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SUMMARY 

Development and application of a technique 

for analysing jobs 

SANDRA ELIZABETH ANNE JOHNSON, M.Phil. 1979 

The research involved a tripartite team: the sponsoring organisatiort 

(the Marketing Personnel Department, Tyre Division, Dunlop Limited), 

an interdisciplinary department at Aston University and the student. 

The team was created to consider ways of helping the company in the 

“development of its people". 

This general initial concern became more precisely defined as a need 

to develop a technique for analysing the marketing jobs, in order to 

provide information for decisions regarding aspects of personnel 

development. 

The literature on occupational analysis, in particular for executive 

jobs, was examined. However, none of the methods seemed to satisfy 

the aims of the project. The problem was reconsidered and 

Repertory Grid Technique was adopted as the method of analysis. 

The technique was used to produce job profiles and applied to four 

areas of the development of people:- improving job performance, 

organisation development, training and career development. 

The application of the technique allowed the Marketing Directors and 

the Personnel Department to be better informed about the marketing 

jobs. This will hopefully enable better decisions to be made 

regarding personnel development. Additional applications of the 

technique were recommended to the Personnel Department. 

jectives held by each member of the tripartite team for the 

feyearch were met to a large extent. 

KEY WORDS + 

REPERTORY GRIDS ANALYSING EXECUTIVE JOBS
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tntroduction 

This report describes the results of using a form of Kelly's 

Repertory Grid (as detailed in previous report) on four 

   
account executives and their two sales managers in the 

Original Equipment Division of Marketing. ‘he aims of the study 

wwere twofold: firstly. to provide the researcher with experience 

of the technique; and secondly to produce a picture of the account 

executives’ job. 

In view of the first aim some caution should be exercised when 

interpreting the results. Firstly, sl 

  

t variations of reper- 

tory grid method were used in an attempt to find the most 

suitable format. Secondly, the researcher's ability to elicit 

grids changed during the study as experience increased. 

Therefore the grids are not directly comparable but they do 

provide some useful information. . 

The remainder of this report will consist of three stages:- 

4. a note on the sample of managers 

sey an analysis of the results 

BS comparisons with the existing job descriptions and 

conclusions.



4. Sample of Managers 

In respect of the first aim of the study it was decided to 

select a small group of people working at ort Dunlop in 

Birmingham so that expenses would be minimal in case the study 

proved fruitless. 

Initially four account executives in Original Equipment (03) 

-were selected and the study was extended to include their two 

sales managers. Thus, it was hoped to obtain a more complete 

picture of the job by combining the views of the job holder 

and those of his superior. 

Sample 

Sales Manager Sales Manager 
Truck Cie 

account account account account 
executive executive executive executive 

  

Thee =e only six people were intervi d but it was thought 

that this number would be sufficient to evaluate the method. 

The results were .romising but no detailed statistical analysis 

has been possible due to the small size. The interviewees were 

assured that the data would be treated confidentially and as 

the sample was so small it has not been possible to disclose 

much of the raw data as-it could be easily identifiable.



Figure 4 

  

Tasks elicited from_the account executives and sales managers 

fe x 

  

planning 

contact customer 

sell company products 

establish business share 

negotiate with cust mev 

ereate relationship with customer 

deal with his problems - personal and business 

fly Dunlop flag and explain Dunloys failures 

Geal with other departments at customers 

deal with supply problems 

-investigate new customers 

paperwork and tele_hone 

prepare figures 

report to Sales Manager 

entertaining 

travelling -



Son Analysis of the Results 

Once the grids had been elicited the following areas were 

examined: — 

4. List of common elements 

2. Differences in elements elicited 

3, Categories of constructs elicited 

h. Number of shared constructs 

5. Differences between the managers view of the job 

and the executives’ view. 

6. Differences between car and truck. 

In the analysis comparisons are made with the results of 

the Area Fleet ‘lanagers and Fleet Salesmen's study in order to 

‘enhance the interpretation of the results. 

However, it should be emphasised that the researcher can only 

provide. a picture of the account executives' job as revealed 

in the interviews. The evaluation of this sicture must be 

made by someone who has a knowledge of how the job should be 

done. 

is 
N 

4. List of Common Elements 

By combining. the elements elicited it was .ossible to procuce 

a general list of the tasks the account executives spend their 

time doing. The list has been arrange in a "logical order’ 

by the researcher and is detailed in Figure 1.



  

-h- 

The majority of the tasks relate to sceinz; the customer. 

During the interviews it was evident that the executives found 

it difficult to detail what this task entailed. dey vaiso 

found difficulty in analysing how the remainder of thetr time 

was spent. There are few elements concerned with planning or 

information flows. This may be of concern to their managers. 

2. Differences in the elements elicited 

The information obtained from the general list is enhanced 

by a more detailed examination of the elements elicited 

from each subject. This is given in Figure 2. 

Before any conclusions are Growneron the above it should be 

noted that if an element is omitted it can acan several 

things:- 

4. the job holder does not do that task 

~Ba_he does the task but has forgotten to mention it either 

i ~ Because:= 

a) he does not think it is important 

b) he has genuinely forgotten 

However, several interesting points arise from Figure 2:- 

4. emphasis is placed on'seeing the customer'and'creating 

a good relaticnship'rather than on'selling company 

products’. 

2. only one executive mentions planni whereas it is 

  

included by both the sales managers.



Figure 2. Elements elicited from_a/e exec and managers 

  

  

  

  

  

  

  

  

  

    
  

  

  

  

  

  

              

CAR TRUCK 

exec 2lexec Wilner 9rexec 43 “fexec 5 

contact customer - - - a 

sell company products - iz 

liase with customer - v 

see various departments 

at customers' a a im 

customer problems e - 

negotiate with customer e im gt i- 

fly Dunlop flag “ iz i 

investigate new custoners| , tc 

supply problems - - - n- i 

monthly & other reports | - uv - - 

planning | - im - 

prepare figures | eo 

paperwork & yhone | im - Ce = 

entertaining | = _ v 

travelling | ve - e - K - 
 



3. only two of the executives include reporting 

information as a task. 

4. one executive mentions ‘preparing figures’. 

5. only the managers mention dealing with ‘customer 

problems" 

There appears to be more divergence of opinion as to the tasks 

involved in the account executive job than was found in the 

later study of Fleet Salesmen. It seems that the executive 

tasks are less specific and less detziled than the salesmen's. 

Whether this is the correct state of affairs should be 

assessed by someone with a detailed knowledge of the jobs. 

3. Categories of Constructs Slicited 

It.was difficult to group the elicited constructs into categories 

as there was little similarity between the grids and . 

because the sample was small. figure 3 lists the categories 

founds 

Some inferences can be made from this list:- 

  

4. there is a strong emphasis on the constructs relating 

to the need for motivation, personal discipline and 

initiative. 

2. few constructs related to practical knowledge required 

for the job, instead more related to the ability 

to get on with people and being a ‘nice guy’.



  

Figure 3. Categories of Constructs 

4. Tasks relating to the customer which involved selling, 

the ability to get on with people and were regarded as 

the mainstream of the job. 

2. ‘tasks involved with Dunlop which were secretarial, 

involved adhering to set procedures and were seen as 

necessary but non-productive. 

3. Tasks recuiring knowledge of the product, supplies, 

market and customer's company. 

4. Constructs relating to the need for initiative, motivation, 

personal discipline and where they had control of the 

situation. 

~ 

5. A few constructs were concerned with the collecting and 

reporting of information. 

6. Others were short or long teru problems, and tasks 

involved with people or not.



Fis 

3. no-one mentioned planning in the description of the 

tasks and there was little mention of reporting 

information. 

Again the importance of the above must be evaluated by 

someone within Dunlop. 

4. Number of Shared Constructs 

In George Kelly's Theory of Personal Constructs he says that 

the more constructs people share the better they will understand 

each other. “Whe grids were examined to see how many constructs 

* the managers shared with the executives. On average only two 

were found. This number seems low as in the study of fleet 

salesmen the average was six. 

A possible explanation for this lack of shared constructs . 

is that the truck sales manager has only recently started the 

job and the other sales manager has moved from truck to car. 

Therefore, there has not been much tine for the managers and 

the éxecutives to understand each other. However, this does 

suggest that at the present time they have widely different 

views and that perhaps efficiency would increase if they could 

share more constructs. ‘This has obvious implications for 

training.



