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ABSTRACT 

Transfer of training, the concern of this thesis, is 
investigated in the context of a joint-venture in• 
management development carried out by the Cranfield 
School of Management and Cable and Wireless Limited. 

Previous work in the. field of transfer - theoretical, 
experimental and empirical - is reviewed and relevant 
aspects incorporated into the study. The development 
of the joint-venture itself is explored in three 
contexts: business, educational and career. · 

The field study was conducted with the dual objectives 
of hypothesis testing and hypothesis generation. 181 ~ 
C & W managers participated in the general management~: 
programmes specially-prepared for them at Cranfield. 
Subsequently a questionnaire was sent to each of them 
at their place of work to elicit their perceptions of 
the programmes;tthe influence of the organisational 
climate on their transfer efforts; and their transfer 
performance as it related to specific tasks and to their 
own end-of-programme resolutions. 

Findings suggest.that, although the nature of-the 
learning experience and the organisational climate are 
undoubtedly important determinants of the. successful 
transfer of training~ the influence of both are 
modified substantially by· the type of manager. Perceptions 
are found to vary consistently with type of manager; 
"type" being defined by programme attended (a surrogate 
for "level"); Company categorisation of managers; work 
preferences, as identified by the Myers Briggs Type 
Indicator; age; professional background; and length of 
service with the Company. 

A model for the transfer of training is proposed, together 
with a number of practical recommendations for both parties 
to the joint-venture aimed at enhancing future management 
development activities. 

Availability of this thesis is at the discretion of the 
Steering Committee of the joint-venture. 
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PREFACE 

The concern of this thesis is the transfer of training, a 

problem that has been highlighted in recent years by.the 

comparatively poor performance of British industry. The 

thesis does not go into the multitude of factors that may 

or may not have contributed to that performance. Rather it 

focusses, by means of a case study, on the detail of 

transfer. 

Management development, in an academic conte~~, is a comp

aratively new phenomenon in the United Kingdom. Whereas the 

first business school in the U.S.A. (the Wharton. School of 

Finance and Commerce) opened its doors in Philadelphia in 

1881, Britain's first business schools - Manchester and 

London - took their first students in 1965. Since then 

management schools and centres have proliferated throughout 

the country and, together with in-house trainfng, have 

transformed British management development. 

Despite this tremendous expansion there is little firm evi

dence of the degre~ of effectiveness·of the training provided. 

Hence, the purpose of this thesis is to explore the effective

ness of one management development programme. The joint-venture 

between the Management School at Cranfield's Institute of 

Technology and Cable and Wirele_ss Limited is probably the 

largest venture of its type ever undertaken in this country. 

During the first three years 181 managers were released by 

the Company to attend general management courses lasting 

either two or five weeks at the Management School. Although 

the bulk of these _managers came from t~e middle management 

range, senior managers also took .. part. As Cable and Wireless 

is a major international company, managers have been of 

various types; from Head Office in London, National staff and 

expatriates working overseas. 

Given the size of the venture, the number of managers involved 

together with the generous co-operation of the Company, there 



has been a unique opportunity to analyse the transfer of 

training in depth. 

The thesis is arranged as follows: 

Chapter 1 examines the experimental and theoretical work 

relevant to the transfer of training - of which there is a 

great deal - and describes the main field studies - of which 

there are surprisingly few. 

Chapter 2 looks at the joint-venture within three contexts: 

the business context (the changing role of Cable and 

Wireless in an industry which has one of the most ~~pidl(· 

changing technologies in the world, their need for training 

to meet not simply the technical aspects but also the organ

isational challenges); the educational context (the curric

ulum design, the teaching style and, most importantly, the 

tailoring of the courses to the specific needs of Cable and 

w£reless),;and the career context (the development of a 
"Cable and Wireless man",_ typical career'paths in the past 

and the managers current expectations). 

Chapter 3 reviews the methodology of the study. Great 

emphasis has been placed upon quantitative measures and, 

because of the problems of dealing with essentially qualit

ative material, the complexity of these has been considerable. 

Chapter 4, 5,6 and 7 are devoted to an account of the findings 

that have emerged from testing four null hypotheses: namely 

that, 

1. Participant managers are not significantly different 

from one another. 

2. No manager is significantly more satisfied with his 
learning experience than any other manager. 



3. There is no significant difference betw~en managers' 

perceptions of aspects of-~the organisational climate in 

helping or hindering them to transfer what they have.learnt. 

4. There is no significafit difference in the transfer 

performance between participant managers. 

Finally, in the concluding chapter, the implications of this 

study for the future conduct of management development prog

rammes is examined. 

The data collection for this thesis ended in the summer of 

1980. Since then, considerable changes have occurred in 

the fortunes of the Company, most notably the decision of 

the British Government to denationalize it. Obviously had 

managers been aware of this at the time the study was 

conducted, their views on a number of issues might well have 

been different. Too much should not be made of this, it is 

an important contextual factor but it does not effect the 

main issues of the transfer of training to which this thesis 

is directed. 
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CHAPTER 1 

THE TRANSFER OF TRAINING: A REVIEW OF THE LITERATURE 

The Problem Stated 

There are two vital questions facing both management 

educators and the organisations sponsoring formal manage

ment education. These are: 

1. To what extent do managers apply what they have learnt 

in the classroom to the jobs they subsequently do? 

2. What are the important factors affecting this process 

of transfer? 

The questions are significant because although improved 

managerial performance is the outcome hoped for by those 

investing in management training (Hesseling 1966, Hamblin 

1974), it is not always forthcoming (St¢ef~i 1974). 

So important are these questions that one must begin by 

asking why they have not already been answered. It cannot 

be denied that many studies have been carried out which 

bear on them. None, however, are wholly satisfactory. 

These studies can be categorised into three types. The 

first type embraces all evaluation studies of training 

programmes; their approach has essentially been twofold. 

Many have relied heavily on examination results (1). 

Such formal tests are irrelevant to the transfer of train

ing in management education since one is concerned with 

whether or not a manager performs differently on the job 

rather than whether or not he can pass exams. Other evalu

ation studies have adopted a cost-benefit analysis approach 

(2). Here the important variables have been the costs of 

training, the costs of unemployment and, most important of 

a~l, the post-programme earnings of trainees. Again such 

studies are irrelevant to problems of transfer in the man

ageria~ field since the incomes of managers participating 
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in the programmes are not likely to be directly affected 

by their participation. A feature common to both these 

approaches is that the researchers are not directly con

cerned with the process of transfer, but only with the 

inputs and the outputs of the training programme; a 

classic case of the "black box" paradigm. 

The second of the three types of study evinces great inter

est in the transfer process itself. Most of these studies 

have been carried out by educationalists and psychologists. 

They have a long pedigree stretching back over a hundred 

years. However,they too are not. directly relevant to the 

transfer of training amongst managers for their interest 

tends to be in transfer from one learning situation to 

another learning situation rather than from a learning 

situation to a doing situation. Indicative of this is that 

they tend to use the terms "transfer of training" and 

"transfer of learning" interchangeably. 

The final type of study - of which five examples will be 

considered here - certainly focusses on the manager (3). 

Rather surprisingly, however, these empirical studies draw 

hardly at all upon the theoretical insight produced by the 

work of the educationalists and psychologists referred to 

above: surprisingly, as the underlying principles are 

common to both. Although the present study cannot claim to 

have totally integrated these last two approaches, neverthe

less an attempt has been made to draw together the important 

findings of both. 

The work of the evaluation researchers will not be pursued 

further partly because, as indicated above, they tend to 

ignore the very process in which this study is interested 

and partly because their examination-based approach confines 

its subjects to college students, none of whom hold jobs 

and most of whom never have done; whilst the cost-benefit 

approach has tended to focus on retraining programmes con-
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ducted by U.S. government agencies for the unemployed,

under-employed or disadvantaged. Such studies shed little 

light on the value of management development programmes 

attended by middle and senior business executives. ·Nor 

do they provide useful methodological strategies for 

replication or comparison. 

This chapter, therefore, will focus on the characteristics 

of the transfer process as revealed by educationalists and 

psychologists on the one hand and by management scientists 

on the other. 

Part I: The Nature of Transfer - the work of educationalists 

and psychologists 

In 1937 Barlow conducted the first carefully controlled 

experimental studies on transfer. He defined transfer as 

"the learning influence of one training activity on a 

different activity" and hypothesised it to be "a major 

factor of learning''. It is a definition with which this 

researcher has no quarrel but, rather than see it as a 

component of learning,. she would see it as the reason for 

learning. 

Barlow reported a relatively h~gh level of transfer in all 

those experiments in which training was devoted to process 

rather than to content. He held that if specific instruc

tion had been given on "abstracting, analysing and general

ising" then transfer would follow regardless of whether the 

final test was entirely different or very similar to the 

learning experience. He concluded that successful transfer 

depended on a number of factors. These were: an ability to 

define problems clearly and to analyse and compare them 

carefully; a recognition of the general in the specific and 

the specific in the general; an understanding of the learning 

process and a deliberate effort on behalf of the teacher to 

apply learning methods. Transfer then, was a responsibility 

to be shared by the teacher and the taught. 
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A good deal of emphasis is put on these very issues in most 

post-experience management education programmes. Participants 

are being taught to transfer in most of the teaching_ sessions 

(or learning sessions as Barlow would have preferred them 

to be called!) regardless of the subject matter being dis

cussed. This is illustrated by the interactive use of the 

case-study method of teaching and by process-oriented activi

ties such as problem-definition, collaborative decision

making, the public voicing of opinions and inter-personal 

counselling. 

Barlow's investigations marked a watershed in the research 

into the transfer of training. Before him had gone educa

tionalists like Thorndike, Judd and their contempories whose 

activities had disrupted completely the established school 

curriculum. After him were to come the behaviouralist 

psychologists who, dominated by Osgood, integrated transfer 

into their stimulus - response formulae. 

Barlow's predecessors had established important theoretical 

explanations for transfer. The two most fundamental were 

the theory of identical elements and the theory of general

isation. 

The Theory of Identical Elements 

This theory was developed at the turn of the century by 

Woodward and Thorndike. It challenged the established view 

that the mental rigours of a classical education and the 

committing to memory of facts led to a general improvement_ 

in the capacity of the mind. It was generally assumed at 

the time that improvement in one area would lead to sub

stantial improvement in other areas (4). For example, the 

study of mathematics was believed to lead to successful 

decision-making (Wormell, 1899, p.78) and the study of 

Latin was seen as "a means of training the faculties of 

perc~ption and generalisation'' (Morgan, 1894, p.186). 



- 5 -

This conventional wisdom was challenged by Woodward and 

Thorndike's assertion that change brought about by learning 

in one area, only brought about change in another area., in 

so far as the two areas had something in common. So, 

learning Latin helped one spell words which had a Latin 

root in English or other languages but it could claim 

nothing{ more in the way of transfer. In their own words 
-:'-.. 

(1901) "that spread of practice (i.e. transfer) occurs 

only wpere identical elements are concerned in the influ

encing'.'. and influenced fuctions". 

This theory of identical elements has stood the test of 

time and Stiefel (1974) applies it to the dilemma faced 

by the newly-trained manager on his return to work. He 

maintains that the transfer of new knowledge only occurs 

"when there is a perceived and actual similarity between 

the seminar situations and the job to which the partici

pants return". 

The identical elements were subsequently divided by Thorndike 

into identities of substance and identities of procedure. 

Over half a century later, in the parlance of the 1980s 

these would be called content and process. In the field 

of management training they would relate to what to do and 

how to do it. Bagley (1920) discovered a third identity -

that of ideal or aim - which relates largely to shared 

values and a common belief system. This explains perhaps 

why Trade Unions will not use business schools for the 

training of their executives but instead set up their own 

centres. Implicit in the theory of identical - or shared -

elements is that the greater the number of common elements, 

the greater will be the transfer effect (Sandiford, 1928). 

The theory of identical elements inspired a generation of 

academics to investigate a wide range of situations in 

which a broad transfer of training had traditionally been 
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believed to take place. The study of Latin was an obvious 

target but arithmetic, geometry, science and neatness were 

also examined for their transfer properties (5). So too, 

were memory, motor skills and visual perception (6): 

The outcome of these many experiments was summarised by 

Sandiford (1928). He drew three conclusions. First, that 

the transfer effect of training could be positive, zero or 

negative, but that it was usually positive. Second, that 

if positive transfer was considerable then the training 

materials and testing materials had many common elements. 

Third, that there was "little ground for the belief that 

the intellect secures an all-round training from the speci

fic training of any part of ·it." 

The Importance of the Individual in Recognising the Identical 

Elements 

The development of intelligence tests in t~e 1920s allowed 

Thorndike to renew his investigations into the transfer of 

training. He used vast numbers of school children for two 

complete academic years of study. In 1922-3, some 8,564 

school children participated and in 1925-6 an additional 

5,000 were used. His conclusion (1927) was that transfer 

gains from specific subjects, although they varied somewhat, 

were only small and played a far less important role than 

the natural intelligence of the individual. The bright 

children made greater gains than the dull, regardless of 

the subjects taught. Identical conclusions were drawn by 

Barlow (1937) and by recent research into comprehensive 

education in the U.K. (7). Together they suggest that the 

individual learner may be a more important variable for the 

successful transfer of training than the nature of what is 

being taught, both in terms of content and process. 

The Theory of Generalisation 

The first theory of transfer, that of identical elements, 
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was well established by 1927 when the second theory was 

formulated by Judd. This is the theory of generalisation 

of experience. Judd maintained that ''trained intelligence 

is particular in its content but general in its method". 

This, he explained, is peculiar to the human race in that 

the power to generalise is linked very closely to the 

ability to think in a language. "Words" said Judd "are 

records of generalisation" and points out that by using 

words to think through problems one is able to generalise 

from one situation to another. Management training should 

then be trying to provide a new language in which managers 

can identify and think through their problems. 

Like Thorndike, Judd thought that the method by which one 

was taught was more important than what one was taught. 

"There is no guaranty (sic) in its content that any subject 

will give general training to the mind. The type of train

ing which pupils receive is determined by the methods of 

presentation and the degree to which self-activity is 

induced rather than by content." He asserted that "any 

subject taught with a view to training pupils in methods 

of generalisation is highly useful as a source of mental 

training and that any subject which emphasises particular 

items of knowledge and does not stimulate generalisation is 

educationally barren." This rather suggests that the present

ation skills of the lecturer are all important. These 

include his or her ability to encourage the participants 

not only to ask the questions but also to answer them. It 

militates against bringing in subject specialists who do 

not have these skills. 

Judd firmly believed that the transfer of training could not 

take place without generalisation for, he explained, "it is 

the very nature of generalisation and abstraction that they 

extend beyond the particular experiences in which they 

originate". 



- 8 -

At first there appears to be conflict between the two 
' theories. One relies on recognising what is exactly the 

same, the other on extending into the unknown. Their 

reconciliation as Sandiford (1928) pointed out, res~lts 

from generalisation only being possible through the identi

cal elements of language. Specific language habits, engen

dered by the training ptocess, permit links to be made 

between different situations and so generalisation can be 

made. The medium, as McLuhan (1967) so vividly showed, is 

the message. And clever people, as Thorndike found, will 

make the most effective use of a training experience- ~spec

ially when it provides them with a short cut to new insights. 

The managers who are able to manipulate the new language will 

make the vital connections between theory and practice, bet

ween learning and action. So, from Judd's point of view, 

the transfer of training depended upon the understanding of 

principles and concepts which were applicable to situations 

other than those in which they were learned. The suggestion, 

once again, is.that the type of manager may be more important 

than the content of the training programme that he attends. 

The Rhythm of Education 

Whitehead, in his important Essays (1932), drew attention 

to the rhythm of education (p. 47), a concept particularly 

relevant to the transfer of training. He claims two essen

tials of education; these are freedom and discipline. Mutu

ally contradictory, they tend not to co-exist but one grows 

out of the other so that freedom is followed by discipline 

which in turn is followed by freedom. This cyclical process 

is apparent in both the long-term development of an indi

vidual's life, and in more short-term learning events how

ever long they last and no matter whether they are academic 

or emotional. Each of the three periods is essential for 

successful learning. First there is a period of freedom or 

" romanticism" when interest is excited by early exploration 

and the enthusiasm engendered to sustain the learner's 

motivation through the next stage. The second stage is the 
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period of discipline or "precision" in which the detailed 

understanding of a subject has to be mastered. ~nee done, 

the individual progresses into a third stage: one of 

freedom or "generalisation" in which he may apply his· 

knowledge to new and different siiuations. This, in effect, 

is the essence of "transfer" and whilst the three stages 

grow out of one another, they can, and should, be guided 

and nurtured. Formal management training is central to 

the whole process, falling into the tough second stage of 

disciplined hard work. The freedom to apply what he has 

learnt occurs on a manger's return to work. 

Forty years on, Revans (1971) presented a similar inter

pretation of creativity (p. 100) and of learning (p. 145). 

He further divided Whitehead's first stage to give him a 

total of four stages: those of magic, imagination, empiri

cism and design. He applied them to the life time develop

ment of an individual, the history of western society and 

the methods of learning as is shown in Figure 1.1. 

Western 
Stage M.an 

.. 

Society Learning 

1. Magic Childhood the heroic age inspiration 
to the dark 
ages 

2. Imagination Adolesence the religious analogy & 
age authority 

3. Empiricism Maturity the empirical practice 
age 

4. Design Wisdom the scientific insight & 
age systems 

thinking 

Figure 1.1: Revan's four stages of development 
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Revans explained how managers, being action-oriented, were 

principally concerned with (0() establishing what should 

be done, ( /3) working out how to do it, and ( 'd ) ad,ap~ ing 

themselves to the new situation so brought about. The 

three concerns are typified by his three systems, ex_ 

(alpha), p- (beta), and t5 (gamma). System /3 incorporates 

the complete learning cycle. It starts with a recognition 

of the need to learn (magic), followed by the research for 

new knowledge (analogy). Once absorbed, the new knowledge 

is tested through pr~ctical action (empiricism) which is 

critically evaluated, fed back and consolidated within 

the memory (scientific method). Both Whitehead and Revans 

see the ultimate stage of the learning cycle as the 

generalisation of what has been learnt to other situations. 

Both recognise that before this can be done some sort of 

input must be made. For· Whitehead it is ideas (p. 18) and 

principles (p. 42); for Revans it is practical experience 

(p. 194) and opportunities for action (Revans 1980). 

An Experimental Example of the Transfer Process 

Perhaps one of the most colourful experiments to test the 

relationship between knowledge of a principle and practical 

behaviour in a situation to which the principle applies 

was also one of th~ earliest. In 1908 Scholckow & Judd 

conducted a study in which a group of equally bright 

schoolboys attempted to hit an underwater target with a 

dart. The target was placed first at a depth of 12" when 

the boys were equally unsucce~sful and then at a depth of 

4" when the boys who had been taught the theory of refrac

tion were significantly more successful than were those 

who ha.d not. The results led Judd towards his theory of 

transfer by generalisation. In 1941 Hendrickson and 

Schroeder replicated the study as far as they were able. 

They used an airgun and a target placed at a depth of 6" 

and 2" with two matched experimental groups and a matched 

control group. One experimental group had been given sight 

of a written explanation of the theory of refraction, the 
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other group received extra verbal explanation. The 

control group, of course, had no explanation at all. 

Although there were individual differences within 

groups, the experimental groups, possessing theoretical 

knowledge, performed better at the practical task than 

the control group, confirming Scholckow & Judd's (1908) 

findings that a knowledge of theory facilitates transfer. 

In addition, the recipients of the extra tuition were 

the best performers. The implications ~f this finding 

for management education are firstly that teachers 

should adapt theoretical information to the practical 

needs of the students and secondly that opportunities for 

asking questions and discussing issues should be built 

into the teaching style. The assumption that because some

thing is written down it will be understood and applied 

is clearly ill-founded. 

The Transfer of Training as a Function of the Stimulus

Response Relationship 

Throughout the 1930s and 1940s, research was undertaken 

by the "connectionists" on the transfer process as a 

function of the stimulus-response (S-R) relationship 

which they believed under-pinned all behaviour~ For 

managers, a problem would provide the stimulus and his 

solution, the response. The particular solution he 

chose would depend on the success he had previously 

enjoyed in using that solution. Successful use would 

reinforce his decision to choose it again. Repetitive 

use would associate certain responses with particular 

stimuli. The great danger with this syndrome lies in the 

inflexibility that would inevitably develop. The S-R 

mechanism does not explain how a manager recognises 

stimuli nor does it explain his choice and use of a res

ponse for the first time. 
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Osgood's Transfer and Retroaction Surface 

Transfer, explained by S-R, relies heavily on the concept 

of identical elements and the associations built up 

amongst various combinations of those elements. By hold

ing them to be the key to learning, the researchers 

created for themselves a paradoxical argu.ment. A number 

of them (8) had proved theoretically that "the greater 

the similarity, the greater the interference" to learning 

(9). Yet perfect similarity was known to be the ideal 

condition for successful transfer and effective learning. 

In an attempt to explain this contradiction, Osgood 

reviewed all the empirical work on the variation of stim

ulus, on the variation of response and on their simultan

eous variation (10). His "transfer and retroaction sur

face" (1949) was the outcome. This is a three-dimensional 

model which links similarity of stimulus, similarity of 

response and levels of transfer and retroaction (11). It 

overcame the paradox by incorporating all possible varia

bles into a single model whilst remaining consistent with 

all known empirical data. The model is shown in Figure 

1.2. It illustrates very well the continuous flow from 

one state into another. It also predicts the likely deg

ree of transfer or retroaction resulting fro~ different 

combinations of stimulus and response. 

There are three levels of stimulus (identical, similar and 

neutral) and five levels of response (identical, similar, 

neutral, opposed and antagonistic}. They are plotted 

against one another on a hdrizontal grid. The levels of 

transfer and retroaction are set vertically, at 90° to 

this grid; positive transfer (learning) and retroactive 
~ 

facilitation (remembering) rising above the grid, negative 

transfer (mistakes) and retroactive interference (forgett

ing) plunging below the grid. The "surface" is rather 

like a blanket pegged down at two corners, stretched up to 

the top of a mast at the third corner and stretched down 
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to the bottom of a shaft at the fourth. 

Positive transfer 
& retroactive 

faciliation 

Neutral transfer 

Negative transfer 
& retroactive 

interference 

+ 

0 

RI = Response Identitical 

RS = Response Similar 

RN = Response Neutral 

RO = Response Opposed 

RA = Re_sponse Antagonistic 

SI = 

ss = 

SN = 

Stimulus Identitical 

Stimulus Similar 

Stimulus Neutral 

Figure 1.2 The Osgood Transfer and Retroactidn Surface 

There are three steps to using the model: 

STEP 1: identify the appropriate levels of stimulus and 

response; 

STEP 2: locate their intersection on the horizontal grid; 

STEP 3: extend a vertical line to touch the surface at 

its nearest point. 

The direction of the line (up or down) will indicate whether 

the transfer is positive or negative and the length of the 

line will indicate the strength of the transfer. The model 

is based on three empirical "laws" to which Osgood claims 

"there is no exception." 
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1. First Law: When the stimuli vary from those previously 

encountered, but the responses are still the same then pos

itive transfer (learning) and retroactive facilitation 

(remembering) always takes place. The strength of ·the 

outcome increases as the stimuli become more and more like 

those first encountered. 

+ 

0 

Figure 1.3 : Osgood's First Law 

2. Second Law: When the stimuli are the same as those 

previously encountered but the responses vary, then nega

tive transfer (mistakes) and retroactive facilitation 

(forgetting) might take place. The liklihood of thi.s 

diminishes as the responses become more like those first 

encountered when positive transfer (learning) and 

retroactive facilitation (remembering) may occur. 

+ 

0 

Figure 1.4 Osgood's Second Law 

. ,. · - - __ , ,;__ ......... - --
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3. Third Law: When both the stimuli and the responses 

vary at the same time then negative transfer (mistakes) 

and retroactive interference (forgetting) always take 

place. The strength of the outcome increases as the 

stimuli become more and more like those first encountered. 

