enable people to enhance their self-efficacy expectations; 

they can be helped to believe in their ability and to see their 

problems as opportunities. Pedlar, Burgoyne and Boydell (1978) 

have indicated some of the activities which could be used as 

coaching tools. Off-the-job training in coaching could enable 

managers to practice using these sorts of activities and to be 

tiven feedback on how they, as individuals, perform in coaching 

situations. 

4.1.3 Training in carrying out appraisals 

This will be discussed in more detail in section 4.3. The 

way an appraisal is carried out may have strong implications for
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self-efficacy expectations. As all managers are expected to 

carry out appraisals but many do not do them well, this is an 

area which requires some off-the-job training where the manager 

can practice carrying out appraisals and learn about the best 

ways to appraise in terms of improving future performance. 

This training is received by few managers at present and needs 

to be more widespread. 

4.1.4 Policy Making and Business Environment 

The review of futures' literature (chapter 2) indicated 

that in the future managers will need to be thinking in inter- 

national and national terms as the countries of the world become 

increasingly interdependent. This may mean thinking more in 

terms of the interrelatedness of business and its environment 

and in policy making. There are many managers in influential 

positions in the Company who have had thirty years or more career 

experience who will be retiring shortly. These will be people 

with experience in policy-making areas. The patterns of endorse- 

ments for the policy making and business environment items 

from the questionnaire (Chapter 7, section 3) showed that very 

few people learned about policy making areas early in their 

career. Preparation for senior posts may therefore need to include 

some formal training in these areas and in international aspects 

of business. Knowledge of new management tools/aids (such as 

microprocessors) would also be required, that is, an updating 

of knowledge in areas associated with management. These areas 

might require off-the-job training courses. 

4.2 Training on-the-job 

Coaching of subordinates has already been mentioned in the 

previous section (4.1). This is one area where managers will 

need to do a lot more. It may be one of the things which should
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be part of a manager's job description and one of the things 

included in his appraisal - "how well is he training his staff"? 

At the moment it is often a low priority area, something which 

gets done if there is time after other things are finished. 

It is not envisaged that it should take priority over all other 

tasks a manager has, but training on-the-job is unlikely to be done 

by a manager unless it is seen to be considered important by his 

manager. In order to avoid precipitating people into "vicious" 

circles, managers will need to give positive support to their 

staff. Feedback on success or failure needs to be given in such 

a way that people know where and how they need to improve next 

time, where exactly they went wrong last time, and that they are 

going to be given a next time (that is, that they are encouraged 

to see themselves as still capable). If they have done well they 

need to see that their manager has confidence that they can 

tackle something more difficult next time. If they have not, 

that the manager feels that they have ability, and with more 

experience will succeed. Managers may feel that they are doing 

this now, but their subordinates may not see it the same way! 

"Virtuous" circles require that people are given work and success 

standards which approximate to their personal levels of aspir- 

ation. Therefore managers need to find out what people feel 

they are capable of, what they feel they could be capable of, 

and try to match new tasks with peoples' own needs. Managers 

who try to train subordinates by stretching them need to find 

out from their staff what they feel would be stretching and not 

rely only on their assumptions about their staff. Feedback to 

staff of what is expected of them by the Company may also provide 

people with information about the way other people perceive 

their ability. This may be important in trying to enable people
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to attribute successes to their abilities rather than to external 

circumstances. Coaching also relates to the need to give people 

a supportive environment when they are learning to cope with new 

problems. Training in coaching skills could also include some 

discussion of the "blocks" to learning that exist in the social 

environment. (Section 4.4.2). 

4.3 Assessing Managers' Abilities 

Although appraisal was an area in which research for the 

Company was discouraged, the results of the research have impli- 

cations for appraisals. 

Appraisals in Dunlop are frequently criticised by managers. 

Some divisions take them seriously and place emphasis on them 

being done, but this is a minority. Central Personnel exhorts 

divisions to complete the appraisal forms and return them to 

Central Personnel for central records. However, most managers 

do not know how to appraise or why they should bother; most 

see it as an unnecessary chore. Some divisions have related 

appraisals to MbO. 

The Central Training department runs an infrequent "How 

To Appraise" course and a session is included on some Management 

Development programmes, but most of the managers in the Company 

are untrained in appraisal skills. Although on-the-job training 

requires continuous appraisal of a sort, a formal appraisal which 

the Company requires to be done is an additional opportunity for 

a manager to discuss with his staff individually their successes, 

failures, strengths, weaknesses and the expectations which they 

have and which the Company has of them. The appraisal is 

therefore an occasion when a manager can give subordinates 

constructive advice and criticism of past performance, display his
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confidence in his subordinate's ability (in his strong points) 

and in setting targets for the future indicate expectations held 

of the subordinate. It is a cliché now to say that appraisals 

are two-way interactions. However, Dunlop may have a problem in 

losing some of its most wanted managers in mid-career. Appraisals 

are therefore an opportunity to find out what a person's aspira- 

tions are as far as his career is concerned. He may find himself 

wanting to change direction, or have family commitments which 

prevent him from taking up posts the Company thinks are useful 

to his career. This is discussed further in section 4.4.3. 

Central Personnel has said for a long time that appraisals 

should be done properly. In the same way that people are encour- 

aged "to grow their own timber" without being trained in coaching 

skills, people are encouraged to appraise without being trained 

in appraisal skills (with few exceptions when the total number of 

managers in Dunlop expected to carry out these activities are 

counted). Constructive appraisals may be one way of helping 

people into "virtuous" circles and could warrant more investment 

in training managers in the skills of appraising. Observation 

on courses on appraisal training suggests that even when managers 

know theoretically how they should appraise, they find difficulty 

putting it into practice. Video roleplays are useful here. 

For appraisals to be effective in improving performance and 

to enhance rather than weaken self-efficacy expectations there 

needs to be an emphasis on performance-related behaviours, rather 

than on qualities a person should exhibit, or on abstract grades of 

excellence. The emphasis should be on what the person has achieved, 

and on areas where he can be helped to improve. Many suggestions 

have been made as to how this can be achieved. Andrew and 

Valerie Stewart (1977) have used a form of the Kelly Repertory Grid,
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for example, as a means of extracting the behaviours and skills 

needed to perform a job. These can then be used as a basis of 

an objective appraisal rather than relying on the different 

assumptions held by managers of the same job. Self appraisal 

can also be used as a basis for discussion between a manager 

and his subordinate. The appraisal must be seen to be fair 

(rewards deserved) and the traits assessed within a manager's 

capability to change (dependent on his own abilities) if it is to 

have a positive effect on self-efficacy. 

4.4 Maintaining Staff 

Maintaining and monitoring staff is of course tied in with 

the training and appraisal schemes. The interrelatedness of these 

four management development areas was discussed in chapter 3's 

However, some specific areas of interest can be pinpointed. 

4.4.1 Career Development 

The results of this research suggest that people need to 

perceive that they have a "career" rather than a series of un- 

related jobs. In the pilot study of the 28 senior managers, 

20 said that they had never felt that there had been any career 

planning for them, and those who did think that career planning 

had occurred, believed it happened only in the early stages of 

their career. This may reflect past policies. However, discussion 

with managers around the Company suggests that many middle 

managers, some senior managers, and even some young "high fliers;' 

think that there is little being done for them, in terms of 

career development. This does not mean that nothing is being 

done. However, if people are to be in "virtuous" rather than 

"vicious" circles it is important that they are to perceive 

overall career progress. Realising that they are not forgotten 

by Central Personnel is therefore important. It is not only
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necessary for Central Personnel to plan and monitor people's 

careers but also that they should be seen to do so. This does not 

just mean imparting information to senior divisional management, 

but to all the people they are concerned with. 

Central Personnel may have tentative plans but are some- 

times unwilling to disclose them because people may be disappointed 

subsequently. Qualifications in the initial briefings may be 

forgotten and people may think promises are being made. However, 

even if people cannot be told precisely what their next career 

move will be, they need to know that they are being remembered, 

what the sort of post is that they are likely to be offered 

(their views on this may require Central Personnel to change the 

plans), how soon they are likely to be offered a new post, and 

what sort of complications may arise to prevent it (forewarning 

of possible change to the plan). Most people really believe 

they are forgotten. Some career counselling and the knowledge 

they are not forgotten may be of use to them. 

Central Personnel do not monitor every manager in the 

Company. Many will experience a career within a division and 

have only one or two promotions before retiring. Twigger (1978) 

noted that career development facilities are usually available 

for "high-fliers" but "average" people are left to struggle on 

alone, and yet most managers indicated that they needed to perceive 

some overall planning of their career and to have some career 

counselling. Some career counselling may be useful for all 

managers but in particular for those who feel that their career 

is at a standstill. They may not be going to senior posts but 

some lateral moves might provide new stimulus and confidence. 

The Company will need managers with learning ability at all 

levels, if they are to have a strong management for the future.
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Career counselling may enable people to have some feedback on 

their overall career progress. Career progress may be construed 

not only as movement up the traditional management hierarchy but 

also in terms of the development of a person's managerial abilities. 

Lateral moves need not be construed as the "end of a career". 

To introduce the idea that lateral moves can be helpful 

would need careful career counselling. Guerrier and MacMillan 

(1978) suggest that moving young managers to a small company/ 

division can be an enriching move. They may gain new skills 

and expertise in an environment which gives them an overview 

of the business. Middle managers can gain from such a move on 

a part-time basis and older managers can make sideways moves 

from large to smaller organisations, thus freeing responsible 

posts for up-and-coming managers. They suggest that companies 

may need to develop such organisations in order to cope with 

career development in low growth periods. Child (1978) ina 

study of Dunlop Limited showed that in low growth periods direct 

production workers decrease in numbers. There is no corresponding 

drop in managerial numbers. Thus there may develop a "promotion 

blockage" for managers in mid-career when more senior personnel 

no longer move into newly created jobs as they might in a time 

of expansion. Lateral moves may help to alleviate’this problem. 

For Dunlop many of the traditional posts useful for 

Management Development, such as overseas postings and working in 

small businesses, are disappearing. Although the analysis in 

Chapter 7 used an aggregate score of environmental complexity, 

three clusters were found (Chapter 6, section 4.1) which were 

labelled "steady state", "crisis" and "innovative" environments. 

It is possible that "multifunctional" experience gives managers 

exposure to all of these and that these may be readily accessible 

environments which could be used in career development to develop 

self efficacy excpectations.
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4.4.2 Supportive Environment 

In order to develop a realistic confidence in their ability 

managers will need to tackle difficult or threatening tasks/jobs, 

success in which will reinforce perception of their ability. 

Temporal (1978) discusses some of the pipéks to on-the-job 

learning. Among these are Emotional-Motivation and Environmental 

Blocks. 

Emotional-Motivation blocks occur where the learner feels 

insecure in certain situations, which cause him to be reluctant 

to take action on his ideas and beliefs. A manager may avoid 

entering into learning situations that are potentially painful 

and that might threaten his security or credibility and be 

reluctant to expose his weaknesses to others in the organisation. 