  

5. Differences between the managers vi 

the executives' vi 

    

By examining the list of elements it app 

see the role of the executives to collect information and deal 

with customers’ problems. Whereas the executives see themselves 

as having two roles. One in which they visit customers to 

'ply the Dunlop flag' and explain Dunlops' failures and the 

other where they return to Dunlop to chase supplies and do 

secretarial work. 

This divergence is reflected in the constructs the managers 

and executives used. One of the constructs the executives 

differentiated on was where they described tasks as either 

customer or Dunlop orientated. ‘sis construct was not used by 

the managers. 

Therefore both the elements and constructs suggest that the 

Managers view the job in a more coherent way i.e. that the 

executives purpose is to deal with the customer whether he be 

in Dunlop or on the customer's cremises. whereas tie executives 

see themselves as playing two roles, one in Dunlop and the 

other with the customer. This may be an important conceptual 

difference.



6. Differences between car and truck 

No differences could be discerned, partly because neither group 

was coherent. However, consideration should perhaps be given 

as to whether the groups should be viewing their jobs in 

different ways bearing in mind the nature of their custoners. 

Conclusicns and Comparisons with the Job Description 

The existing job description is included as Figure 4. The 

repertory grid has provided a picture of how the account 

executive spends his time whereas the description states his 

duties and responsibilities. 1t appears that there are several 

areas of divergence, such as market intelligence and liasing 

with departments in Dunlop. However, the differences should 

not be stressed as it is uncertain whether this is an 

official job description. 

in conelusion, it seems that there is a lack of information 

about the account executives job. The views of the managers 
  

vary from those held by the executives. Thus, it see.s that 

the use of repertory grids has highlighted some interesting 

points and their use would seen to be fruitful.



JOB DESCRIPTION 

COMPANY /DIVISTON U.K. Tyre Division, Original Fquipmen 

: Division, 

oR TITLE Account Executive, Original Fquipmen 

Division, 

DIRECTLY RESPONSIBLE TO: Sales Manager, Original Equipment Divn, 

DUTLES AND TERMS OF REFERENCE 
  

1) RESPONSIBILITY 

Responsible for all Tyre Division interests at designated 

accounts for original equipment sales of tyres and wheels. 

2) TERMS _OF REFE 

Report to Sales Manager on all matters relating to quotations, 

competitive pricing and any changes in commitment and product 

requirement which could affect profitability, forward estimates 

or alterations to Management Plan, 

    ENCE 

3) DUTIES 

a) Vo achieve planned sales levels together with the 

provision of sales estimates to sales Management at 

those accounts fur which he is responsible. 

  

b) The negotiation of selling prices and volumes at accounts 

designated by sales Management, 

= ce) To be responsible for the control of credit to accounts 

selected by Sales Management. 

d) To provide close liaison with Technical Division which 

will complement marketing policy. 

e) To seek and develop outlets for new products in appropriate 

markets and, thereafter, provide market intelligence. . 

f) Yo liaise with Rim_and Wheel Company on all matters relating 

tu the design and supply of wheels and yndergear equipment 

as directed by Sales Manaver. 

  

#) Vo liaise with 0.E, depots and Supplies Office on all 

matters relating to customers' delivery schedules and 

progression of current and future commitments and other Q 

— supply problems. 

  

h) To identity territorial market potentials and investigate 

share of market and develop, with their accounts, a 

programme to encourage Dunlop loyalty. 

i) To attend International and National Shows as required and 

directed, 

DLRECTLY SUPERVIS] 

  

a) Expenditure - Nil 

bh) Personnel - None 

©) Policy - Influencing policy decisions 

relating to tyre and wheel 

equipment. 

 



  

 



    

Introduction 

this report describes the results of using a form of Kelly's 

Repertory Grid on one account executive and the Sales 

Manager of the Agricultural and Industrial Division of 

Original Equipment. The aim cf the study was to produce 

a picture of the account executive's job. 

In the analysis comparisons are made with the results of 

interviews conducted in other parts of Originel Ecuipment 

Division in order to enhance the interpretation. 

However, it should be emphasised that the researcher ean only 

provide a picture of the account executives’ job as revealed 

in the interviews. ‘the evaluation of this sicture must be 

made by someone who has a knowledge of how the job should 

be done. = 

The remainder of this report will censist of:- 

4. an analysis of the tasks elicited 

—~ ae an anlysis of the constructs used. 

3.° comparisons with other sections and conclusions



elicited 

  

By combining the tasks elicited from the manager and the 

account executive it was possible to sroduce a general list 

of the tasks the account executives in A. and I. spend 

their time doing. ‘he list has been arranged in a "logical 

order' by the researcher and is detailed in Figure 4. 

There were few differences in the tasks elicited from the 

executive and his manager. However, the manager did include 

more tasks concerned with ‘meeting and advising’ the 

_ manager than the executive, ne also emphasised the executives 

role of monitoring supplies at Dunlop and the customer. 

However, it is difficult to discuss differences as only two 

people were interviewed. 

Figure 1 provides a list of the tasks the executive does but 

it is worth considering if these are the tasks he should be 

Going? For example there is no mention of writing regular 

he 3 or of planning his calls. This list of tasks could 

provide a useful focus for discussion of the role of the 

executive. 

  

2. Analysis of the Constructs us   

A construct is the way 

  

the elements (tasks) in



    

Figure I 

Tasks elicited from Sales Manager and Account Executive A. & I. 

visit customer to sell tyres and wheels 
see buying department 
see technical department 
see design cepvartment 
visit material controllers 
check accounts us-to-date 

   

collect market information 
examine markets and project trends 
prepare forward plan 
inform sales manager 
monthly meetings 
advise sales manager on customer requirements 

liase with tyre desots 
deal with technical department at Dunlop 
monitor supplies 

visit agricultural slows



-3- 

To aid analysis of the constructs elicited they have been 

grouped into general categories. Figure 2 is an analysis 

of the categories used by the interviewees during the study. 

Some seneral comments will be noted on the constructs uscd 

before examining those used in A. and he 

Nearly all the interviewees described the tasks as requiring 

factual. knowled“e of some kind and of needing general 

selling ability. Apart from these two construct caterories 

there is a divergence of opinion as regard to the attributes 

of the tasks. Few people mention that the tasks are related 

to planning, require analysing ability or are administrative. 

Are these qualities mrimeontant or not? 

It can be argued that the omission of a construct by an 

individual, for example planning, need not necescarily infer 

that he does not ‘see’ any of his tasks as requiring 

‘planning ability', but merely that he forgot to mention 

  

this construct during the interview. ‘Whilst this point of 

view is accepted, the researcher weuld elaim that onission 

of a construct implies that the particular quality is not 

uppermost in the individual's mind. 

Some inferences specific to A. and I. can be made fron 

eAcure B= 

4. both the manager and the executive used constructs 

relating to factual knowledrce and selling ability.



  

2. only the manager described the tasks as.plann 

    i.e. he used the construct ‘important current 

= important in deciding future’ 

  

3. the executive docs say that some of 

ib ct
 > Qo require ‘analysing abilities" which nearly 4 

other executives disregard. 

3. Comparisons with other sections and Sonclusions 

No marked differences apvear to exist between the account 

executives role in A. and I. and the role in other sections of 

Original Equipment. Appendix I includes lists of tasks 

elicited in car and truck and in earthnover section. Is it 

   
‘correct’ that the role is ths same or should there be 

differences as the executives are rking in different markets? 

  

ghe researcher has presented a picture of how the account 
ae 

executive arid his manager ‘see ct
 ne job of an acccun t 

executive at the present time. it is the ressonsibility 

of someone in Dunloc who has an intimate knowledge of the job 

is the correct picture and if not 

  

to decide 

what changes should be made.
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Introduction 

This report describes the results of using a form of Kelly's 

Repertory Grid on the two managers for Original Equipment 

and Technical/feplacements Sales of “arthmover Division 

ana their Sales Manager. The aim of the study was to produce 

a picture of the two managers' jobs. 

In the analysis comparisens are sade with the results of 

interviews conducted in cther parts of Criginal Squipment ce
 

Division in erder to enhance the interpretation. 

Fowever, it should. be emphasised that the researcher can only 

provide a picture of the managers’ job as revealed in the 

interviews. ‘The evaluation of this picture must be made 

by someone who has a knowledge of how the job should be 

done. 

The remainder of this report will consist of:- 

4.- an analysis of the tasks elicited 

2. an analysis of the constructs used. 