+ 

0 

Figure 1. 5 Osgood's Third Law 

The Relevance of Osgood's Surface for Management Training 

If 'stimulus' is interpreted as the problems arising from 

a manager's job and 'response' as what he was taught on 

the training programme, then it . is possible to identify 

the likelihood of positive transfer taking place. For 

example, a manager might be confronted with a complex 

scheduling task at work. This is his stimulus and is 

identical (other than in specific details) to a situation 

presented on the training programme when the recommended 

response was to apply a management technique called net

work analysis. If the manager decided to do exactly this 

and thereby respond in an identical manner, positive trans

fer would be at its maximum. If, for some reason he was 
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unable to do this but did use the general principles then 

his. response would be similar and positive transfer would 

follow but with less impact. If he deliberately rejected 

the taught solution, or completely forgot about it then 

maximum negative transfer would ensue. By continuing to 

"muddle through" the manager would have wasted the oppor

tunity to link theory and practice and become a more 

effective manager. 

+ 

0 

Figure 1. 6 An Example of the Osgood Surface in Action 

Another example, based on a less clear-cut stimulus.and 

response situation, is the case of the manager who decided 

to respond to his domineering boss in an assertive manner 

rather than with his previous submissive behaviour. The 

stimulus is simiTar to that encountered during training 

although not identical. The manager's response is only 

similar because he has not yet developed the skill to make 

it identical. According to Osgood's surface, some posi

tive transfer should result which, by the rules governing 

S-R conditioning, should provide the manager with suffi

cient reward to repeat his assertive behaviour and become 

more skillful at it. 
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These two examples show how Osgood's surface can be used 

to measure or predict the level of transfer for both the 

more objective and subjective types of training. 

The Value of Osgobd'S Surface 

Osgood's model shows that the opportunities for greatest 

success are restricted to those stimuli and responses 

that are at least similar. The definition of similarity 

is crucial to the range of possible outcomes. It draws 

attention to the importance of the relevance of the train

ing undertaken, the wit of the individual manager to make 

the connection between the elements and the opportunities 

available to him to change the nature of his response. 

It is possible to define similarity in terms of general

isation (Gibson, 1940) although Osgood dismisses such 

arguments as "inherently circular" as he sees generalisa

tion as being simply "a case of positive transfer with 

functionally identical responses'' (1949, p. 14). Whether 

the time-worn controversy between the two theories of 

identical elements and generalisation is actually anything 

other than semantic rivalry between the schools of the 

behavioural psychologists and the gestalt psychologists 

is still to be answered. The former view problem-solving 

in terms of a reSpbttse set, as already discussed; the 

latter view it in terms of a pereeptual set. That is to 

say they believe that a perceptual reorganisation of the 

elements in a situation must be undertaken before approp

riate solutions can be considered. The required general

isation of understanding and application leads to a creative 

use of resources and the optimum solution for complex 

problems·. The gestaltists take a comprehensive overview 

whilst the behaviouralists tend to reduce activity down 

to a series of S-R actions. The behaviouralists would 

argue, as did Osgood (1949, p. 14), that "perceptual 

·reorganisation" is a search for identical elements. 

Nevertheless, there is little doubt that "a marked posi

tive transfer occurs whenever the learner works on a series 
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of complex but similar problems" (Stephens 1958). 

Although the amount of transfer is generally increased 

by the amount of practice on the training task (Duncan 

1953), it seems little affected by the elapse of time_ 

between learning and doing (McGeoch & Irion 1952). 

"Broad transfer effects, such as confidence or general 

approach, may be retained long after the details of the 

practised task are forgotten" (Woodward & Schlosberg 

1954). Whilst all practice is useful, practice on a 

total complex task is more effective than practice on 

component parts of that task (Briggs & Brogden 1954, 

Kendler & Vineberg 1954). Even so, it is more valuable 

to concentrate on the key component than to spread the 

practice equally over them all (Eckstrand & Wickens 1954). 

These findings have a ~ecurrent theme. It is practice; 

the opportunity to pr~ctice new skills and cognitions on 

a variety of related situations both during training and 

on.the return to work. Managers must be given the oppor

tunities and encourag~d to use them if their training is 

to be of any lasting value either to themselves or to 

their employer. 

Since Osgood developed his model a good deal of research 

has been conducted which confirms its validity (Martin 

1965, Shea 1969) and it is generally regarded as providing 

"a good means of predicting whether one can expect posi

tive-or negative transfer and how this will be changed by 

modifying the tasks.!'· (Travers, 1977, p. 396). However, 

Ausubel and Robinson (1969) do suggest that Osgood's 

transfer surface is only a good prediction of transfer 

when stimuli are easily identified and responses are 

clearly defined. They feel it cannot be applied to more 

complex situations where stimulus and response are less 

important than the thinking process, or "internal verbal

izations" that.take place. 
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Language as a Mediator in the Transfer of Training 

The relationship between language and thinking is 

important to management development. It is commonplace 

to use the phrase "we don't talk the same language" to 

mean we don't think alike and we can't communicate with 

one another. How closely related are these two, i.e. 

thinking in a language and using a language? Are they 

independent, inter-dependent or does one rely entirely 

on the other? If ~anguage determines thought as Wharf 

(1941) proposed, then the teaching of a new problem-solving, 

profit-oriented "language" at business schools could lead 

to more managerially-effective thinking when participants 

return to work. Even if language does not actually 

control but only influences a manager's thinking, it is 

still extremely important. Cohen (1977) criticised Wharf 

on two counts: first, for not specifying whether he 

meant what was thought, or how it was thought or both; 

second, for not comparing language with other influences 

such as education~ culture and socio-economic status. 

Language can be defined in terms of "signals and communi

cations systems" (Cohen 1977) but a definition of thinking 

is far more difficult. Philosophers indulge in "rich 

descriptions" wtiile psychologists adopt a much more 

circumscribed approach, considering only those rational 

processes that they hope to control in experiments. The 

latter also attempt to categorise thinking into various 

al terna ti ves such as convergent and divergent. Neisse.r 

(1963), however, regards this as futile, for he believes 

such alternatives (and the various other 'types' of 

thinking) probably occur simultaneously in an intricate 

but ordered process. 

Twenty years after Wharf, Piaget (1960) put forward the 

view that knowledge of a language reflected rather than 

initiated cognitive growth. He agreed that thinking was 

helped and developed by language, but pointed out that 
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the knowledge of words did not·automatically bring about 

an understanding of underlying concepts. 

In 1965 Chomsky took the argument one step further. He 

identified a dual structure in language: a surface 

structure displaying many variations, and an underlying 

structure of unchanging universal principles. Chomsky 

proposed that as thinking took place at the deeper con

ceptual level it was unaffected by the superficialities 

of language. This is the very opposite view to that held 

by Whorf. It is exemplified by the notion that "a rose 

by any other name would smell as sweet" and would reject 

the use of management jargon as totally unnecessary. 

Whilst examples of using language without thought are not 

difficult to find, those of thinking without language are 

not so obvious. However, a number of studies have been 

conducted using the deaf and dumb, the mentally disturbed, 

young children, chimpanzees as well as the "restricted 

code" of the socially-deprived and the dual languages of 

the bilingual. Cohen (1977} has reviewed all these in the 

context of the theories discussed above. Sh~ concludes 

that "Language is not a sufficient condition of intellect

ual succes~,but the thinker without language is cognit

ively ~isabled" (p. 122). She suggests that a language is 

learnt in response to the specific needs of the individual. 

It draws attention to the significant differences and simi

larities in his life and helps him to remember them. In 

other words it assists in recognising the relevant identical 

elements and generalising from them. For the manager, a 

new language may meet his specific needs. 

Cohen points out the absence of a particular language and 

its vocabulary does not mean that appropriate conceptual 

distinctions cannot be drawn; the problem comes when trying 

to communicate about them. She identified three major bene

fits to be accrued through the accomplished use of language. 
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All three are vital to managers: 

1. "Language enables the user to formulate abstract 
.. 

concepts, hypotheses and in1erences, rules and general 

principles at a level of complexity unattainable by the 

non-linguistic thinker"; 

2. "Language allows the thinker to rehearse mentally, 

to direct and maintain his attention, and to manage inform

ation in ordered sequences and nested hierarchies"; 

3. "Language ••... enables us to acquire information ...• 

from the accumulated experience of other past and present 

language-users." (pp 122-3) 

Davies (1976) identifies language as one of the three 

major elements in the management learning process. The 

other two are theoretical models and patterns of behaviour. 

A manager needs all three to transfer new learning back 

to his place of work (12). Training programmes usually 

supply new models but, unless the appropriate language 

is also provided, the manager is, according to Davies, 

"inarticulate as he understands and reacts but is unable 

to explain to others what he does and why" (p. 283). The 

manager who has simply picked up the jargon without under

standing its implications is aptly labelled as a 

"line-shooter". 

Vygotsky (1962), working with young children, was able to 

identify a pre-intellectual stage in the development of 

speech and a pre-linguistic stage in the development of 

thought. His view was that speech and thought develop 

independently until the age of two when they merge and 

"thought becomes verbal and speech rational". At about 

the age of seven "egocentric" speech is internalised to 

become the "inner" speech typical of adults. Despite the 

merging of thought and language, Vygotsky maintained that 

the two processes were not identical and that they were 

/, 
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still separable in the adult; thoughts cannot always be 

expressed and language can be used without think1ng. 

Building on the work of Vygotsky (1962), Stones and Heslop 

(1968) discovered that those children who were able to 

explain how they came to the solution of a task problem 

were the ones most likely to solve the associated transfer 

problem. To be able to verbalize understanding gives an 

individual much greater control over the transfer situation. 

It means that the essential learning has taken place 

(Overing and Travers 1966, 1967) and that language does 

provide a mediating mechanism in the transfer process. 

This is particularly the case in the transfer of concepts 

and problem-solving principles. In situations of such 

complexity, Traver.s ( 1977) believes that "the Osgood sur

face has little relevance in predicting whether transfer 

will or will not occur" (p. 404). 

Kendler and Kendler (1962) drew attention yet again to 

the importance of language as a mediator in their research 

into reversal and non-reversal shifts. A reversal shift 

was required of the subject when the researcher changed 

(i.e. "reversed") the rules. A non-reversal shift was 

required when the researcher changed the "dimension" on 

which the rule was founded. Both involved the subjects 

in working out and performing different responses to the 

original stimuli. According to S-R theory, the reversal 

(or intra-dimensional) shift is more difficult as each 

S-R relationship has to be changed. According to the 

theory of mediation, a non-reversal (or extra-dimensional) 

shift is more difficult because the mediating label has 

to change. The Kendlers found that younger children and 

animals performed the non-reversal shift more readily. 

than the reversal shift because they were working to a 

straightforward logic of S-R. Older children and adults, 

both of whom were language-users, performed the reversal 

shift more easily. These findings led the Kendlers to 
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propose that the language system differentiated between 

the two groups and mediated in the transfer process. 

These views were further supported in a later study 

(Kendler 1964). 

Transfer and Teaching 

A number of related studies followed those of the Kendlers 

but it was those of Campione et ar (1973, 1974) that had 

the greatest relevance to the problems of transfer. They 

highlighted two important factors in the transfer process. 

These were the attention factor and the context factor. 

Both originate in the learning period. The attention 

factor refers to those items towards which attention was 

directed by the teacher. When a new situation occurs, 

attention to the same items is readily transferred and 

it is to these very things that the manager will give top 

priority. The context factor is linked to this in that 

it can influence generalisation to other situations. 

Campione found that "transfer takes place best when the 

form of the two situations remains the same" (in Travers 

1977 p. 400). This confirms, once again, Thorndike's 

theory of identical elements. In Campione's experiments, 

the effect of context was overwhelmingly the most important 

factor influencing the transfer of training. He concludes 

that context dictates the strategy adopted. 

Campione's findings were consistent for all ages of school 

children who were, in effect, "context-bound". The 

implications for management education are that problem

solving_ strategies should not also be context-bound but 

taught in as many different situations as possible. 

There is no reason to suppose that the importance of con

text should not be equally powerful amongst adult learners. 

Travers (1977) suggests that th~ ability to extract the 

similar elements from different situations; in other words, 

to overcome the problems posed by a different context, 

depends on the individual's verbal skills. Language is 
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again seen as the mediating variable in transfer, allowing 

a manager to code information from different situations 

and make the links between similar elements at an abstract 

level. 

Because the transfer process is so complex, few academics 

have felt able to put forward a theory explaining it. 

Levine (1974), however, has put forward his H theory 

(hypothesis theory) to explain how transfer takes place 

in certain kinds of problem solving situations. He 

maintains than an individual, faced with a new problem, 

first classifies it as belonging to a particular domain, 

then samples ideas from that domain which he believes 

will help solve the problem. If this fails he moves to 

the next possible domain and so on. In this way he is 

hypothesising solutions which he tests by sampling from 

the knowledge stored in his memory system. This knowledge 

may be acquired through formal learning or informally, 

through experience. Haslerud (1972) suggests anticipating 

potential future uses for information by "tagging" it when 

committing it to memory. This, he believes, should make 

it more readily retrievable. 

Although the responsibility for this last task should be 

shared between teacher and learner, the onus falls naturally 

on the teacher, who has more conscious control over the 

learning situation. The role of the teacher should not be 

underestimated. As early as 1951 Underwood proved that 

the amouLt of positive transfer depended on the thorough

ness of the learning undertaken. This relationship was 

confirmed by Atwater (1953) and again by Mandler (1954) 

who also showed that the relationship between learning one 

task and transferring to another task is a complex one. 

They all drew attention to the importance of practice at 

the learning task for successful transfer to subsequent 

tasks. Travers (1977) surmises, from his review of the 

literature on transfer; "that.thorough learning is a 
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desirable condition for efficient transfer" (p. 409). 

He recommends "thorough learning of whatever is learned", 

and that "overlearning is the rule. Hasty and super

ficial treatment of the subject matter in schools would 

appear to be a waste of time" (p. 409). 

Task Complexity and Transfer 

As so many studies have been conducted showing that 

greater transfer occurs, on the one hand, from simple 

to complex tasks, and on the other, from complex to 

simple tasks, Holding (1962) decided to put task complex

ity and transfer- to the test himself. He found the 

relationship to be far from straightforward. With 

simple tasks, optimum transfer was made from the easier 

to the more difficult problems; with complex tasks, the 

reverse was true, optimum transfer being made from the

more difficult to the easier problems. Of course, outside 

the laboratory much learning and application of -learning 

is not specific enough to be clearly defined as learning 

tasks and transfer tasks or as stimuli and responses. 

Such forms of transfer were described by Postman (1969) 

as being "nonspecific". He explains how nonspecific trans

fer does not rely on simple similarities between tasks. 

Instead, it depends on skills and habits developed over 

time from a number of different activities which are 

generalised and repeatedly practised. A good example is 

learning how to learn which has the additional benefit 

of having been the subject of study itself (13). Harlow. 

(1949) identified the elements that make up the develop

ment of a learning set. This is a series of problems and 

solutions that together form the basis of a problem-solv

ing strategy. The individual not only learns what to 

look for when solving a problem but also learns the exped

iency of dropping one strategy in favour of another if the 

one originally adopted does not appear to be working. The 

formation of a learning set is cumulative and the time 

taken for it to be completed depends on its complexity, 
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the manner in which it is taught and the abilities of 

the learner. Harlow's work was done with monkeys and 

small children but Di Vesta & Walls(l968) demonstrated 

the same phenomenon with adults. 

Artificial Learning Situations and Real Life 

An aspect of the transfer process that is of special 

interest to management educators is that existing between 

artificial learning situations and real-life action 

situations. It is an aspect little .studied by the psychf

ologists and as Travers (1977) points out, "is a matter 

of special importance •.•• that deserves much more study 

than the problem has elicited" (p. 411). The use of 

physical simulators for students of flying, medicine and 

electronics has been well researched, showing good transfer 

and considerable savings in the cost of training (Blaiwes, 

Puig and Regan 1973, Finch and O'Rielly 1974). The 

danger that simulators might become too abstract and 

unrealistic has to be weighed against their usefulness 

in teaching problem solving strategies and techniques. 

The use of case studies, role playing and computer-based 

business games are management educators "simulators". 

Overing & Travers (1966, 1967) showed how important it 

is to teach principles in as realistic a manner as poss

ible. The importance of providing students with problem 

solving opportunities is emphasised by Travers (1977). 

He firmly believes that if transfer is to take place, a 

student must have thoroughly learnt his subject and have 

been confronted with a wide variety of practice situations, 

preferably ones with a number of distracting and irrele

vant features involved. "Teachers of today" states 

Travers "are much too optimisitc in their hopes that 

transfer will occur .••• (they) should emphasize prin

ciples and their application". (p. 415). As the research 

shows transfer to be context-bound, creative skills may 

not be readily transferred to new situations. That is 

why Travers calls for "training for flexibility". It is, 
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he claims, "one of the keys to transfer of trainingo" 

Translation: a Pre-requisite for Effective Transfer 

Some of the most recent work to be undertaken on the 

transfer of training relates to the problems faced by 

practising managers attending short courses of study at 

business schools. It is being conducted by Binstead, 
Long and Stuart at_ Lancaster University, They link 

the two worlds of learning and of action (or work) by 

the dual concepts of transfer and of translation. The 

former they describe as the "modifier" of action; the 

latter as the "dictator" of learning. They see these as 

"reciprocal connections between learning and action" 

---- __ and_suggest that a failure of either will break the link 
-------- -- ---------

between learning and action. This would prevent success

ful management development from taking place. Transfer 

alone is not enough. Translation of appropriate needs 

into the learning programme is a pre-requisite for 

effective transfer. The relationship is shown in Figure 

1. 7. 

Translation 

(modifies) 

Figure 1.7: The Relationship Between Learnin~ and Action ,-:, 

(Source: Binstead et al, 1979) 
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Without translation there can be no useful learning and 

therefore nothing to transfer. Without transfer there 

can be no modification of behaviour as a result of train

ing. Both are clearly necessary for successful management 

development. 

Inducements and Ba~rie~s td Transfer 

Having examined the characteristics of transfer, attention 

may now be turned to the conditions affecting the amount 

of transfer ~hat takes place. A number of variables are' 

important either as inducements to transfer or as barriers 

to transfer. Some are bipolar and can be a help when 

present and a hind ranee when absent or vice-versa. They 

fall into three distinct categories (14): 

1. the learning environment; 

2. the individual learner; 

3. the working environment. 

Each category has within it aspects that facilitate transfer 

and aspects that inhibit transfer. Each category represents 

people who, in partnership, are responsible for the effect

iveness of the training undertaken. Like most chains, it 

is as strong as its weakest link. 

1. The Learning Environment as a Variable in the Transfer 

of Training Process 

This category encompasses the why, where, who, how and 

what of training. Their particular importance to the trans

fer process has been highlighted by a number of studies. 

Why? Why training should be undertaken in the first place 

needs to be carefully understood and relevant training 

objectives need to be set. Without an accurate translation 

of training needs at the outset, appropriate transfer is 
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impossible (Binstead, et al, 1979). Fleishman (1953) 

found that supervisors who had changed their behaviour in 

the direction of the stated training objectives were 

actually worse back on the job than other supervisors· 

who hadn't been trained. The new "correct" attitudes 

didn't work in practice because there had been an inapp

ropriate translation of the training needs. 

Where? The location of the training experience is important 

as both the physical distance and the psychological distance 

needs to be bridged during the transfer process (Benne&' 

Demorest, 1976). 

Who? Whoever is doing the teaching must not only be 

competent but also acceptable to the learner. Expertise, 

whilst vital to a teacher's credibility, is not enough; 

his personal philosophy and style of teaching are also 

important. 

The curriculum must be considered in terms of both what is 

taught and how it is taught. The recognition of the role 

of cognition in human learning and the increased attention 

being given to the "dynamic, organic process" of learning 

rather than simply to content learnt is now accepted 

(Anderson & Gates, 1950). 

What? The content of any training programme must not only 

be relevant but also balanced (Miles 1964). Two common 

imbalances that Miles identified in training programmes 

relate to the curriculum; they are input overload and 

unrealistic goals. 

Input overload generally results from too much information 

being crammed into the programme. It is frequently 

exacerbated by the scheduling of a major event towards the 

end of the programme. This is done, Miles believes, to 

engender an end-of-term excitement that will favourably 

effect the success ratings of the course as a whole. 
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Unfortunately, the impact on the participant on his 

return to work is less positive. He either feels dejected, 

being more aware of what he doesn't know and can't 90 than 

of the new skills and understanding he has gained; or he 

is still over-excited, not having had time to unwind and 

consolidate his thoughts. Neither of these situations 

is conducive to the useful transfer of what has been 

learnt; the manager is unfit to assess either his work 

or his colleagues in a sensible and rational way. 

Effective barriers to transfer have been created and both 

have their root cause in the curriculum design. 

Unrealistic goals may be brought to the training programme 

by the participants or they may develop during the prog

ramme. The eagerness with which participants generally 

want to implement their goals on the return to work and 

the anxieties they have about how this can be done are 

shown by their characteristic desire to maintain links 

with the trainers, to form exclusive clubs of trained 

people and to send their superiors on similar programmes. 

The way in which unrealistic goals affect transfer is 

that either the goals.- and the entire programme - are 

seen as having been of no practical value or new behaviour, 

relating to the goals, is tried, inevitably fails and 

leads to disenchantment. Throughout the programme, trainers 

should make every effort to help participants develop real

istic goals. They should do this directly through discuss

ion and indirectly through the selection of curriculum 

content. 

How? When the process by which the curriculum is taught 

is entirely in the hands of the trainer, the necessity of 

"teaching for transfer" is clear. Stephens (1956) firmly 

believes that the amount of transfer induced can be 

increased by the method of teaching used. He makes four 

recommendations: 
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1. firstly, the teacher must emphasise the feature to 

be transferred; 

2. secondly, the teacher must develop meaningful general

izations and make sure that the student is clearly aware 

of them. Whenever possible the student himself should be 

encouraged to make his own generalisations, develop his 

own insights and work out his own rules and formulae. 

This personal, creative ownership further enhances the 

likelihood of transfer; 

3. thirdly, the teacher must provide a variety of learning 

experiences in which generalization can take place. His 

example is that an understanding of the concept of rhythm 

can be developed through the teaching of music, dance, 

prose, graphic design and poetry; 

4. fourthly, and finally, the teacher must provide oppor

tunities for practice. This includes deliberate exposure 

to situations beyond those immediately apparent to which 

the concepts learnt may be applied. There has been a great 

deal of research conducted into the relationship ~etween 

the amount of practice and the efficiency of learning 

although much of it has been connected to the learning of 

motor skills. However, in human verbal learning, results 

suggest that learning is most efficient when practice is 

"little and often" (Estes, 1958). 

Huczynski (1978) feels· so strongly about the need to teach 

for transfer that he makes a number of practical suggestions 

inspired by Miles (1959) for how teachers might go about it. 

They revolve around treating transfer as a 'skill' to be 

taught throughout the programme. Teachers must rethink 

their approach so as to highlight transfer, which.should be 

regarded by all not as serendipitous but as expected. 

Practical suggestions include role-playing the return to 

work, conducting problem-centred discussions and live 
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case-studies involving former students. Byham and 

Robinson (1977) believe the key to transfer to be the 

development in the learner of a new confidence. It is 

this, they argue, that will equip a manager to transfer 

the new skills he has learnt back to his place of work. 

2. The Individual Manager ·as a Vari.able in the Transfer 

of Training Proc~ss 

The transfer of training depends upon a strong link being 

made between appropriate knowledge and intelligent action. 

The onus must therefore be on the participant manager to 

make the actual connection. Such connections are the out

put of the learning process. No matter how carefully 

thought out the teaching material and how well presented 

the illustrations linking theory with practice, "all 

learning ultimately depends on internalization by 

individuals" (Dressel 197-6, p. 187). Dressel points out 

that external factors, such as instructors, are only 

effective in so far as they are able to influence the 

internal ones. What are the important 'internal factors'? 

Academic achievement is described by Handley (1973) as 

being "the result of the interaction of intelligence, 

personality and motivation" (p. 74). Most important for 

problem-solving, according to Cohen (1977) are general 

intelligence and previous experience; motivation, age and 

sex are also considered pertinent but training is not 

mentioned (unless it is subsumed under 'previous experience'). 

Handy (1978) divides managers into four types, each with a 

preferred way of thinking, learning, behaving and changing. 

Each type has its own God and organizational culture: 

Zeus for the club culture; Apollo for the role culture; 

Athena for the task culture; and.Dionysus for the exist

ential culture. 