Environmental blocks occur because risk-taking is not encouraged 

in the organisation and so the manager does not experiment with 

new ideas and behaviours: the climate is such that a manager 

does not feel able to be honest and open about problems. 

The Central Training, Management of People course, opens 

with a discussion about learning and what sort of behaviour 

enables people to learn and what sort of behaviour inhibits 

learning. As the managers discuss this, it often appears that 

they feel that they are expected to "have learned" and be "right" 

and they then expect the same of subordinates (some change their 

views as the course proceeds). If, however, these feelings 

are general in the Company they would result in Emotional- 

Motivation and Environmental Blocks to learning in the organisation. 

This may come back to the importance of training people in coaching 

skills; they may need to learn how to give support by trying to 

remove blocks to learning. Managers may not do this intuitively 

for their subordinates. That is not to suggest that people will 

always be "wrong" but that learning is a life-long activity; 

because you are called a manager does not mean you can be expected 

ee ee    eee ee ar ae ml gk a  
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enabling people to enter "virtuous" circles. Twigger (1978), 

in a study of seven major companies in the engineering industry, 

found that job changes produced feelings of excitement and exhilar- 

ation but at the same time people felt anxious and tense, primarily 

because little effort was made to help people overcome their 

self-doubt relating to ability to cope in a situation. Changing 

to jobs involving new responsibility may be crucial points at 

which people need support from their manager if they are to cope 

successfully with the change. 

Hogarth (1978) reviewing a management development programme 

found that the effectiveness of the programme was dependent, in 

part, on the supportiveness of the immediate working environment 

to which managers return after the programme, and also that the 

"critical-mass" (proportion of people from a single organisation 

or part of an organisation) was important. Contacts with other 

managers who have had a similar learning experience can help 

people to follow it through, back at work. This may have 

implications for trying to help managers provide supportive 

environments at work; the number of people being trained in 

coaching skills may be important in terms of the impact it will 

have on the organisation as a whole. 

4.4.3 Mobility 

The General Manager, Management Development was interested 

in the mobility of managers (see Appendix 8.1). Moving to 

another location was highest for the General Manager group. 

This may reflect the policy of moving people around the Dunlop 

organisation to vary their experience as people are given more 

and more responsible jobs. If this policy is pursued, future 

senior managers will be required to move around different 

divisions in the Company in different locations as part of their 

career development.
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Of the 28 managers in the pilot study who were interviewed 

(Appendix 5.3), 17 said they had refused jobs at some stage of 

their career but the general view expressed was that willingness 

to be mobile was important if you wanted to get on. In the past, 

reasons for not wanting to move have often been to do with 

children's schooling. If children are at a crucial stage in 

their schooling, such as studying for exams, parents have been 

unwilling to uproot them. In the future another reason for not 

moving may become more frequent than at present: as women take 

on more responsible jobs, moving to another location may mean 

finding a new job for a partner. These may be difficult to find 

in many fields of work. The more responsible and specialised the 

work the less easy it is to step from one job to another. 

If a husband/wife is offered a promotion by the Company then 

that promotion may have to be weighed against the loss of a 

second, and possibly substantial,income and loss of satisfying 

work for the partner. In the future Dunlop may therefore find it 

has more refusals of promotions involving a change in location. 

The Company may need to take a flexible approach to Career 

Development. At least six of the managers in the pilot study 

thought that refusing a promotion had adversely affected their 

career in the long term. In the larger divisions, at least, 

more career opportunities within a division may have to be 

exploited. More women are expected in management positions. 

They may have special difficulties in being mobile: men are 

less likely to follow their wives' careers around the country 

than women are to follow husbands, for the appreciable future. 

Longer warning times of career changes (some managers spoke of 

only a day or two warning) may be necessary for a promotion to 

fit in with the whole family's needs. Many managers in this 

position may be people the Company needs to keep; it may therefore
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have to reconsider its policy on mobility and development. 

Sheehy (1976) considers that there are predictable crises 

in adult life. The mid-thirties crisis may be particularly 

important for careers. At this point people may try to accelerate 

their career, feeling that it is now or never to pull away from 

their peers and make it to the top. Alternatively, people may 

begin to completely reappraise their aspirations, perhaps deciding 

to start off on a second career. In career planning and develop- 

ment these changes need to be considered. Career development 

needs to be a two way discussion - what does the Company need/ 

offer, what does the manager aspire to? Failure to plan 

careers in close conjunction with the people concerned could 

mean either people do not accept promotions or that they do not 

see promotions as progress in their terms, even though other 

members of the Company see it as progress. In helping people to 

develop learning ability it is their own cognitive appraisal 

of events, not the construction placed on it by other people, 

which is important. Career development and support from others 

must be seen in order to be effective. 

Action points 

i. Coaching and appraisal need to be made more of an integral 

Part of every managers job (section 4.2). 

2. Training in coaching and appraisal skills need to be part 

of every managers' training (section 4.1). 

3. Central Training has few staff and in terms of “critical 

mass" can make little impact on the whole Company. Whole 

divisions need courses in appraisal and coaching skills. 

Plans have been made some time ago for appointing Manage- 

ment Development personnel to divisions. If these people are 

to be involved in running such courses, appointments should
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be made of people with knowledge of learning theory, train- 

ing methods, coaching and appraisal methods so that they 

can help managers learn these skills. A frequent current 

practice of appointing people with no prior knowledge of 

training and development should be discouraged, or appointments 

should be preceded by training for these people (sections 

4.1, 4.3). 

Career counselling should readily be available for 

managers. Career Development should be seen to be active 

(section 4.4.1). 

More lateral moves may be needed. Managers need to be 

encouraged to develop their full range of potential skills 

= the Company will need "learning managers" (Chapter 4) 

at all levels, to cope with a complex future. Managers who 

are not destined for top posts still need to be motivated 

and developed and lateral career moves need to be encouraged, 

not as an end to a career but as part of self-development, 

(section 4.4.1). This may be important for managers who 

reach their peak by 40 years of age or less, who have 20+ 

years at work before retiring. The high retirement rate 

in the Company may mean that many senior managers will be 

appointed young in the future (section 4). 

Managers who are likely to move into positions where they 

will need to make policy-decisions could benefit from 

courses on international business affairs before they 

reach such posts. This could involve the use of external 

courses (section 4.1.2). 

A supportive environment is needed if managers are to 

tackle new and demanding tasks. Whilst managers cannot 

be wrong all the time, support is required particularly 

in the early stages of a new job, where a manager is
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learning many new skills. A climate of support is most 

likely to be engendered when a large number of managers 

in the organisation understand the problems of learner 

faces. A coaching course, covering the learner's viewpoint 

among other things, would be most effective if most exist- 

ing managers in an organisation attended, within a short 

space of time and, thereafter, newly appointed managers 

attended (section 4.4.2). If managers are to be recruited 

from outside, a policy of recruiting "professional" 

managers who believe in these sorts of things may need to 

be adopted. 

8. Steady state, crises and innovative environments may be 

used to expose managers to a variety of experiences which 

may develop their self-efficacy expectations (section 4.4.1). 

Further research might investigate the importance of these 

experiences for career development. 

To conclude 

As in most companies, the future managers in Dunlop will 

face novel, complex problems and opportunities. This research 

has tried to answer some of the questions about the kinds of 

activities that need to be done now to prepare people for the 

future senior management posts. Although the model of learning 

was developed by studying a sample of managers in Dunlop Limited, 

and the recommendations are drawn from this model, respondents 

were from a variety of divisions (in terms of size, location, 

technology, management structures, functions). It is therefore 

probable that the recommendations made here have implications 

for people working in career development outside Dunlop Limited.
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Appendix 2.1 Tyre Section of R & P Processing Industry 

Najor Factors iiynected To Influence Manpower kequirements in the 1980's 

  

1, National Economic Growth Rate. 1, Radically New Technology (Late 1980's), 2. Giwwth or Decline of LK Automotive 2. Steady Growth in Electronic Control Industry. 
(Heed Techicians). 3. Development of Domestic Tyre Industries 

in Export Markets. 

  

1. Response of Exployees to Call for 1. Investment in Complex Automatic Increased Efficiency. Equipment will He-inforce Need for 2. £ Stirling Realistically Valued on Multi-skilled Craftemen and Specialist Foreign Exchange. Technicians. 3. Steady GOP Growth on Home Market. 2, Requirement to Work txpensive 4, Adequate Profitability to Finance Equipment More Efficiently will Extend Investment. Shift-working. 

    

‘4, Tread Depth Legislation. 1, Car Use Trends for Commuting and 2. Government Transport Folicy. Leisure. 
4, Industri:: Democracy/Farticipation ete. 1. High Unemployment leadine to Demands for 2. Increased Investment in Sociat/ Work-sharing, Keduced Hours, etc. Environmental Areas - e.g. Health & 2. Apeing Work Force; Zurden cf Paynent of Safety, Anti-pollution, etc. ketirement Pensions Increasire on “use 

  

3. Increase in Shift-working to Frovide 
more Jobs and Vorsibly neduced Hours. ‘ | 4. Increase in Need for Training ana 

| Retraining to Provide Flcxibili 

3. Shift from Direct to Indirect Taxes. | Employed. 

  

Source: Paper produced by Rubber and Plastics Industry Training Board 

~



    

1. UK Economic Growth Rate. 
2. Internationa! Competitiveness. 
3. Growth or Decline of UK Automotive 

Industry. 
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Appendix continued 

R & P PROCESSING INDUSTRY 

+ Changes in Raw Materials Base for 
Some Products. 

Shift Towards iligher Technology 
Products as L.D.C's Develop Their 
Own Basic Industr.es and Become 
Internationally Competitive in 
Nature Technologies. 

  

1. The G.R.G, Industry is so Diffuse and 
Varied that Lerislative/Folitical 
Changes Affecting barticular Businesses 
are Unlikely to have Major Impact o: 
the Industry as a whole. me 

  

* Excluding: Hoses, Seuls and Washers, 
; Belting, Foams, Footwear, 

: Mountings, Balls. 

  

Many Firms in G.R.G. Sector are Old, 
Traditional Businesses often Housed 
in Old Premises Using Old Equipment. 
If it does not make econom 
He-locate and Re-ejuip, these firms 
may find it Increasingly bifficult to 
Retain Staff. Therefore, whilst the 
Overall Staffing Levels may be Static 
(or in Decline), the Turnover of Staff 
may Increase, thus Raising the Demand 
for ew Entrants to the Industry. 

  

\ Source: Paper produced by Rubber and Plastics Industry Training Board
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Appendix 2-1 continued 

OF R & b PROCESSING INDUSTRY 

  

  

    

Broad Occusatione? Group kxpected Trend in Mannower Requirements in 
19 

‘ 

= Managerial ) Remaining steady i.e. no marked increase or 
- Scientists & Technologists ) decrease in numbers relative to the size of 

{ the Industry as a whole. 

Supervisory ) Comparative reduction in the numbers in both 
Technical ) of these categories, reflecting a higher 

' degree of skill and involvement on the part 
i of the Operatives in inspection, aintenance, 
1 : etc. 