3. comparisons with other divisions of 0.E. and 

conclusions



  

4. Analysis of the ‘I 

ers and a combined    Tasks were elicited from the two man 

List was supplied to the Sales Mana 

  

provided rather than elicited from tle Sales ‘anager to 

minimise difficulties caused by asking him to eonsider two 

  

slightly different jobs at the same ti The list of 

tasks elicited is detailed in igure 1, it has been grouped 

into atlogical order' by the researcher. 

Most of the tasks were common to both managers altho cha 

few were different, for example Sam Sanders deals with 

warranty complaints and Cecil Way has more involvesent with 

the Zarthmover Tyre Scecialists. ‘the Sales lanager seemed 

eontent with the list of tasks. 

Thus, figure 1 provides a list of the tasks the sanagers do 

put it is worth considering if these are the tasks he should 

be doing? For example there is no mention of planning his 

calls, doing figure work. This list of tasks coulé provide 

a useful focus for discussion of the role of the managers. 

2. Analysis of the Constructs used 

 



Tasks elicited from Manager CN Sales and placement 

  

And Technical in Barthmover. 

see users and contractors 

see tyre distributors 

visit vehicle manufacturing agents 

delivery problems 

customer complaints 

.technical advice to customer 

negotiate terms and -rices 

warranty complaints 

rt s fleet intelligence recort 

analyse competitors cerformance 

Pee
 

contribute to management plan 

report to others in earthnover 

contact production department 

liase with supply 

liase with replacement sales force 

liase with tyre technical 

deal with earthmover tyre specialists 

train users and Dunlop personnel 

involved in tyre inspections



To aid analysis of the constructs elicited they have been 

grouped into general categories. Figure 2 is an analysis 

ad by the interviewees curing the study. 

  

of the categories 

Some general comments will be noted on the constructs used 

before examining those used in Earthmover. 

Nearly all the interviewees described the tasks as requiring 

factual knowledge of some kind and of needins general 

.selling ability. Apart form these two construct categories 

there is a divergence of opinion as recazd to the attributes 

of the tasks. Few people mention that the tasks are related 

-to planning, require analysing ability or are adainistrative. 

Are these qualities unimportant or not? 

It ean be argued that the omission of a construct by an 

individual, for example slanning, need oe necessarily infer 

that he does not ‘see' any of his tasks as requiring 

"planning ability’, but merely that he forgot to mention 

this construct during the interview. ‘hilst this point of 

view is accepted, the researcher 

  

of a construct implies that the particular quality is not 

uppermost in the individual's mind. 

Some inferences specific to Earthmover can be made from 

figure 2:-



aii 

4. factual know. and detailed. ‘tasks     

were also described as requiring an ability to'get 

   on with people‘ by all three uanagers. 

2. there was no mention of requiring planning or 

analytical ability. ‘hey seem to rely on their 

technical expertise and intimate knowl 

  

edrevot the 

customer. Is this the best way or should there 

be more emphasis on planning etc.? 

3. Is enough attention paid to the Barthmover tyre 

specialists? Should tasks relating to the 

specialists have produced constructs conesrning 

"man management abilities’. 

. Similarly the task ‘train users and Dunlop personnel' 

did not prodice any specific constructs - does this 

require special abilities? 

3. Comparisons with other sections and conclusions 

The list of tasks elicited from the managers of Zarthmover 

appears more detailed than those elicited from the other 

sections when they are compared. (See Appendix I). Whey seem 

to have a clear idea of the tasks involved - is it the 

correct view of the job? However, there does not seem to 

be any difference in the constructs elicited.
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In this report the researcher hac presented a picture of 

how the two managers and the Sales Manager ‘see' the job 

of the manacers at the present time. It is the responsibility 

pf someone in Tunlop who has an intimate knowledse of the 

job to assess this view and decide whether it is correct or 

if not what changes should be made.



 



REPORT ON ACCOUNT EXECUTIVES LN ORIGINAL EQUIPMENT DIVISLON 

Summary 

This report is an-cverview of the findings from the 

repertory grid interviews about the account executives job, 

plus additional information obtained from further interviews 

with the sales managers. 

The main finding is that the executives pay more attention 

to the functional aspect of their job (secing customers to 

sell company products), but pay less attention to the wider 

aspects (administration, planning and reporting information). 

Recommendations 

The executive's role concerning these wider aspects appears 

ill-defined. 1t is recommended that efficiency in these 

areas could be improved by formalising procedures to some 

extent. 

Specific areas will be considered seperately:~ 

4. Information lows 

1t was apparent from the repertory grid interviews that 

several of the executives did not attach much importance to 

collecting and reporting information. or example in A. & I. 

Eric Loach expected his executive to give him more information 

than the executive thought necessary.



Some of the Wanagers feel that a more formalised reporting 

system would be beneficial. However, they are wary (if not 

actually frightened) of implementing such a system. ‘heir 

wariness appears to result from two factors:- 

a) a concern that a more formalised system would be 

inflexible. 

b) a consideration of how their executives' would 

react. < 

John Barraclough felt that the system required ‘fine tuning’. 

John Lodge takes a stronger line in that he wants to know 

who the executives' see at a customer, which departments 

they visit and how frequently. The information they collect 

should then be reported. In the absence of a formal structure 

much of the information collected is not used. John Lodge 

recognises that before such a’ system could be introduced the 

executives must trust the managers and appreciate that 

imparting information does not devalue their worth. 

2. Planning 

fren fewer’ subjects construed any of their tasks as requiring 

planning ability. Frank Rogers argued that they do plan.and 

even produced examples. However, the researcher suggests that 

the omission of constructs in this category implies that 

they do not regard planning as consciously as other parts of 

their job. 

It is suggested that the introduction of set procedures would 

promote more conscious planning.



3. Supplies 

The repertory grids showed that one of the executives tasks 

is chasing supplies. It appears difficult to stop the 

executives doing this task as the customers have come to 

expect them to handle supply problems. 

It is suggested that the introduction of procedures for 

dealing with supplies would help the executives to reduce 

the amount of time they spend on supply problems. 

John Lodge pointed out that ir the executives were not based 

at Fort Dunlop they would not be able to do these tasks. 

4. Man-Management Harthmover 

‘the repertory grid interview with Cecil Way failed to 

produce any constructs relating to man management,even 

though he ‘looks after’ four earthmover tyre specialists. 

During an interview with Frank Rogers he argued that this 

was because they act as a team. But most teams have a 

captain. 

It is recommended that Cecil Way's relationsnip with the 

specialists should be formally defined and perhaps training 

given in this area.
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5. Career Development and Training 

John Lodge and John Barraclough both discussed training 

during the further interviews. In particular John Lodge 

would like to see a move away from the idea that 'seeing 

the customer is all important’. This move could be helped 

py training the executives in the specific areas mentioned 

above. 

John Lodge was also concerned about how to motivate his 

executives for anotheryear as prospects for promotion are 

poor. it is suggested that attention should be paid to 

eareer development. 

Conclusions 

The managers appeared to be in general agreement with the 

reports. ‘lhey thought it beneficial that they had been 

produced by an outsider who had 'no axe to grind’ and that 

a scientific technique had been used. 

The managers considered that the reports would have important 

catalytic Berecuss It is recommended that action be taken 

as soon as possible to capitalise on their feeling.



 



Introduction 

In simplest terms the projects’ aim is to find out informa- 

tion about jobs in Marketing Division. It was originally 

intended to use some form of job analysis but no one technique 

seemed satisfactory. Other metcods were considered anc it 

was Gecided to investigate possible a plications of re.ertory 

grid technique. 

Repertory grids were initially developed by Ueorze Kelly as 

a technique for investigating his theory of Fersonal Constructs. 

. He suggests that people have their own way of looking at the 

world. Each individual builds his own ‘mental map' of the 

world, based on his experiences, which affects the way he 

behaves. It is possible to describe these maps by using 

"see' how someone repertory grids. ‘these grids enable one to 

else perceives the world at a particular point in time. 

Repertory grids have been described as "a flexible tool for 

establishing the content and structure of a manager's thoughts" 

(Smith and Stewart 1977)- The range of applications is vast 

as the grids could be used to ' see' how managers thought on 

any subject. However the domain of interest in this initial 

application was the manager's thoughts about his job.



In order to understand repertory grids it is necessary to 

introduce two further concepts. #irstly, elements which are 

the things the individual thinks about, in this case the tasks 

the manager spends his time doing. Secondly, constructs 

which are the qualities a person uses to describe the elements 

of his map, for example the knowledge he uses for certain 

tasks, or whether he considers the tasks interesting or boring. 