Kolb has also differentiated between various learner char

acteristics (1971) and divided learners into four types 
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(1977). These are_convergers, divergers, assimilators 

and accommodators. Lewis and Margerison (1979), working 

with British managers,have positively correlated Kolb's 

dimensions with those of Jung as measured by the Myers 

Briggs Type Indicator (MBTI). This is an interesting and 

important finding particularly as Mitroff & Kilmann (1975) 

have already used the MBTI to show how four different 

"types" of managers prefer to gather information and 

solve problems. Similar findings using a different test 

for cognitive style were conducted by McKenny & Keen (1974). 

Together, these researchers have linked preferred ways of 

learning with preferred ways of working. It would not be 

unreasonable to suppose that the transfer process might be 

facilitated or inhibited by the combination of "type" of 

manager and style of instruction provided. There is some 

evidence to support such a supposition. Mansfield's 

final conclusion in his "case study of the evaluation of 

management education" (1974) is that "results appear to 

suggest that different types of students benefit in 

different ways". A similar finding is made by Hogarth 

(1979) who suggests that the extent to which a manager 

profits from the CEDEP (Centre Europ~en d'Education 

Permenante) experience is largely a function of the type 

of person he is, the degree of support in his working 

environment and his company's attitude to management 

development. He draws particular attention to Rotter's 

(1966) "internal" and "external" personality orientations. 

Fundamentally the internal manager bel~eves he has control 

over-his life, the external manager feels controlled by 

life. Managers did not become more internally-oriented 

as a result of attending the CEDEP programme. This person

ality dimension proved itself stable over time. However, 

marked differences were apparent between the two groups in 

their perceptions of why they were participating in the 

programme, how they saw their working environment and the 

behavioural changes they later reported concerning their 

jobs. Externals are known to be more alienated than 
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internals (Seeman 1959, 1972). Their greater cynicism 

was evident in Hogarth's study (1979, p.81). 

Johnston (1974) also believes that differences in perception 

are strongly influenced by particular dimensions of an 

individual's personality. He identified an "active" or 

"passive" orientation relating to the same feelings of 

"control" or "lack of control" over their working life as 

Hogarth found. Bray, Campbell and Grant (1974) conducted 

a study of managers in the American Telephone and Teleg~aph 

Company over a period of seven years. They identified two 

distinct "life styles" which really amount to a complete 
I 

personality review; these were the "enlarger" and the 

"enfolder". From the detailed descriptions given of each 

it is quite clear that the enlarger controls his life 

whilst the enfolder is controlled by his. 

Benne (1961) categorises learners by their typical behaviour 

whilst undergoing training and concentrates attention on 

the transfer problems they face on their return to work. 

He simplifed this model to illustrate conference-going 

behaviour (1976). It is on Benne's second rendering of 

his model that Binstead, Long and Stuart (1979) base their 

arguments. Benne's model is fundamentally that of an 

individual in transition. When he enters the training 

world and when he re-enters the world of work he is faced 

with the same problems. He carries with him the attitudes, 

values and behaviours appropriate to the world he has just 

left; these are challenged in the world into which he newly 

enters creating a "personal emergency". In resolving this 

emergency the individual finds himself modifying his ideas 

and behaviour; these new attitudes in turn make re-entry 

into the world he left behind him more difficult. The 

dual realities of the world of work and the world of 

learning create situations with which the individual must 

cope. 
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The cognitive dissonance engendered by the conflicting 

cultures has to be reduced.(Festinger 1957). Individuals 

tend to respond in a number of ways. Managers resp<?nding 

in different ways are categorised by Benne as being: 

1. The easy convert - who passively accepts the beliefs 

and behaviours of a new culture every time he enters 

one. 

2. The tourist - who is a visitor, looking, collecting 

stories and souvenirs, taking an interest but keeping 

his psychological distance. 

3. The expatriate - who rejects his past and becomes deeply 

involved in the new learning which he accepts indiscrim

inately. 

4. The missionary - who came to learn and is zealous to 

spread the word on his return. 

5. The self-mystic - who knows it works but doesn't under

stand why. 

6. The learner-critic.- who remains aware of the contrast

ing cultures. He is open to new ideas but is not 

uncritical of them. 

The first three types are unlikely e~en to attempt any 

meaningful transfer of training. The next two may be 

successful; the missionary if he does not alienate everyone 

with his self-righteousness, the self-mystic after he has 

sorted himself out. The last type, the learner-critic, is, 

as Benne points out, "the best bet for ·transfer of. learning" 

(15). 

Binstead et al (1979) have drawn on this model and plotted 

the types graphically on the two dimensions "learning 

reaction" and "acting reaction". A modified version of 



- 36 -

this is shown in Figure 1~8. 
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Fie:-ure 1. 8 Making the Connection Between Learning and Work 

Binstead et al (1979)-take Benne's learner-critic as 

the ideal. They call him the "self-developing manager". 

Such a person has "an insatiable appetite to learn and 

grow psychologically and has a seemingly inexhaustible 

supply of energy to achieve it. Because his action and 

his learning are closely integrated (see Fig. 1.8) his 

translation and transfer connections are strong and for 

him non-problematical". 

Such a manager will be able to make his own connections 

between the relevance of what he is taught and the uses 

to which it can be put back at work. Others need the 

support of the tutors and fellow participants to help them 

to make the links and move closer to the self-developing 

manager mode. Those managers veering towards the tourist 

model fail to see the relevance of the training to their 

particular type of work. They may be right! The strategy 

which the tutor must adopt here is one of strengthening 

the "translation" process so that the learning experience 

is not only relevant but is also seen to be so. For those 
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managers veering towards the expatriate stance, the 

"transfer" connections need to be made more explicit. 

Although the tutor can, and should, facilitate the 

recognition of the relevant links between the two worlds 

of learning and of work, he cannot make the connections 

for the learner. Binstead, Long and Stuart (1979) point 

out how important-it is ~that,the learner himself should make 

his own translation and transfer connections. 

They believe that high ownership of learning goals will 

lead to a strong translation connection. Likewise, high 

ownership of action plans should lead to a strong transfer 

connection. Both connections can be achieved through 

the design of ';'high reality learning events" in which the 

learner can perceive a close relationship between learning 

activities and work activities (Binstead & Stuart, 1979). 

Huczynski (1977) sees the "decision" to transfer as a 

conscious act on behalf of the manager. Basing his work 

on that of Fleishman (1953), Huczynski describes the 

decision-making process as "an inner debate" in which the 

manager tries to forecast the likely "pay offs" of 

introducing change back at work. The decision as to 

whether to transfer or not is acknowledged by Huczynski 

as being complex but he believes there are four important 

criteria. These are: 

1. the level of satisfaction with existing procedures; 

2. the extent to which new procedures are an improvement; 

3. the degree of effort required to implement change; 

4. the likely chances of success. 

The first two depend on the translation of training needs 

into relevant teaching, the third is a question of motiva

tion and the fourth an amalgam of issues relating to the 

ability of the individual and the supportiveness of his_ 

organisation. Responsibility is left entirely to the 

individual manager. 
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March & Simon (1958, p.185) revived Gresham's law to 

suggest that when a person has a choice between tasks that 

are routine and tasks that require inventiveness, h~ will 

tend to give precedence to the routine. This rather sugg

ests that managers returning to work from training courses 

will not be inclined to introduce the new ideas and skills 

they have learnt on the course. That is, unless it can be 

made part of the routine, as an action plan or 

"resolution". (Basically, Gresham's law is that the bad 

drives out the good. It originated with Sir Thomas 

Gresham's observations of the physical devaluation of the 

currency in the sixteenth century.) 

Bray- et al ( 197 4) are of the opinion that "progress in 

management is a function of the characteristics of the 

individual (plus) the nature of total opportunity". This 

formula can readily be adapted to read successful transfer 

of training is a function of type of manager and organisa

tion climate. And "if, as phenomenological psychologists. 

suggest, the perceptual field determines behaviour then 

the logical extension of this finding is that these aspects 

of personality would also account for variation in behaviour 

in organisational settings". (Johnston 1974, p. 630). 

3. The Organisational Climate as a Variable in the Transfer 

of Training Pro~ess 

To define "organisational climate" is not easy for there is 

little agreement as to what it is or how it is measured. 

However, there is general acknowledgement of its importance 

to the transfer of training (16). 

The term "organisational climate" has been described by 

Guion (1973) as a "fuzzy" concept confusing organisational 

attributes with individual attributes. James and Jones 

(1974) in their review of theory and research, identified 

three different approaches to organisational climate. 
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1. The first comprised lasting and distinctive organis

ational attributes which could be independently and 

objectively assessed such as size,structure, systems~ 

goals, and leadership style. This approach is illustrated 

by the work of Forehand and Gilmer (1964). 

2. The second was a subjective, often consensual, response 

to the organisational situation as postulated by Campbell 

et al (1970). They synthesised the previous work of Kahn 

et al (1964), Litwin and Stringer (1968), Taguiri (196~) 

and Schneider and Bartlett (1968). Four recurrent themes 

were identified and a possible fifth: namely, 

1. individual autonomy 

2. structure of job 

3. rewards 

4. consideration, warmth and support 

+ 5. interpersonal relationships 

Campbell et al thought that researchers had been influenced 

by previous work on· Job satisfaction and believed that "a 

great deal of environmental variation remains to be uncovered" 

( p. 39) • 

3. The third approach, championed by Schneider et al 

(1968, 1970, 1972, 1972), described organisational climate 

as a set of perceptions held by individuals about their 

organisational environment. It was "personalistic" depend

ing on what was "psychologically important to the individ

ual .•. not how others might choose to describe it". 

(Schneider and Bartlett, 1970, p. 510). 

The different approaches led to a good deal of controversy 

amongst the organisational climate researchers (17). But, 

despite this activity, Gavin (1975) pleaded that "more 

research is necessary to clarify the organisational climate 

concept". Pheysey (1977) felt that the different approaches 
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were not mutually exclusive and used all three in her 

research. 

Despite the problems of definition, the manager's 

perception of the organisation's attitude towards new 

ideas, knowledge and procedures is going to affect his 

decision as to whether or not to try out what he has 

learnt (~uczynski, 1977). Buczynski believes that many 

employees, returning from a training prograrrme, regard 

it better to "play safe" and0 not upset anybody. Their · 

perceptions may not be accurate but they will, neverthe

less, act on them. This supports Schneider's interpreta

tion of organisational climate. Pym (1968) also stresses 

the importance of an organisation being sympathetic to 

the objectives of training if they want to maximise its 

effects. As early as 1951 the crucial determinant of 

change was seen to be the support given by the bosses to 

the new ideas that were being taught (Hariton, 1951). 

Shortly afterwards evidence was presented that showed 

the expectations of a man's immediate superior to be a 

more important determinant of his behaviour than the 

training programme itself (Harris & Fleishman, 1955). 

Indeed, enthus~asm for new ideas can be a source of 

· frustration if not warmly received by the participant's 

boss whose encouragement is needed to maintain it at a 

high level. (Hazel, 1976). Managers tend to become 

increasingly critical of the status quo after training; 

their new knowledge provides them with a power base from 

which they may not only change events but also their 

relationships with others. (Sainsaulieu, 1974). 

The dangers of changing the individual without, at the 

same time, allowing for change in the working situation 

are recorded by Davies (1972) in her study of the management 

training given, out of context, to hospital ward sisters. 

Gibb (1972), in discussing creativity, notes the importance 
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of "openness" in facilitating creativity-within organisa

tions. He deduced that people who feel trusted don't 

regard innovative behaviour as risky and are, therefore, 

able to take "risks" and behave in an uninhibited manner. 

Gibb calls for a flexible organisational structure which 

allows creative ideas to be translated into improved 

organisational life. 

The notion of openness is reiterated by Berger et al (1973) 

who, working with British middle managers, drew attention 

to the importance of freedom and opportunity for the 

effective application of new learning to the job. 

Freedom was rooted in the level of autonomy a manager 

possessed; opportunity in the unpredictability of the 

tasks in which he was engaged. Participants saw the 

former as more important, their bosses the latter. The 

relevance of the programme content to partcipants' personal 

weaknesses and the specificity of learning goals were also 

seen as important to the successful transfer of training. 

An open-closed continuum of organisational climate was 

put forward by Halpin & Croft (1963). It had six divisions 

and was later used by Collins (1965) in confirming the 

hypothesis that those school teachers with similar person

ality characteristics shared their perceptions of their 

organisational (i .. e. their school's) climates. Personality 

was measured on the N-S scale of the MBTI. Intuitive 

teachers gained high job satisfaction from working in an 

~ climate; sensing teachers gained high job satisfaction 

from wbrking in a ~losed climate. The opposite was also 

true for low job satisfaction of intuitive types. 

The climate of an organisation was described by Halpin & 

Croft (1963) as being equivalent to the personality of an 

individual. Collins' findings would suggest that organisa

tional climate is a projection of individual personality. 

The same open-closed interpretation of climate has been 
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used by Grunig (1975) and adapted in recent ·research 

into transfer by Slack (1980). He takes it as a straight 

forward dichotomy based on an individual's percepti?ns 

of himself as being either· ·open or closed. The Grunig 

model provides a 2 x 2 matrix comprising four possible 

situations as shown in Figure 1.9. 

Structural 

(Organisational) 

Dimension 
O_pen 

Closed 

Individual Dimension 

Open Closed 

problem-
facing routine 

behaviour behaviour 

constrained fatalistic 

behaviour behaviour 

Figure 1.9: Grunig's M~trix 6f Possible Behaviours (1975) 

Slack used this model to match manager~' perceptions of 

themselves and the~r.. organisation with self-reports on 

transfer from a management development programme. He found 

that participants who came from an open organisation 

reported greater learning than those from a closed organis

ation and attributed this to the difference in organisational 

encouragement and commitment· to the managers. Within the 

organisations, open individuals reported greater learning 

than closed individuals. This, Slack attributed to self

reinforcement as individual perceptions of the climate did 

not change significantly after the training. Open indivi

duals preferred their organisations to be open; closed 

individuals preferred their organisations to be closed. 
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The greatest learning of all was reported by the open

open group; the least learning of all by the closed

closed group. Slack's findings highlight the mutual 

effect of the individual and the organisational dimensions 

and the implications this has for self-fulfilling proph

ecies and locus of control. 

Part II: Empirical studies into the transfer of managerial 

training 

Discovering which are the most influential aspects of an 

organisation's climate on the transfer of training is 

an intriguing question. As noted earlier, relatively few 

researchers have taken up the challenge. The work of 

five of them is discussed below: 

1. Bakke - Norway 1959 

2. House - USA 1968 

3. Baumga-rtel and Jeanpierre - India 1972 

4. Vandenput - Belgium 1973 

5. Hogarth - France 1979 

1. Bakke: Norwegian Managers, 1959 

In 1959, Bakke published his evaluation of the Solstrand 

project held in Norway. This was an eleven week, resi

dential general management programme. It was attended by 

35-40 participants each year from a wide range of Norwegian 

companies. The majority (70%) were aged 35-50 and either 

held, or were destined for,top managerial positions. 

They attended the programme for five weeks in the Spring 

and a further six weeks in the Autumn. 

Bakke interviewed 105 past participants from 75 different 

companies. These managers had attended the programmes of 

1953, 1954 and 1955; two-thirds of them returned the 

postal questionnaire on which Bakke's report was based. 
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He was particularly interested in the benefits which 

they felt had accrued to them after their return to 

work. These fell into two distinct groups; personal 

benefits and company benefits. This was expected. 

What was not anticipated was the similarity of perceived 

benefits from the personal point of view and diverse 

nature of benefits from the company point of view. The 

participants were unanimous in their acknowledgement of 

Solstr~nd as a "unique experience" leading to increased 

self-confidence, a greater capacity for self-expression 

and a better understanding of others. When it came to 

company benefits, 82% of respondants found that "the 

Solstrand training was useful and advantageous" for their 

jobs. This figure rose to 87% amongst those executives 

who had total autonomy. A checklist of 54 items was 

presented, from which participants were asked to identify 

the "most important" benefit. Only two items received 

relatively substantial support. These were the delegation 

of authority and the handling of information. Of all the 

possible items on the checklist only five were not identi

fied as most important by someone. This range in response 

was typical of the replies being made to many of the 

questions asked. It led Bakke to suggest that the degree 

of- managerial effectiveness achieved by attending Solstrand 

was the result of a combination of inter-dependent factors. 

These comprised "the student himself, the Solstrand offer

ing and the environment (chiefly the workplace and its 

people) in which the student must express any modifications 

made by Solstrand on him" (p. 89). As Bakke's results 

unfolded it became increasingly clear that far fewer of 

the benefits were being realized by companies than might 

have been expected. This was because the companies did not 

recognise their own vital role in the chain of events. 

They needed actively to encourage and support returning 

students so that what had been taught and learnt could be 

brought to life in the reality of the workplace. 

I 
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The testimonies he received led Bakke to surmise that 

Solstrand emphasized "an approach to things, a way of 

looking at problems, an i~dication of how important it 

~was to use their own initiative and their own ingenuity 

These things, he believed, stayed with the participant 

long after his return to work (p. 50). However, in his 

conclusion he places responsibility for the successful 

transfer of the new knowledge and understanding firmly on 

the organisation. They cannot simply "buy in" management 

development. They are part of the training process and 

must participate fully to achieve the result they want, 

and need.. "The effect of So 1st rand ( depends on) the 

" 

degree of willingness and wisdom with which the managements 

and workers in particular firms receive, accept, encourage 

and use the potential available to them when the student 

returns" ( p. 157). 

2. House: American .Manage·r·s, 1968 
1,... ... 

Almost ten years elapsed before another management 

researcher drew attention to the organisation culture as 

the major variable of the transfer of training back to 

the workplace. House (1968) described the "social 

influences" which he believed served both to support and 

to hinder the effectiveness of the training when the 

trainee returned to work. 

These "social influences" arise from three sources: 

1. The £irst is the formal authority system within the 

organisation; 

2. the ~econd is the manner in which this authority is 

exercised by the trainee's immediate superior; 

3. the third is the "primary work group" of the trainee. 
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If all three social influences are amenable to the 

new attitudes and behaviours taught during training then 

positive transfer will occur. If, however, any conflict 

exists between what has been learned and what is accept

able at the workplace then transfer will be inhibited 

and training may well become dysfunctional. 

House was well aware of Sykes' powerful example of the 

need for congruence between company practices and the 

goals and ideals espoused in courses. Sykes (1962) told 

how only one year after completion of a supervisory 

programme almost half of the 97 frustrated participants 

had applied for jobs outside the company, 20 of them 

successfully. 

House's "social influences" 

1. The first of House's social in~luences was the formal 

authority system. By this he meant the rules and 

regulations, the policies, the procedures, the rewards 

and punishments, and the like. These are easier for the 

individual manager to adapt to than to try and modify .. 

In fact, any attempts at the latter would almost certainly 

be misinterpreted. 

2. The second influence was the way in which the trainee's 

immediate supervisor exerted his authority. Katz and Kahn 

(1953) suggest that subordinates model their behaviour on 

that of their boss; Shils (1948),Trumbo (1960) and Spector 

(1960) show that they adopt the same attitude as their boss; 

and Rosen (1960) goes as far as to say that they will try and 

anticipate what the boss will want and act accordingly. Given 

such a relationship between trainee and boss it is clear that 

the way in which the latter exercises even his legitimate 

power will have an influence on the extent to which the 

trainee will be willing to try out new ideas. 
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3. House's third influence was the primary work group 

comprising the' trainee's peers and immediate subordinates. 

Their values and work norms can have an inhibiting .. 

(French 1960) or facilitating (Coch & French 1948) effect 

on the successful transfer of training. 

The power of each of these three influences to modify the 

transfer process, in either a positive or negative direct~ 

ion, is, House believes, a function of three dimensions. 

These are: 

1. congruence (or identical elements) between the 

training given and the work to be done; 

2. clarity of their instrumental value to the trainee, 

that is, how much he is likely to get rewarded or punished 

for undertaking t~e new behaviour; 

3. anxiety induced in the trainee by the prospect of new 

behaviour. 

House calls upon the evidence of a number of researchers 

to support his argument (18). He points out the likely 

dysfunctional consequences if the trainee finds his 

learning to be in conflict with the prevailing social 

influences at work. These are the high risk strategy of 

attempting to change the organisational environment; the 

low risk strategy of rejecting or remaining indifferent 

to the training; the stealthy strategy of waiting for a 

new situation to develop; and the disillusioned strategy 

of looking for a new job. None of these strategies were 

the actions hoped for when the organisation sponsored the 

manager for leadership training. 

3. Baumgartel and Jeanpierre: Indian Managers, 1972 

Baumgartel and Jeanpierre (B & J) took a stratified random 
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sample of 240 managers from a population of over 2,000 who 

had attended one of 17 management development programmes 

held in India between 1964-7. These programmes ranged in 

duration from 1 to 32 weeks although 11 of them were· 

between 2 and 5 weeks. All the programmes were residential, 

nine were general management and eight were specialist 

functional programmes. 

Transfer was measured by the degree of "adoptive effort" 

expended by the individual manager on his return to work. 

Data was collected by interviewer-administered question'n

aires. 25% of the managers reported having attempted a 

"major" innovation; 18% a "minor" innovation; 8% a general 

application; and 46% admitted to having made no attempt 

whatsoever to apply either new ideas or techniques on their 

return to work. The content areas of the self-reported 

innovation attempts were wide-ranging. When asked about 

th~ir level of success there was a significant correlation 

between that and the level of innovation itself (c = .43). 

Band J investigated the transfer of training in terms of: 

1. what kinds of training programmes are most likely to 

pr~duce adoptive effort; 

2. what kinds of managers are most likely to apply new 

knowledge; 

3. what kinds of organisational environments are most 

likely to facilitate such managerial effort. 

The individual programmes were measured for their "output" 

of innovative managers; they ranged from 18% to 75%. 

Programmes that were rated high as providing relevant 

management techniques, improved decision-making, problem

solving and interpersonal skills, giving the managers self

confidence and a sense of managerial identity were posit

ively correlated with subsequent innovative effort on the 
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part of the participants. There was a significant 

positive relationship between managers who rated the 

value of their programmes as high and those attemp~ing 

innovations. In addition, programmes on which 

participants had established good personal relationships 

with the trainers and those on which they really felt 

the trainers understood their problems, produced sig

nifica_ntly more innovators ( r = • 31, r = • 29), whilst 

those programmes felt to be too difficult or poorly 

organised produced significantly fewer innovators 

(r = .46; r = .29). 

Managers who described themselves as "planners" or 

"risk-takers" showed significantly higher levels of 

innovation. None of the other 21 personality traints were 

of importance. The only biographical. variable to be 

significantly associated with transfer was level of 

income (c = .22). High income managers were more likely 

to report having tried to apply their new skills and 

knowledge. 

Two aspects of the managers' back-home settings were 

examined. These were the extent to which the company 

used "modern management techniques" and the "nature 

of the social climate of the organisational structure". 

There was a weak correlation between two of the fifteen 

modern practices and innovative effort. These were the 

use of external consultants (c = .18) and of systematic 

methods o·f market research ( c = .19). Type of company 

was not significant. Fifteen organisational climate 

measures had been examined of which six showed significant 

positive relationships with the adoptive effort score. 

These were: 

1. Freedom to set personal performance goals (r = .27). 

2. Degree higher management is considerate of feelings of 
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lower management (r = .19). 

3. Degree organisation stimulates and approves of 

innovation and experimentation (r = .18). 

4. Degree organisation is anxious for executives to 

make use of knowledge gained in management courses 

(r = .18). 

5. Degree of free and open communication among the 

management group (r = .16). 

6. Willingness of top management to spend money for 

training (r = .15). 

Three items showing no relationship were: 

1. Whether or not the company is growth-oriented. 

2. The number of conferences and group discussions heldo 

3. Whether or not the manager feels restricted by rules 

and regulations. 

The comparative effects of the different sources of variance -

a good or poor programme, a high or low income level and 

a favourable or unfavourable organisational climate - were 

measured before Band J concluded that "organisational 

climate is the single most important factor affecting the 

efforts of trained managers to apply new knowledge in the 

back-home setting." (p. 693). 

4. Vandenput: Belgian Managers, 1973 

In 1973 Vandenput undertook an exploratory study into the 

transfer of training looking only at organisational 

variables.· Those are the facilitators and the inhibitors 
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to the transfer process operating from the organisational 

environment. He felt that, "in order to understand the 

problem of transfer, we have to emphasise the organisa-
.. 

tional phenomena rather than the learning processes 

occurring during the training itself" (p.251). 