1 Administrative & Professional ) A continuing reduction in the numbers in both 
j Clerical ) of these categories as a result of further 
| introduction of electronic data processing 
1 and other systems. Sub-categories e.g. 
| Frogrammers might be expected to increase, 

{ but basic clerical functions should be 
1 -reduced. 

/ | Craftsmen Specialist skills such as Mould-Makers should 
' be at least as well represented as now, and 

1 might possibly increase. 

‘ 

4 

| Operatives Operative numbers should decrease relative 
«| to output as a consequence of new investment, 

| improved methods, incentive payment schemes, 
etc. 

These comments : (1) relate to the rubber industry only, 

(2) assume that trends in the industry as a whole will follow 
the lead of the more enlightened firms, 

(3) are related to the size of the industry as a whole, 1.e. 
they do not make any assumptions about global econumic 

i trends. 

Source: Paper produced by Rubber and Plastics Industry Training-Board - 

ab
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Appendix 2.2 One hundred technical innovations very likely in the 

10. 

il. 

12. 

13. 

14. 

last third of the twentieth century 

Multiple applications of lasers and masers for sensing, measuring 

communication, cutting, heating, welding, power transmission, 

illumination, destructive (defensive), and other purposes. 

Extreme high-strength and/or high temperature structural material. 

New or improved superperformance fabrics (papers, fibres, and 

Plastics. 

New or improved materials for equipment and appliances (plastics 

glasses, alloys, ceramics, intermetallics, and cements). 

New airborne vehicles (ground-effect machines, VTOL and STOL 

superhelicopters, giant and/or supersonic jets). 

Extensive commercial application of shaped-charge explosives. 

More reliable and longer-range weather forecasting. 

Intensive and/or extensive expansion of tropical agriculture and 

forestry. 

New sources of power for fixed installations (for example, magne- 

tohydro dynamic, thermionic and thermoelectric, and radioactivity). 

New sources of power for ground transportation (storage battery 

fuel cell, propulsion (or support) by electro-magnetic fields, jet 

engine, turbine, and the like). 

Extensive and intensive worldwide use of high altitude cameras 

for mapping, prospecting, census, land use, and geological invest- 

igation. 

New methods of water transportation (such as large submarines, 

flexible and special purpose "container ships", or more extensive 

use of large automated single-purpose bulk cargo ships). 

Major reduction in hereditary and congenital defects. 

Extensive use of cyborg techniques (mechanical aids or sub- 

stitute for human organs, senses, limbs, or other components).
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16. 

17. 

18. 

19. 

20. 

21. 

22. 

23. 

24. 

25. 

26. 

27. 

28. 

29. 

30. 

31. 

32. 
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New techniques for preserving or improving the environment. 

Relatively effective appetite and weight control. 

New techniques and institutions for adult education. 

New and useful plant and animal species. 

Human "hibernation" i short periods (hours or days) for medical 

purposes. 

Inexpensive design and procurement of "one of a kind" item 

through use of computerized analysis and automated production. 

Controlled and/or supereffective relaxation and sleep. 

More sophisticated architectural engineering (for example, geodesic 

dome "fancy" stressed shells, pressurized skins, and esoteric 

materials). 

New or improved uses of the oceans (mining, extraction of 

minerals, controlled "farming" source of energy, and the like). 

Three-dimensional photography, illustrations, movies and television. 

Automated or more mechanized housekeeping and home maintenance. 

Widespread use of nuclear reactors for power. 

Use of nuclear explosives for excavation and mining, generation 

of power, creation of high temperature - high-pressure environment 

and/or as a source of neutrons or other radiation. 

General use of automation and cybernation in management and 

production. 

Extensive and intensive centralization (or automatic inter- 

connection of current and past personal and business information) 

in high-speed data procescores 

Other new and possibly pervasive techniques for surveillance, 

monitoring, and control of individuals and organizations. 

Some control of weather and/or climate. 

Other (permanent or temporary) changes - or experiments - with 

the overall environment (for example, the "permanent" increase
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35. 

36. 

37. 

38. 

39. 

40. 

4l. 

42. 

43. 

44, 

45. 

46. 

47. 
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in C-14 and temporary creation of other radioactivity by nuclear 

explosions, the increasing generation of co, in the atmosphere, 

projects Starfire, West Ford, and Storm Fury. 

New and more reliable "educational" and propaganda techniques 

for affecting human behaviour - public and private. 

Practical use of direct electronic communication with the 

simulation Of the brain. 

Human hibernation for relatively extensive periods (months to years). 

Cheap and widely available central war weapons and weapons systems. 

New and relatively effective counterinsurgency techniques (and 

perhaps also insurgency techniques) . 

New techniques for very cheap, convenient, and reliable birth 

control. 

New, more varied, and more reliable drugs for control of fatique, 

relaxation, alertness, mood, personality, perceptions, fantasies, 

and other psychobiological states. 

Capability to choose the sex of unborn children. 

Improved capability to "change" sex of children and/or adults. 

Other genetic control and/or influence over the "basic constitution" 

of an individual. 

New techniques and institutions for the education of children. 

General and substantial increase in life expectancy, postponement 

of aging, and limited rejuvenation. 

Generally acceptable and competitive synthetic foods and beverages 

(for example, carbohydrates, fats, proteins, enzymes, vitamins, 

coffee, tea, cocoa, and alcoholic liquor). 

"High quality" medical care for undeveloped areas (for example 

use of medical aids and technicians, referral hospitals, broad 

spectrum antibiotics, and artificial blood plasma). 

Design and extensive use of responsive and supercontrolled environ-
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53. 

54. 

55. 

56. 

57. 

58. 

59. 

60. 

él. 

62. 

63. 

64. 
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ments for private and public use (for pleasurable, educational, 

and vocational purposes) . 

Physically nonharmful methods of overindulging. 

Simple techniques for extensive and "permanent" cosmetological 

changes (features, "figures", perhaps complexion and even skin 

colour, and even physique). 

More extensive use of transplantation of human organs. 

Permanent manned satellite and lunar installations - inter- 

planetary travel. 

Application of space life systems or similar techniques to 

terrestrial installations. 

Permanent inhabited undersea installations and perhaps even 

colonies. 

Automated grocery and department stores. 

Extensive use of robots and machines "slaved" to humans. 

New uses of underground "tunnels" for private and public trans- 

portation and other purposes. 

Automated universal (real time) credit, audit and banking systems. 

Chemical methods for improving memory and learning. 

Greater use of underground buildings. 

New and improved materials and equipment for buildings and 

interiors (for example, variable transmission glass, heating 

and cooling by thermoelectric effect, and electroluminescent and 

phospherescent lighting) . 

Widespread use of cryogenics. 

Improved chemical control of some mental illnesses and some 

aspects of senility. 

Mechanical and chemical methods for improving human analytical 

ability more or less directly. 

Inexpensive and rapid techniques for making tunnels and under-
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ground cavities in earth and/or rock. 

Major improvements in earth moving and construction equipment 

generally. 

New techniques for keeping physically fit and/or acquiring physical 

skills. 

Commercial extraction of oil from shale. 

Recoverable boosters for economic space launching. 

Simple inexpensive home video recording and playing. 

Inexpensive high-capacity, worldwide, regional and local (home 

and business) communication (perhaps using satellites, lasers, 

and light pipes) 

Practical home and business use of "wired" video communication 

for both telephone and television (possibly including retrieval 

of taped material from libraries or other sources) and rapid 

transmission and reception of facsimiles (possibly including news, 

library material, commercial announcements, instantaneous mail 

delivery, other printouts, and so on). 

Practical large-scale desalinization. 

Pervasive business use of computers for the storage, processing, 

and retrieval of information. 

Shared time (public and interconnected?) computers generally avail- 

able to home and business on a metered basis. 

Other widespread use of computers for intellectual and professional 

assistance (translation, teaching, literature search, medical 

diagnosis, traffic control, crime detection, computation, design, 

analysis and to some degree as intellectual collaborator generally). 

General availability of inexpensive transuranic and other eso- 

teric elements. 

Space defense systems. 

Inexpensive and reasonably effective ground-based BMD.
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Very low-cost buildings for home and business use. 

Personal "pagers" (perhaps even two-way pocket phones) and other 

personal electronic equipment for communication, computing, and 

data processing program. 

Direct broadcasts from satelites to home receivers. 

Inexpensive (less than $20), long lasting, very small battery 

operated television receivers. 

Home computers to "run" household and communicate with outside 

world. 

Maintenance-free, longlife electronic and other equipment. 

Home education via video and computerized and programmed 

learning. 

Stimulated and planned and perhaps programmed dreams. 

Inexpensive (less than one cent a page), rapid high-quality black 

and white reproduction; followed by colour and high-detailed 

photography reproduction - perhaps for home as well as office use. 

Widespread use of improved fluid amplifiers. 

Conference television (both closed circuit and public communication 

system). 

Flexible penology without necessarily using prisons (by use of 

modern methods of surveillance, monitoring, and control). 

Common use of (longlived?) individual power source for lights, 

appliances, and machines. 

Inexpensive worldwide transportation of humans and cargo. 

Inexpensive road-free (and facility-free) transportation. 

New methods for rapid language teaching. 

Extensive genetic control for plants and animals. 

New biological and chemical methods to identify, trace, 

incapacitate, or annoy people for police and military uses
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98. New and possibly very simple methods for lethal biological and 

chemical warfare. 

99. Artificial moons and other methods for lighting large areas at 

night. 

100. Extensive use of "biological processes" in the extraction and 

processing of materials. 

Source : R. E. Weber "Human Potential and the Year 2000", 

Journal of Creative Behaviour, Vol 7, 1973, pp 145-148
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Appendix 2.3 Two possible future uses of computers 

Scenario 1 

Computers will prove so powerful, via efficiency in operations 

and improvement in decision-making techniques, that data technology 

specialists (systems designers) will become dominant. They will design 

the information systems and the decision tools upon which top manage- 

ment depends; they will design the information systems, the project 

structures, and the procedures used by the operating sections of the 

organization. 

Because systems design is a complex, highly technical field, only 

the few experts will be able to participate in systems design decisions. 

True, top executives will still make the major entrepreneurial 

decisions (about, for example, which fields to invest in and which to 

leave); however, these decisions will often be made with the aid of 

quantitative decision tools that the top executives use but do not 

fully understand. 

At the middle levels, managers will have to take on faith the 

data, structures, and procedures given them. Few will be the 

opportunities for middle- and lower-level managers, lacking expertise 

in systems design, to participate in any significant decision making. 

Operating units, typically project structures, will be fully 

integrated operations. Departmentalization as it is now known will 

have disappeared; work will move in an integrated flow rather than 

from department to department. Decision criteria will optimize 

(by focusing on the overall organisational objectives) rather than 

suboptimize (by focusing on departmental objectives, some of which may 

be in conflict with overall objectives). The results produced by 

lower-level managers along the line of work flow will not be identifiable 

or measurable. Accordingly, only the top managers for projects can be
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held accountable for results, and their responsibility will be diluted 

by the fact that they are operating a system designed by others. Thus, 

MBO, with its appraisal-by-results feature, will be workable, if at 

all, no lower than at the project-manager level. 