_ The remainder of the report will consist of four stages:— 

4) a brief description of the repertcry otbd tec nique 

used in this study. 

2) a note on the sample of managers pieaied 

3) the analysis and interpretation of the grids 

4) conelusions and comparisons with existing job 

descriptions. : a
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Deseription of Repertory Grid Technique 

The grid is elicited during an interview lasting about one 

hour and a half. The interview consists of three stage o 

eliciting the elements, eliciting the constructs, completing 

the grid. 

4) Bliciting the Elements 

The manager was asked to think about the tasks he spends his 

time doing during his days work; not what he thinks he 

should be doing but rather what he actually does. In this 

way a list of ten to fifteen elements was produced. 

2) Eliciting the Constructs 

Each of the elements were written on a seperate card. Three 

of the cards were selected at random and presented to the 

manager. He was asked to identify the two that made a pair 

and to identify the odd man out. When he had made his 

choice, he was asked to say what made two the same and 

different to the odd man out. The reason he gave was the first 

construct. For example he might say that two of the elenents 

required technical knowledge but the oda man out did not. 

3) Completing the Grid 

Once the first construct was elicited the manager was asked 

to grade each element on a five-csoint scale. 4 erefore, if 

he thought a task required a lot of technical knowledge he 

gave it a score of five and if it required no such knoviledze 

he scored it one. .This process was repeated for each of the 

constructs.



aie 

Once all the elements had been scored on the first construct 

another set of three cards were randomly se ected and stages 

2 and 3 were repeated. This was continued until the 

manager could not think of any new constructs. Some examples 

of managers' grids are given in Appendix I. 

Sample of l'anagers Studied 

The jobs of Area Fleet Manager and Fleet Salesman were chosen 

for this initial study. These job titles were created by 

, Marketing Improvements Limited (IL) in 197) when they 

suggested reorganising the sales force. As these jobs were 

only recently reorganized there was a lack of informa tion 

about how the job holders actually spent their time. ‘Vere 

they followin; the job descriptions produced oy “IIL or not? 

if. not what were they doing? This seemed a good asplication 

for repertory grids as they are a powerful tool for establish- 

ing a person's thought and the information is not contaninated 

by the researcher. 

The two jobs were studied in three regions, North, South and 

Midlands, so that any regional differences in the way the 

job was conducted could be cetected. Within each region one 

Divisional Fleet Sales Manager was selected and then 

    

chose two Area Fleet Managers and two Fleet Sa 

considered were doing the job correctly.
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The Area Fleet ‘anagers (AFM) and “leet Salesmen (Si!) were 

interviewed about their jobs and Divisional #leet Sales 

Manager (DFSM) was asked his views on the AFM's job. Thus, 

a more complete picture of a job could be drawn by combinging 

the thoughts of the occupant and those of 

  

SAMPLE CF MANAGERS 

  

  

  

  

  

DFS! APM FSn Totals 

North 4 2 2 5 

* Midlands 4 2 2 5 

South 4 2 2 5 

3 6 6 45        



tp 

Analysis and Interpretation Uf Grics 

The grids were then analysed with the aim of summarising 

the information into a manageable form. Details of the 

method are given in Appendix II. 

The following areas were then examined:- 

4. 

2. 

3. 

produce a general picture of the AFM and FSM job. 

examined differences in the elements elicited. 

to see how the AFM considers his role regarding 

his Fleet Service Engineer (FSE) responsibilities. 

to see if there is a difference between the 

national and regional concept of the job. 

to see if there is any difference in the way the 

regions conceive the job. 

to see if there is a difference in the way the 

DFSN and the AFi: view the job. 

the number of similar constructs used within each 

region.
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4. General Picture of the APM and YS! joo 

Firstly the elements were examined and it became clear that 

similar elements were produced by both the AFI and FSM, 

except that the AFM included three or four elements relating 

to his duties regarding the FSE. This part of the APM's job 

will be considered later and the remainder of his tasks will 

  

be combined with those elicited from the FSii. thus, the list 

  

of tasks in Fig. 1 is produced. The tasks have been arranged 

in logical fashion by the researcher. 

Secondly the constructs were considered and it was found 

that these could be grouped into five categories as listed 

in Fig. 2. 

From this analysis of the elements and constructs a'seneral 

grid’ has been produced (see fig. 3). The grid shows the 

explicit and contrast poles of the constructs. The elements 

have been included on the side on which they were most 

commonly scored. 

For example the task of'selling brand to user' (* on Fig. 3) 

has been described as a task requiring selling ability, as 

needing product and technical knowledge, as a doing rather 

rather than a planning activity, as both a means of reporting 

and collecting information, and as a task requiring self- 

discipline and motivation.
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in Fig. 2. 

From this analysis of the elements and constructs a'seneral 
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explicit and contrast poles of the constructs. The elements 

have been included on the side on which they were most 

commonly scored. 

For example the task of'selling brand to user' (* on Fig. 3) 

has been described as a task requiring selling ability, as 

needing product and technical knowledge, as a doing rather 

rather than a planning activity, as both a means of reporting 
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Figure 1 

Tasks elicited from FSM and AP 
  

  

plan week 

prepare for calls 

sell tyres to user 

see tyre distributor 

see commercial vehicle distributor 

maintain record cards 

do correspondence 

fleet surveys 

Monthly meetings 

fleet intelligence reports 

monthly and weekly reports 

liase with trade sales force 

liase with depots 

deal with complaints 

driving 

entertaining



Figure 2 eee es 

Constructs Blicited from Al): and FS 

3. 

  

Tasks requiring knowledge of products, market and the 

userand technical knowledge. 

Tasks requiring selling ability, ability to get on with 

people, being a nice guy, a professional salesman. 

Tasks described as aduinistrative, organisaticnal tasks. 

They are seen as a necessary part of the job but net a 

productive part. 

Constructs were also produced relating to planning 

and information flows. 

Other constructs related to their attitude towards the 

job, for example some tasks recuire personal discipline, 

motivation, initiative, independence.
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Several interesting points arise:- 

1) 

2) 

5) 

is the element of Bependine monthly meetings being 

construed in the 'right' way? 

should there be more emphasis on the planning aspect 

of the job? 

is the collection of information being given enough 

importance? 

Many other interpretations could possibly be made by someone 

knowing the job in more detail.



2. Differences in the Elements Blicited 

Figure shows the elements elicited from the A¥u and #SI. 

The DFS was supplied with the elements his s.ibordinates 

produced to ensure comparisons could be made. 

Before any conclusions are drawn from figure } it should be 

noted that if an element is omitted it can mean several 

things:- 

4. the job holder does not do that task 

2. he does the task but has forgotten to mention it either 

because: - 

a) he does not think it is important 

b) “he has genuinely forgotten 

Attempts were made to minimise the possibility of ty_e 2 

omissions by prompting the subject during the elicitation 

procedure, such as "is there anything you do infrequently that 

you have not mentioned". 

It can be seen that most people mentioned the same elements, 

but there are certain notable exceptions:-— 

4. only one verson in North mentions writing reports, 

put everyone in the "Midlands and South includes 

some form of reports. 

2. no mention is made of liasing with tne trade sales 

force in North. A 

3. doing correspondence is not included in the South's 

elements.
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3. AFM's Role Regarding the Fleet Service “nrincer 

The elements which had been elicited from the AM regarding 

his tasks with the FSE were examined. Usually three such 

elements were elicited from each AFM which accounted for 

approximately a Ee of his tasks. The elements were 

grouped in three categories:- 

4. planning tasks 

2. monitoring the "SE's work 

3. guiding the FSE 

A detailed list of tasks is given in igure 5. SBlements in 

group 1 and 2 were elicited from all the AFli's but few 

mentioned "guiding the FSE". 

The way in which the AF's view the tasks becomes clearer 

when the constructs are examined, see Figure 6 for a ‘general 

grid’. No constructs were elicited that related particularly 

to their FS2 tasks, indeed only one DFSii mentioned Nneed 

basic man management skills" as a construct. The AFL's 

regarded the task as administrative, requiring little product 

or technical knowledge and one where they needed self- 

discipline but had to follow set procedures. 

From this analysis of the constructs it would seem that there 

is no reason why any FSM should not be an AFli as the list of 

constructs is identical. There are several implications to 

be drawn from this analysis and others can probably be made 

by people more involved with t: 
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is this how the AFM's should be construing the 

tasks or should there be more emphasis on ‘guiding’ 

the FSE? 