He conducted semi-structured interviews with 62 Belgian 

managers. They represented a wide range of situations. 

Over half of the total (38) were on external programmes; 

the others (24) were on in-company programmes. 34 of 

them were from industrial companies and 28 from admini~ 

strative organisations. 25 were senior or middle mana

gers; 24 were junior managers and 13 were union officials. 

26 were interviewed during the training programme, 26 were 

interviewed about a year after they had finished. Ten 

managers were interviwed because they were known to have 

been "reluctant trainees" for one reason or another. 

When the interviews were complete they were content 

analysed. For every facilitator that emerged, three 

inhibitors were reported~ · Most of the items were bipolar; 

they could be either a facilitator or an inhibitor depend

ing on the particular circumstances and the perceptions of 

the manager. For example, the keenness and enthusiasm of 

subordinates would be a facilitator, a lack of it would 

be an inhibitor. Every item except autonomy was seen as 

being an inhibitor most of the time. Human relationships 

were mentioned most of all. These would fall into House's 

second and third social influences, the exercise of auth

ority by the superior and the primary work group of the 

trainee. Putting relationships to one side, the other 

most important factors (all described more frequently as 

inhibitors) were: 

1. peoples' characteristics~ particularly their rigidity 

and conservativeness; 

2. the organisational structure (House's formal authority 
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system), emphasising the distribution of man power and 

control; 

3. the environment, mainly limited to unions and customers; 

4. job characteristics and the relevance of training. 

These two are clearly linked, especially when described in 

their negative aspect. 

To return to inter-personal relationships, superiors, as 

one might expect, were more inhibiting than subordinates 

but, somewhat surprisingly, groups were mentioned far more 

often than individuals, both as facilitators and inhibitors. 

The most frequently occurring inhibitor was "lack of 

influence". It is interesting to compare this with the 

only overwhelmingly facilitative factor, autonomy. 

Vandenput reported two significant inter-group findings. 

These were that the union delegates mention lack of 

influence LESS often as an inhibitor (sig@ .05) and that 

senior and middle managers mention lack of relevance of 

training LESS often as an inhibitor (sig@ .01). Another 

interesting finding was that participants on external 

programmes reported more inhibitors than participants on 

in-company programmes. 

The analysis of the factors emerging from his study led 

Vandenput to conclude that "the organisation has a specific 

influence upon the transfer of learning. This influence, 

... seems to be inhibitive rather than facilitative " 

He feels that his findings imply "an action whereby the 

training programme is not an isolated experience but max

imally integrated into the organisation's life ... " To 

achieve this integration he recommends "a better preparation 

of the trainee for transfer, and OD sessions following the 

training" ( p. 261). 
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5. Hogarth:· French Manag~~s,· ·1979 

A fifth academic to undertake empirical research into 

the transfer of training was Hogarth (1979). He made· a 

full-scale evaluation of a joint-venture in continuing 

education for managers. Seven French companies and the 

INSEAD business school developed between them the CEDEP 

project. It was essentially a sixteen week general 

management programme. It's novelty, challenge and ultim

ate value lay partly in its scheduling and partly in its 

close links with the constituent companies. Eight 

two-week teaching modules were spread over a two-year 

period, being held at regular three-month intervals. In 

between the sessions, managers returned to their regular 

jobs where they could put their new learning to the test. 

They could also identify those puzzling aspects of their 

work life for discussion at the next stage of the programme. 

In this way, the links of both "transfer" and of "transla

tion" could be made effectively. 

Conditions that HeTp· or Hinde·r· Transfer 

Hogarth's investigation into the transfer process 

revolved around two checkl1sts. One list was made up of 

13 possible "helping" factors; the second list comprised . 
14 possible "hindering" factors. Eight of the suggested 

helping factors were agreed to be such by over half of the 

respondents but only three of the suggested hindering 

factors were agreed by the same proportion. Assuming that 

the right suggestions were being made, the responses 

suggest that conditions for the transfer of training were 

very favourable for the CEDEP participants. (Crudely 

stated,. the ratio of help to hinder factors stood at 

"4:1 for" compared with Vandenput's "3:1 against".) The 

range of responses to the factors on Hogarth's checklists 

were similar to Vandenput's but agreement was higher for 

helping factors than for hindering factors. Thus, agree-
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ment amongst the respondents with the various helping 

factors ranged from 33% to 79%; agreement with hindering 

factors from only 16% to 67%. The five most importa~t 
-

helping factors reflected the Company's attitude to 

management development, the individual manager and the 

job he held. These are shewn in Table 1.1. 

Rank Factor % agreeing Domain 

1 The company has a general 79% (Company 
policy for continuing attitudes 
education management 

to 

development) 

2= Your own character was 70% (self) 
important 

2= You are the leader of your 70% (job) 
unit 

4= You are fairly free to make 
changes in your own Dept. 69% (job) 

4= Your job lends itself to 69% (job) 
changes 

Table 1. 1: THE FIVE" MOST IMPORTANT HELP FACTORS (Hogarth 

p. 53, 99) (n = 13, range= 33% - 79%) 

The five most important hindering factors excluded job 

altogether and added the external environment, which was 

felt to be the most important hinderer of all, and aspects 

· of the Company's structure. These are shown in Table 1.2. 



Rank 

1. 

2. 

3. 

4. 

5. 
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Factor 

Fluctuations in economic 
conditions 

Top management does not 
go to CEDEP 

It is difficult to break 
the daily routine habits 

There is a large degree 
of instability and 
uncertainty in the 
company 

There are incessant organ
isational changes 

% agreeing Domain 

67% (external 
envi"ronment) 

64% (Company 

58% 

48% 

44% 

attitudes to 
management 
development) 

(self) 

(Company 
structure) 

(Company 
structure) 

Table 1. 2: THE FIVE MOST ·IMPORTANT HINDER FACTORS, (Hogarth 

p. 53, 99) (n = 14, range= 16% - 67%) 

The Individual and his ·Job as Variables in the Transfer 

Process 

Hogarth then correlated these responses with other data 

that he had collected from the same managers. The patterns 

emerging showed how the help/hinder factors were dependent 

upon and influenced by the age and personality of the 

participant, the job he held and the attitudes he felt his 

Company took towards management development. Age proved 

to be an interesting variable. The older managers 

expressed less uneasiness about their Company and their 

career within it; they had less of a desire to move. 

Their personal relationship.with their company exhibited, 

to use Hogarth's term, greater "individual integration" 
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than that of younger ma~agers. However, this did not 

appear to make them complacent. They reported "more 

learning by way of discipline-oriented knowledge which, in 

turn, led to more behavioural outcomes" (p. 233). · · 

Another of the major findings of Hogarth's research was 

· the importance of personality for the transfer process. 

This had direct influence on transfer in that different 

types of personality are attracted to different styles 

of learning and managing. It also has an indirect 

influence in that different personality types interpret the 

policies, practices and reactions·of their companies 

differently. It was in this latter area that the results 

were most illuminating. Hogarth measured personality by 

using Rotter's (1966) questionnaire on the personal 

control that an individual feels he has over events. 

An "internal" or an "external"orientation is identified. 

The internal manager feels himself to be in control of 

the events affecting his life, the external manager feels 

himself to be at the mercy of fate in general and of his 

boss(es) in particular. Hogarth originally used this 

instrument to see whether the CEDEP experience succeeded 

in moving managers towards a more internal mode. It did 

not. Personality, as defined by Rotter, was a stable 

dimension unaffected by the experience of management 

~raining. It did, however, divide managers who otherwise 

formed a homogeneous group. Distinct differences in 

important attitudes were found to link closely with a 

manager's internal-external score. Internals felt that 

they understood why they had been sent to CEDEP, what 

it was trying to do and what was expected of them. They 

also believed that their managers saw CEDEP as important. 

The externals were far more cynical and less optimistic 

on these issues. There was no relationship between 

personality and learning whilst at CEDEP but on thinking 

about returning to work, the internals saw their companies 

as a much more amenable environment for transfer than did 
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the externals. After they had gone back, the internals 

reported higher levels of behavioural change than did 

the externals. Such changes featured sensitivity to 

others, openness of management style, enthusiasm for ~ork, 

self-confidence and efficiency. 

Predictive power regarding successful (or unsuccessful) 

attempts at transfer was not forthcoming from any of the 

job variables selected by Hogarth. The one aspect of a 

manager's job which did lead to an interesting finding 

concerned its predictability. An index of task predictab

ility was drawn from 12 of the i terns on Hog:::~rth' s Job 

description questionnaire. He found a positive correlation 

between this index and the anticipation and, to a lesser 

extent, the actuality of transfer. That is to say, the 

more stable a manager perceived his job to be, the 

greater the likelihood of positive transfer. When pred

ictability was absent, so was transfer. This is an inter

esting finding because it is in direct contradiction to that 

of Berger et al (1973) who linked unpredictablity of task 

with opportunities for change and the transfer of training. 

Of far more value than job variables were those Hogarth 

grouped together under the heading "company_ attitudes 

towards management education "and the straightforward, 

lone statement "perceived supportiveness of immediate 

working environment". These findings confirm House's 

(1968) assertions regarding the "social influences within 

the work organisation" (p. 559). 

The Role of the Company in the Transfer Process 

As the evidence regarding the transfer process is accumu

lated, Hogarth is forced towards the conclusion that "the 

crucial link .•. in the outcome of the training effort is 

what happens in the company. In this respect the data 

show there is much that companies can do. In particular, 
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there is a need for a supportive working environment" 

(p. 131). He suggests a number of ways in which to 

create this: 

1. The first is via a "critical mass" philosophy. 

Hogarth discovered a positive relationship between the 

amount of contact a manager has with colleagues who have 

also participated in the CEDEP programme and the extent 

to which he finds his working environment supportive. 

However, he does admit that the link was strong in only 

three of the seven participant companies. On the posftive 

side though, those managers whose immediate bosses had 

attended CEDEP were less concerned about the lack of top 

management's involvement in the project than those whose 

bosses had not been. 

2. Another way in which Hogarth suggests that a company 

can develop a more supportive working environment is by 

emphasising the need for management education and the value 

Jof the particular programme that the manager will attend. 

3. The company should also recognise this importance by 

clearly involving top management, either as participants 

or as visiting speakers. 

In all thse activities Hogarth believes that the training 

centre and the company should work closely together. 

These suggestions are grounded in the important variables 

for the transfer of training that Hogarth found within the 

company. Another interesting finding linked to the 

company's role relates to the period before the manager 

even embarks on the programme. Hogarth found that managers 

view the help/hinder factors differently before they 

arrive than they do after they return. At the beginning 

they tend to be rather idealistic, underestimating the 

difficulties they will face and overestimating the inter

est of their superiors, the closeness between the company 

and CEDEP, and the willingness of the company to change. 
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Hogarth feels that the partic.ipant managers need help 

concerning the potential difficulties of transfer and that 

a more realistic understanding,earlier on may avoid 

frustration latero 

Another interesting discovery he made was that staff 

managers find their company structure and atmosphere 

less conducive to transfer than do line managers. 

Given earlier findings on the importance· of autonomy 

(Vandenput 1973, Berger 1977) this is to be expected. 

What is rather surprising is that only 29% of CEDEP 

managers felt that a personal lack of sufficient autonomy 

might hinder the transfer of what they had learned (p.99). 

The Determinants of Transfer for CEDEP 

Hogarth concluded that the extent to which a manager 

profits from the CEDEP experience is a complex function 

of: 

1. the individual manager; 

2. the CEDEP programme; 

3 .. the manager's job environment; 

4. the closeness of the relationship between the training 

centre and the sponsoring companies. 

As far as the individual is concerned, age and personality 

are the important variables particularly the latter which 

influences the way he prefers to behave and the perceptions 

he has of his own actions and those of others. The CEDEP 

programme is seen as a meeting ground for two dissimilar 

cultures. There are cultural gaps and there are areas of 

overlap keeping the relationship between managers and 

faculty a dynamic one. Managers expect to learn specific, 

functional "content". In fact, they are taught, and tend 
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to learn, a "process" of management. The distinction 

and its implications does not seem to be apparent to 

the managers. Threequarters of them saw CEDEP as bene,;,.. 

fitting them personally, only half saw it as benefitting 

their work in the company and one third as being helpful 

to a specific job they were doing. Despite the apparent 

lack of relevance a disproprortionate number of job-related 

behavioural changes were reported. As they progress through 

the programme the managers become less dependent on the 

faculty. At the same time any "malaise" concerning the 

company declines and their perceptions for a favourable 

transfer of training increase. Indeed, the longer they 

are on the course the more behavioural changes they report. 

The answer to the single question "you felt your immediate 

working environment would support you?" was one of 

Hogarth's best predictors to the transfer of training. 

The manager's boss too has an important role as he reco

mmends or approves his selection, briefs him, debriefs him, 

provides opportunities for the transfer of new ideas and 

holds the keys to the reward system. For best results, 

Hogarth believes that this role should be played sensi

tively by the boss who should be interested and helpful 

rather than zealous and demanding. The boss-subordinate 

relationship was shown to be at its best when both managers 

had participated in the CEDEP project. Other aspects of 

the organisation that were important were company attitudes 

towards management education, top management involvement 

in CEDEP and task predictability. The manager's level in 

the hierarchy and the function to which he belonged were 

not important. 

Summary 

Two important themes emerge from the literature discussed 

in this chapter. The first of these is that the transfer 

process is complex and little understood: the second, 
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that as regards management education, there is clearly 

much scope for further investigation. 

. . 

Many issues have been raised in the literature. They 

fall into three broad areas: 

1. the internal characteristics of transfer; 

2. the external agencies of transfer; 

3. the implications of transfer. 

What follows is a summary highlighting some of the import

ant elements within each. 

1. The Internal Characteristics of Training 

The three most powerful and recurrent internal character

istics of transfer are ·simiTarity, generalisation and 

practice. The most important mediating factor in the 

transfer process is internal ~erbalization. 

Much research has been done on these characteristics but 

unfortunately most of it.has used children, often quite 

young children, and occasionally animals, as the subjects 

for experimentation. Relatively little work has been done 

with adult learners. 

2. The External Agencies of Transfer 

Within the specific field of management training, research 

interests have focussed on three agencies: the programme, 

the manager and the sponsoring organisation. It has been 

shown that educationalists have tended to concentrate upon 

the programme whilst psychologists have laid particular 

stress upon the manager. The work of the management 

scientists who, as has been noted, have drawn little benefit 

from the insights of the educationalists or the psycholo

gists in this area, have come, in the main, to regard all 
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three agencies as of more or less equal importance. In 

other words, each agency is now seen as a constellation of 

different people, all of whom must not only make the 

appropriate links with one another but must also take-

their particular role seriously. If, from this school of 

thought, one agency is to be singled out as relatively 

more important to transfer then it must be the sponsoring 

organisation. This perhaps reflects the pervasive influ

ence of the sociologi~ts on all aspects of the social 

sciences during the last twenty years. Within this organ

isational area, the factors of greatest importance are· a 

manager's autonomy and the supportiveness of others, 

especially his immediate superior. 

Exactly how these agencies interact can be represented as 

in figure 1. 10. 

1st chain 2nd chain 

8 

Figure 1.10: Inter-relationships between the agencies of 

transfer 
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The first chain shows a linear pattern of relationships 

between each of the agencies. Note that the manager 

mediates the programme to the organisation and vice-versa. 

Within the second pattern, however, there are close links 

between the programme and the organisation the intention 

of which is to facilitate the transfer of training. In 

fact, the two patterns are present and can be represented 

as in figure 1.11. 

Figure 1.11: An integrated model of the external 

agencies of transfer 

It might be hypothesised that the success of transfer 

depends upon these two patterns being integrated in an 

appropriate manner. This is discussed further in the 

next section. 
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3. The Implications ·of Tran·sf·er 

Although not reviewed in ~his chapter, implicit throughout 

is the role of the manager as a ~hartg& ag&nt. Figures _1.10 

and 1.11 also indicate this. 

The programme can equip the manager with appropriate 

re-entry skills through building transfer strategies into 

the .curriculum. Alternatively, by neglecting to do this, 

it can alienate him from the "unenlightened" colleagues 

he left behind. In its turn, the organisation can provide 

the manager with appropriate job opportunities on his 

return from training. By not doing so, it can negate the 

potential benefits of that training. Of these benefits 

one that is reported repeatedly in the studies discussed 

earlier is personal development such as increased self

confidence and improved relationships with others. 

This chapter has examined the general context of the 

transfer of training. The next chapter is concerned with 

the specific context of the joint-venture in management 

development between Cable and Wireless Ltd. and the 

Cranfield School of Management._ 
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Notes to Chapter 1 

1. During the 1960s US federal legislation made the evaluation 
of federally-funded projects mandatory. This fanned the genera~ 
demand for accountability and all aspects of education were rapidly 
subjected to evaluation studies. At the beginning of this period 
educational evaluation could be equated with "testing" although the 
criteria have since broadened (Maling-Keepes, 1977). Even so, as a 
glance through the many volumes of Dissertation Abstracts will show, 
the ubiquitous GPA (grade point average) is used ir. the evaluation 
of programmes, teaching methods and students, being correlated with 
characteristics such as age, ethnicity and personality. 

2. Highly sophisticated econometric analysis is used by some evalua
tors to estimate the benefits of various training programmes. 
Bloch's (1979) reader gathers together studies by Ashenfelter, Cooley, 
Kiefer, and Goodfellow with comments from Ehrenberg and Hammermesh. 

3. These are the studies conducted by management scientists. 
Selected for their concern with transfer, rather than simply with 
evaluation, are those by Bakke (1959), House (1968), Baumgartel and 
Jeanpierre (1972) Vandenput (1973) and Hogarth (1979). In addition, 
there has been some very recent work on transfer in the managerial 
context by Nienstedt (1980) and Slack (1980). 

4. This is illustrated in the writings of Babbitt (1893), Morgan 
(1894), Payne (1880), Roark (1889), Thomas (1893) and Wormell (1899). 

5. Sixteen separate studies into the value of latin are cited. 
They span 31 years, from 1906 to 1937. Other subjects were also 
studied but aroused less controversy. 

LATIN: Swift (1906), Perkins (1914), Harris (1915), Partridge (1915), 
Starch (1915, 1917), Dalham (1917), Wilcox (1917), Foster (1917), 
Thorndike (1924), Thorndike & Ruger (1923), Briggs & Miller (1923), 
Cox (1923) and Hamblen (1924), Sorensen (1929), Smith & Douglas (1937) 

ARITHMETIC: Winch (1910), Starch (1911) 

GEOMETRY: Rugg (1916), Ulmer (1939) 

SCIENCE: Hewins (1916) 

NEATNESS: Squire (1905), Ruediger (1908) 

6. Again, a substantial number of studies were undertaken and articles 
written. Almost all were conducted before the First World War. 

MEMORY: James (1890), Ebert & Meumann (1904), Dearborn (1906), 
Fracker (1908), Winch (1908, 1910), Sleight (1911) 

MOTOR SKILLS: Bergstrom (1894), Blair (1902), Angell & Coover (1908), 
Judd (1908), Coover (1916), Webb (1917) 

DISCRIMINITIVE JUDGEMENT: Thorndike & Woodworth (1901), Judd (1902), 
Bennett (1907), Angell & Coover (1908), IG.ine (1914), Whipple (1910), 
Foster (1911). The studies in Notes 5 and 6 are cited to illustrate the 
range and extent of interest in transfer. Further bibliographic details 
are not provided. 
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7. Article in The Times (15/7/80, p.4, col.A) headed "Clever Children 
Do As Well In Comprehensives As In Grammar Schools, Study Shows " The 

:·research was conducted by the National Children's Bureau, funded by the 
D.E.S. (£35,000). Full report: STEEDMAN,J (1980) Progress in Secondary 
Schools, NCB. 

8. Robinson (1927), McGeoch et al (1931, 1937), Gibson (1940), Osgood 
(1949). 

9. This is because when things are almost the same there is more 
·likely to be confusion than when they are not at all alike. In 

other words, if a new response was needed for an old stimulus, the 
old response would interfere with the learning process arid transfer 
would be negative rather than positive. 

10. STIMULUS GENERALISATION: Yum (1931), McKinney (1933), 
Hovland (1937), Hamilton (1943) 

RESPONSE VARIATION: Tolman (1932), Bruce (1933), Wickens (1938), 
Gibson (1941), Siipola (1941), Bugelski (1942), Underwood (1945) 

SIMULTANEOUS VARIATION OF BOTH STIMULUS AND RESPONSE: McGeoch & 
McDonald (1931), Johnson (1933), Gibson (1940), Melton & Von Lackum 
(1941) 

11. Transfer refers to the impact of new experiences on those of the 
future, whilst retroaction refers to the impact of new experiences on 
those of the past. Both can ·be affected in either a positive or 
negative manner. So, positive transfer would occur when learning 
Task A helped in the subsequent learning of Task Band negative trans
fer would occur when Task A interfered with Task B, causing confusion 
and mistakes. If learning Task B helped one to remember the earlier 
Task A then positive retroaction would have occurred. If, however, 
Task B caused one to forget Task A then negative ret~oaction would have 
taken place. 

12. Davies shows how a manager returning to wo~~ without the full 
combination of language, models and behaviour cannot possibly transfer 
what he has learnt on the programme to his job. She describes each 
combination (table 1.3) and their inter-relationship (fig. 1.12). A 
manager may have a variety of profiles at the same time depending on 
the subjects taught. 

Se.e Table 1.3 and Figure 1.12 overleaf (p.67). 
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Table 1.3: Davies' Transfer Types 

Description Model Language Behaviour 

Ignorant 
Line Shooting + 
Inhibited + + 
Imitatative + 
Inarticulate + + 
Situation specific + + 
Can't apply + + 
Developed + + + 

Figure 1.12 Inter-relationship Between Types (Davies,1976) 

Ignorant 

+L +M 

Line-shooting ! 
Inhibited 

+L~+B 

+M 

Can't apply: 

+ 

S 
.. /.. ituation specific 

I 

+M 

Inarticulate 
+M 

Developed 

13. .Research into learning how to learn has been conducted by Woodrow 
··( 1927) , Ward ( 1937) , Mel ton & Von Luckum ( 1941) , Harlow ( 1949) , and 
Thune ( 1950). 

14. Attention has been drawn to the importance of all three by 
Bakke (1959), Lynton & Pareek (1967), Baumgartel & Jeanpierre (1972), 
Davies (1976) and Hogarth (1979). 

15. There are close similarities between Benne's types of manager, 
and those of Davies although they reached their typologies by diff
erent routes. 



Benne 

1. East convert 
2. Tourist 
3. Expatriate 
4. Missionary 
5. Self Mystic 
6. Learner critic 
7. Drop out 
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Davies 

line shooting 
imitative 
can't.apply 
situation specific 
inarticulate 
developed 
ignorant 

16. For example, Bakke (1959), Lynton & Pareek (1967), House (1968), 
Baumgartel & Jeanpierre (1972), Vandenput (1973), Hand et al (1973), 
Steifel (1974), Hogarth (1979), Slack (1980). 

17. These included 'Campbell & Beaty ( 1971) , Herman & Hulin ( 1972) , 
Ho~~·e & Rizzo (1972), Pritchard & Karasick (1973), Guion (1973), 
Johannessen (1973), Elbert (1976). 

18. Clarity: Raven & Rietsema (1957), Georgopolous et al (1957). 
Anxiety: Wallen (1942), Mukhopadhyay & Malani (1960), Robbins (1963), 
Spielberger (1966). 
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CHAPTER 2 

THE CASE STUDY AND ITS CONTEXTS 

Introduction 

To explore the issues inherent in the transfer 

process, empirical research has been conducted into the 

experiences of a joint-venture in management development. 

The venture is now entering its fourth year. It began in 

March 1977 when a major British company and a leading 

British business school contracted to work together in the 

field of management development. The event was remarkable 

for a number of reasons. The scope of the project was 

unusually broad - the company committing itself up to the 

sum of £¼min the first three years; the business school 

to the training of up to 600 managers (1). Members of 

each organisation were expected to work closely with one 

another and the ultimate objective of the experience was 

to effect far-reaching changes within the company. 

Management development was seen to be the means; organisa

tional development was felt to be the end. 

Co-operation of this type and on this scale between 

industry and academia was, and still is, a rare event. 