Because complex information systems and automated operations are 

so expensive to design and build, there will be pressure to move ahead 

rapidly without fitting them to the people involved; rather the 

people, what few of them there will be, will be selected for compatibility 

with the automated technical system. Also, the great cost of changing 

such systems will bring resistance to change once a system has operated 

successfully. Paradoxically, although the coming era is seen as an 

era of rapid change, it will also be an era of inflexible, massive 

computerized systems. 

In sum, technology specialists known as systems designers will 

dominate all but the very top level of management, and they will have 

considerable influence at that level, too. Managers at other levels 

will have little responsibility and little chance to participate 

in decision making. Established systems may show strong resistance 

to change. The form of leadership used will, perhaps, he called techno- 

logical bureaucracy - impersonal, relatively rigid, based on expertise 

in information technology and automated equipment.
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Scenario 2 

Professional managers will have long since learned that a 

system (manufacturing, information, or other type of operation) 

can be designed by the finest engineers yet fail because it has 

neglected human factors. In fact, managers will have become so 

professional that they will view an organisation as a social system 

as well as an information system, a technical system, and an economic 

system. They will know that, for example, every feature designed 

into the technical system may affect the social system by affecting 

the type of workers needed, the type of leadership required by those 

workers, the type of training needed by those workers, or any of 

many other aspects of the social system. They will think in terms 

of human/machine systems rather than machine systems; they will 

balance concern for human values with concern for production. 

Top-level professional managers, now truly generalists, will 

through OD procedures, diagnose each situation (the personalities of 

key executives, the demands of the technology, the types of workers 

required etc) to decide what instructions to give the systems designers. 

In some cases they will order a highly centralized decision-making 

system that offers little opportunity for participative patterns of 

management; in other cases they will order just the opposite or 

something in between. 

The important point is that the higher-level executives will 

have sufficient understanding of information technology and quantitative 

decision techniques to be able to direct the system designers intelli- 

gently rather than be somewhat mystified by the complexities of systems 

analysis and systems design.
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Middle- and lower-level managers will be freed of most of the 

detailed supervising of operations because operations will be automated, 

nonmanagerial technicians will maintain the operations. The managers 

will also be largely freed from data gathering and interpretation, 

because data will be gathered automatically and processed into just 

the form they need. They will be freed from having to pass data to 

superiors and subordinates, since each manager will receive the data 

that is needed. Thus, these managers will have time to plan improve- 

ments, time to be creative, time to coach their subordinates, time 

to work on improving organisational effectiveness. 

Information technology will have advanced to the point where 

changes can be made readily in established systems. Thus, when 

managers at any level work out a desirable change, systems specialists 

can implement that change, at reasonable cost and without disrupting 

the total system. Also, as projects change from stage to stage, 

information systems can be readily adjusted. 

Those systems that have been designed for delegation of substantial 

decision-making authority to lower levels and to encourage participative 

management will also provide organizational units (job structures and 

work flow) that make possible allocation of responsibility for the 

decisions made. Thus the appraisal-by-results features of MBO 

will be feasible at a number of managerial levels. In sum, managerial 

leadership will be situationally effective, the type of leadership 

being contingent upon the situational factors. There will be increasing 

use of participative styles, but other styles will be used too, Infor- 

mation technology specialists will serve managers rather than dominate 

them. 

Source: Buchele R. B., The Management of Business and Public 

Organisations, McGraw-Hill, 1977 (pp 192-194). 
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APPENDIX 2.5 

GRAPH DEPICTING THE NUMBERS OF HOME UNDFRGRANUATE ENTRANTS TO 

UNIVERSITIES FOR THE YEARS 1988/89 AND 1995/96 AND ACTUAL NUMBERS FOR 

  
  

  

  

  

  

  

  

  
  

  

  

  

  
  

  

  

  

              
  

1976/77. 

110 

100 [ Women aged 

University 
26 and over 

Entrants 
Women aged 26 and over 

(GB) Men aged 

Thousands 
26 and over 

90 
Women aged 

21-25 Men aged 26 and over 

80 Men aged 
S 21-25 

Men aged 26 and over 
Women aged 21-25 

Women aged 26 and over 
Women aged 21-25} 

70 
‘ 

Men aged 21-25 

Women aged 
6 z 20 and under 

Women aged 
20 and under Women aged 

50 
20 and under 

40 

» Men aged 
20 and under 

Men aged : Men aged 

20 and under 
20 and under 

20 : : 

10 

® 1976/77 1988/89 1995/96 
Year 

Source: DES Discussion Document "Higher Education into the 

1980s", 1978
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APPENDIX 5.1 

Learning Style Inventory eee no eon, 

This inventory is designed to assess your method of learning. 
As. you take the inventory, give a high rank to those words which 
best characterise the way you learn and a low rank to the words 
which are least characteristic of your learning style. 

  

You may find it hard to choose the words that best describe your 
learning style because there are no right or wrong ansvers. 
Different characteristics described in the inventory ere equally 
good. The aim of the inventory is to describe how you learn, not 
to evaluate your learning ability. / 

* instructions 

There are nine sets of four words below. Rank order each set of 
four words assigning a 4 to the word which best characterises your 
learning style, a 3 to the word which next best characterises your 
learning style, a 2 to the next most characteristic word, anda l 
to the word which is least characteristic of you as a learner. Be 
sure to assign a different rank number to each of the four words in 
each set. Do not make ties. 

! 1. Discriminating - tentative - involved - practical 

2. receptive - relevant - analytical - impartial 

3. feeling - watching - thinking - doing 

4. accepting - risk-taker - evaluative - aware 

: 5. intuitive - productive - logical — questioning 

6. abstract - observing - concrete - active 

7. present-oriented reflecting - future-oriented - pragmatic 

8. experience - observation - conceptualisation - experimentatia 

9. intense - reserved - rational ~ responsible 

FOR SCORING ONLY 

CE RO AC AE 

234578 136789 234589 136789 

Source: "Organisational Psychology : An Experiential Approach" 

2nd Ed D. A. Kolb, I,M.Rubin, J. M. McIntyre, Prentice- 

Hall, Englewood Cliffs, 1974, pp 23-24.
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Appendix 5.1 continued 

Learning Style Profile 

Norms for the Learning Style Inventory 

Concrete 
Experience     
  

  
Abstract 

Conceptualization 

The concentric circle represents percentile scores on the 

combined responses of 127 practicing managers and 512 Hervard 

and M.1.T. 

raw score 
higher on 
tested, a 
anyone in 

Source: 

graduate students in management. (For exampie, @ 

of 21 on Abstract Conceptualization means you scored 

this dimension than 80% of the managers and students 

score of 24 would indicate you scored higher than 

the population on which these norms are based). 

“organisational Psychology: An Experiential Approach" 

2nd Ed D. A. Kolb, I. M. Rubin, J. M. McIntyre, 

Prentice-Hall, Englewood Cliffs, 1974, pp 23-24. 

s
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QUESTIONAIRE ABOUT KEY ACTIVITICS MANAGERS ARE CONCERNED WITH 

I am interested in categorising the different types of demands which jobs 

in various functions make on the managers of the company. As a starting 

point I would like to know what are the key activities which persist over 

\ time, in your type of job in the company. I would like you to try to 

think of not only the problens peculiar to your particula: job, but of the 

job of "Cans PL Anac 2s. ™ in general. 
a 3 

Here are some guidelines to help you think about this. 

A Some tesks require you to be sensitive to other peoples feelings and 
: -peactions to your ideas; for example, in developino teams, training 

subordinates, in liaising with people outsids your department or 
outside the organisation where relationships are important and where 
people may have different objectives. 

B Some tasks require you to think about things from a variety of 
different viewpoints, to reflect on ideas and to choose the best vay 
of tackling a probles when there is no "right" answer. For exemole, 
in looking for new opportunities for the company, in initiating con- 
trolled changes, in looking for new information from a variety of 
sources to understand the company (or department) and the environment 
in which it operates. 

  

_€ Some tasks require you to sort out what meaning can be attributed to 
a problem, to sort out from a collection of observations what the 
right answer to a problem is, to be able to evaluate the true worth 
of information for example, in evaluating proposals and authorising 
their implementation, in dealing with a lot of information on trends, 
internal operations and producing analys@s, forming policies and 
strategies, in solving a problem uhere there is a breakdown in a 

system. . 

D Some tasks require you to choose a course of action and do things to 
put problems right; for example, in dealing with crises and thinos 
disturbing the smooth running of the organisation and removing the 
cause of the trouble, in establishing basic work systems and deciding 
how and who will do what. 

I would like you to list the key tasks in your sort of job which persist 
over time (i.e. not tha one-off task which occurs very rerely) : 

List 3 tasks which take up a great deal of your time. 

List 3 tasks which have the greatest impact on your achievemant in your 
job. 

(These tuo categories say overlap: if so, list the 6 most important tasks 
of your job, in terms of acnieving the objectives set). 
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pe Appendix 5.2..continued 

Limit yourself to 6 unless you feel this would miss out things 
equally important to the 6 stated. 

  

(ae “= = = sie 

. 2 : 
time C2. < 

¢ 
% GSecere aN ae yee 

( 4.8 2. +a: 
( 

impact Gist as : : 
Coe 
¢ aa 

  

: Do you feel any of these could be considered te come within the catecories 

outlined in the guidelines? Remember the examples are not inclusive. 

If 50, please indicate by letter the category to which you feel each key 

task belongs. y : 

Thank you. 

{ 

  

i 
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APPENDIX 5.3 a) FORMAT FOR INTERVIEWS 

4. Could you please describe the resposibilities of your present post 

and the sort of things you do now? 

2. Activities (after Mintzberg) 

These are some descriptions of what managers do. Rate each description 

on the scale I give you. Give the first rating you think of, as this 

the best answer. There are no right or wrong answers. 

Applicable to my job Not 
0 7 applicabl 

to my job 

  

2.11 am a troubleshooter. I concentrate on things which disturb the 

smooth running of the organisation. I seek to remove immediate causes 

of trouble and to buy time to put other things right in due course. 

2.2 I deal with a lot of information on, for example, internal operations; 

Ideas; Trends; external events; I produce analyses. 

2.3 I liaise with people outside the organisation. They can help me and 

Sometimes I can help them. I pass on information to colleagues inside 

the organisation. 

2.41 take charge when the organisation is involved in important 

negotiations with other organisations. 

2.5 1 initiate policies where important decisions are made. 

2.6 I design and initiate major changes in the organisation or I am 

involved in policy formulation. 

2.7 I evaluate proposals submitted to me and I authorise significant 

decisions before they are implemented. 

2.8 I am always on the look out for new opportunities that the company 

could exploit. 

2.9 I decide the basic work system in my area of the organisation. I 

decide what will be done, who will do it, and what methods will be used. 