  

if the job should involve more man-management have 

the AFM's been informed or trained for the role? 

does the FSE regard the AFM as his manager or does 

he respond to the Service Manager? Does this 

situation produce conflict for the FSE?



  

  
Figure 5 List of Tasks Elicited Wrom the All 

Regarding his FSE duties 

4% Planning Tasks 

prepare quarterly plan 

compile FSE master sheets 

arrange itinerary 

  

2. Monitor Work of FSE 

eheck done fleet inspections 

check reports 

check itinerary 

monthly review 

3. Guide the FSB 

accompany service engineer 

guide FSE 

deal with problems of FSE
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4. Mo see if there is a difference in the National and 

Regional Concept of ue Job. 

In order to see if there was a difference between the national 

and regional concept of the job four categories of constructs 

were selected for examination:- 

4. Constructs concerned with general selling ability. 

2. Constructs which detailed knowledse required for 

tasks. ( Ls 5 Gece be “su 8 Se} 

3. Constructs which described tasks as administrative 

and organisational. 

4. Constructs which described tasks as planning. 

For each of these categories the percentage of tasks described 

on the elicited pole was calculated, see appendix 2 fora 

detailed explanation of the method. For example a FS! may 

have described 50% of his tasks as requiring selling ability, 

68% as requiring technical knowledge, 40% as adninistrative 

and 46% as planning tasks. : 

Each category was considGered and an average percentage calcula- 

ted from the AF! and ¥SM"'s scores, so producing a ‘national 

average’. 

The national average was compared with the average for each 

region and tested for statistical significance using Z scores. 

XX = nakional mean 

  

Pe ae a eQrona Meon 

& eo: i Aes ctor 
natiGrotl meon, 

No statistical difference was found bety the ee and 

  

ories 

  

  

regional average percentages on any of the construct cat 

(P< 0.05)



“jhe 

It can be concluded that the salesmen within each region 

construe their job in a similar way to the national picture. 

5. To see if there is any difference in the way the 

Regions conceive the job. 

The above conclusion is supported by the evidence that there 

is no significant difference between one region and another 

in the way they construe their tasks. 

This wis tested by applying an Analysis of Variance to each 

construct category. No significant difference was found 

on any category. (P< 0.05) 

The fact that there is no difference is probably Sveeeing 

as it shows the regions are not "going their own way". However, 

consideration should perhays be ziven to whether market condit- 

ions vary between regions and if so should there be variations 

in the conception of the tasks.
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- 6 To see if there is a difference in ti 

  

and the APM view the job. 

The four categories of constructs were used to see if there 

  

is a Gifference between the D®S!''s conception of the job and 
  

that of his subordinates. Each category was considered and 

  

a mean calculated for the DFSii and a mean for the ! and 

Fsi. A Student's t test was used to test for statistical 

significance (P< 0.05) 

The DFSM and his subordinates conceived the job in a similar 

way regarding the number of tasks requiring selling ability 

and those considered planning tasks. However, there was a 

co
 

significant difference on the other categ-ries. ‘the Di 

considered that more tasks required factual knowledge and 

described a higher percentage as being administrative than 

his subordinates. 

Several inferences can be made, for example:- 

4. the results may reflect the saleman's inability to 

understand the importance of the aduinistrative aspect 

of his job, he is only concerned with selling. 

2. perhaps the IFS construes the job differently 

because he is detached from its day-to-day running. 

3. perhaps the salesmen underestimate the amount of 

knowledge they require as their job bccomes secona 

nature to them and so find it difficult to analyse 

its reguirements.
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exch region 

  

e number of similar cunstructs used 3 Pee 

In Kelly's Theory of Personal Constructs he says that. the more 

constructs people share the better they will understand 

each other. vn this premise it seems reasonable that the more 

constructs a DFSM shares with his subordinates the better they 

will understand each other and so work more efficiently. Thus, 

it was hypothesised that the more shared constructs within a 

region the more efficient that region would be. 

The number of shared constructs was examined 

and it was noticed that Southern region has more than the 

Midlands or North. It is difficult to test the hypothesis as 

a measure of the efficiency of a region has not been 

obtainable. 

However, if the hypothesis could be Sone neat might have 

inferences for training as one way tc improve a regions’ 

efficiency would be to increase the nuniber of shared constructs. 

It might also suggest that promotions should be made witzin 

the same region to take advantaze of the shared constructs. 

This is perhaps an area for further research.
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Conclusions and Comparisons with existing Job Descriptions 

   The existing job descripticns for the AFM and FSif are included 

in Appendix III. In most respects the information obtained 

from the repertory grids corresponds to the description 

put there are exceptions:-— 

4. the APM is meant to Gevelop the skills of the PSE 

"by regular field accompaniment". 

2. the job description emphasises reporting flect 

intelligence more than the salesmen have done in the 

interviews. 

3. with respect to their contacting tyre distributers the 

salesmen do not seem "to condition them to sell a 

high proportion of Group tyres to all their fleet 

accounts". 

The importance of these exceptions must be assessed by someone 

with an intimate knowledge of the jobs. However, perhaps one of 

the most important points is that the salesmen place little 

emphasis on market intelligence. 

In cbnclusion, it seems that the application of re ertory erids 

to the jobs of AFli and FPS! has been successful. They have 

produced a picture of how the men in these jobs spend their time. 

This picture corresponds to the existing description but hish- 

lights some important differences. The grids have shown how the 

job occupants view their tasks which should be interesting to 

their manasers.



alee 

The grids have revealed other points but the final evaluation 

of their usefulness rests with the people in Dunlop who 

might use them in the future. 

Reference 

Smith, M. and Stewart, B. Repertory Grids: a flexible tool for 
establishing the content and structure of a manager's thoughts 

in Managerial Bibliographies and Reviews, no. 3 1977
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Method Used for Sunmarising the Urids_ 

4. Each grid was taken seperately and the number of elements 

counted. 

nae All constructs are bipolar, they have an elicited and 

contrast pole. If the elements was considered by the 

manager to be on the elicited pole he craded it 5 or 4 

put if on the contrast pole he graded it 1 or 2, 3 was 

used if the element fell between the poles. 

Thus, to suumarise the grids for each construct the number 

. of elements graded 5 and ) were counted and expressed as 

a percentage of the total. The number of elements 

graded 1 and 2 were counted and expressed as a percenta le; 

the same was done for those graded 3. 

#or example 

  

  

                  
    

construct one 5 elenents 

Sa Ss aoa 4 2 3 an 5 6 7 8 

elicited contrast 

technical not technical 
knowledge knowledge 5 2 4 5 5 a 4 

MeaO 

number of therefore 507: ut _
 

  

number of 4 and 2 nN
 

" therefore 25% 

number of 3 = 2 therfore 257



  

Appendix IT continued 

Therefore, in this grid the manager describes 50% of his 

. tasks as requiring technical knowledge and only 25% not requir- 

“ing such knowledge. 

This method was repeated for every construct within each grid. 
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AREA FLEET MANAGER 

" Responsible to:- Divisional Fleet Sales Manager 

Scope _and Purpose of Job 

T> enable sales targets to be met by supporting and maximising the 

Major Fleet sales operation and by securing enough tyre business of 

all ranges from selected fleets and key vehicle distributors in his 

areae 

Key Tasks 

ed) To meet the objectives jointly agreed with Divisional Fleet 

Sales Manager. To organise day to day activities in 

accordance with a predetermined plan designed to attain 

these objectives as economically as possible. 

2) To meke effective calls on all the fleets and vehicle 

distributors allocated to him. To maintain en up to-date 

record of their detaiis end inform Divisional Fleet Sales 

Manager of any changes. 

3) fo agree with Divisional Fleet Sales Manager a quarterly plan 

of activity for the Fleet Service Bigineer(s) responsible to 

him, to monitor its achievement and inform Divisional Fleet 

Sales Manager of any need for change. To motivate, guide and 

control the Fleet Service Eugineer(s), develcping skills by 

regular field accompaniment. 3 

4) fo keep himself and his Fleet Service Engineer(s) up te-date 

with product and technical kmowledge and exsure it is used 

to maxim sales advantage. To maintain contact with Regional 

Fleet Service ifsrazez for any technical advice aud assistaice 

he or his Pleet Service Mgineer(s) may need. 

  

5) To ensure Divisional Fleet Sales Manager is aware of any changes 

in the policies, activities and fleet coupositien of branches or 

service points of Major flests in his area. 