That such a venture should have been undertaken in Britain, 

a country slow to appreciate the benefits of management 

education, is itself of interest. This chapter will give 

an overview of the joint venture, setting the context for 

the in-depth study of the factors facilitating and inhibit

ing the participant on his transfer of training back to 

the workplace. It is based on the oral evidence of a 

wide variety of managers and lecturers. Chapter 3 dis

cusses the methodology by which these phenomena were 

observed and measured. Following chapters analyse the 

data collected, look at the implications and make recomm

endations. 
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The company is Cable and Wireless (C & W); the business 

school is the Cranfield School of Management, (Cranfield), 

a constituent part of the Cranfield Institute of Technology. 

Part I: The Business Context 

1977: The State of Play 

1977 was a year of peak performance for Cable and 

Wireless. Overall group revenue had been rising rapidly 

throughout the 'seventies; in 1977 it broke through the 

£15Om barrier with record profits of almost £6Om. This 

represented a 40% return on capital invested and even 

when, 12 months later, these figures were revised to 

counteract the impact of inflation on depreciation 

allocations, they still remained the best ever at £45m 

p.a. and 31% respectively. By 1979 profits had slipped 

below £4Om p.a. and the yield had fallen to below 20% 

although overall revenue had continued to rise, albeit at 

a reduced rate of growth (2). 

So, from the point of view of financial achievement, 1977 

was notable on two counts. Firstly, it was the highpoint 

and secondly, it was the turning po~nt. 

100 
% 

90 

80 

70 

60 

50 

40 

30 

20 --
10 

1973 1974 1975 

,,,. ... ~· .... 
... / ,,, ......... ··· ....... . 

Source: Annual Reports 

--- = 1977 

·------ = 

1978 

1979 

1980 

.,.,,,. ,,, ... .... ,,..,.,,,,,,,,,,,, ......... ·•...... -... _________ _ 

.. • ,,,,"" .... "-·--·--·-·- ..... _,,. 

1976 1977 1978 1979 1980 
Year ending 31 March 

Figure 2.1 : Return on Capital Employed, 1973 -1980 



- 71 -

At the time the warm glow of success was in most 

people's minds. Profits had doubled on the previous 

year (1976) which, in its turn, had represented a doub

ling on those of two years earlier (1974). The Company 

installs, operates and maintains telecommunication ser

vices throughout the world. The increased contribution 

was due largely to increases in traffic, although the 

weak£ provided favourable currency exchange rates. 

Telex was the form of traffic showing the most spectacu

lar rise in 1977; 34% more minutes than in 1976. Tele

phone minutes were up by 20%, as were the number of 

satellite circuits. The number of leased circuit termi

nals had increased by 23% and even the number of words 

sent via telegrams was up by 2% (3). 

The company owned and operated 13 national telephone 

systems, a fleet of six ships, 40 radio stations, seven 

satellite earth stations and four technical training 

colleges. 

It operated in 71 countries with a staff of 9,488 of whom 

1,645 were employed in the UK. New contracts were being 

sought, and won, in both the traditional and new areas 

of business. The Queen's Award for Export Achievement 

awaited them in their Golden Jubilee year of 1979. Her 

Majesty's Government as tax collector and single share

holder gathered in almost £40m, seven times that of only 

five years earlier. The British press were to praise 

their achievements; a rare event for any company, but 

especially so for a nationalised industry. 

However, there were dark clouds on the horizon. World 

demand for telecommunications was, and still is, growing 

rapidly. In absolute terms and traffic passing through 

the company was increasing but, in relative terms, they 

had a shrinking slice of an ever-growing cake. Their 

revenue was rising but their market share was falling. 

This situation stemmed from a number of reasons not least 
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of which was their dependence upon concessional business. 

When the British Empire decli.n.ed, r- C & W generally stayed 

on to run the highly profitable international tele

communications for a country or the less profitable 

internal telecommunication network, or both. They did 

this after the successful negotiation of a "concession" 

from the host Government. Concessions represent monopoly 

power over the market so when th~y come up for renewal 

there is always keen competition from other international 

telecommunications companies from the USA, Canada, France, 

Japan, German~ Sweden and Holland. They frequently under

cut C & W who set their high prices against the quality 

of the service they offer. However, the greatest threat 

to the concessions came not from the competitors but from 

the host governments themselves who, in their desire to 

run their own utilities and to reap some of the profits, 

often wanted to nationalise the activities. They would 

either take over the entire operation or insist on becom~ 

ing the majority shareholder. They d~d not~ot·course1have to 

wait for a concession to run out before making this 

frequently political rather than economic decision. A 

number of concessions were lost in this way in the general 

search for greater self-determination of the late'60s and 

early'70s. Pessimists predicted a life span of some 15 

years for the remainder of the concessions held by C & W 

upon which about 95% of the company's revenue depended. 

Meanwhile the competitors had developed highly commercial 

organisations and were cashing-in on the growing demands 

from sophisticated industry in the more lucrative markets 

of Europe and the USA (4). 

C & W felt a strong need to move from the public utility 

to the private system sector of the market and to adopt a 

more agressively commercial stance. This would be necess

ary if the company was to survive and continue to offer 

employment opportunities to its extremely loyal, well-trained 

and career-oriented engineering staff. The Company had 
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recently had its fingers badly, and publically, burned 

in an attempt at diversification (the Coltronics affair) 

(5). It was painfully aware of the need to stay within 

the business it knew, that of telecommunications, and to 

approach the future in a more commercial, professional and 

planned manner. To meet their changing environment C & 

W needed to change their personnel, either physically 

by replacement or mentally by re-training. Being a 

career company, their commitment to the individual was 

~such that the latter choice was the only choice, to be 

tempered by the recruitment of new skills where these 

couldn't be found or developed internally and a revision 

of the criteria against which new recruits were selected. 

An immediate new appointment was that of a senior level 

executive to be responsible for staff development and 

training. He found the technical training to be well in 

hand. The importance of understanding and keeping up to 

date with changing technology was recognised in the Comp

any and four training colleges were run exclusively for 

the technical training of C & W engineers. The largest 

was at Porthcurno (PK) in Cornwall, the others were in 

the three most important overseas locations, Hong Kong, 

Bahrain and Barbados. Management training was only recog

nised in terms of "administrative training" and there 

was a total lack of any formal management development. 

The Company was also in the process of divisionalisation 

which implied a devolution of authority and responsibility 

to the branches overseas. For an organisation which, 

since the early days of the Eastern Telegraph Company in 

the previous century, had always been highly centralised 

with a policy that all decisions be "reflected back" to 

Head Office in London for solution, this was a major break 

with the pa.st. The structure would change, the lines of 

authority would change, the traditions of 1
' how things were 

donen would change. The hierarchical bureaucracy of the 
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Company was not ready for chang~, nor were the engineers 

and administrators who would be called upon to respond as 

professional managers. 

The need for management training could not have been 

greater. The new Group Manager, Recruitment and Develop

ment, explored the training needs of every department in 

Head Office (HO) and drew up a plan for the management 

development of the Group as a whole. 

The Company decided not to set up its own schools, as it 

had done for technical training, but to draw on the broader 

experience of external centres. Four such institutions 

would be involved. Middlesex Polytechnic would continue 

to run the two-week Introductory Management Programme(IMP) 

which was linked tc a two-week in-house Administrative 

course; the Oxford Management Centre would be used for 

seminars to be attended by Heads of Departments; INSEAD 

would provide for the managers in·Eurotech (the Company's 

European subsidiary); and the fourth institution, which 

would provide the bulk of management education, had yet to 

be selected. All the major centres were visited and the 

final short list comprised the three places most noted for 

their practical orientation and their close links with 

industry. These were Sundridge Pa~k, Ashridge, and Cranfield. 

Cranfield at this time, March 1977, had just moved into a 

brand new custom-built School; a. building which expanded 

its capacities well beyond the needs of its existing 

clients. It was looking for custom. 

The two organisations agreed to work together on a bold 

experiment; a joint·venture in management development. 

The differing cultures of the two organisations and the 

differing values of their members made them an odd couple. 

They recognised their need for one another, enjoyed an 

enthusiastic beginning and then lived through a long and 

uneasy accord whilst making the painful readjustments 
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necessary for a long-term and productive relationship. 

1980: Where Are We Now? 

To date,. 14 general management programmes have been run 

as part of the joint venture. All but one have been held 

at Cranfield; the maverick was conducted in the field, or 

to be more literal, in the desert, at Al Ain in the United 

Arab Emirates. The programmes were designed to cover a 

range of experiences and abilities. They fell into three 

categories: 

1. the Middle ·Management Programmes (MMP); 

2. the Senior Management Programmes (SMP); 

3. the Management Refresher Programmes (MRP). 

At the end of the intial three year contract, the SMP and 

MRP were merged into a new Experienced Managers Programme 

(EMP). The MMPs were of five weeks duration, the fourth 

week being spent on a project in HO; the other programmes 

lasted two weeks each and'were located entirely at 

Cranfield. The mix of course participants for the MMP was 

usually one-third national staff (Nat), one-third Head 

Office staff (HO) and one-third foreign service expatriate 

staff (Fl). For the other programmes the split was nearer 

to 50/50 HO/Fl with no Nats being included. Together the 

14 programmes accounted for 42 direct teaching weeks; a 

further 36 teaching weeks are ear-marked for the future. 

During the past three years a number of significant changes 

have occurred in the environment of the joint ventureo 

Five which have already had an impact on its development 

or promise to be influencial in the near future are dis

cussed below. 

1. A Change of Leadership for C & W 

The first happened shortly~after the venture began. The 
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Managing Director resigned over the issue of Director's 

pay whicb had got caught up in the payfreeze of the 

Labour· government. Despite their enormous overseas 

earnings, the Company found itself unable to make any 

increased earnings available to Directors, whose pay actually 

fell behind that of their own senior managers. Ironically 

their real earnings fell as their workload increased for 

there were fewer and fewer of them to share the responsi

bilities. It was extremely demoralising for them and for 

the Company as a whole. With the Managing Director's 

departure a great vacuum was created for he had been a man 

with a tremendous capacity for work. He was described by 

colleagues as strong-willed and single-minded. He 

apparently refused to delegate, insisting on personally 

making "all" the decisions. Some have since described 

him as a "dictator" but others believe he was a man of 

great vision, ahead of his time, intent on dragging the 

Company into the twentieth century. Wherever the.truth 

lay, his sudden departure left them naked in their new 

found freedom. The appointment of two temporary Joint

Managing Directors added to the ambiguity as no strong 

leads could be expected from those sharing the role of 

temporary caretaker. 

Eventually one of them was made Deputy Chairman and Group 

Managing Director. He brought to the job a management 

style very different to that of his predecessor. Far 

from being authoritarian he is open and participative. 

He believes in delegation and gradually his example has 

been followed by other members of the Company, particularly 

in HO where people had got used to passing decisions 

"upstairs" and being dependent on the instructions that 

were passed back down to them. The Chairman of the 

Company was also relatively new to the job. He had been 

appointed in October 1976 for a three year period and 

resolved to use his time and his influence to attempt to 

bring about a greater.measure of industrial democracy with 
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the aim of worker-directors. His initiatives have been 

built upon and a three tier consultative machinery has 

recently been set up. So, a new spirit of "bottom-up" 

decision making ·is pervading the,Company. 

2. Traditional Business Wins Through 

The second important development was that concessional 

business did not collapse. In fact, some new concessions 

were actually taken up. Linked to this the new business 

activities didn't "take off" in the way that had been 

hoped. This was partly because they were saddled with an 

unduly heavy share of HO overheads and partly because they 

were venturing into new markets, a hazardous experience 

for any organisation. 

Two cultures had been developing within the Company. One 

was associated with the traditional business, the other 

with ·the new. The traditional Public Telecommunications 

(PT), side fearful of the spectre of declining markets 

and feeling threatened by the market-orientated attitudes 

of the newly spawned Division that was to salvage its 

future, withdrew into the safety of their protective 

bureaucracy and continued to be busy doing what they had 

always done. On the whole they didn't quite trust this 

radical departure from the past. It was as though by 

volunteering themselves to become part of this task-force 

for the future, former colleagues "ceased to be gentlemen" 

in much the same way as those involved with radio rather 

than telegraphy (that is wireless rather than cable) had 

been regarded some 40 years earlier. 

Meanwhile, those who joined Communication Systems and 

Services (CSS), as it became known, felt they were spear 

heading the Company into the future. The excitement of 

exploration and the challenge of commercial opportunities 

attracted some of the more adventurous engineers and 

administrators from other parts of the Company; others 
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were bought in, including the Managing Director who was 

to run it. Physically set apart from the other buildings 

of HO, they developed an identity of their own. Any 

feelings of being a commercial elite wi~hin the Company 

were soon tumbled by their relatively poor financial 

success and their disappointingly slow take-off. The 

continued buoyancy of the traditional business restored 

the self-confidence of the remainder of the Company. The 

new business area is now seen more as a secondary genera

tor of income rather than as an alternative. 

3. The Purse Strings Tighten 

The third area of change is fairly recent and concerns -

the financial situation of the Company. C & W has always 

been a prosperous company. It has had few debts, 

and during the late-196Os and 197Os the rapid growth in 

demand gave everyone the feeling that ''money was oozing 

out of the floorboards". In recent months however, a new 

situation has been recognised; the-company is still· pros

perous but has greater need to spend its money with care. 

The reasons are four fold: 

·1. Firstly the strength of Sterling has meant that revenue, 

earned in foreign currency, yields less than formerly when 

remitted back to the UK at less favourable exchange.rates. 

So even though revenues are up, ~emittances are down. 

2. The second problem is the high level of inflation in 

the UK where many of the costs are incurred. The current 

(1980) rate is 20% (6). 

3. Linked with this is the third problem - the size of HO. 

Some 2,000 people are now employed by HO in London; they 

have just been awarded a 20% pay increase. The HO admini

stration represent about 30% of total costs, a heavi burden 

to be supported by the revenue earners out in the field. 

4. The fourth problem is a new one to C & Wand potent-
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ially the most worrying in that the others may only be 

temporary. It concerns the growing need to borrow. 

An MLR of 17% (7) may also only be temporary but the need 

to borrow is unlikely to be. Medium term loans raised 

outside the UK for overseas investment are subject to 

local rates of interest. This is usually in single figures 

but, even so, loan capital currently stands at £16½m com

pared with £6m last year (1979) and £2½m the year before 

(8). 

With an equity base of £100m the Company is felt by some to 

be reaching · its borrowing 1:imi ts. The extra· cash is· .=needed 

to maintain the high level of investment in capital equip

ment in Hong Kong and Bahrain where keeping up with an 

ever -changing and increasingly sophisticated and expen

sive technology has its price. New business (CSS) is 

another area requiring a high level of investment and 

new concessions like those in Botswana and Tonga also 

require high initial investment :which yields only a small 

return in the short-term (9). These increasing demands 

have led to a new awareness of the need for effective 

financial management. A freeze has been put on HO posts 

and a 5% cut imposed on total numbers of staff. 

Suggestions have.been made that "low priority areas such 

as public relations and training" are cut and minor econ

omies have been made all round. Total costs of activities 

have been measured sometimes for the first time; training 

is such an examp1e - £Sm per annum - much of which is 

absorbed by the costs of running three technical training 

colleges. (Barbados was closed down in 1978). 

The developments outlined above have led to some important 

potential developments for the immediate future. External 

circumstances, as well as internal desires, are seen as 

forcing change on C & W. 
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4. Think Tank for the Future 

In the early Spring of 1980 six senior managers in the 

company_and an external manager from IBM were seconded 

for three months to work together on a full-time investi

gation of the future constraints on the Company's develop

ment. This was the first time that such an exercise had 

been undertaken. The Management Systems Review Group 

(MSRG), in their Report of March 1980 "reco'gnise that 

two aspects upon which the Group's future profitability 

significantly depends are: 

1. Identification of future business opportunities 

2. Reduction of running costs". 

They stress the need for greater financial accountability 

throughout the Company via the creation of Revenue Earning 

Units (REUs). These would be profit centres not simply 

cost centres; they would have a line responsibility to 

their Regional Director who would, in turn, be responsible 

to the appropriate Managing Director (PT or CSS}. The 

functional departments in HO would play only a supporting 

role. This change in structure has important "implications 

for management development activities. The increased 

decentralisation, to be made possible through the install

ation of a new IBM computer-based business information 

system, shifts responsibility and authority from HO to the 

Branches. Career opportunities at HO will decline and the 

managerial demands being made on those in the REUs will 

increase. The most important training needs must be iden

tified and appropriate development activities be designed 

to match them. 

The plan has its opponents, not so much on principles as 

execution. They do not believe that the relevant financial 

data will be available in time to allow any manager to 

make a meaningful analysis of a situation, nor do they 
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believe that the manner in which financial data is 

currently collected and analysed will be suitable,for 

the purposes of the general manager with specific local 

_problems. The proposed structure depends very heavily 

on the ability of the manager to access the appropriate 

information and on his ability to interpret it correctly. 

The need to increase the financial awareness of business 

managers and the business awareness of Engjneering and 

other service departments was identified in the MSRG 

Report. They also,drew attention to the need for improved 

medium and long-term planning - in marketing, finance, 

and personnel, particularly manpower, succession and 

training. 

5. Who's Afraid of Dsnationalisation? 

The fifth and final thread of change in the Company during 

this period is one based largely on speculation and 

entirely in the future. It concerns the Tory Government's 

announcement to denationalise the profitable sectors of 

the nationalised industries. There are few to choose 

amongst; C & Wis one of them. No decisions have yet been 

taken but many people expect a partial denationalisation 

with the Government retaining 51% of the shares. Even a 

partial change in ownership will lead to a demand for 

tighter managerial controls. Should this come about the 

Post Office will in all likelihood have lost its monopoly 

too,offering some interesting market opportunities for C 

& W. 

Operating as it does, under Government ownership but 

entirely overseas, the Company finds itself in a strange 

dilemma. It is not a State Co~poration like the Post 

Office, whose key position in the economy ensures its 

existance, but has to do much as it does without any such 

assurances. C & W has to rely on profits for its exist

ance. The Government seems to benefit in both directions 
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at the moment - demanding, and getting, a profitable 

return and allowing the Company to subsidise its politi

cal activities overseas. C & W'~ involvement in local 

and international telecommunications makes for important 

British influence in many parts of the world, particularly 

in the Indian Ocean and the Gulf. Some branches are 

strategically important to Britain but are loss-makers 

for the Company. For example, the Falkland Island branch 

is run at an annual loss of £100,000. The Ministry for 

Overseas Development has been asked to make available 

official overseas aid to subsidise this expense but 

refuses. 

Private or semi-private ownership may insist on the closing 

down of unprofitable branches; a Government eager to cash 

in its assets may sell off the more profitable parts of 

the Company like Hong Kong. This could be fatal to the 

Group as a whole. Nothing has happened yet and maybe 

nothing will but the insecurity engendered worries some 

and excites others as it sends its ripples of uncertainty 

through the Company. 

Implications of these Changes for Management Developme•nt 

The changes taking place in the Company - the adoption of 

more open styles of management; the maintenance of exist

ing markets; the new financial difficulties; the recommend

ations of the Management Systems Review Group; and the 

possibility of a change in ownership - were mirrored by 

changes in the area of management development within the 

Company. One small, but significant, change came with 

the change of name from Staff D~partment to Personnel 

Department. It was more than simply a change of name. 

It represented a restructuring of the department, a seat 

on the Board and a shift in emphasis from "staff welfare" 

to a professional concern for career development, manpower 

planning and related issues. It also represented recogni

tion by the Company for the importance of its most valuable 
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asset - the people it employs. 

Cranfield is to remain the main route for management 

training and education. The success of the MMP has led 

to a waiting list of 300 who will take a further five 

years to filter through Cranfield. Those more senior 

managers, in both age and status, are frequently reluct

ant to leave the office for two weeks at a time for 

what they often regard as the dubious benefits of attend

ing a management programme. 

In order to improve selection of participants and to 

ensure equal opportunities for all departments, the 

system by which staff development is structured has been 

improved. A Staff Development Committee is chaired by 

the Group Managing Director; a Development and Training 

Committee by the Head of Personnel. A section of the 

Personnel Department is devoted entirely to staff devel

opment and a senior manager in each department of HO and 

each major branch overseas has been nominated by the 

respective Head of Department or Branch Manager as their 

Departmental Training Manager (DTM). The DTM is respons

ible for identifying training and development needs and 

for ensuring that. they are carried out, giving assistance 

and guidance when necessary. There are now 20 DTMs in HO, 

one for each Department, and one for each of the major 

branches overseas; 80% of the people work in 20 of the 

branches and they are all covered. The others are looked 

after by HO. Fl staff are catered for by two members of 

the Personnel Department, both formerly Fl staff themselves. 

The DTMs vary in their enthusiasm for the task just as the 

Departments do in their belief in the need for training 

of any sort, managerial or technical, for their staff. 

There is general acknowledgement of the need for management 

development in the Company since the·programmes started 

at Cranfield. There is some disagreement as to where and 

how this should be undertaken but the consensus view is 

that a good start has been made at Cranfield and should be 
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continued. 

Meanwhile, Cranfield's environment had also been c_hanging. 

Trade had blossomed and a situation of near-enough full 

capacity had been reached. Lecturers had greater oppor

tunity to select the sort of work they personally enjoyed 

most; this did not always include in-company general 

management programmes. An analysis of the revenue earned 

by the programmes showed the most profitable type to be 

publically held general manag·ement programmes, where every 

additional participant after break-even represented marg

inal profit. C & W programmes may have offered a guaran

teed income but it was also a fixed income. 

Part II: The Edu6ational Context 

The joint-venture was created, an intangible entity, with

out physical form or shape. It was the product of two 

completely different organisations who, with their 

overlapping needs, designed it to operate to their mutual 

benefit. The term "joint-venture" was proposed by the 

newly-appointed Professor of Management Development at 

Cranfield who was to become the Project Director. It was 

adopted because it encapsulated the spirit of co-operation 

and the close links that the Company was seeking with an 

appropriate business school. Cranfield was seen as app

ropriate for a number of reasons: it was technologically 

based, international and ertjoyed a high reputation. It 

resembled C & Win all these ways and, in addition; was 

making major investments into its own resources - new 

building, new equipment and new staff. It was seen as 

being on a rising trend. 

The Objectives of the Joint-Venture 

The original proposal, developed by the Director of the 

School of Management and the Professor of Management 

Development in response to the Company's interest was for 
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a co-operative venture. Policy and plans were to be 

agreed by a joint Steering Committee who would also 

supervise operations. Even at this early stage several 

of the key issues had been recognised. The need for· 

Cranfield staff to become familiar with the work of the 

Company and the changing roles of its managers; the need 

for specially-designed teaching materials; the need for 

the active support of the senior managers in all the 

functional and geographic areas of the Company._ They 

were essentially the need to collaborate and the need to 

communicate. Nor was the management education effort seen 

to be limited to the Cranfield campus. "Follow-up" activ

ities were seen as natural continuations of taught courses; 

in-company workshops were envisaged for issues as wide 

ranging as policy formulation for the Group as a whole 

through to individual counselling. The proposed Project 

Team was impressive. A Project Director, supported by a 

full-time Administrative Assistant, would report to the 

joint Steering Committee.. Reporting to him would be a 

number of Course Tutors, one of whom would be a Company 

man seconded full-time for the period of the venture, a 

Teaching Materials Co-ordinator, a Research Co-ordinator 

and an in-company Operations Co-ordinator. This team would 

be responsible for harnessing ~he energies, commitment and 

contributions of the members of both organisations. 

The objectives, as finally agreed, were that Cranfield "will 

act as a major resource in the management development acti

vities of C & W Ltd. from now (29th March 1977) until 

March 1980''. The role was to encompass working closely 

with the Company identifying "specific problems associated 

with change and growth", discovering how they could best 

be resolved and "designing and providing training courses 

which prove to be needed to equip staff in dealing with 

these changes"o In addition, it involved "acting as a 

catalyst in the developing of new thinking and skills 

amongst managers at all levels; providing a forum for 

discussion of all subjects of concern to management; (and) 
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identifying required skills and building these skills 

into Cable and Wireless Ltd." (10) 

The apparent· earte blanche was limited by the Steerihg 

Committee. This committee comprised three representatives 

of Cranfield and four representatives of the Company. 