2.10 I am responsible for hiring, and training subordinates and for 

putting them forward for promotion. I have authority to recommend dismissal 

(if necessary) 

"2011 I continually seek information from a variety of sources so as to 

develop an understanding of the organisation and its environment.
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3. Current job activities 

3.1 

3.2 

3-3 

3.4 

365 

3.6 

4.1 

4.2 

4.3 

4.4 

4.5 

4.6 

4.7 

Job performance is often very hard to measure, but what in your op-nion 

would distinguish someone who could make a success of your job from 

someone who would not succeed, or particular qualities he would necd. 

Do you feel you have scope for development of your own interests in 

your present job? 

Does your present job provide you with sufficient interest for you to 

remain in it for some time? If not, what would you be looking for? 

  

Wat proportion of your work is laid down for you? 

mostly mostly decided 

laid Bene 

down tl OW ae 

What is the longest time for which you can plan ahead in your job? 

What is the average time for which you can plan ahead? 

What is the longest time in your job before you know the results od a 

decision you have made? What is the average time before you know the 

results o@ a decision you have made? 

Career 

How did you learn to do each of your jobs since you left full time 

education? 

Do you feel that what you learned in previous jobs was of value in 

subsequent jobs, even if yon didn't realise it at the time? If so 

can you give examples? 

Do you feel that your promotions were planned for you, or do you think 

you have made your own opportunities? Do you think future promotions 

will be planned or made by you? | 

Have you ever declined a move for personal reasons? If so, do you feel 

that this has effected your career prospects in any way? Do you regret the 

decision or are you happy with it? 

How did you get to hear of your present job? 

Have you any professional qualifications which you think will help you 

follow your career? 

Do you think you have the opportunity to hear of other jobs that you may 

wish to apply for, whilst you are in your present position?
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4.8 What do you feel a manager in your position is required to do to help 

his subordina'es improve their present performance and to prepare them 

for promotions? 

4.9 Is it sometimes difficult to reconcile the needs of your subordinates 

with the needs of your area or of the company? 

Job Change 

5.1 Are there any important ways in which the things you dé in your job 

today differ from the things you did when you were first appointed to 

the job? 

5.2 If you were in this job in five years time, what things do you think 

will have changed about it? 

5.3 Can you foresee changes in the Company or the business environment 

that may affect jobs like yours in the future? 

6 Climate measures 

Think of the area of the organisation which you know well and in which 

you are a subordinate of a team, as well as head of a function. Mark on 

the scale a point which you think best describes your situation. 

6.1 There is little or We are involved in the 

no planning of the planning process and feel 

work that comes eee committed to the deadlines 

my way agreed. 

6.2 Work relationships People get together around 

are based on traditions common tasks as the need 

with strong emphasis 1 0 arises, and pay little 

on vertical hierarchical attention to formal channels. 

structure. 

6.3 You are expected People are normally allowed 

to do as you are told to contribute to decisions 

and not question eo which ahve major impact on 

decisions. their work or when they have 

knowledge to contribute. 

6.4 People only take People can take initiative 

  

fe: 3 ae ee 50 

limited action on request. within agreed broad guidelines 

6.5 People are guided more People do things because 

by pressure from above 1 0 they have a common sense of 

than by a sense of purpose and not because 

committment. they are driven.



6.6 The section (dept.) 

APPENDIX 5.3 continued 

believes in throwing people in 

at the deep end. 1 

6.7 There is considerable 

friction and lack of 1 

cooperation between 

section/departments. 

——E, 

6.8 You're all right in this 

team (dept.) if 

your face fits. 
en ee eh 

249 

There is a real effort to 

diagnose people's training 

needs and to satisfy them. 

Sections/departments work 

well together to achieve 

maximum overall effectiveness. 

People here are judged very 

largely on performance against 

agreed standards and objectives.
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APPENDIX 5.3 continued 

REPORT ON 

INTERVIEWS CONDUCTED WITH SENIOR DUNLOP MANAGERS 

INTRODUCTION 

SECTION 1. 

SECTION 2. 

CONTENTS 

CURRENT JOB ACTIVITIES 

P
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e
E
 

e
e
 

P
e
 

; 
A
 

n
u
w
 
P
W
N
 

PB
 Relations to others 

Business Understanding 

Career Objectives 

Job Interest 

Time Span 

Activities of the manager 

Work laid down for managers 

CAREER 

2.1 

2.2 

2.3 

2.4 

SECTION 3. 

SECTION 4. 

CONCLUSIONS 

2.5 

Learning to do the job. 

Accumulating Experience. 

Management Planning 

Professional Qualifications 

Training Subordinates. 

CHANGES IN THE JOB 

3.1 

3.2 

Changes over the last five years 

Changes in the next five years 

ORGANISATIONAL CLIMATE 

4.1 Looking at Climate rating scales. 

FORMAT FOR INTERVIEWS
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INTERVIEWS CONDUCTED WITH SENIOR DUNLOP MANAGERS © 
  

(DECEMBER 1975 - JANUARY 1976) 

INTRODUCTION 

The purpose of these interviews was to look at the 
activities of the senior manager in Dunlop, at his 
career pattern and training, at the training he is 
currently giving his subordinates and at the way 
he perceives the environment in which he works. 

Several of the questions were open ended, to which 
the manager could respond at length. The rest 
were rating-scales for which a single fisure was 
required as a response. The report which follows 
is a summary of the findings from these questions. 

For the open ended questions the main points drawn 
out for comment are those things which occurred 
frequently or predominantly in one function or in 
some other way appeared to be important and stood 
out in the raw data. 

The rating scale questions have been grouped approp- 
riately and the tables will be presented and these 
commented upon. 

251
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APPENDIX 5.3 continued 

SECTION I. CURRENT JOB ACTIVITIES 

1.1 RELATIONS TO OTHERS 

Whilst the degree of emphasis changes from function to function, 

the overwhelming impression (with the possible exception of the 

finance section) is one of senior managers in all functions 

being primarily concerned with people - either personally in 

that their own personality is important (e.g. ability to sell 

ideas, take risks, see ahead clearly, have analytical ability) 

or more often with relating to other people - the ability to 

influence and motivate others, communicate with and get on with 

others, comes through time and time again. 

1.2 BUSINESS UNDERSTANDING 

A general understanding of business principles and also of the 

Dunlop or, isation and its environment seem very important. 

Technical/Professional competence is seen as being particularly 

important in GMS and Finance. Managers often stress the 

importance of an analytical ability and approach. 

Personnel people seem to be required to be particularly resilient! 

1.3 CAREER OBJECTIVES 
> 

This depended at this level on the managers age and present post 

because some managers who had reached their objectives and were 

approaching retirement had no career objectives as such. For 

the others the three main areas which seemed important were 

(1) Carrying more responsibility. 

(2) A desire to improve on their own area or 
function before leavins it. 

(3) Step into General Management, if not already 
there, or a position on the board. 

1.4 JOB INTEREST 

Most of these people felt’ they did have scope for development 

of their own interests, although time was mentioned as a limiting 

factor and most felt that their job was challenging and held 

their interest. Factors which affected this were 

(1) Frustrations in the job ("batting against a brick 
wall" feeling) 

(2) Having been long enough in the job to have exhausted 

all the new lines of interest. 

(3) Team well trained enough now to get on with it. 

1.5 TIME SPAN 

a) Planning ahead. 

It is difficult to see definite trends or patterms here. Those 

involved in policy formation are planning furthest ahead, 

regardless of function. Finance seems fairly short term but
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we cannot say that other functions are not planning in the 
short term - e.g. subject Z talks in terms of only planning 
@ month ahead. People found it difficult to assess how long 
ehead they are planning,possibly because their jobs are varied 
e.g. planning for staff and management plan, planning for 
function/area for future - to planning meetings and trouble— 
shooting. 

b) Receiving results of a decision 

Again people found this difficult to answer because so often, 
they said, results are not black and white and it would often 
be difficult to determine what would have happened had an 
alternative decision been made. 

Many pointed out that in policy formation the results are never 
known, particularly as plans are constantly adjusted. 

1.6 ACTIVITIES OF THE MANAGER (after Mintzberg) 

The data is shown in Table l. The scores have been roughly 
divided so that one third of respondents fall into each catersory 
of low applicability (0-4.5), medium applicability (5-6) and 
high applicability (6.5 or 7). The frequency with which each 
eetivity appears in these categories for all respondents has 
then been calculated. On the basis of this the activities 
have been divided into codes A,B,C,D and E. 

Activities which score very high for the majority. 
Activities which score medium for the majority 
Activitieswhere there is a spread of roughly equal 
numbers across all ratings. 
Activities with only a minority of high ratings. 
"Negotiation" which has a low number of medium ratings 
iee. is a bimodal distribution. 

H
y
 

a
A
w
P
>
 

u
u
 

u
u
 

This means that the most applicable activities for the senior 
managers interviewed were: 

  

(i) Decidine the basic work system of his area of the 
organisation — deciding what will be done, who will 
do it and what methods will be used. 

(ii) Responsibility for hiring and training subordinates 
and for, putting them forward for promotion. Having 
authority to recommend dismissal. 

The next group of activities which are less applicable than 
those (most frequently rated as medium applicability) are 

(iii) Always being on the lookout for new opportunities 
the company can exploit. 

(iv) Initiating policies where important decisions are made 
or being involved in policy formation. 

(v) Continually seeking information from a variety of 
sources in order to develop an understanding of the 
organisation and its environment. 

There was an even spread of high, medium and low applicability 

for ‘ 

tk pepe
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SKETCH GRAPHS ILLUSTRATING FREQUENCY DISTRIBUTIONS OF 

ENDORSEMENTS OF EACH ACTIVITY CATEGORY FOR HIGH, 

MEDIUM AND LOW SCORES. 

The activities have been grouped according to their 
differing distributions. 

  

A Rating frequencies ascend from low to high. 

Freq. H 

M 

L 

L M H Score 

B Frequencies peak in the medium range. 

Freq. H4 

M 

L q 

L ¥ H Score 

c There are similar frequencies for each 
category: high, medium and low. 

Freq. Ht 

M 

‘s ear 
L M H Score 

D Rating frequencies descend from high to low. 

Freq. H 

M 

L f 

i ow H Score 

E The lowest frequency is in the medium range. 

an Freq. H 

ui Nae 

L 
—$—$<$<$<—$_—>   
L M 4H Score
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(vi) liaising with people outside the organisation and 

(vii) dealing with a lot of information on trends, ideas 
external events and producing analyses. This is 
interesting as a lot of managers stressed the 
importance of an analytical approach to their work. 

These were not seen as applicable by most managers:— 
(viil) Troubleshooting, 

(ix) evaluation of proposals and authorisation of 
significant decisions and 

(x) initiating major organisation changes 
The following was on its own. 

(xi) Negotiating with other organisations was a bimodal 
distribution but on the whole it was inapplicable for 
more managers than it was applicable. 

Thus, a picture of the "typical" Dunlop manager can be drawn:- 

A man for whom programming work and developing a team is 
very important, for whom policy formation, exploitation of 
new opportunities and seeking information from a variety of 
sources is of medium importance, for whom liaising with other 
organisations and dealing with information may or may not be 
applicable for whom troubleshooting and authorising proposals 
and negotiating with other organisations are not so significant. 

This is illustrated below. 