6) fo identify the emergence of any fleet or key vehicle distributor 

in the area whose tyre or vehicle business justifies consideration 

for initial direct contact or for a higher level of existing contact. 

To make suitable recommendations to Divisional Fleet Sales Managers 
      

7) To provide Divisionel Fleet Sales Manager with forward estizaies 

a of all fleets and fleet branches or 

gBervice eta > inform him of any si icant 

changes, so 3: y be reviewed in tice, 

and to advise him about cliocation priorities in tines of supply 

shortage. 

  

    

    

  

      
 



8) 

9) 

10) 

211) 

(22) 

13) 

    

Resulting from his field contacts, to make appropriate 

recommendations in respect of range alteration and 

product development. 

fo glean information about competitive activity and 

other market intelligence and pass this on to Divisional 

Fleet Sales Manager. ‘To ensure his Fleet Service Engineer 

is up to-date with information passed to him. 

fo attend major fleet surveys when required by Divisional 

Fleet Sales Manager. 

fo maintain contact with tyre distributors in the area to make 

certain the tyre choice of operators is honoured, to condition 

them to sell a high proportion of Group tyres to all their 

fleet accounts and to exchange useful fleet market intelligences 

To ensure adjacent Fleet sales staff are aware of his operators! 

suppliers located in their areas and of orders to be followed 

through. 

fo identify any sales opportunities for tyre service equipment 

among fleet customers in his area, informing his Fleet Service 

Engineer(s) of the need to make a sales call. 

{o maintain productive liaison with Trade Sales Executives and 

Trade Salesmen operating in his territory.



PLEET SALESMAN 

. Responsible to:- Divisional Fleet Sales Manager 

Scope and Purpose of Job 

To enable sales targets to be met by surporting and maximising the Major 
Fleet sales operation and by securing enough tyre business of all ranges 
from local fleets and vehicle distrioutors in his territory. 

   

      

Key Tasks 

1) To meet the objectives jointly agreed with his Divisional 
Fleet Sales Menager. To organise day to day activities 
in accordance with a pre-determined plan designed to attain 
these objectives as economically as possible. 

2) fo make effective calls on all the fleets and vehicle 
distributors allocated to him in his territory. To 
maintain an up to-date record of their details and 
inform Divisional Fleet Saiea Manager of any changes. 

3) To maintain contact with those tyre distributors agreed 
with his Divisional Fleet Saiez Manager in order to make 
certain the tyre choice of operators is honoured, to 
condition then to sell Group tyres to all their fleet 
accounts end to exchange useful fleet carket intelligence. 
To easure adjacont Fleet sales staff are awaze of his 
operators suppliers located in their area and of orders 
to be followed through. 

  

4) To keep himself up to-date as far as possible with product 
and technical knowledge and to use it for maximem sales 
advantage. To contact Regional Fleet Service Manzser if 
in need of technical advice or assistance. 

5) To provide Divisional Fleet Sales Manager with forward 
estimates of fleet and fleet branch or service point 
Supply requirements, To inform him of any significant 
changes co that depot davum stocks may be reviewed in 
time, and to advise him about allocation priorities in 
times of supply shortages. 

6) To inform Area Fleet Manager of the need for a fleet survey 
or inspection as far ahead as possible, so that the activities 
of the Fleet Service Engineer{s) can be planned. To undertake 
fleet inepections and surveys hinself, as required froa time 
to tine.



7) 

8) 

9) 

10) 

11) 

12) 

- 2 

To glean information about competitive products and sales 
activity, and pass this on to Divisional Fleet Sales Manager. 

To identify the emergence of any fleet in his territory whose tyres 
business justifies consideration for initial direct contact and to 
advise Divisional Fleet Sales Manager accordingly. 

To identify any sales opportunities for Tyre Service Equipment 
among his fleet customers and inform Area Fleet Manager accordingly. 

To maintain productive liaison with Trade Sales Executives and 
Trade Salesmen operating in his territory. 

Resulting from his field contacts, to make appropriate recommunications 
in respect of range alteration and product development. 

To ensure Divisional Fleet Sales Manager is aware of any changes in 
the policies, activities and fleet composition of branches or 
service points of Major Fleets in his area.



INVESTIGATION OF THE PERCENTAGE TIME 

SPENT ON MAJOR TASKS BY THE 

FLEET SALES FORCE 

Sandra Johnson 48th October 1978



SUHMARY | 

This report details an analysis of the 

estimates of the percentage working time 

spent on major tasks by a sample of the 

Fleet Sales Force. 

The results have been examined for regional 

@ifferences and for diiferences by job 

title. 

An initial attempt has been made to 

relate this information to the earlier 

repertory grid interviews.



oe 

Introduction 
  

The jobs of Area Fleet Manager (AFM) and fleet salesmen (Psu) 

have previously been analysed using repertory grids 

(see earlier report). ‘his report detailed the principal 

activities of the AFM and FSM and how they construed their 

jobs. As additional information the Fleet Sales Director 

wanted to know the percentage of working time spent on the 

major tasks. This report details these findings. 

The Survey’ 

A list of the major tasks of the A¥M and #S.. was compiled 

from the repertory grid interviews. ‘the tasks included 

the following:- 

4. contacting customers 

2. administration 

3. planning and thinking tasks 

he driving 

The A¥M had the additional duty of :- 

5. dealing with fleet service engineer matters (#'SE) 

A questionnaire was sent to each of the FSM and ArM interviewed 

in the previous study. ‘hey were asked to "give an 

approximate idea of the percentage of your working time that 

you spend, in an average month" on each of the major tasks. 

(See Appendix I for the questionnaire).
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A questionnaire was also sent to each of the Divisional 

Fleet Sales Managers (DFSM) interviewed previously. whey 

were asked to estimate the percentage of time that their 

AFM's spent on each of the tasks. 

Therefore, questionnaires were sent to:- 

  

  

  

North Midlands South 

FSM Z 2 2 

AFM a 2) 2 

DFSM 4 4 4         

Results 

The 'raw' results are included in Appendix II, they have 

been summarised in two ways:- 

4. figure I is a bar diagram showing the ‘Average 

Percentage of Working Time by Region'. 

2e Peete 2 is a bar diagram showing the ‘Average 

Percentage of Working Time by Job Title'. 

The figures will be examined in turn:- 

4. Figure 4 shows variations between regions and several 

interesting points can be noted:- 

a) the estimates of working time spent on each task is 

almost the same for each regicn. ‘this is surprising 

as often people's estimates are widely inaccurate and 

more variation would be expected.
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The similarity of the estimates suggests that the 

regions are working in a similar way. This supports 

the information obtained from the repertory grid 

interviews. 

b) The average estimate of working time spent on 

FSE matters is 10.22%. Therefore, although the 

previous report on repertory grids did not reveal 

any skills specific to 'FSE duties' they are 

time consuming. 

e) driving absorbs 25.93% of the working day which is 

only slightly less than the time spent on planning, 

administration and dealing with the FSE. 

ad) Is this how the job holders should be spending their 

time? Should there be more time spent on 

administration and planning, and less on contacting 

customers? 

2. Figure 2 shows variations between the FSM, AFM and 

DFSM. It should be noted that the ¥SM has no FSE 

duties. 

As with figure 1 the estimates appear similar, but 

interesting differences can be identified:-
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a) the DFSM's have a higher estimate of time spent on 

planning and thinking, and administrative tasks 

than the AFM, This means that they think 

their subordinates spend longer on these activities 

than they actually do which could have interesting 

repurcussions. 

b) the estimates of time spent driving vary. 1t is 

interesting that although the FSM has no FSE duties 

his ‘extra time' is allocated to driving. 

Relationship between Repertory Grid Interviews and Estimates 

of time spent on tasks. 

  

The repertory grid interviews produced a picture of how a 

person viewed his job. One of the analyses performed on 

the data was to group the constructs elicited into 

four categories:- 

4. selling ability 

2. factual knowledge 

3. planning skills 

4. administrative tasks 

For each subject the percentage of their tasks described 

on each category was calculated. Hor example a Fleet 

Salesman could describe his tasks in the following way:- 

4. 62% require selling ability 

2. 45% require factual krow ledge 

3. 20% require planning skills 

4. 30% as administrative tasks.



2Gm 

The average percentage has been calculated by region and 

py job title. 

Average percentages of the estimated time spent on the major 

tasks has also been calculated by region and by job title. 