"(It) will have responsibility for setting out training 

policy and plans which will be implemented by the Director 

of Studies working through his course tutors. It will 

advise on the determination of training needs but will 

not be responsible for course content which sets out to 

meet these needs •..• " In reality, it spent a great deal 

of it's time discussing and reviewing course content and 

the mechanics of programme planning. Less time was spent 

grappling with the trickier strategic issues and their 

implications for the internal political systems of the 

Company. 

The initial agreement also recognised a formal programme 

of five types of training activity: general management 

programmes at three levels - Senior, Advanced and Middle; 

specific functional programmes and in-company workshops. 

The joint nature of the venture was emphasised: 

"programmes will aim to consist of a mix of contributions 

from both parties as appropriate to the subject.matter 

and teaching objectives". 

The objectives, as outlined above, were broad enough for 

all those concerned, over time, to develop their own 

interpretation by homing in on specific issues. This 

included items mentioned by one side but not the other, 

such as the precise manner by which the operati9n would 

be manned. The Project Director pressed continually for a 

C & W manager to be seconded full-time to the joint-venture. 

Several job descriptions were discussed but the appoint

ment was never made. The decision was constantly stalled 

until the programmes were set up satisfactorily and top 
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managers in the Company's Personnel Department could 

~egitimately regard the expense as unnecessary. The 

programmes by this time only needed day-to-day liaison 

which could well be provided by existing staff. The. 

follow-up aspect of the role together with the continual 

investigation into training needs and innovations into 

style of programme were not considered as sufficient 

justification. The newly-created DTMs in HO and the 

major branches were expected to handle these aspects, 

although they did not necessarily have the skills, inter

est or time to do so effectively. 

The "agreement" had to be kept flexible so a legal con

tract as such was ruled out. Instead, a series of letters 

were exchanged, setting out "the arrangements". This 

meant that some issues were forgotten or mentioned as an 

afterthought or simply assumed. In the heady days of all 

possibilities it was not unnatural for·the pipedreams of· 

one to be fed by the optimism of the other. As time 

passed, the mundane realities of everyday disappointment 

destroyed many an unshared vision but for some the ideal

ism lived on and, indeed, still does. Others, however, 

have found themselves having to compromise· with a bitter 

suspicion that the Compnay only ever saw Cranfield as an 

external provider of internal courses. Organisational 

development was the unwitting bait for management devel

opment adventurers. Expectations, like beauty, tend to 

be in the eye of the beholder. The negotiators were 

probably right to keep the "arrangements" flexible; 

where they failed was in not clarifying them as they pro

ceeded. There was, as always, a need to re-think because 

the situation was continually changing. The environment 

was changing and everyones' understanding of the issues 

involved was developing with the experiences of action. 

The First Six Months 

This was a period of great activity. It began with a 
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C & W presentation at Cranfield which was reciprocated 

at C & W's HO.in London. Meetings were held between 

the Cranfield Management Development staff and the joint 

Chief Executives, the Unions, the Training Department 

and the Corporate Development Advisor. A visit was also 

made to the C & W technical training school in Porthcurno. 

Individual interviews were held with 23 C & W Senior 

Managers, including Directors, to explore their opin-

ions on management training needs and Company values and 

activities. Discussions lasted between one and three 

hours and the outcome formed the basis of a meeting of 

Company Heads of Departments with Cranfield Management 

Development staff. C & W's Chairman, a former Secretary 

of State for Education, expressed an intere~t in the 

management development activities, attended the meeting 

and invited the Cranfield staff to lunch with him and 

his Directors. Meanwhile, back at Cranfield the first 

MMP had been run just five weeks after the signing of 

the contract. 

Although the comprehensive and high level team envisaged 

in the first proposals never materialised, the Project 

Director did not lose his commitment to the _concept of a 

Project Team. He wanted lecturers from Cranfield and 

managers from the Company to commit themselves to working 

on the joint-venture for periods of not less than a year 

at a time. He was opposed to the approach by which people 

were "tapped on the shoulder every now and then" and 

asked to make a.teaching contribution to a programme. To 

some extent the plan succeeded but at the same time by 

nominating one specific member of a subject group to 

work on the C & W project, some Heads of Groups felt they 

could legitimately washtheir hands of any further inter

est or involvement. 

The Course Tutor successfully called together the newly 

convened Course Team to discuss the nature of the first 
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programme before it was held and a review meeting after

wards. This represented greater cross-disciplinary team 

work than was usual at Cranfield, even on General Manage

ment Programmes. The team evaluated the first programme, 

a three-week Middle Management Programme (MMP7), and 

debated the second (MMP8) scheduled for the autumn, some 

four months later. The objective was a general manage

ment programme, tailored to the needs of the C & W 

middle managers. The structure of the programme was 

changed to incorporate a project week held at HO and 

new ways of integrating a teaching input from C & W 

personnel were explored. The outcome was a five week 

programme comprising 3 weeks at Cranfield, 1 week working 

on Company projects at HO, and a final week back at 

Cranfield for project presentations and consolidation of 

the academic subjects. This basic formula for the Middle 

Management Programme (MMP) has been kept ever since. 

The projects were to be analytical rather than evaluative. 

The plan was for groups of about four managers to spend 

the week in a particular department of HO gathering 

information as to how it operated. They would be looking 

at the objectives of the department and how they fitted 

into those of the Company as a whole; they would describe 

the departmental structure, the interfaces with other 

departments and the informal networks of communication; 

they would also attempt to locate where the major press

ures for action came from and what were regarded as the 

major problems occurring. Finally, they would l.ook at the 

ways in which the department was developing for the future 

and what sort of opportunities and threats were antici

pat~d. The following week each group would present their 

findings to their fellow students and representatives 

from the host .department. The latter could then contri

bute to the discussion initiated by the project group. 

In this way the participants would be learning how to 

undertake organisational analysis and in doing so would 

be developing skills in planning, observing, analysing, 
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presenting and working in groups (11). 

Individual members of the Cranfield academic faculty 

spent time with their counterparts in the-Company to· 

develop case studies and other teaching materials. 

There were also meetings between Cranfield staff and 

the senior managers from the host departments for the 

in-company projects. All the participant managers on 

MMP7 had been interviewed and their views on the curr

iculum were incorporated into the newly planned prog

ramme for the autumn. 

By the time the first Steering Committee meeting was held, 

six months into the venture, the second MMP was underway, 

two company based case studies were completed, three 

projects lined-up and the number of "shared" classroom 

sessions had risen from 2% to 20%. Training and develop~ 

ment needs for MMs had been investigated at all levels 

of management and continued exploration of these was 

planned through a postal questionnaire that had been 

piloted on MMP7 and MMP8. On th~ immediate agenda were 

official visits to Cranfield and MMPB by the Chairman 

and by Union officials. In progress were a further 

eight case studies, designed to create a portfolio from 

which future course teams could select specific topics 

at their discretion. The in-company project presentations 

were to be recorded on CCTV so that students could 

review their own performance and undertake critical self

assessment. The video tapes would then be stored for 

viewing by subsequent course members or Cranfield lect

urers who were interested in learning about particular 

Departments and Company issues. 

It was also planned to follow up the course participants 

at a later date at their place of work to see what influ

ence the programmes had actually had on them. Such an 

evaluation procedure would incorporate a time perspective 

through which the Steering Committee hoped to become 
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increasingly realistic about training needs and increas

ingly adept at meeting them. The importance of regular 

communications between the two organisations was recog

nised and plans were made for a new C & W training broch

ure to be circulated and a twice-yearly Newsletter to be 

launched. The newsletter was to contain details on prog

rammes being held and popular academic articles. It was 

also anticipated that previous course members would make 

contributions and that it would act as a forum for debate 

on management development and education. Cranfield hoped 

that these two publications would establish them as an 

integral part of the Company; they also planned for a 

midd1e manager to be seconded to the Management Develop

ment Research Centre (later the Management and Organisa

tion Development Research Centre) on a full-time basis. 

Activity was running at such a rate, the first overseas 

programme was to be held in two months and the SMP was to 

be launched in three, that the Steering Committee decided 

to meet quarterly rather than half-yearly. 

The Full Three Ye·ars 

The first six months, as has been briefly described above, 

was typified by activity, excitement and visible progress. 

All three were to fall away sharply in the following.year. 

Commitment to and interest in the joint-venture fell away 

from both parents of this rather awkward and demanding 

child. With the passing of time, the novelty of involve

ment was lost. The original challenges had been success

fully met and new projects took the attention of lecturers 

and managers away from the joint-venture and towards other 

things. The once-pampered child lost its charm and became 

neglected. Sustinance was withdrawn, not in terms of 

funds but in terms of participants and of specially 

created teaching materials. The two programmes scheduled 

for the end of 1977, an overseas MMP and the first SMP, 

both fell victim to a shortfall in the number of managers 
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willing to attend. The overseas programme bounced 

around the world before coming to rest, at the last 

possible moment, in the most remote possible location. 

No branch manager would foster the child to the extent 

of being responsible for a new, uncertain and experi

mental MMP being held on his territory. It would prob

ably be a lot of extra work and might fail so was a 

responsibility to be avoided. It was eventually held 

on relatively neutral ground - in the hotel of a desert 

town where the Company had a partnership with a local 

firm. Twenty-four locally based MMs were expected to 

attend the programme; instead there appeared a strange 

assortment comprising mainly Arab national sta_ff and 

Indian expatriate technicians. The only Fls were from 

the Bahrain Training Department and a Staff Manager was 

flown in from Management Ser~ices in HO. There was not 

a front-line manager among them! The three weeks were 

fraught with administrative problems, generally of the 

Company's own making. 

Cranfield academics were flown in and out to present 

intensive modules of their functional specialisation; 

there could be no in-company project and few Company 

speakers. Nevertheless, as an educational experience it 

was felt to be worthwhile by those who attended. It was 

also a powerful learning experience for the Cranfield 

staff who began to appreciate something of the Company 

culture - what it was like to be an expatriate out in 

the field with a job to do, yet hamstrung by dependence 

on a remote, slow-moving bureaucracy hundreds, maybe 

thousands, of miles away with apparently no understanding 

of the local situation. That, intermingled with the 

~rongundercurrents of internal politics, put into the 

minds of some of the Cranfield staff their first appre

hensions about the depth of commitment of C & W to the 

joint-venture. 
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At more or less the same time, the_ first SMP, due to run 

two weeks later, was cancelled through lack of support. 

Unlike MMs, SMs couldn't be ordered to attend nor were 

there enough of them to be able to stand in for one· 

another at the last moment as had happened on the MMPs. 

None of the three functional courses planned for 1977 

ever materialised. A general disquiet began to pervade 

Cranfield. Was management development of such low prior

ity that only those managers with nothing else to do 

(such as Fl staff awaiting a new posting) were selected? 

Was the Company only ever going to send managers who, 

because of the structure, could not effect change on 

their return to work? Disenchantment set in; Heads of 

Groups gave little lead to their staff to devote the 

necessary extra energy to the development of new train

ing materials for C & Wand some actively discouraged it. 

The Course Tutor responsible for the early success of 

the MMP moved on to other things and because the joint

venture was a "special case" it had not found its way 

into the overall schedule for teaching commitments within 

the School. As a result a new Course Tutor was asked, 

at short notice, to re-assemble the next MMP (MMPlO) 

from those academics who were both available and willing. 

The programme was not well timed as it was scheduled to 

run over Easter with the project and its presentation 

straddling the holiday weekend. C & W speakers and 

project hosts were difficult to pin down to specific times 

and dates, the Cranfield tutors had to be endlessly 

juggled to accommodate the changing arrangements of 

Company speakers and, most disc9ncerting of all for the 

Course Tutor, some of the participants arrived resentful 

of the conflicting attitudes about the importance of 

management development within the Company. It became 

increasingly apparent that all was not well between 

Cranfield and C & W nor between managers within the 

Company. 
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Two months later, when this new low in the relationship 

had been consolidated by gradual fading of interest and 

effort on both sides, the Senior Management Programme 

was finally launched. It was a two-week general manage

ment programme similar in much of its content to the MMP. 

A greater emphasis was placed on strategic issues but 

fundamentally it was a fairly conventional taught course 

tailored to the general orientation of the Company. The 

"skills" component suited many of the participants who 

had not been exposed to them before, but there were others 

who were disappointed by both the content and the approach., 

In April the first Advanced Management Programme (AMP) had 

failed to materialise; in July the second AMP followed suit. 

The general air of mutual dissatisfaction prevailed until 

the autumn when the fifth MMP (MMPll) was run by a largely 

absent Course Tutor. The School's refusal to reprimand 

the offending Tutor with what the Project Director regarded 

.as "sufficient" severity caused. the latter to resign his 

leadership of the yenture. The self-perpetuating downward 

spiral had resulted in a crisis of commitment. Many of 

the original academics were no longer associated with the 

programmes. Most of the unfinished case studies of the 

previous year remained unfinished; the newsletter had 

never been launched; the seconded manager became a full

time liaison man within the company who never material

ised; the programmes were regarded by many academics as 

a burden; the early enthusiasm was replaced by mutterings 

in corridors. The joint venture had ceased to be excit

ing and challenging. It had become uninspired and routine. 

Languishing in such a sorry state actually proved to be 

its salvation. Shocked by the venture's relative decline, 

and it must be emphasised that it was still performing. 

at an accepta~le, albeit mediocre, standard, ~everal of 

those involved determined to improve matters. 

As a result of those efforts and the renewed interest in 

the venture that they evoked, each successive MMP went 
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from strength to strength. In the remaining 18 months 

MMP12, MMP13 and MMP14 all benefited from dedicated 

Course Tutors, enthusiastic lecturers, carefully selected 

participants, confident C & W speakers and the additional 

bonus of a high level BBC producer to direct the new 

style "video-reports" of problem-oriented in-company 

projects. These reports were widely viewed within the 

Company. Depending on the subject matter of the project 

report, the Managing Director, Directors, Heads of 

Departments and other Senior Managers have used them as 

a basis for discussion; their impact therefore reached 

beyond. the confines of the management development prog

ramme. Participant managers returned to the company with 

their verdicts on the MMP; there is now a waiting list 

of 300 middle managers for this programme. 

A total of four SMPs were run, all of them in a similar, 

although slightly ammended vein as the first one. The 

same criticisms remained, that the programme was too 

mechanistic, too structured and too formal. However, 

the support of senior academics to interact with senior 

managers both in the Company and on the programmes, was 

lamentably absent. The resources to run a strategy

orientated open-discussion style of programme did not 

exist. In addition to which many SMs could genuinely 

include exposure to managerial skills amongst their 

training needs! 

In the Spring of 1979 a new, and perhaps the most diffi

cult, programme was launched. It was the Management 

Refresher Programme (MRP) designed to meet the needs of 

the older middle managers in relatively senior positions 

who were unlikely ·to be promoted further. However, they 

filled important roles and would continue to do so until 

retirement. They might well have managers reporting to 

them who had attended the MMP. Because of the obviously 

sensitive clientele for this programme and because the 
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problems met by the MMP and the SMP were now apparent, 

a lot of planning and preparation went on behind the 

scenes before this programme was launched and its part

icipants were selected. It lasted two weeks and almost 

half of the sessions were run wholly or partly by C & W 

speakers. The level of integration was high and was to 

rise to 60% on the next MRP. This reflected the close 

collaborations between the Course Tutor and his counter~ 

part in the Company's Training Department. The experi

ment, the successor to the ill-fated AMP, was only to run 

twice. On both occasions the participants deemed it a 

success, the second less so. On both occasions the 

lecturers (from both organisations) deemed it hard work, 

the second time more so. In retrospect it was agreed 

that the reason lay in the mix of participants. (The 

importance of selection is discussed on p.117). 

In May 1979 a Senior Managers Workshop was held at 

Cranfield to discuss the management development work in 

the Company and the role of Cranfield. It was attended 

by 28 managers from the Company and represented the 

first meeting of its kind since the early months of the 

venture, two years earlier. 

So, by the end of the agreed three years a total of 14 

programmes had been run; 8 MMPs (one overseas); 4 SMPs 

2 MRPs. Renegotiation of the contract was undertaken 

several months earlier when one MMP, one SMP and one MRP 

had still.to be run. 

Ren~gotiation of the Man~gement Development Contract 

Renegotiation of the contract took place at one of the 

regular meetings of the Steering Committee. The situation 

as far as the programmes was concerned was fairly healthy. 

The MMP had come through its problem period, the SMPs 

were running, though not to everyone's complete satisfac

tion, and the MRP had been successfully launched. C & W 
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came to the meeting to suggest an increase in the number 

of MMPs from two a year to three a year, the maintenance 

of two SMPs a year and two MRPs a year with the possibil

ity of an additional two-week programme to go to the.SMP 

or MRP as required. This represented an increase in 

annual general management programme weeks held at Cran

field from 16 to 20-22. They were stunned by Cranfield's 

response; an offer of 12 programme weeks a year. The 

reason given was that Cranfield was now reaching a situa

tion of full capacity, its resources were limited and it 

found itself in a relatively buoyant market. The empha

sis for the future was on the more profitable public 

programmes rather than in-company programmes and there 

was a strong belief that no single Company should be 

relied upon for a disproportionate share of total revenue; 

the maximum teaching weeks for any single customer was 

in the region of 12-16 weeks per annum. In addition, 

the Director of General Management Programmes was of the 

view that academics would welcome more variety than that 

offered by more of the same for a single company. He had 

called a meeting to discuss their preferences but few 

bothered to attend. After so much had been said and 

assumed about a s:recial relationship existing between the 

two organisations, the "here today, gone tomorrow" atti

tude of the School came as a shock and a disappointment 

to the Company representatives at that meeting. Their 

deep-felt Company values of loyalty and integrity were 

affronted by the open hostility with which they felt 

much of the discussion was conducted. 

No decision on the future could be made without further 

deliberation by the Company. Cranfield looked to a con

tinuation of 2 MMPs and 2 SMPs each year. Three months 

later they were offered, and accepted, three MMPs and two 

Experienced Managers Programmes (EMPs). This new course 

replaced the former SMP and MRP; a new-style SMP, based 

on discussion groups, was to be launched at a rival 
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business school, the Oxford Management Centre. The 

news filtered unusually slowly through Cranfield; it 

received a very mixed reception. 

The Second Phase 

A new reality exists. There is less emotion, more con

cern. The people who have stuck with the venture have 

a clearer sense of purpose than either they, or others, 

had before. They work with their counterparts in a more 

open and straight-forward way and many of the wrangles 

of the past are seen now as issues to be resolved or 

ideals to be set aside, beyond the limitations of current 

management development activities. 

This is consistent.with the beliefs of Herman (1975) who 

stresses the importance of adopting a Gestalt approach to 

problem-solving. He warns against dealing with symptoms 

in isolation as_ the solutions produced are likely to be 

only superficial and temporary. He emphasises "staying 

with the transaction until both parties have completed 

their business ••. (their interactions will then be) 

stronger, deeper and·more concreteH. The history of the 

joint-venture is replete with "symptoms" of misunderstand

ing and conflict. The effect. has been· to alienate a few 

and divert others. The majority are possibly not even 

aware; some have recognised problem areas and started to 

work them through. As a result, they have a better under

standing of, and greater respect for, one another. It 

is on them that the future of the joint-venture depends. 

The problems are by no means over but they are at least 

being recognised. Nor are the programmes over. Almost 

as many programme weeks have been earmarked for the next 

three years as have been worked through over the last 

three years. Presentation Skills Workshops for C & W 

speakers have been mooted since the very first programme 

( 



- 99 -

was run. It was a sensitive issue but gradually the 

demand began to be voiced by the.speakers themselves. 

Three workshops have been arranged in the space of five 

months. Yet twice they have been cancelled at the 

eleventh hour. Old problems die hard. 

The Organisational Evolution of the Joint-Venture 

Wacker's (1979) model of organisational evolution fits 

the experiences of the joint-venture very well. He 

identifies seven non-linear phases as shown in Figure 2.2. 

[sTARi.] 
\V 

Renewal-----

Enchantment 

i Disenchantment 

Figure 2.2 : Model of Organisational Evolution (Wacker,1979) 

The initial phase he calls renewal as the creation of an 

"organisation", in this case the joint-venture, is the 

reorganisation of former situations in the contexts of 

which are the seeds of future problems. The most import

ant feature at this stage is the shared vision which 

joins people together in a new way. They proceed natur

ally into a honeymoon period when attention is focussed 

on adjusting to the new arrangement and making it work -

the necessary generosity of spirit is not expected to 

last! A number of researchers (12) believe that disen

chantment sets in as people begin to perceive differences 

between their expectations and their observations. This 
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anomolous situation is perpetuated because the people 

involved are not willing to reconceptualise their 

basic premises. The shared vision which had previously 

held everything together disintegrates and the stag~ is 

set for conflict. 

Two routes are open. One is confrontation, the other a 

"cold war" peace. In the former a good deal of "scape

goating" takes place and the original authority figures 

are often replaced. This crisis/catharsis phase inevit

ably leads to ·enchantment, either through the accepta'nce 

of new leaders or forgiveness of the old. This phase, 

like the honeymoon, is short-lived, leading either to 

new disenchantment or to another phase, respon·sibili ty. 

The alternative route, cold war peace, is entrenchment. 

The gaps between the ideal and the actual are accepted, 

territories are carved out and barriers are put up. 

Individuals restrict their interests to their own tasks 

and ignore everything else. Trust is low and gossip cruel. 

There is a persistent lack of imagination, enthusiasm 

and vigour outside the narrow bounds to which people have 

resigned themselves. 

Either route can lead to the responsibility phase. Here 

adjustments are made to what is actually happening and 

responsibility is taken for the outcome of events. 

Ultimately this stance leads to new visions and the 

renewal phase is embarked upon once more. 

The evolution of the joint-venture was, and still is, 

partly a reflection of the evolution of its members. 

Different people took different routes and moved at diff

erent speeds; some got stuck at certain phases, others 

were brought in at certain phases. Likewise, different 

aspects of the venture can be seen to have progressed at 

different rates. At whatever level one focusses, a 

struggle seems necessary before the desired state of 
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responsibility· is reached. This compares with Whitehead's 

freedom-discipline-freedom model. Wacker sees one way of 

short-circuiting the anguish and getting into a produc

tive renewal-honeymoon-responsibility spiral. It is· by 

acknowledging the need fo~ reconceptualisation as events 

take place. Such flexibility may lead to chaos without 

the knowledge of hindsight. However, reconceptualisation 

is the prerequisite of the responsibility phase and it 

seems to be a slow and painful task when done naturally. 

The important issues for the joint-venture arising from 

the model are: 

1. Although it has had its ups and downs, the joint

venture was not unusual in this; it is a normal part of 

the evolutionary process of all organisations. 

2. Some of the problems and traumas might have been 

avoided if people had been willing to reconceptualise 

issues when things did not appear to be going to plan. 

Rethinking was perhaps associated with "failure" rather 

than with the opportunity to avoid failure. 

3. Reconceptualisation should not be confused with the 

easy option of abandoning plans as soon as problems are 

encountered. It entails careful and serious thought, 

bold and courageous action. Sometimes these may be as 

tough to grapple with as the other routes to reconceptual

isation - those of crisis/catharsis and entrenchment. 

The Nature of the Teaching 

Several. approaches to the management educational needs of 

the C & W managers were considered. The choice available 

ranged through the full spectrum of educational theory 

from formal classroom teaching at one end to problem

orientated in-company work-group learning at the other. 

Both have their advocates and their critics. There was 
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never much doubt however in the minds of most of the 

negotiators as to the style of education sought. It 

was neither wholly teacher-centred nor wholly student

centred; it was Company-centred. Lecturers were drawn 

from both organisations. They were encouraged to work 

together although many chose to work independently. 

The teaching approach they adopted was a matter of per

sonal preference so long as they related principles to 

applications and applications to the Company's operations. 

The managers attending the programmes, by virtue of their 

age and careers with the Company, brought with them 

experiences from "the real world". The lecturer could 

choose whether to present his theoretical arguments and 

hope that the participant could link them unaided to 

his past experiences, or he could draw out the collective 

experiences of the class and build his teaching on that. 

There were as many different variations as there were 

lecturers but all had to work within the confines of 

the class~oom and for the larger MMP this meant a con

ventional tiered lecture room. Neighbouring syndicate 

rooms could also be used for small group discussions. 