  

  

Probability 
of being 
applicable peoerammer 

to job. developer 

Policy former 
Seeking 
information 
and new ideas 

  

Troubleshooting 
Authorising 
proposals. 
Negotiating.         

Figure 1. "THE TYPICAL DUNLOP MANAGER" (not to scale) 

Three interviewees fitted this picture. These were all from 
different functions. 

The data for the high scores was examined to see if any 
particular function had "skewed" the data or whether the 
high scores were of the same proportion across functions, 
for the programmer and team. 

‘The results are shown overleaf



APPENDIX 5.3 continued 257 

  

  

          

  

  

          

SCORES FOR 'TEAM DEVELOPER'. 

PROGRAMMER 

NO. OF HIGH n= 28 HIGH RESPONSE 
FUNCTION RESPONSES NO. IN GROUP RATE 

Personnel 5 T 0.71 
Marketing 3 4 0375 
GMS 3 3 1.00 
Finance a 3 0.33 
Insurance 0 2 - 
Supplies & 
Distribution e . 7-00 

Buying 2 3 0.66 
Technical 
Development & 1 3 0.33 
Production 

Comptroller Be L 1.00 

TABLE 1-2. SHOWING RESPONSE RATE IN THE HIGH 
SCORES FOR *PROGRAMMER'. 

TEAM DEVELOPER 

NO. OF HIGH n = 28 HIGH RESPONSE 
FUNCTION RESPONSES NO. IN GROUP RATE 

Personnel 5 7 0.71 
Marketing 2 4 0.50 
GMS 2 ) 0.66 
Finance al 3 OF33 
Insurance a 3 0.33 
Supplies & 
Distribution 2 2 1.00 

Buying 3) 3 1.00 
Technical 
Development & 3 3 1.00 
Production 

Comptroller a ab 1.00 

TABLE 1-3. SHOWING RESPONSE RATE IN THE HIGH 

whilst the sample size is small it appears that all functions 
have contributed to team developer and programmer being 
particularly important in senior management in Dunlop. 
Finance and Insurance show lower contribution to this than 
the other functions but at this stage it is difficult to say 
whether or not this is significant. 
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1.7 WORK LATD DOWN FOR MANAGERS 

The managers responded on a scale indicating what proportion 

of their work was laid down for them. 

The results are shown in the table below: 

  

  

Decided by Score Frequency 
manager 0-2 (Low) 10.37% (19) 

3 - 4 (Mea) 7.40% (2) 

  

5 - 7 (High) 22.22% (6)       Laid down 
for manager Nox 27, 
  

TABLE 1-4. SHOWING FREQUENCY OF RESPONSES IN EACH 

OF SCORE GROUPS INDICATING PROPORTION 

OF WORK LAID DOWN FOR THE MANAGER. 

This can be seen to be a skewed distribution with the majority 

of managers indicating that little of their work is laid down 

for them (70%) 

However, it is slightly bimodal and just over 22% of managers 

felt that a lot of their work was laid down for them. 

This may indicate that in different areas of the organisation 

management style is more or less autocratic, although an 

autocratic style would not be expected at this level. It 

may therefore reflect something about the nature of the work 

these managers do. It does not appear related to one particular 

function as these 22% cover finance, insurance, production 

and personnel. (Only one third of these rated troubleshooting 

highly in the previous section).
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SECTION 2. CAREER 

2.1 LEARNING TO DO THE JOB 

Some functions, notably finance, insurance and computors (GMS) 

had had some formal training, mostly at the beginning of the 

career. This was not the general case of personnel, marketing 

etc. There is a fair smattering of senior management executive 

seminars and other modules that managers have been on in later 

career. 

The main way managers felt they learned to do their work was 

on the job experience - learning from colleagues and superiors 

around them. 

Two main things which they felt helped them were: 

(1) A good boss at some or all stages, who gave them 
responsibility, help and stretched them. 

(2) Running a business - or being a big cog in a smaller 
wheel - either abroad or in their own company. This 
they felt gave them experience in a wide range of 
functions which is important for senior management. 

They felt there was a gradual built up of experience and things 

learned during their career contributed to the next job. Many 
had learned jobs by jumping in at the deep end. A few said 

their early training in accountancy was vital to them, even 

after changing functions. In some areas, particularly GMS, 

people had their own jobs when they were breaking into new 

areas and everyone was learning from everyone. A few felt reading 

was important. One felt his accelerated experience as a foreman 

when a production trainee was valuable. This may be a useful 

line of inquiry - how to accelerate the srowth of experience 

and on-the-job knowledge for younger managers. 

2.2 ACCUMULATING EXPERIENCE 

The sorts of accumulated experience, mentioned above, which 
appeared to be important are - 

(1) Learning about people - how to get on with them, 
manage them, motivate them. 

(2) Experience abroad or in small company where they 
were able to learn about many functions and had 
experience in managing people. 

(3) Product knowledge and knowledge of Dunlop in 
particular. 

(4) Financial training. 

2.3 MANAGEMENT PLANNING 

20/28 managers thought their promotions had no planning at all. 

5/28 thought there had been some planning but were critical 

of the success and even the feasgbility of career development. 

Some felt there had been planning at the early stages but not 

later on.
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When asked how they had got their present job, 20/28 said 
they had been offered the job without seeking it specifically. 
4/28 had stepped into their bosses shoes. This is interesting 
as 20/28 had previously said (above) that there had been no 
career planning at all - although most said that they had 
been offered their present job. 7/28 expected specifically 
to be invited to take up their next post. (4/28 did not feel 
that they would have the opportunity to apply for other jobs). 

On being asked whether they had ever refused a job for personal 
reasons, 9/27 said they had not. Of the 17 that had refused 
a job:— 

(i) 7 did not think it had affected their career and 
did not regret the decision. 

(ii) 5 thought it had affected career but did not resret 
it as it was the only course at the time. 

(iii) 1 said he declined a job but later accepted when he 
was told it would definitely affect his career. 

During the interviews a lot of managers expressed a view that 
mobility was important if you wanted to get on — you had to 
be willing to move at a moment's notice. There is an 
implication here that some planning was being carried out - 
you have to be on someone's list to be asked to moves 

2.4 PROFESSIONAL QUALIFICATIONS 

There was general scepticism as to the worth of professional 
examinations, particularly with relation to higher levels of 
the organisation. GMS, Marketing, Buying were notable for 
their lack of interest in professional qualifications. 
Qualifications were frequently criticised for not being 
practical enough. 

2.5 TRAINING SUBORDINATES 

These managers are training their subordinates by:- 

(1) Giving responsibility and stretching them, delesating 
to them. 

(2) Giving criticism, advice and encouragement. Spending 
time with them. 

(3) Assessment of training and experience required. 

(4) Providing the right climate for self development. 

(5) Setting targets. 

(6) Detecting weaknesses and finding suitable trainine. 

(7) Making sure their subordinates are training all 
down the line. 

(8) Using training courses - particularly in technical areas. 

(9) Extending their experience e.g. taking them along 
when negotiating. 

(10) Monitoring progress. 

(11) Looking ahead to next job and trying to fill in 
knowledge he will need then.
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(12) Giving the benefit of own experience. 

(13) Having an open door so he can talk about problems. 

Obviously not all the managers are doing all of these things. 
Some favour an approach of giving subordinates "freedom" and 
room to develop under as little control as possible. Some 
favour a more structured approach - finding weaknesses and 
correcting them. 

Nine managers felt they had no difficulty in reconciling 
the needs of their subordinates with the needs of the company, 
of those who did find difficulty the main problem areas were:- 

(1) Limitations of the department in terms of 
developing the individual and providing 
promotion prospects. 

(2) Reconciling personal development with company 
directives and getting on with the job. 

(3) Finance mentioned problems of understaffing. 

(4) Problems of promoting people because of gradings 
system. 

(5) Domestic problems -— holidays, weekend work etc. 

The problem which 7 of the managers raised was difficulty 
in promoting good people. This may be important for the 
project in terms of difficulty in implementation.
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SECTION 3. CHANGES IN THE JOB 

3.1 CHANGES OVER THE LAST FIVE YEARS 

Managers mentioned changes which appeared idiosyncratic for 
their particular job, but in addition these changes seem 
to have had a more wide ranging effect. 

1) 

2) 

3) 

Gaining confidence in the job because he knows 
more about the job and the organisation and 
therefore finds it easier to make decisions, 
delegate etc. 

Cash flow problems - has meant cut downs in 
departments, change in emphasis of jobs and 
more cost consciousness and general effects 
of the state of the economy (e.g. 3 day week). 

Technical changes - e.g. particularly in 
computors. 

3.2 CHANGES FORESEEN IN THE NEXT FIVE YEARS 

Change is commonly expected in these areas:-— 

1) 

2) 

3) 

4) 

5) 

6) 

te) 

Improvement in professionalism (particularly 

personnel) 

Legislation will affect the work of many 
managers - from Trade Union activities, and 
Industrial Democracy to pension schemes, 
advertising etc. 

Increased importance and sophistication of the 
use of computors. 

Various structural changes will take place - 
in some areas slightly more centralisation is 
envisaged, there should be development of a4 
unified European Market and direct shipping to 
Europe etc. 

A better skilled and trained staff is expected. 

Continued checking on costs and use of resources. 

The importance of the European Market was 
emphasised. 

The two most important areas which concerned 
managers seemed to be the increase in legislation 

and use of computors.
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SECTION 4. ORGANISATIONAL CLIMATE 

4.1 LOOKING AT CLIMATE RATING SCALES 

The data is presented in Table 4.1. 

The data is all skewed to the low end of the scale. The 
means are very low. The data was difficult to sroup 
meaningfully as so much is clustered at the low end of the 
scales. However questions 6.2 and 6.6 (Coded as A) appeared 
to have a grouped effect, peaking at about 2 or 3 and tailing 
off either side of this. This is illustrated in the first 
sketch eraph. 

Question 6.1 (Coded as B) has a much more even distribution 
throughout the whole range of the scale, although this too 
is weighted to the low end of the scale. This is illustrated 
in the second sketch graph. 

Questions 6.5, 6.7, 6.8, 6.3 and 6.4 (Coded as C) all appear 
to be much more weighted towards the low end of the scale. 
This is illustrated in the third sketch graph. It is a 
debatable point whether or not Question 6.5 should be Coded 
B or C. 

The major point to note about this data is its definite skew 
towards the low end of the scale. 

This means that most managers feel committed and involved 
in their work and feel performance is judged on objective 
standards and get on well with other departments. There is 
a definite bias towards a non restrictive environment where 
people can take initiative and so on. There were quite a 
few managers who felt that whilst people did get tosether around 
common tasks formal channels were still important in their 
area — hence the peak in question 6.2. Similarly people also 
felt there was a mixture of diagnosing training needs and 
throwing people in at the deep end. Question 6.1 proved 
very difficult for people to answer. There is a fair spread 
of scores, here, this may reflect both the area of work 
but also whether the question was taken to mean being told 
to do something or how to do it. 

People certainly felt they could contribute to decision making 
and take initiative. 