These tasks appear related to the construct categories 

and the following comparisons have been made in figures 

3 and 4, (by region and job title respectively) :- 

(i) % time spent contacting customers - compared to - 

% of tasks construed as requiring selling ability and 

factual knowledge * 

(ii)% time spent on planning and thinking tasks - compared to - 

% of tasks construed as planning. 

(i11)% of time spent on administrative tasks - compared to - 

_% of tasks construed as administrative. 

* . These two categories of constructs have been combined 

as both attributes are concerned with the task of 

"contacting customers’. 

At the present ‘time the meaning of the relationship is 

uncertain. It is tentatively suggested that the combination 

of the figures could be informative.
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This can be illustrated with reference to figure 4, section (Ax). 

The Fleet Salesmen estimate they spend 9.7% of their : 

working time on planning tasks which is a minor part of 

their job. However, they construe 67.78% of their tasks 

as requiring planning skills. Although planning is 

not a time consuming activity it is important to the job. 

The combination of these two pieces of information could 

have implications for training. In the above example, if 

the only information available was the amount of time 

spent on planning it would probably be disregarded as far 

as training is concerned. However, the repertory grid 

shows that planning is construed as an important aspect of 

the job and so possibly worthy of training. 

It must be stressed that these are tentative conclusions. 

However, figures 3 and have been included as the informa- 

tion may prove interesting. 

Conclusions 

The results cf the ‘estimates of the percentage working 

time spent on major tasks' appear to support the repertory 

grid interviews. It is hoped that the exact relationship 

between them will become clear. Once this is achieved it 

is thought that the information obtained will be useful 

for determining training needs and selection in particular.



  

Could you please give an approximate idea of the percentage of 
your working time that you spend, in an average month, on each 
of the following:- 

Percentages 

1. Contacting Customers 

(include both face-to-face and telephone contact 
with users, commercial vehicle distributors, 
tyre distributors, and fleet surveys)o Z ‘ —% 

2e Administrative Tasks 

(including correspondence, record cards, filing 
and writing reports). % 

  

3. Planning and thinking tasks 

(including meetings) 7% 
  

4. Driving : am 
  

5e Dealing with Fleet Service Engineer matters 

(including planning his work, monitoring his 
activities) wh 

This is a list of the major activities of your job which I 
derived from my interviews. If you think I have omitted any 
major task please make a note of it below with an indication 

"of the percentage of your time spent on that taske 

  

NAME AND DIVISION: eee ee snore meme ww nne nnn eenseenene 

APPENDIX I QUESTIONNAIRE 
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CAREER DEVELOPMENT STUDY 

ATM OF REPORT 

To show managers how repertory grid interviews can provide 

useful information for taking decisions about career development. 

The report has 4 sub-objectives:- 

1. fo provide the reader with a basic understanding of 

career development. i y 

fo provide the reader with an understanding of the 

methods used in the study. 

fo provide the reader with information collected 

during the present study. 

To indicate the value of the method to the managers.



2. 

Objective One 

To provide a basic understanding of career development. 

Career development is part of the broader topic of manpower 

plenning. Thomason (1975) says that 'manpower planning aims to 

ensure that an organisation so reacts to its internal and external 

environment that it has now, and will continue to have in the 

future, the numbers and qualities of personnel required to enable 

the enterprise to achieve its output objectives (whether of goods 

or of services) with whatever cultural constraints of efficiency 

may be imposed upon it’. 

A number of policies can be adopted to ensure that the right 

tnumbers and qualities of personnel' are available. These policies 

include the selection of suitable staff and the training of staff 

to ensure job competence. Also many large organisations employ 

staff who make the greater part of their careers within the 

organisation. Today's recruits are tomorrow's senior managers and 

so the planning of the careers of staff should be made. 

One form of career plan is to have 'plue-prints' for each job 

within the organisation. The blue~print details the tasks a 

person has to perform in a particular job and the necessary skills. 

If this information is available for all the jobs it is possible to 

look at a particular job, note what tasks and skills are involved, 

and then to study other jobs to discover where suitably qualified 

personnel might be recruited from, Or one can examine the jobs 

an individual has held in an organisation, note what skills and 

tasks he has experienced and, if he is destined for top management, 

see what gaps there are in his experience and arrange his next 

career move accordingly. 

Therefore, career plans provide valuable information for:- 

4. Providing a suitable individual with experience in different 

jobs in the organisation so that he is capable of occupying 

a top management role.



3. 

2. When any job becomes vacant the plans should indicate where 

suitably qualified personnel can be found within the 

organisation. 

3. The existence of career plans are useful if it is known in 

advance that a vacancy will occur, for example if personnel 

records show that a person will soon reach retirement age, 

it is possible to train a successor before the appointment 

date. This example illustrates the value of keeping detailed 

personnel records alongside career plans. 

4. They also show whether a particular organisation structure 

offers its personnel suitable career opportunities. If this 

is not the case the organisation should be studied and appropriate 

changes made if this is thought desirable. 

Thus, career: plans are useful for making selection decisions, 

xecommending training, ensuring the organisation has suitable 

ttalent! for its senior management positions and for organisation 

development. 

However, it must be remembered that these plans are only an aid 

and that other factors must be considered, for example, in selection 

has the individual the right personality to work in a certain 

department?, can the structure of the organisation be chenged or 

would that be detrimental to its efficiency in other ways? Also, 

having decided upon a person with the best experience for a job it 

is possible that the individual concerned will not want to move, 

particularly if it requires geographical relocation. Despite 

these limiting factors the importance of manpower to any organisation 

mist warrant attempts to plan for the most efficient use of this 

resource.



Objective Two 

To provide the reader with an understanding of the methods used 

in the study. ¥ 

1. 

ee 

Interview method 

A method was required which would discover the tasks and 

skills necessary for a particular job. On the basis of 

previous work in the Marketing Division the techniques of 

tRepertory Grids' appeared suitable. 

A repertory grid is a technique for Ragecetaadiae how an 

individual perceives the world at a moment in time. People 

have their own individual ways of looking at the world. 

Each individual builds his view of the world into a 

‘mental map' on the basis of his experience. It is as =f 

each individual perceived the world through a unique pair 

of spectacles. Repertory grids are a technique for 

describing these individual maps. 

This study was concerned with how the individual perceived 

his job. During the interview it is possible to elicit 

from the job holder the tasks he performs and the skills 

he perceives as necessary. 

People interviewed 

fo produce career development plans it is necessary to have 

a picture of the tasks and skills required for each job 

within the Marketing Division. The present study was 

experimental so only a sample of jobs was investigated. 

Therefore, the purpose of the present study was to suggest 

career plans for the job of Divisional Fleet Sales Manager 

(DFSM). ‘wo DFSM's were interviewed to obtain a picture of 

the tasks they perform and the skills required. The 

organisation chart for the Division was then consulted to 

identify potential sources of applicants. A broad perspective
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was adopted to see if any unexpected sources were highlighted. 

Figure I lists the jobs studied. To obtain a picture of each 

job, one person from each job title was interviewed who was 

considered to be doing the job in the 'right' way. 

The Interview 

The repertory grid interview has 3 stages:- 

41. 15 tasks important to the job were elicited. 

2. Details of the skills and knowledge required to do the 

job were elicited. These are called “constructs”. 

3. The individual rates each task or each skill description 

on a five point scale. 

(Appendix 1 shows the grid elicited from your subordinates). 

Two additional stages were performed to obtain more detailed 

information about the jobs. 

4. After the skills had been elicited the subject was asked 

to rank the skills in order of importance to the job 

(1 being the most important). Subjects were allowed to 

rank several skills the same if they could not differentiate 

their importance. 

5. The tasks were grouped into major areas by the interviewer 

and adjusted if necessary when shown to the subject who 

was asked to estimate the percentage of his working day 

spent on each area. 

This procedure was followed for each of the jobs studied.



Figure I 

List of jobs studied 

Divisional Fleet Sales Manager DFSM 

[ Pleet Technical Specialist 

Regional Fleet Service Manager 

Area Fleet Manager AFM 

Fleet Salesman FS 

Account Executive Original Equipment OR 

Area Sales Manager ASM 

Depot Manager IM 

Marketing Planner 

Accessories Manager 

Avea Manager Passenger Transport Division



Analysing the Information 

The aim of the analysis was to produce a simple picture of 

the jobs studied. This would allow the jobs to be examined 

for their similarities and differences. 

The following procedure was conducted on each interview:— 

1. 

4. 