The Learning Environment 

The location of Cranfield is remote. There are no distrac~ 

tions, "the office" is a long way off, participants are 

forced to live closely together although they have the 

privacy of their own study bedrooms. ~hese are comfort

able and convenient, they comprise part of a custom-built 

residential Study Centre across the road from the School 

of Management. The meals served are excellent and the 

level of service is generally high. The quality is equiv

alent to a 4-star hotel. Participants' material needs 

are met as far as possible and any special problems are 

generally handled for them by the Programme Administrator. 

The majority of participants on other programmes are male, 

in the age range of 30-50, holding middle to senior 
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managerial positions in the private sector of British 

.industry. 

The quality of the learning experience depended partly 

on the participants own attitudes and abilities and 

partly on those of the lecturers. To make an acceptable 

contribution to the programme, the lecturer must be both 

credible and relevant in the eyes of the participant. 

The likelihood was that the Cranfield lecturers would be 

regarded as more credible and the C & W lecturers as 

more relevant. However, both could move towards an ideal 

state of being credibl~ and relevant. The Cranfield 

lecturer could "tailor" his material to the experiences 

of the Company to make it more relevant for the partici

pants; the C & W speakers could develop their presenta

tion skills to make themselves more credible as lecturers. 

Some high-level C & W speakers, like the Managing Director, 

already had high credibility because of their status in 

the Company. Some Cranfield lecturers might, through 

poor performance, lose their credibility. Without cred

ibility a lecturer would not be listened to; without 

relevance he would not be understood. 

Design of the Curr"fcuTum 

The value of the management development programme lies 

in what managers can take away and apply back at their 

place of work. As discussed in Chapter 1, this is partly 

dependent on the content, that is what they're taught, 

partly on the process, that is how they're taught and 

partly on the overall objectives, that is why they're 

taught. Although many would argue that the performance 

of individual lecturers on the day is "what counts", 

getting the right mix in the curriculum design is also 

vitally important. For a C & W programme that was not 

only the right balance between the subjects taught but 

also the best combination of Cranfield and C & W speakers -

taking into account their lecturing styles and the extent 
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to which they had "tailored" their materials. These 

decisions hung on the specific objectives of the pro

gramme which, in turn, derived from the perceived train

ing needs. Training needs could be described as being 

the product of five factors. These were: 

1. Company policies and strategies; 

2. research undertaken at the workplace; 

3. the educational beliefs of the academics involved, 

particularly the Course Tutor; 

4. feedback from participant managers; 

5. feedback from participant lecturers. 

Described above is one half of the genealogy of a C & W 

programme at Cranfield; the other half, which must be 

matched up to it, is the careful selection of the approp

riate managers to attend the programme. The inter-

relationship between these factors and the resultant 

programme are shown in figure 2.3. 
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Figure 2·. 3 : The Perception of Training Needs for 

Curriculum Design 
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The Boundary Be·twee·n OD and MD . 

It is important when deciding on the content of a 

programme to make clear the distinction between the strat

egic question why? this content and the operational 

questions what? how? and when? this content. These 

questions belong respectively to the domains of organ

isational development (OD) and management development 

(MD). Because the decisions as to who will teach what, 

how, where and when should not be made until the question 

"why do we want to train our managers?" has been aswered, 

successful management development must be seen to be a 

function of organisational development. 

A fundamental problem for the joint-venture was, as the 

Professor of Management Development was later to point 

out, that the Company had a policy but no plan. They 

had taken the policy decision to send their ~anagers on 

development programmes but had not planned how they were 

going to use these newly-trained managers when they 

returned to work. They had decided what to do but not 

why they were doing it. They knew why in general terms 

but not with the precision of a carefully thought through 

strategy. Because of this, lecturers and participants 

alike were never really clear as to what was being expec-. 
ted of them. Cranfield could have helped the Company to 

think through this problem but these were, by definition, 

early days and it would have been unlikely that any com

pany would have entrusted an outside organisation with its 

inner thoughts. Experience here showed that a lengthy 

period of exploration, experimentation and adjustment was 

needed during which time each could put to the test the 

others ability, values and commitment before true collab

oration could take place. As indicated earlier, through 

the impact of some of the later MMP projects, some 

organisational issues have been drawn to the attention of 

the top management in the Company,by the participants 
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themselves. In this way organisation development has been 

a function of management development. The link has been 

established and from it new initiatives are expected to 

be forthcoming in the future. Like all circular rela

tionships it is never easy to break into the circle at 

the apparently logical starting point. 

Crucial Ectu·cational Tss-u-e·s for Management Development 

When all those from both Cranfield and C & W who had been 

associated with the joint venture were, in the Spring· of 

1980, individually interviewed and asked for their opin

ions and experiences regarding the past and the future 

of the joint venture several important themes emerged. 

The individuals, some 44 in number, may have been involved 

as lecturer, course tutor, administrator, member of the 

Steering Committee or a combination of these roles. Des

pite their diverse activities they drew attention to sim

ilar issues. As a result, central themes have been iden

tified. The cor·e· ·pr·oblem, both ·existing and potential, 

is the creation and maintenance of commitment on behalf 

of the lecturer both at Cranfield and at Cable and Wireless. 

Individual commitment is vital to the success of each 

programme and to the success of the venture as a whole. 

A number of key solution areas were highlighted. These 

are "solutions" if the problem of a lack of individual 

commitment is seen as a current problem. If it is seen 

as the most likely, and it's certainly the most danger

ous, fUtu~e problem then these would be more properly 

described as "flashpoints", their potency varying with 

the commitment of the individual lecturer. To neglect 

these areas is to invite trouble. They are as follows: 

1~ The setting of the management development objectives; 

2. communication of knowledge about the Company and the 

joint venture; 

3. tailoring of materials; 
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4. the role of the Course Tutor; 

5. rewards for lecturers and the Course Tutor; 

6. selection of appropriate course participants. 

Flashpoint 1: The Setting of Management Development 

Objectives 

Despite the fact that the Company has drawn up a list 

of educational objectives for each of the programmes 

run, many lecturers felt a great lack of clarity as to 

what was, and is, required of them. This is partly a 

communications problem but it is also a problem of 

"scope". Scope can be interpreted in a number of ways. 

Because these are general management programmes there is 

the danger of trying to provide all things to all men. 

Specific management development needs are difficult to 

pin down because of the wide range of experiences and 

abilities amongst the participant managers. The "mix" 

is largely the responsibility of the Course Tutor and 

to save those who are taught from what Whitehead (1932) 

describes as "this horrible burden of inert ideas" (13) 

it is important that he selects only a limited range of 

subjects but makes sure that they are taught well. The 

result of doing otherwise is, Whitehead believes "the 

passive reception of disconnected ideas, not illuminated 

with any spark of vitality". He sees vitality as the 

secret ingredient of university information. The same 

information can be imparted more cheaply from reading a 

book but "the justification for a university is that it 

preserves the connection between knowledge and the zest 

for life." An atmosphere of excitement is engendered 

from an imaginative approach to considering "the facts"· 

In this atmosphere a manager is provoked to think again 

about issues he might previously have accepted without 

question. His mind is opened to new ideas, new knowledge 

and new possibilities. To create this learning environ

ment and meet the Company's stated objectives, the Course 
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Tutor must select the mix·of subjects taught and the mix 

of lecturers and senior managers teaching them with 

great care. They too will have objectives for the 

programme; objectives of both an educational and a 

personal nature which may not always be consistent with 

the overall objectives of the programme. 

Another aspect of the "scope" of the objectives relates 

to the venture as a whole rather than simply to indivi

dual programmes. The· crucial issue here is whether 

Cranfield and C & Ware, through the joint-venture, 

going to work together on the broader implications of 

management development or whether the venture is going 

to be limited to the provision of general management 

programmes in return for cash payments. In the latter 

case C & W would undeniably be the sole client in a 

straightforward business agreement. As for the former, 

it would include identifying and meeting the strategic 

needs of the Company and building on the foundations 

laid during the Cranfield programmes by following the 

managers back into the Company with further tuition. 

The scope for a broad involvement was certainly indicated 

in the original agreement but any attempts to activate 

it were never encouraged by the Company. Is;~ it unreal

istic and over-ambitious? Was the ideal of a broader 

involvement no more than a device, designed by the Com

pany to win the support of the Cranfield staff at the 

outset and to prevent complacency setting in amongst them 

once the courses were underway? The Company undeniably 

wanted, and needed, a more professional approach in its 

non-technical operations. It wanted to produce "a 

generation of managers from one of functional experts". 

On being ·asked recently, the Managing Director said that 

he was very reluctant to involve outsiders in the Com

pany's strategy, policy and structure. H~ was supported 

by some of his most senior colleagues in believing 

strongly that the things that really matter to an 
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organisation must come from within, since outsiders cannot 

ever hope to understand a company well enough to be 

actively involved in strategy and policy. However, he 

does believe that outsiders can help with skills. This 

is perhaps the cue for Cranfield to reassess its object

ives. 

Flashpoin·t 2: Communication 

Problems exist here both between the partners of the 

venture and within their respective organisations. Com

munications between the two organisations have gradually 

improved over time as people have got to know their coun

terparts. 

On each programme the main link is between the Course 

Tutor at Cranfield and his counterpart in the.Company's 

Training Department. If this link is reinforced by con

tact between Cranfield lecturers and C & W lecturers, 

then the relationship between the two organisations is 

strengthened. The responsibility on any one individual 

for things going wrong is diminished and the enthusiasm 

for tying new things is increased. Concentrating commun-

. ications into too few hands at the organisational inter

face puts a heavy load on a few people. It also runs 

the risk of creating a power base for a few individuals 

who can take upon themselves the role of gatekeeper. 

Within the two organisations there are major communications 

jobs to be done. In the Company, management development 

opportunities have to be "sold" to potential participants 

and to their superiors who have to authorise their release, 

arrange for their work to be done whilst they-' re away and 

pay their fees. Host departments for projects have to 

be nurtured and senior managers encouraged to visit 

Cranfield and speak on the programmes. Simply "creating 

awareness" is not enough although it is a crucial step 

in the communications process. People also have to be 
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kept up to date on developments and be given feedback 

on their involvement. Likew~se, within Cranfield the 

venture has to be "sold" to potential Course Tutors 

and lecturers if it is to attract the best among them. 

They need to know about the joint-venture - its philo

sophy, its financial contribution, its contractual 

obligations, its opportunities and its rewards. The 

broad-based Project Team envisaged at the beginning of 

the relationship would have provided a communications 

network throughout the School; the seconded manager 

would have been a direct link from deep within the 

Company. A momentum might have kept going instead of 

interest rising and falling to the rhythm of the 

course timetable. 

Flashpoint 3: Tailoring of Materials 

This is perhaps the most visible aspect of the joint

venture. It has many facets; the C & W speaker; ·the 

"shared session"; the in-company case study; the tutor's 

general understanding and awareness of the Company; the 

skill of counselling in the classroom. 

There is still some disagreement over the value of having 

C & W speakers on Cranfield programmes. Nobody disputes 

their role but there is a minority view against their 

taking Cranfield "airtime". Because they are not prof

essional lecturers, they are felt to interrupt the flow 

and create a backlash for the le.cturer who follows them. 

Most lecturers however, regard them as an integral part 

of the programmes and many Company people think them 

essential; "Otherwise" said one "the experience is too 

isolated. It would be a waste of money without the C 

& W speakers because they make it more relevant and prov

ide an opportunity for Cranfield lecturers to better 

understand the Company". Whilst it is generally agreed 

that C & W speakers should make a contribution the 
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"shared" session is not very popular. This is because 

such a session requires even more skill than a solo 

presentation. It is important for the two people 

sharing the session to understand one another's point 

of view and lecturing style. They need to work together 

as a complementary team and this usually entails a good 

deal of _preparatory.work beforehand. There is the danger 

for any Company speaker of being unwittingly "put on the 

spot" by their Cranfield counterpart because there has 

been insufficient pre-programme preparation. When it 

comes to designing and presenting their contribu~ion; the 

Company speakers rely heavily on the guidance of their 

counterparts. Collaboration is not always forthcoming 

although many lecturers do recognise their responsibili

ties towards the C & W speaker. This is just as import

ant for "C & W only" sessions as for shared sessions. 

The great danger can be that the speaker merely recounts 

the activities of his department or gets onto a personal 

hobby-~orse. To overcome this they need careful briefing 

from Cranfield. In addition, some departments have dev

eloped a lecturing "package" so that anyone from their 

Department can make a similar presentation. This ensures 

that the general outline has been carefully thought 

through without the effort being repeated each time yet 

the detail dan be added by the individual speaker. 

Such a package has been developed by the Finance Depart~ 

ment, who have had to come to terms with two problems. 

"The first is the wide spectrum of student expertise and 

experience in finance .••. this means adopting a very 

general approach ... It is difficult to lecture at sev

eral levels; an associated problem is how to answer 

questions - at what level does one reply?" The second 

problem is that "it is not easy to follow professional 

lecturers on the same subject unless one is aware of the 

line that they have taken •.. it's important to link up 

the academic theory with the practical actuality". In 

thinking through his teaching materials this Company 
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speaker was having to cope with the same problems that 

confront the profession~l teacher. He wanted guidance 

on where to pitch the lectures and what it was that the 

course was trying to achieve. He found it helpful to 

meet up with the finance lecturers at Cranfield and sit 

in on their sessions. Others have not been so fortunate 

in their experiences. One manager believing that "the 

interface between C & Wand Cranfield leaves much to be 

des'ired"; another that "I sat in on a morning session ... 

I watched more than enough to see that practical problems 

were not being drawn from the theory. Parts of it were 

irrelevant. A bridge needed finding between tutor and 

audience but neither managed to find it". However, he 

remained undaunted and continued, "We need to build 

bridges between theory and its applications and we need 

to find appropriate illustrations for the principles •.. 

(our managers) need to understand the fundamental issues 

rather than the mechanics. They need to be taught how to 

·u·se a balance sheet and profit and loss account not how 

to compile one.. We need illustrations from C & W to link 

to the financial principles •.. we need illustrations that 

are ·reTevant to the Company". 

For most people the obvious relevant illustrations are 

company-based case studies. Although a number of case 

studies have been started only three have been completed 

and one of them has recently been withdrawn from use. 

The problems seem to be twofold. The first is in writing 

the case study; the second is in using it. 

The writing of a case study requires a tremendous invest

ment of time and effort on behalf of the academic. He 

needs to work very closely with the Company and be 

allowed access to' ·a:11 aspects of the central theme·· of the 

study. A partial account will be both incomplete and 

biased; as such it will be insufficiently robust for 

classroom discussion. The evidence developed needs to 
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be absolutely relevant. It is not at all useful for a 

Cranfield lecturer to be sent "some useful material" 

by a C & W manager as has in fact happ~ned in several 

instances. The finished case should illustrate t&eor

etical principles so the material has to be selected 

with these in mind. Both the purpose and the material 

needs careful selection; no case study should be devel

oped for its own sake. A case study, by its nature, 

needs to be built on a problem situation and frequently 

on one that has been mishandled. To investigate such 

a situation involves the researcher in politically coh

troversial issues with all their inherent problems. 

As the researcher attempts to gather data, barriers are 

put up against him, the Company clams· up, managers sub

consciously close ranks against the intruder in their 

concern for the exposure of individual personalities. 

British companies are notorious for not liking criti

cism and therefore they resist the researching and 

writink of case studies. C & W, for all its protesta

tions to the contrary, is no exception. For the acade

mic, whose input on a general management programme is 

never large, this actual or even anticipated reception 

is very demotivating. 

When it comes to using case studies, Cranfield is an 

expert, priding itself on having adopted the Harvard 

approach to management education. The role of the 

lecturer in using a case study is to be a third party 

being provocative and projective, encouraging discussion 

and drawing out the participant managers. All share the 

information given and have to work within its limitations. 

One of the problems with a Company-based case study is 

the range of additional knowledge held by the partici

pants. This can lead to the introduction of red herrings, 

character assassinations and attacks on the case writer 

for his interpretation of the "facts". This last point 

is very important. The collective wisdom of the partic-
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ipants will inevitably overwhelm that of the casewriter. 

If the case is not cast-iron they will turn their atten

tion to criticising it and the lecturer will lose.his 

credibility if he is made to be defensive about it. 

Even if it does not come to this, the participants are 

the experts about the company and he is in the weaker 

position. Besides, the educational experience should 

be a positive one, not simply a criticism of the Company 

and its past behaviour to which internally-based cases 

could easily lead. Many lecturers find it more con

structive and more valuable to chose cases in similar 

industries - like computers or communications industries. 

In this way, they are able to tease out the principles 

being illustrated and encourage the managers to draw 

the parallels with their own Company. 

An alternative source of company information on which to 

base a classroom discussion is research data collected 

by the lecturer into on-going organisational problems. 

This approach also helps the lecturer to develop long-term 

relationships with managers in the Company. Exposure to 

the Company for the purpose of developing teaching mat

erials has helped some lecturers both to understand the 

Company better and to make their teaching more relevant. 

However, as such "bespoke" case studies can rarely be 

used on programmes other than those run for C & W, they 

provide little in the way of return to the lecturer for 

the time and effort involved. Putting the same energy 

into materials that could be used more widely may seem 

to a lecturer a better use of his own scarce resources. 

There is another view. It is that the art of "tailoring" 

does not lie in the rewriting of a lecturer's material 

but in the extent to which he can adopt a counselling 

style of teaching. His skill as a counsellor will allow 

him to tailor his material in the classroom to the 
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stated needs of the individual participants. Knowledge 

per se is less important than concepts and understanding. 

These enable the lecturer to "prompt" the participants 

to help them find the words they need to describe th~ir 

own interpretation of a situation. The lecturers are 

the language-givers, the framework providers. To be 

able to do this effectively, their personal values are 

just as important as their skills. 

Most academics are geared to developing knowledge. Teach

ing others how to use the knowledge to solve their own 

practical problems is difficult to do (Whitehead, p. 6). 

It. is much easier simply to pass on knowledge, particu

larly if it is wrapped in the .familiar garb of an 

in-company case study. 

Flashpo·int 4: The RoTe· of the co·urse Tutor 

The role of the Course Tutor (QT) is recognised as cru

cial in all general management programmes. In the case 

of C & W programmes the CT not only has to co-ordinate 

a large number of academics from several different disc

iplines, he also has to liaise with the Company. He 

has to ensure that everyone is kept informed and has 

made contact with their counterpart. He is also respons-. 
ible for the "spirit" of the programme. The extent to 

which sessions are "shared". by Cranfield and C & W 

lecturers; the style of teaching encouraged; the clari

fication of objectives and the providing of an overall 

educational context are all in his hands. So too, are 

the anxieties of the participants. In the first few 

days he must be close enough to them to observe the 

nature of the participation and bring on those who are 

reluctant, whether they be naturally shy and reserved 

or deliberately uncooperative. He must win their con

fidence so that he can adapt the programme to fit their 

particular needs and interests. It is a difficult and 
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demanding role requiring total dedication for the full 

duration of the programme. A five·week programme can be 

a very wearing experience for the CT who still has to 

fulfil his regular teaching, research and administrative 

commitments elsewhere in the School. The Company would 

like to maintain continuity from one programme to.the 

next by using the same CT time and again; an idea not 

always relished by the academics involved. Had C & W 

undertaken some of the burden by providing the 

once-promised Company man, the responsibility might not 

have been so onerous and the success of any individual 

programme might not ~ave hung so precipitously on the 

personality of its Course Tutor. 

Flashpofnt 5: Rewa·rds 

"C & W isn't sexy. It's very worthy but where's the 

excitement and the thrill? There's a lack of "umph"; 

no vital spark." Other lecturers had less colourful 

ways of saying it could become dull, or boring, or 

bureaucratic. The long-term repetitive nature of the 

venture tends to grind down the enthusiasm of the 

lecturers. The intrinsic satisfaction of doing a good 

job well loses its potency with time. The danger for 

some is complacency but for others classroom participa

tion with managers from a company one knows something 

about brings its own rewards. For many, job satisfaction 

comes from the innovation; from creating and revising 

material. The problem inherent in any long term contract 

is that of stagnation .and it is important to inject new 

challenges from time to time. C & W have been criticised 

for forcing Cranfield staff to create "bureaucratic" 

rather than "entrepreneurial" types of programme. The 

knowledge that the School is earning money from the 

venture offers little comfort to many as they see what 

little financial gain there is, going largely to the 

MODRC. 
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So much for the intrinsic rewards. What benefits are 

accrued by the individual lecturer from Cranfield? 

These are negligible. The School system does not acknow

ledge the extra work required of a lecturer on an· 

in-company programme: that of tailoring materials or 

spending time learning about the company. The Course 

Tutor upon whom so much depends, is given only passing 

recognition as having made a small administrative 

contribution. Teaching hours and published research 

weigh far heavier in the promotion scales. From the 

Company itself cmme opportunities for research but the few 

who've ventured in have discovered that it's a fairly 

prickly place. One recalls that "they are very sensitive 

about touchy issues, becoming defensive and reluctant 

as soon as one begins to probe into the details of how 

and why." Funds allocated by the Company for research 

and development could have helped but were rarely ltnked 

to specific activities and were rarely spent outside the 

MODRC~ The glamourous aspect of. C & Wis that it is an 

international organisation and one thing that lectu!ers 

do find "sexy" is foreign travel. The ill-fated overseas 

MMP could have played an important role in maintaining 

the morale of the Cranfield lecturer. His flagging 

spirits could still be revived by workshops, research 

consultancies and genuine development opportunities. 

Flashpoint 6: Selection 

Selection is undertaken centrally for Fl staff and by the 

new DTMs for HO and national staff. The DTM system 

successfully d~legates the responsibility to those who 

know the managers and their immediate training needs but, 

without clear guidelines, it militates against a consist

ent approach across the Company~ There is undoubtedly an 

increased awareness throughout the Company of the manage

ment development opportunities now available and there 

is general acceptance that managers, especially Fl staff, 

should go on management training programmes. This makes 
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the task easier but the current freeze en personnel 

means that some Departments feel themselves to be under 

pressure. The very people who have been selected for 

training tend to be those who are most useful in the 

Departments. They cannot be spared; time is a constraint 

and on-going work is always of higher priority than 

training. 

The Company is seen by most managers as being weak on 

career development; the Personnel Department deny this 

but feel unable to disclose their plans for the 

anticipated progress of individuals. Allied to this is 

a general ignorance of underlying career development 

policy from which criteria for selection would normally 

be drawn. There is also confusion in many managers' 

minds as to the timing of the management education 

experience, so not only do managers not know why (and 

therefore who) should be trained but they are given 

little guidance as td Wh~n they should be trained. 

At Cranfield the concern, particularly in the past, has 

been that managers frequently gave the impression of 

having been "sent" on a course without knowing why. 

There was a lack.of briefing and debriefing and partici

pants could be an ill-assorted mix jn terms of age, 

ability and attitudes. Senior people in particular, 

tended to be reluctant to participate and some were 

quite resentful about having been "sent". Such atti

tudes created a difficult atmosphere for the lecturers 

and gave the C & W programmes a bad name with some of 

them. However, the majority of Cranfield lecturers 

regard the C & W participants as a good natured group 

of managers with a higher average intelligence than-that 

held by equivalent managers from other companies. The 

SMs were felt to be very able; the MMs very lively; and 

the MRs very difficult. This last group is an interest

ing one in that it was carefully selected but there 

seemed to be insufficient variety in the mix of partici-
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pants to bring the programme to life. 

The problems regarding selection will remain as long as 

the reasons for undertaking training remain uncleara 

Summary 

The importance of individual commitment to the joint 

venture is crucial to its success. This is as true 

within C & Was it is within Cranfield. However, the 

Company has the advantage of being the recipient of · 

newly developed managers who now fan the demand for 

more activity and make that already undertaken feel 

worthwhile. Within Cranfield, enthusiasm is more 

difficult to engender and more important to maintain. 

This importance was highlighted by Whitehead when he 

reminded us that "The university imparts information .•• 

imaginatively ••. This atmosphere of excitement, arising 

from imaginative consideration, transforms knowledge ... 

Imagination is not to be divorced from the facts: it 

is a way of illuminating the facts". (p. 139). 

C & Wand Cranfield together share the responsibility 

for keeping the imaginations of the -lecturers alive and 

excited. The Company have not bought a product which, 

once perfected, will be delivered at regular intervals 

throughout the year. They have helped give birth to an 

organism, which if it is to stay alive and flourish, 

needs to be kept fresh. To quote Whitehead one more time 

"In all education the main cause of failure is staleness". 