The three interviewees who showed a "typical" job activity 
pattern in Section 1.6, showed low scores on all these questions 
except for one high score in question 6.2. Thus they continue 
to be fairly "typical" in this area, too. Only one manarer 
showed high scores throughout (three scores of 6, two scores 
of 6, one score of 7 and one score of 3). This was a personnel 
person. No particular function stands out as rating very hich 
or very low. 

This area of questions were found to be particularly difficult 
for managers to rate. This was partly because the two ends of 
the scales were not polar opposites and therefore it was difficult 
to judge how to rate the statements. It is felt that any further 
investigation of organisational climate would require a refinement 
of technique.
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FIGURE 4-1. SKETCH GRAPHS OF CLIMATE RATING SCORES 

A. Frequency 

y 1 

B. Freauency 

1 

Cc. Frequency
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CONLUSIONS 

This questionaire has yielded a lot of useful information about senior 

management in Dunlop. It has shown that it is possible to compare very 

different kinds of jobs in various functions. It has also shown up areas 

which are difficult to quantify in senior management, such as time span 

of discretion and also areas where further study would require a 

refinement of technique e.g. climate measures, 

It is apparent, that for those people interviewed, training has been 

mainly by coaching and experience on the job. They have been coached and 

are coaching their subordinates. They see themselves as having been 

trained by superiors and now-train their subordinates. This comes out in 

the team developer being the most applicable Mintzberg category. 

These people have "arrived" and their perception of the organisation is 

favourable This is a usual phenomenon in climate measures, although 

people further down the organistaion do not always see it like thet. 

The question arises whether or not the Mintzberg classifications are 

a suitable basis for looking at the discrepancy between middle and senior 

managers and a suitable peg on which to base predictions about future 

managers. Now the senior manager in Dunlop today has been examined, a look 

must be taken at the people likely to be in these sorts of positions in 

the future and at the sorts of things which may affect the type of manager 

Dunlop will need in the next decade.
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APPENDIX 6.2 MCQUITTY CLUSTERS OF ENVIRONMENTAL COMPLEXITY ITEMS 

Time Period 1 

ENVIRONMENT ITEMS 

RESULTS OF 0.458 0.527, CRISES OCCURRED, 0.360 385, PEOPLE 

activity * = erates —? REQUIRING <7 mposstE ” NEEDED 

WERE IMMEDIATE TO BE ALONE ADVICE, 

UNPREDICTABLE ATTENTION INSTRU- 
TION 

0.527 A 

CONSEQUENCES OF 
DECISIONS 
FOLLOWED 
SWIFTLY 

0.443 PROBLEMS REQUIRED 
0.5057 ADHERENCE TO SPECIFIC 

PROCEDURES 

BARD TO TELL 
IF SOMETHING 9 499 IF THINGS WERE NOT WORK- 
WOULD DEVELOPS ING PERSON RESPONSIBLE 

INTO A PROBLEM TO FIND OUT WHY AND CORRECT 
IT 

0.532 
ICONFLICTING EVIDENCE KEPT 
COMING IN 

COPIOUS 
0.430 

DOSSIERS S"—S ,GREEMENT HAD TO 
ee BE REACHED AMONG 

PEOPLE OF DIF- 
FERING INTERESTS 

0.430 0.369 

RECOMMENDATIONS FROM 
A VARIETY OF VIEWPOINTS 
CIRCULATED 

SPECIALISTS, 0.419 _ NO CLEAR 
USED THEIR PRECEDENTS FOR 
OWN JARGON SUDGEMENT 

PEOPLE LIABLE TO CHANGE THEIR 
DEMANDS UNPREDICTABLY 
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Appendix 6.2 continued 

Time Period 2 

ENVIRONMENT ITEMS 

RESULTS OF ACTIVITY 0.41: 0.530, CRISES 9.304, IF THINGS 
WERE UNPREDICTABLE cess : ? OCCURRED NOT WORKING 

REQUIRING PROPERLY PERSON 
IMMEDIATE RESPONSIBLE 
ATTENTION EXPECTED TO 

FIND OUT WHY AND 
cs CORRECT IT 

CONSEQUENCES OF 
DECISIONS FOLLOWED 
SWIFTLY 

0.356 

PROBLEMS REQUIRED ADHERENCE 
TO SPECIFIC PROCEDURES 

HARD TO TELL IF 0.423 0.341_ PEOPLE NEEDED 
SOMETHING WOULD <——?_conrLIcring <——? ADVICE, INSTRUCTION 
DEVELOP INTO A EVIDENCE KEPT 

PROBLEM COMING IN 

0.388 

SPECIALISTS USED THEIR 
OWN JARGON 

NO CLEAR oo ecercre DOSSTERS S-PAGREEMENT HAD TO_0.322 RECOMMENDATIONS 
PRECEDENTS eae eee BE REACHED AMONG’ FROM A VARIETY 
FOR JUDGE- PEOPLE OF DIF- . OF VIEWPOINTS 

MENT FERING INTERESTS CIRCULATED 
CONCURRENTLY 

PEOPLE LIABLE TO Ae IMPOSSIBLE TO BE 
CHANGE THEIR —— Ae 
DEMANDS UNPREDICTABLY 
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Appendix 6.2 continued 

Time Period 3 

ENVIRONMENT ITEMS 

CRISES OCCURRED CONSEQUENCES gif THINGS WERE 
ea 2533 neournns = 2284 oF pecrsrons 222Fxor worKins 

IMMEDIATE FOLLOWED PERSON RESPON- 

‘ATTENTION SWIFTLY SIBLE EXPECTED 
TO FIND OUT WEY 
AND CORRECT IT 

RESULTS OF ACTIVITY 
WERE UNPREDICTABLE 

NO CLEAR PRECEDENTS 0.355 
FOR JUDGEMENT 

Sa a SPECIALISTS USED 
paseo / ey THEIR OWN JARGON 

PEOPLE LIABLE 
TO CHANGE 
‘THEIR DEMANDS 
UNPREDICTABLY 

a coe 

IMPOSSIBLE TO 

  

  

BE ALONE 

PEOPLE NEEDED RECOMMENDATIONS 
ADVICE, INSTRUCTION FROM A VARIETY OF 

6.326 VIEWPOINTS CIRCULATED = — 
6.399 = 

: - 
AGREEMENT HAD TO BE pee 
REACHED AMONG PEOPLE a 
OF DIFFERING INTERESTS Se < 

0.326 Ze 
PROBLEMS REQUIRED oe 
ADHERENCE TO ge 
SPECIFIC PROCEDURES =~ 

= we pp 0-409 oe BARD TO TELL IF "OP 1OUS 
Sa SOMETHING WOULD DOSSIERS 

eas DEVELOP INTO A WERE KEPT 
PROBLEM 
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Appendix 6.2 continued 

Time Period 5 

ENVIRONMENT ITEMS 

COPIOUS DOSSIERS,_0.290 HARD TO TELL 0.525, RESULTS OF ! 
WERE KEPT = ? WHETHER someratn® > ACTIVITY WERE 

WOULD DEVELOP INTO UNPREDICTABLE 
A PROBLEM 

a a es ig ee eee a z 

/ 
< 

CRISES OCCURRED ia i , i 
Soe 0. 382NHICH REQUIRED 6. 440, UNEXPECTED / 

2283 rmeprare |= <2“! nappenep 7. FOLLOWED Saat 3 
SWIFTLY 

NO CLEAR 
PRECEDENTS 

cca FOR JUDGE- 

THINGS NOT WORKING eaea 
PROPERLY PERSON 
RESPONSIBLE 
EXPECTED TO FIND OUT 
WHY AND CORRECT IT 

PEOPLE LIABLE TO 
CHANGE THEIR 

7 DEMANDS UNPRE- 
DICTABLY 

0.423 
CONFLICTING EVIDENCE 
KEPT COMING IN 

  

    

    
0.290 

SPECIALISTS USED 
‘THEIR OWN JARGON 

—/ AGREEMENT HAD TO BE RECOMMENDATIONS 
1 aes eo REACHED AMONG PEOPLE 2-297, rRom A VARIETY 

OF WIDELY DIFFERING OF VIEWPOINTS 

INTERESTS CIRCULATED 

j 

PEOPLE NEEDED ADVICE, PROBLEMS REQUIRED 
INSTRUCTION <-O:321_y ADHERENCE TO oe22s aoe O) 

SPECIFIC PROCEDURES    
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Appendix 6-2 continued 

Time Period 6 

ENVIRONMENT ITEMS 

SPECIALISTS USED 

  
  

COPIOUS PEOPLE NEEDED 
DOSSIERS 0.360 = CaM SES ADVICE INSTRUC- 

WERE KEPT Aa TION 
(0.360 

CONFI 0.432, UNEXPECTED, 0.433, PROBLENS ¢ <——> REQUIRED ¢ 
EVIDENCE HAPPENED 

KEPT COMING ADHERENCE te 
IN TO SPECIFIC t 

PROCEDURES Yi 

7 
0.432 7 ‘ 

/ 
CRISES OCCURRED we 
WHICH REQUIRED 0.292 ZL 

IMMEDIATE 
ATTENTION IMPOSSIBLE 4 

TO BE 4 

0.329 ace ALONE / 

NO CLEAR y 
ee PEOPLE LIABLE it FOR .324 = y 

TOS EErE ‘THEIR DEMANDS 
/ AG ENT ONPREDICTABLY 

0.322 HAD TO BE / 
REACHED y 
AMONG PEOPLE / 

OF WIDELY 
DIFFERING a 
INTERESTS va 

4 ‘THINGS NOT 0.369 CONSEQUENCES 

RECOMMENDATIONS te WORKING = OF DECISIONS 
FROM A VARIETY PERSON RES~ FOLLOWED 
OF VIEW POINTS PONSIBLE EXPECTED SWIFTLY 

CIRCULATED TO FIND OUT WHY 
CORRECT IT 

HARD TO TELL IF 0.331 RESULTS OF 

SOMETHING WOULD<—“=== > acTIVITY 
DEVELOP INTO A WERE 

PROBLEM UNPREDICTABLE 
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APPENDIX 6.4 MCQUITTY CLUSTERS OF LEARNING ABILITY ITEMS 

Time Period 1 

LEARNING ITEMS 

CHOOSE AMONG, 
COMPETING °0.540? TAKE<—p-zpe—> ACT 
JTERNATIVES RISKS CONFIDENTLY 7 

0.520 
a 

- 

THINK THROUGH 
# i 

PROBLEMS ee 
zt Y LOGICALL! & 

2 
Ze 

2 2 
7 7 UNDERSTAND 

77 AND INFLUENCE 
Aes MY OWN 

e= FEELINGS 0.424 

ie ee ne 
Bee DISPASSIONATELY 7.4 

- areaeee re PARTICULAR 

UNDERSTAND = 4.599 CASES 

AND INFLUENCE 
OTHER PEOPLE 

Time Period 2 

LEARNING ITEMS 

TAKE RISK 

427 

coe | auione,_ 0-462 _, 0.461 JUDGE DISPASSIONATELY 
THE MERITS OF A CASE! 