The constructs were categorised according to the system 

detailed in appendix 2. The construct in category 1, 

‘command of datat were further subdivided (see appendix IT). 

This was thought a necessary procedure as the category 

covers a broad range of data, from tyres to the Health and 

Safety at Work etc., Act, and if command of specific data 

was important for a job it could be a major detemninant in 

making a decision regarding career development. 

The 3 or 4 constructs identified as most important by the 

job holder were listed. 

The percentage of the working day spent on each major task 

area was illustrated by a pi diagram (see figure 2). 

The results of steps 2 and 3 were used to evaluate each job. 

The purpose of the scoring system is to see how each job in the 

sample matches the job being investigated at the time. The 

system is detailed in fagure 3.
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Figure 2 Example of pi diagram showing percentage time 

spent on major tasks. 

    
     

driving 

  

contacting 
customers 

planning    

Fleet Salesman



x Scoring System 

a) The most important skills and the major tasks of the job 

to be examined were listed on a Career Development Chart 

(figure 4). 

b) Each entry was awarded 2 points. 

c) Next the tasks and skills of another job in the study were 

examined and:- 

(i) 2 points were givenif the same task as that in the 

top job was elicited and if approximately the same 

or greater percentage time was spent on that task. 

(ii) One point was given if the same task was mentioned 

but much less time was spent on that task. 

(iii) 2 points were given if the same skill category was 

"elicited as the top job and if that construct was 

assigned the same level of importance by the job 

holder. 

(iv) One point was given if the same skill category was 

elicited as the top job but it was assiged a lower 

order of importance. 

a) After the points have been assigned for each job they ‘should 

be summed and a list of the scores produced.
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Objective Three 

To provide the reader with information collected during the 

present study. . 

After each job has been scored career plans can be produced. 

Figure 4 shows the breakdown of the scores for each job and 

figure 5 is a league table of jobs. The league table provides 

a summary of which job is most similar to that of the DFSM 

and detailed information is obtained from figure |). 

A discussion of these figures will illustrate how career plans 

might be formulated:~ 

4. The job of an ASM (scoring 15 points) is most similar to 

that of the DFSM (scoring 18 points), This suggests that 

ASM's would be the most suitable replacements' for a DFSM 

as they have carried out similar tasks and possess similar 

skills. One limiting factor is that the DFSM considers it 

important to have detailed knowledge of the users in a 

particular area. The ASM would not have this knowledge as 

he operates with the trade sales force, rather than the 

fleet. However, it is possible (or it would be possible to 

plan) that the ASM's had already gained some fleet experience 

as for example a fleet salesman. Another factor to consider 

is whether an ASM would apply for the post? Would he consider 

it a worthwhile move as the jobs are so similar, 

2; The second job in the leame is that of Accessories Manager. He 

lacks experience in setting budgets and attending meetings 

(although reference to the original interview shows that he 

does attend some small meetings). Concerning skills his 

present job uses all the skills required for the DFSM job 

although their level of importance is different. Therefore, 

the job of Accessories Manager provides useful experience but 

the individual may not be entirely competent in the job, for 

example skills with subordinates is a minor part of his present 

job, but it is the most important skill required for a DFSM, 

so that the individual would need to develop this skill to be
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competent in the new job. However, the Accessories Managers’ 

job does offer a sound basis from which the additional 

requirements for a DFSM could be developed. The only other 

limiting factor is his knowledge of the product and the 

user as the Accessories Manager is responsible for accessories 

rather than tyres. However, the products are related and 

the knowledge could be taught readily. It is easier to teach 

factual data than. skills. 

It is quite possible that the Accessories Manager would apply 

as it would be significant promotion. It is worth noting that 

this move has recently taken place. In this case the lack of 

product and user knowledge was compensated for by the individual 

having had experience as an AFM. 

A similar enalysis can be made of the other jobs in the 

league, that is identifying the similarities and differences 

between the DFSM job and any other job, and considering if the 

@ifferences could be erased by training, either on or off the 

job, or if suitable experience could have been gained earlier 

in the career plan. For instence, the Marketing Planner job 

only scores 3 points, but two of these points are for the skill 

tgensitivity to events', which is not found in any other job 

at that level in the organisation hierarchy. Therefore, ifa 

person has experience as a Marketing Planner, moved to AFM, 

he would be in a strong position for the DFSM job. This 

illustrates the need to examine previous jobs to the present 

position when considering career moves. 

The interpretation so far has shown the use of the method 

for identifying potential applicants for a job. Another use 

for the method'is for planning an individual's career. This 

answers the question if a person is recruited today what 

experience will he require to become a DPS? An examination 

of the tasks and skills necessazy for a DFSM suggests several 

routes. Begin as a fleet salesmen or account executive which 

will provide experience at dealing with customers, general 

problems and attending meetings. Acquire social skills and 

kmowledge of the product and user. The individual would then



12, 

need to acquire experience with subordinates which could be 

gained as an Accessories Manager, ASM or Depot Manager (except 

that this job removes him from direct selling) or some 

experience with subordinates is.found as an AFM or Manager PID. 

An alternative would be to spend time as a Marketing Planner 

to gain 'sensitivity to events! before moving to a job offering 

skills with subordinates. 

If a job other than DFSM is of interest another Career Development 

Chart and League Table can be produced. Figures 6 and 7 show 

charts and tables for an ASM.
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League of jobs most similar to DFSM 

DFSM 

ASM 

Accessories Manager 

APM 

Fleet Service Manager 

Fleet Technical Specialist 

FS 

Account Executive 

Depot Manager 

Area Naashes PID 

Marketing Planner 

18 points 

15 

12 

10
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Figure 

League table of jobs most similar to ASM 

ASM 

AIM 

Fleet Service Manager 

Bs 

Account ees 

Accessories Manager 

Avea Manager PTD 

Fleet Technical Specialist 

mM 

Marketing Planner 

18 

44 

10 

10 

10
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Objective Four 

. fo indicate the value of the method to the managers. 

It is considered that this report will be of value to managers in 

the following ways. 

ie 

3. 

The report shows that this method provides a picture of 

the tasks and skills involved in each job. This should 

aid managers in their selection decisions as it enables 

them to see the experience an applicant has had in his 

previous jobs. It also provides an objective description 

of the tasks and skills required in the vacant job. The 

matching of these pieces of information aids selection. 

The use of this technique may reveal new sources of suitable 

applicants for a vacancy. Therefore, it should broaden the 

manager's outlook when he is selecting personnel. 

This information enables the manager to assist his subordinates* 

career development. By having a picture of the jobs in the 

Division the manager can try to provide his subordinates with 

experience and training which will enhance their suitability 

for the next career move. It might also help to explain why 

their subordinates are unsuccessful in their application for 

another job. 

Appendix I shows the manager how his subordinate perceives 

his job. ‘his information will be of value to the manager as 

he can see if this agrees with his own perception of the job. 

If they do not agree some remedial action should be taken.
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(i) 

APPENDIX IT 

Categories of Constructs 

Cate, 4 

Command of data and facts: 

eg technical facts 

market knowledge - customer and area 

product knowledge . 

stock levels. 

Category 2 

Sensitivity to events 

ie skills concerned with perceptiveness, reactivity and 

collecting data. 

Category 3 

Information output: 

reporting information 

administrative tasks 

written/formal communication 

Category 4 

Problem solving and planning 

analytical skills 

@ecision/judgement making skills 

planning activities 

acting on own decisions



(34) 

Catego: 

Social skills and abilities 

interpersonal skills used in selling 

commnicating 

influencing 

respond to formal discipline 

motivating people (other than subordinates) 

Category 6 

Inclination to respond purposefully: 

initiative 

being constructive 

Category 7 

Skills specifically relating to dealings with subordinates: 

man~management 

leadership 

passing on experience, 'teaching" 

Category 8 

These constructs do not relate to skills, knowledge or 

personal qualities 

place of work 

time span of job 

xoutine-non-routine tasks



(iii) 

Data Categories 

1. 

2. 

7 

Product kmowledge and service knowledge, e.g., tyres range 

etc., and wear of tyres. 

3 grades: A= detail, B= moderate, C= low 

Vehicle proaedees 

Knowledge of the industry, competitors, markets. 

Knowledge of the users in a particular area. 

Knowledge of Dunlop systems and procedures. 

Legislation:- 

A 

B 

n tyre legislation, claims procedure. 

Health and Safety, Disciplinary etc. u 

Market research procedures. 

Factory planning and production. © 

Account and costing.
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