Seer ares Nese 

0.431 0.402 [0.408 UNDERSTAND AND 
INFLUENCE MY 

OWN FEELINGS 

   

APPLY GENERAL UNDERSTAND 

PRINCIPLES TO oa AND INFLUENCE 

PARTICULAR PROBLEMS OTHERS 
CASES LOGICALLY 

'0.359 
v 

ACT CONFIDENTLY   
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Appendix 6.4 continued 

Time Period 3 

LEARNING ITEMS 

UNDERSTAND AND ¢ 65 UNDERSTAND AND INFLUENCE 
MY OWN FEELINGS 

  

JUDGE DISPASSIONATELY 
THE MERITS OF A CASE 

  

14 ‘CHOOSE AMONG. 58. TAKE _ 0.438, ACT 
COMPETING * RISKS 
ALTERNATIVES 

mutnx THROvcR <——©-447 _, appLy GENERAL PRINCIPLES 
PROBLEMS LOGICALLY T0 PARTICULAR CASES 

  

Time Period 5 

   
LEARNING ITEMS 

TAKE RISK 9 436 

APPLY GENERAL 

    

PRINCIPLES TO <02498., UNDERSTAND AND 
< ? INFLUENCE OTHER BB 

aa PEOPLE = CASES eS 
a 

0.455 = 
é = 

‘THINK THROUGH ZS i 
PROBLEMS a 
LOGICALLY a 

: es CHOOSE 
= 442, 

= COMPETING 
= —_ ACT ALTERNATIVES| 

a ouas CONFIDENTIY 
= 

2 0.480   AND INFLUERCE 
My OWN FEELINGS 

JUDGE 
UNDERSTAND ¢———— —_? DISPASS IONATELY 

‘THE MERITS OF — 
A CASE,     
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LEARNING ITEMS 

APPLY GENERAL 
PRINCIPLES TO 

aL PARTICULAR CASES 

THINK THROUGH 
PROBLEMS LOGICALLY 

Appendix 6.4 continued 

Time Period 6 

0.573, TUDGE DISPASSIONATELY 
CHOOSE€—--—> THE MERITS OF A CASE 
AMONG 

Os oN eee COMPETING 
ALTERNATIVES 

CONFIDENTLY 

0.549 

RISKS 

0.546 

UNDERSTAND AND 
INFLUENCE MY OWN 
FEELINGS 

0. 487| 

UNDERSTAND 
AND INFLUENCE 
OTHER PEOPLE 

    

f
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Appendix 8.1 Answers to specific questions raised by the General 

Manager, Management Development 

  

  

Does anyone agree traininoa has helped them? 

Training was generally considered to be more useful at the beginning of 
@ career, than at the end. For General Managers, who had been working 

| for 30 or more years, 52% had found training useful in the first five 

years at work. By the time they had been working for 30 years only 3% 
had had any ussful training in a five year time span. There is a 

declining number in each five year period of General Managers who felt 
they had attended training useful to their career. Of course, from 
the questionnaire data alone it is not possible to say whether this is 

because training given has been unsuitable, or whether no training at 
all has besn given. This may be ascertained from a study of training 
records. 

(The records of 31/36 of the General Managers with 30+time periods were 
among those examined some time ago. However these were probably 

incomplete particularly for early periods. The figures from those 

records show that 9.68% of the 31 had training in the first period, 

22.58% in the second, 25.81% in the third, 32.26% in the fourth, 22.58% 
in the fifth and 3.23% in the sixth). 

In the random sample only 27% of managers felt that training had been 

helpful in their career development during their first 10 years at work. 
During the third five ysar period this figure rose to 33% but by the 6th 

five year period (25-30 years) only 11% felt they had attended helpful 
training. 

The overseas managers group showed a similar declining picture - 43% 
felt they had received ussful training in their first five years at work; 
21% during the 25-30 years range. 

When the first 15 years for all managers with fifteen years or more are 
rs examined (the thres groups above only considered managers with 30 years+ 

experience) 37% of managers agreed in the first five years, 40% in the 
second five years and 374, in the third five years. 

  

  

~~ How important are outside interests?     
_-For the Gensral Manager aroup 20-25% of the managers were busy outside 

work in the first 15 years. This drops te around 13% in tha 15-25 year 

period, picking up later to 20%. For the random sample there is a more 

steady percentage of managers with outside interests, between 18% and 26% 

—-: at the extremes. The overseas group show a very differant pattern; 

3% in the first five years have outside interests which keep them busy, 
ovar 53% during the 25-30 year period. 
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Appendix 8.1 continued wm ae 

Do people recognise the nesd_to counsel thair subordinates? 

"Peaple naed to be instructed, advised or otherwise assisted", was 
important in each time psricc, but increasingly during the later ysazs 

of a career. Thus for the Genersl Manager croup 27% felt this was 

frequent in the first five years, and this rose to 77% in the 25-30 
years period (the last five years). 

This’ appeared to be even more the case for the random group - 43% in 
the first period rising to 89% in the sixth. 

For the overseas group 21% endorsed the statement for the first five 
years and this rose to 89% in the 20-25 years period and 71% in the last 
period. 

Mobility Generally to some yardstick : 

GMs are compared with the other managers t= on, moving to a different 
country, different location in the same country, working outside the UK, 

moving to a different occupation or function. 

For the GM group the number of managers working outside the UK was 33% 
in the first five years, dropping to 22% in the last five years. This 

was higher than the random group whose figures fell from 25% to 8%. 

The overseas group however showed a very different pattern with 50% 
working overseas in the first five years to 97% (some had just returned 
home) in the sixth period. 

A similar pattern occurred for moving between countries; 28% of GMs in 

the first five years moved to another country, falling to 11% in the last 

five years. For the random group the figures were 25% in the first 
period rising to 65% in the third, dropping to 22% in the fifth and rising 
again to 40% in the sixth. 

However when looking at moving to another locality in the same country, 
the GMs group moved more in the first two time periods (10 yeers) than 

did the other two groups. There were two psaks for tha GM group - 

period 2 (39%) and again in period 5 (30%). The numbers of overseas 
and random managers who moved dropped throughout the time. 

In every period a greater percentage of the General Manager group moved 
to another occupation or function than in the other tuo groups. The 

random groups peak for moving was period 2 with 40% (47% of Gms moved in 
this period). The overseas groups peak was period 3 with 44% (50% of 
Gfis- changed in this period). The peak period for GMs is period 5 with 
58% changing function or occupation in the 20-25 year period. 

Thus if we take the General Manager group to be a success group in terms 

of leval of managemsnt attained, we can say that there does not appear 
to be a hich correlation between becoming a General fisnager and working 
ebroad or moving to another country. The General Manager aroup does 
appear to have been more mobile within a country, particularly with the 
first 10 years. The General Manager oroup appears to hold a greater 

number of people who have chanosd occupation: ar function in each time period. 

The questionnaire cen reveal whether more Giis have had multi-functional 
careers than other managers have.
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: Looking at individual responses to the questionnaires, it can be seen 
’ that 83% of the General Managers have changed function or occupation at 

some time during their caresr. 16.6% have changed once, 16.6% twice, 
19.5% three times, 2.4% four times, 8.3% fiva times and 19.5% six times. 

j For the overseas group 75% of managers had changed functions during their 
PA \ career; 32.1% once, 7% twice, 7% three times, 14.3% four times, 3.5% 

five times, 3.5% six times. 

For the random group 82% said they had chanosd occupation or function 
during their career. 27.7% had changed once, 23% twice, 18% three times, 
6% four times, 2% five times, 4% six times. 

Thus whilst the. percentage of managers who change at some time during 

. their career is not significantly different between the groups; the GM 
group has a higher percentage of managers who change several times. 

An interesting observation is that comparing the job titles (which it 

must be remembered is not exhaustive), the occupational/functional 
} changes which the GM oroup indicated tied in very well with these. (One 

change noted frequently was the change to ‘general!’ management). However 
for the random group it frequently appeared that a change of occupation 

ar function corresponded to a change of job - e.g. works accountant to 

chief accountant, planner to planning manager - or sometimes the job 

title did not change. Given this observation - it may ba that GMs have 

objectively changed function/occupation more than the random group, in a 

more significant percentage than the data suggests. This may suggest 

something about the perceptions of these different groups of managers. 

How many _manaoers have been involved in policy making? 

a) In Technical areas 
  

4 The three groups show a slightly different pattern. In the 
1 first three time periods the General Manager group show the 

higher percentages in increasing knowledge of technical policy 

{ making. The peak is in periods 4-5 (53%). The random and 
i overseas group make a slowsr start; the overseas croup rises 
j until the sixth pericd (53%) making quite a leap between the 
| periods 5 and 6. The random group reaches a peak (61%) in 
j period 5. : 

{ 
i i 

  

b) In the Financial area 

There is a similar pattern in all three groups; an increase in 

the percentege who increased their knowledge in financial policy 
making for each time period. In the sixth time period 47% of 
the random group, 68% of the overseas group and 58% of the GM 
group felt they had increased their knowledge in this period. 

(For the ovarseas group the jump from the Sth-Sth time period 
was quite large 40% to 68%). 

c) In the Personnel area 

The overseas group and GM group reached a peak in period 5 (54% 
and 61% respectively). The random group's highest percentage 
is in period 6 (40%). 
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d) For business es_a whole 

This increased throughout the six time periods ~ the overseas 

group felt that 72% had increased their knowledge of this in 
the 6th time period, the General Manager group 60% and the 
random group, 48%. 

Interrelatedness of technical, financial end human considerations 

Throughout the first four time periods the GM group shows a higher 

percentage increasing their knowledge in this; this group reaches a 

peak in period 5 (64%) and is close in period 4 (61%). The overseas 

group peak in period 5 (61%). The highest percentage for the random 
group is 64% in period 6. 

Business Environment 

The pattern is an increase of knowledge from period 1 to 6 for all three 

groups, the percentages increases being fairly similar between each period. 

In the sixth time period the overseas and GM group reach 75%, the random 
group 60%» 

Take risks when necessary 

Three different patterns are found; the GM group reaches a peak of 50% 

in periods 4 and 5. The overseas group shows a large increase from 

period 3 to 4 (28% to 60%) - dropping to SOZ in period 5, rising again 
to 64% in period 6. The random group rises steadily to 55% in period 6. 

A correlation betwsen career success and movement 

In order to do this some criterion of success must be used. The questionnaire 
data doss not provide this. Previously the General Manager group was 

compared with the other two groups; this could ba taken as one study of 

success. It was intended that those who came to Gensral Manager when they 

were younger than average would be used as another example cf success. 

However, the managers who have not had 30+ years experience do not constitute 

this group. On examining the questionnaires it can be sean that some 
GMs have been at that level for 10 years or more and itis not possible 
from tha data to sort out those who became Giis at a young age. Therefore 

this question can be examined but it would be necessary to choose a group 
of psople (who responded io the questionnaire) on some external criteria 
of success - e.g. age on becoming a General Manager, secretary, appraisal/ 
assessment - and then compare this selected group with tha others. 

KP/u3T 
December 1977
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