(p. 86). 

Part I I I.: The Career Context 

The Cable and Wireless career is an important aspect of 

the organisation's culture, hence the perceptions that 

managers have of it reflects their contractual commitment 

to the Company. 
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Cable and Wireless fits neatly into Handy's Apollonian 

role culture. Big and bureaucratic, it maintains inter

nal consistency through a complicated network of rules, 

regulations and traditions. Efficiency rather than· 

effectiven~ss is the keynote of Cable and Wireless and 

similar organisations (i.e. energy goes into doing 

things better rather than questioning whether it is 

still necessary for them to be done at all!) Stability 

and predictability are ideal conditions for smooth

running bureaucracies. Such conditions tend to be 

nurtured in the Company and assumed beyond it. As a 

result, operational systems are routine but reliable 

and the general view of the environment rather blinkered 

and naive. The disruptive effects of change are avoided 

for as long as possible in the hope that adaptation will 

not actually be necessary. 

Whilst employees are indispensible, they are also inter

changeable. This leads to the role being seen as more 

.important than the individual who fills it ("We need a 

man in Bahrain. There's a man - send him"). Consequently, 

many a Cable and Wireless manager .is ill-matched to his 

job or spends time as an "organisational squatter" 

filling-in between more appropriate posts. Nevertheless, 

there is. great psychological security in working for 

Cable and Wireless. For it offers a job for life with a 

good pension at the end for those who conform to the needs 

and values of the Company. Conforming begins at an early 

age. The "womb to tomb" commitment is illustrated by the 

numbers of sons who have followed in their father's foot

steps. The creation of a Cable and Wireless man has 

resulted. 

Developmeht ~f the Career Concept 

By the turn of the century, Cable and Wireless's fore

runner, the Eastern Telegraph Company, had acquired a 

reputation for being "the source of a fascinating but 
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safe job; a company to which· once admitted, a young 

man .••. knew he had a job for life. There would be a 

place too, he knew, for his son or brother" (Barty 

King, 1979, p. 149). Even at that time the Company.was 

operating on a world-wide basis and, before the inven

tion of the regenerator (14) in 1925, employed a large 

number of operators, as well as managers, overseas. 

Their life style would best be described as "colonial" 

until the early 196Os when Macmillan's.wind of change 

began to blow long and cold. 

Over the years, and even today, the Company has restric

ted its vitality by deliberately avoiding the recogni

tion of high-fliers who, in other companies, might have 

been singled out for special training and opportunity. 

Too often promotion has been linked with length of ser

vice; training is still either task-oriented (as with 

the many technical courses) or all-purpose (as with the 

general management p~ogrammes). This does not mean that 

there is no elite. There are both horizontal and verti

cal divisions in the Company. 

The horizontal divi-sions draw fine distinctions between 

employees throughout the world as they climb the incre

mental ladder of a lifetime. Each step brings with it· 

additional privileges and status. In London, if mana

gers from different levels wish to lunch together they 

must do so in an outside restaurant for, within Head 

Office, dining rooms are exclusive preserves. The mana-

gerial hierarchy is evident in other ways. For example, 

until last year senior managers were known with rather 

quaint grandeur as "Officials" and the Board of Directors 

.is still called "The Court". A change of name has appar

ently done little yet to improve communications through 

the hour-glass-like channels connecting them with middle 

managers. In HO, promotion to a senior position means 

Joining a new social set and leaving behind former 

colleagues with the subtle ruthlessness of any class 
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conscious society. 

But it is th~ vertical divisions that have led to 

distinctly different career paths. There are three. 

groups, each with its own history but all sharing the 

same future. They are: 

1. the foreign-service mobile staff (Fl); 

2. the London-based Head Office staff (HO); 

3. the locally-based National staff (Nat). 

The three groups share many characteristics although they 

are not always willing to acknowledge them in one another. 

Perhaps the most visible example is their strong sense of 
-

loyalty, which is discussed later in this chapter. As 

the influence of a changing world - political, economic, 

technological, educational and moral - has permeated the 

Company, tensions and antagonisms between the three types 

of staff have surfaced. They all recognise that their 

careers are no longer predictable; the careers of the 

future are no longer the careers of the past., The 

anxiety or excitement aroused often leads them to make 

scapegoats of one another and the Company itself yet 

all are "Company men" by Maccoby's definition (1977). 

That is, their entire sense of identity is rooted in the 

knowledge that they are part of a powerful and protective 

company. They share its "low profile - high performance" 

philosophy and enjoy the high regard in which much of 

the world holds it. 

The development of the Cable and Wireless manager has 

revolved around the expatriate engineers - the Fl staff. 

In the past, it was they who naturally evolved into 

"managers." HO and Nat staff were recruited largely as 

Fl "support" staff either.at home or abroad. Gradually 

these groups have asserted themselves and infiltrated 

the coveted positions of management, creating, at the 
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same time, career paths for.their kind. Not only have 

they claimed the Fl's managerial jobs they have also, 

to a very great extent, adopted their culture. To 

understand this culture it is necessary to look back 

through time 

The Fl Care·er 

Before the outbreak of the Second World War, a career 

in Cable and Wireless was regarded kindly by many 

middle class parents as an alternative to the Church·or 

the Army. Sons followed fathers into the appropriate 

"regiment" - Eastern or Western - long after their 

merger with Marconi in 1929. Parallels with the Army 

are easily drawn. It was a respectable, institutional 

way of life. The Company would provide training, res

ponsibilities and some adventure; they would make a man 

out of a young chap, and keep a parental eye on him into 

the bargain. Straight from school went_ the young 

recruits; parents had no sooner finished paying the fees 

of one before they began those of the other - for three 

years, at the residential engineering training college 

at the Porthcurno (PK) Cable Station near Lands End. 

During the war, recruitment ceased to be so "exclusive"; 

boys aged 16-18, who were good with their hands and had 

English, Maths, Physics and some Geography, were taken 

in. The training ceased to be fee-paying and the trainees 

actually received a small wage. In 1942 the first non

public school entrants were admitted to PK; they were 

also the first entrants not to have family connections 

with the Company. They received a full three-year cable 

training and then some of them went on for a further six 

months into radio training. Since about 1970, ·the formula 

has been Basic and Advanced engineering courses inter

spersed with practical experi~nce and City & Guilds exams. 

The remoteness of PK helped prepare the young men for 

their future careers in other ways too. They learnt 
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how a Cable and Wireless man was expected to behave; 

they became skilled engineers and self-reliant indivi

duals who could cope with uncomfortable surroundings 

and separation from their families. These qualities 

are still important today. Throughout their careers, 

like the military· and diplomatic services, they never 

knew where they might be sent next; nor were they 

expected to raise objections. The Company looked after 

domestic details like accommodation and the schooling 

of children. They became an integral part of a com-. . 
pletely interchangeable staff. The recruiting booklet 

for 1951 promised, as it's title implied, A Career 

Abroad: 

" the Company's work overseas provides an 

ideal occupation for the man who combines a keen 

interest in electrical engineering with a spirit 

of adventure and readiness to serve anywhere in 

the world". In addition "a well""'."developed 

sense of tolerance and balance is essential, if 

staff living in isolated conditions are to 

lead a happy life.fl 

Branch managers held high social status locally; most of 

their expatriate staff lived in the Cable and Wireless 

equivalent of a British Officers' Mess. The Company was 

extremely paternalistic. Permission had to be requested 

for most thi_ngs, including matrimony. Once m_arried, the 

Company took care of the family, providing fully furnished 

housing, travel, schooling and so on. Everyone moved 

branches at least every three years so links with the host 

community were never as strong as those within the Com

pany. A "family" culture developed which still exists, 

with all its implications for deference to traditions 

and the exclusion of "outsiders". 

Even today, many people regard the Fl staff as the 
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"blue-eyed boys" of the Company. They have good cause 

to, for Fls still appear to lead a glamourous life -

travelling the world as highly respected professionals, 

earning good money and a myriad of perks, getting·the 

best jobs - those with the greatest challenge and visi

bility - and, when it's all over they either retire 

with a Company pension at 55 or transfer to Head Office 

(if they haven't already done so) to take the senior 

posts towards which the HO staff have been patiently 

working for many a long year. 

An Fl manager will swiftly remind one that they and their 

families undergo perpetual personal upheaval~ their 

careers are rarely smoothly planned, they are often 

"messed about" on postings and sent to places they would 

rather not go and obliged to do jobs and work alongside 

people they would never have chosen for themselves. 

They acknowledge earning a lot of money but explain that 

a high proportion of it is in the form of allowances -

pensions being calculated_on basic salary. Where, they 

ask, does that stand against inflation in the UK where 

most of them hope finally to settle down? 

They also see themselves as being squeezed out of their 

overseas jobs by the Nats and out of their London jobs 

by the HO staff unions. Their view is not so rosy. The 

days of pink gins on the verandah may be over but few of 

the Fl staff would change their jobs because of that. 

The HO Career 

The training, development and career of the Fl man was 

seen as being wholly separate from that of the HO employee. 

The HO man was originally recruited for "office work". 

His job was London-based and of a clerical nature. It 

was also highly functional. There was no inter-depart

mental activity and promotion was strictly within the 
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function. To request a transf~r to another department 

was regarded as heresy. 

Whilst Fls could attain promotion into some grades by 

passing technical examinations, HO staff could only be 

promoted by their successful application for a vacant 

job. If they did not succeed or there were no suitable 

vacancies then they must be content to work their way up 

the salary scale by annual increments and occasional 

merit awards. In January 1977 there were 7 HO salary 

scales, 4 executive and 3 clerical, comprising in all, 

56 increments and 14 merit awards - a total of 70 divi

sions. Promotion to "Official" was at the discretion 

of the Company. The Official~ formed the policy-making 

and senior decision-making body who, based at HO, were 

drawn from both Fl and HO, but never Nat, staff. It 

represented the pinnacle of a career in Cable and Wireless 

for those who were eligible and, for those who were not, 

it reminded them of their place. 

However, in HO it was seen as being possible for anyone 

who worked hard and studied to do well for himself. As 

the Fifth Report from the Select Committee on National

ised Industries pointed out, in 1976 "all Cable and 

Wireless management, up to and including full-time direct

ors, have risen from the ranks of the company" (p. xxxiii). 

There were several success stories to encourage the ambi

tious: a Managing Director had started out as a clerical 

assistant; a messenger boy had worked his way up to one 

of the most important and powerful jobs in the Company, 

that of Group General Manager of International Operations. 

A career in HO was a male preserve and even today, there 

are few women at the management level. Likewise, few 

graduates were employed. In 1974 a graduate recruitment 

campaign was launched and the annual intake is now about 

15. However, these have y.-et to filter through to the senior 

levels of HO management. The relatively_ high level of 
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turnover amongst the recent graduate element has been 

a disappointment to many of the HO staff. It reflects a 

different sort of attitude towards personal career devel

opment and commitment to a single employer than that trad

itionally found in C & w~ HO is also the home of a 

number of specialist engineers. Their activities are 

twofold: they evaluate new equipment so that the Company 

can recommend and use the best and most appropriate for 

their overseas clients; and they develop and produce 

equipment, not manufactured commercially, to meet the 

special needs of their clients. 

HO then, has had two activities: administration and 

engineering. Until very recently, HO made all decisions 

of any significance. This has led to the growth of a 

powerful centralised bureaucracy. It sprawls over 

Holborn, and even across the Thames,in twelve different 

buildings ·(15). Big and unwealdy, HO employs almost 2,000 

people. In 1977 it was 1,645 and in 1973, 1,200. 

Reflected in this growth are a number of personal "emp

ires", built-up by well-intentioned administrators who 

limited their horizons to Departmental efficiency and 

confused the Company's interests with their own. The 

formal authority system, as in most bureaucracies, links 

power and status with size of operation. It's very nature 

encourages bigness which, in turn, creates problems of 

communication, duplication and the loss of common goals. 

These are all to often "solved" by further expansion. 

In 1969 PA Management Consultants Limited recommended the 

reorganisation of HO. Although there was widespread prot

estation at their suggestions, a modified version was 

adopted which took the twin themes of diversification and 

divisionalisation. Implied in this was some decentralisa

tion of authority away from HO. As a direct result·a new 

business unit was established in London. The birth of 

PSB (Private Systems Business), later called CSS 
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(Communications Systems and se·rvices), opened up an 

alternative career path for HO personnel. They could 

now choose between the traditional path or a more entre

preneurial one. 

The emphasis in HO has always been on administration 

rather than management. The words "management" and 

"manager" were not used until quite recently and the 

language spoken was operational rather than managerial. 

The National Staff Career 

In the past, Nats were not expected to have "career" 

aspirations. They were recruited to relatively low-level 

clerical and meni~l positions; all technical and super

visory roles were filled by the Fl staff. This was in 

keeping with British colonial practice worldwide. 

Besides which, the general level of education amongst 

Nats did not equip them with the skills required for 

more responsible jobs. The first _Hong Kong Nat-·with HNC 

was not recruited until 1964. 

In tlie mid-195Os the first national technician passed 

through PK; today the majority of trainees at PK are 

national staff and the overseas colleges are devoted to 

their training. It has become Company pol:i:-cy "to train 

and develop local national staff for overseas posts at 

all levels" (Select Committee, 1976, p.xxxiii, 89, my 

underlining). This has come about for a number of reasons. 

The two most important are political and educational. It 

was political in that Britain had relinquished her imper

ial role in the world, allowing a strong-felt desire for 

self-determination to surface in the countries in which 

Cable and Wireless operated. A "localisationn policy 

has resulted, partly in response to local pressure. It 

was educational in that the Company began to recognise 

the abilities of the younger Nats who, with improved 

schooling, were now capable of a greater range of jobs 
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than their elders and represented an under-utilised 

Company asset. Often too, particularly in Hong Kong, 

the older Nats had unused talents, as many were to 

prove when the qpportunities were presented. 

Not all branches offered Nats of the standard of those 

in Hong Kong. Sometimes they had no formal schooling 

at all - for example, in the Gulf where the middle level 

of staff had to be brought in from Pakistan and India as 

semi-mobile staff. But, over the years, careful recruit

ment and in-company training has provided a competent · 

team of Nats at all of the traditional overseas branches. 

They are even ahead of HO with regard to the employment 

of women; Hong Kong is today well-seeded with female 

engineers! 

Over the past 25 years the Nats have been able to develop 

a career path that is now well established. Worldwide, 

Fls make up about 10% of all overseas staff; in Hong Kong 

it is only 3% (i.e. 60 out of a total of over 2,000). 

On one of the other branches, a Nat relates how there is 

only one Fl today compared with 15 when he joined in 1954 

and 70 when his father joined the Company as a young man 

at the same branch. Although the physical presence of 

the Fls is dwindling, their dominance is still apparent 

as they hold almost all the top jobs overseas. This is 

a source of irritation amongst many Nats. 

The career of the Nats clearly has still not realized its 

potential, but nor has it got to its current stage with

out some scuffles. Whilst the Nats acknowledge the Comp

any as being a good employer, many of them have been 

compelled to resort to union action to ensure being 

treated fairly when taking on those jobs formerly held 

by Fls. 

Because of the continual growth of traffic through Hong 

Kong, those Nats see their career opportunities increasing, 
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despite the Fl presence. In other parts of the world 

however, this is not the case. The West Indies, for 

example, have been "lo:cal·i-se-d" recently but, unlike Fls, 

the Nats are not mobile so vacancies are rare. Senior 

positions, therefore, are held by Nats with many years 

of service still remaining. For their subordinates it 

is a waiting game of "dead men's shoes" right through 

the hierarchy. 

Rivalries Between Staff Groups 

Current rivalries between the different types of staff are 

based on resentment about careers. 

HOs are anxious to protect their jobs, and promotion, from 

aging or travel-weary Fls. So seriously do they see the 

threat from Fls that as early as 1972, their-union (16) 

insisted that any vacancies had to be offer~d first within 

the Department in which · they arose,- then to other HO staff 

then, after consultation with the union, to Fls for a 

maximum of three years whilst a HO employee was trained 

up. If none of these sources was fruitful the job could 

be advertised on the open market. This was a cumbersome 

procedure but, as far as possible, it kept jobs within the 

HO career path. Internal recruitment became increasingly 

difficult with the growth of CSS and the demand for more 

market-oriented skills. 

Many Fls' on the other hand have no desire to work at RO. 

They lose their allowances, are forced to commute to and 

from work and often find the 9-5 routine activities boring. 

It is not the work they joined the Company to do. They 

miss the "action" of branch life, the good weather and the 

overseas lifestyle. When seconded to HO they are frequently 

treated as "temps" without any real responsibility or 

sense of purpose. For them a tour in HO can be a frust

rating experience. 
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Overseas, the policy of nationalisation has undermined 

many Fls sense of security. Some of them resent having 

to train local staff to take over their own jobs. In 

fact, the bouyant world market for telecommunications· 

has meant continued jobs for everyone but, even so, 

suppressed anxiety about the future is frequently 

channelled into denigration of the Nats which sometimes 

comes close to open racism. Nats are distrusted by some 

Fls because of their dual loyalties to the Company and 

the host government - who may not always be in complete 

harmony with one another. Regardless of who runs local 

telecommunications, the Nats are sure of a job. 

Branches vary tremendously in the amount of the work to 

be done. As a result some require round-the-clock 

commitment from staff whilst others are blatently over

manned. An internal investigation by the Company rev

ealed that job satisfaction amongst Fls was greatest 

where the level of activity was highest. Conversely, 

when Fls were not fully occupied they were most dissat

isfied. 

The dissatisfaction is multi-causal but if Fls are not 

being str~tched at work and their domestic responsib~li

ties are taken on by the Company there is every likeli

hood that small irritations will be blown-up out of all 

proportion and the energy released will be directed 

against two scapegoats: HO and the Nats: the former 

for being secretive and slow-moving; the latter for 

threatening their future. 

The Nats are not insensitive to the bitterness of some of 

the Fls and, in their turn, think it unfair that they 

should receive different pay and conditions when doing 

the same jobs as Fls. Many of them would also like to 

travel if their families could accompany them. Increased 

mobility throughout the Company would improve their career 
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opportunities and reduce their dependence on the Fls as 

being the only "experience carriers". At the same time, 

some Nats recognise the plight of the Fls and regard 

them sympathetically as "the victims of Cable and Wire

less staff policy".-

The Nats share many of the Fls criticisms of HO. They 

do not like the way that HO dictates policy from the 

other side of the world. They are on the spot, under

stand the situation and want to make their own decisions. 

From all parts of the world come similar complaints of 

having to seek permission for all stages of the business 

from authorising new ventures through to setting rates, 

and taking debtors to court. Added to this is a growing 

feeling amongst Nats that HO is a burden, a heavy over

head which they are having to carry. Nor have they much 

faith in HO's competence and flexibility: "HO is not 

keen on new ways of doing things, new ideas or procedure 

They won't move with the times ..• HO can't cope ... 

it's closed-minded ••. they won't make any effort to 

change .•• HO are way behind Hong Kong in accounting 

practice •.. ff 

The Millstone Effect 

Despite these feelings, there are two characteristics 

typical of the staff as a whole. These are: first; that 

although all staff have a natural affinity for their own 

"type" at an individual level they generally work well 

together. Secondly, they are bound to one another by 

their mutual loyalty to the Company. 

Together these characteristics have led to "the quiet 

efficiency" praised by the Select Committee (1976, p. lvii). 

But the same Committee also noticed" ... too great a 

dependence on traditional loyalties and methods of work-

ing ..• " (p.lvii). This is a topic that a group of middle 

managers discussed with the researcher. They agreed that 

they had a strong and high regard for C & W but explained 
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that if being "loyal" was one side of the coin, then 

being "trapped" was the other. This was because a 

manager,take~ on at an early age,has no other work 

experience; trained with the Company, he has no reco·g- · 

nisable qualific~tio~§ wj.th which to find another job; 

tied in to a slow but sure career with a good pension at 

the end (and with children at boarding school in the 

case of Fls) he finds that after about 10 years the 

"millstone effect" has come into effect. The Cable and 

Wireless manager cannot afford to leave the Companyo 

Besides, he feels rather stale and unable to compete 

outside. For engineers, opportunities in other tele

communications companies- are very limited for they too 

recruit young and promote from within. So, the longer 

he stays the more trapped he becomes - and, cognitive 

dissonance (17) being what it is, the more comfortable 

with the status quo and the more loyal he becomes. 

Careers in the Future 

There is a general recognition that careers in the future 

are going to be different from those in the past and "Fl" 

recruits are now· being given 2;S._3·::year contracts. The 

assumption is that traditional business will be increas

ingly run by the Nats and that new business activities, 

particularly projects, will be expandedo This will entail 

a UK-based engineering and administrative staff who will 

travel abroad, unaccompanied, for short-term assignments. 

Whilst away they will be expected to work long and hard 

to meet commercially competitive deadlines and budgets. 

This, according to the managers, will mean the Company 

becoming tougher with all of them. Some have already 

experienced the pressure of such project work in the 

Middle East and found it exhilerating. Others are 

appalled at the very thought. 

When discussing the implications for their careers of 

changing market demands, the managers thought that the 
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lifetime approach would decline and that there would be 

a shift from a technical to general background. This 

would make it easier for others to join, and for them 

to leave,mid-career. They also expected a decline in 

rules, regulations and conformist staff and a shift 

from Lewin's (1947) field-dependent to field-independent 

managers. They already saw this distinction between PT 

and CSS. The former they described as "institutional

ised, relatively restritted and easier to control'', the 

latter as "more versatile, ambitious ·and enterprising. 

They are also more difficult to control and retain." 

When they listed the personal characteristics required 

of Cable and Wireless managers in the past and compared 

them with those they believed necessary for the future 

there were many differences (18). Essentially, they 

represented a shift from Eysenck's stable-introvert to 

his stable-extrovert (19) and from Handy's God Apollo 

(roles and hierarchies) to his Godess Athena (teams and 

tasks) (20). · 

To meet these, and other possible needs for the future, 

there are four approaches. All have arguments _for and 

against them: 

1. Things can be left as they are. --But a preoccupation 

with uncertainty is already causing jealousies to develop. 

In addition the cost to the Company of an Fl is widely 

reported to be three times that of a Nat in the same job. 

2. The Company can buy in managers with the requisite 

skills. This has been done in some cases but there is a 

regretful acknowledgement by Senior Management that most 

of the ·experiences with "new blood" have been "unhappy". 

The problem starts with salary which has to be high, by 

HO standards, to attract managers of a suitable calibre. 

The existing staff resist the intrusion by excluding the 

newcomer from the old-boy network. This, together with 
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his lack of experience within the Company has, all too 

often, resulted in a sideways move so that the "legiti

mate" Cable and Wireless heir can be given the job after 

all. 

3. The Fls can be integrated into HO as engineers and 

managers to be called on,with HOs,for overseas duties as 

required. Such an intermix is being strongly resisted 

by both the Fl union (ASTMS) and the HO unions (SATA and 

ASTMS). The former is protecting pay and privileges, 

the latter positions and promotions. 

4. The Company could aim for a reduced HO) replacing it 

with a number of profit centres staffed by a totally 

multi-national, mobile staff. This is the ideal of many 

managers but will probably remain something of a pipe

dream. It is the most radical, requiring a complete 

structural reorganisation; it is the most expensive, 

requiring an increase in the number of people on expat

riate conditions of service; and it is the most liberal, 

requiring acceptance of all nationalities by clients as 

well as colleagues. 

The Role of Management Development 

Because the Company is so conservative it has tended to 

recruit in its own image and, because it is so "family", 

it takes its employees for life, for better or worse. 

This applies to Nats as well as to Fl and HO staff. As 

a result there is no "hire and fire" tradition and an 

attempt is made t,o find an appropriate place for everyone. 

One manager described it as a "caring and carrying 

company" which summed up its moral strength and commer

cial weakness resulting from its traditional paternalism. 

The casualties are usually carried by HO and the larger 

branches where they can be absorbed unnoticed. A number 

of managers admit to biding their time, hanging on for 
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their pensions; they would welcome early retirement if 

it was offered. On the other hand there are managers, 

often in the very top positions, who have overstayed 

their retirement dates by special arrangement with the 

Company. But they too have to go eventually and are 

blocking other people's promotions until they do. 

Manpower planning is an area which the Company is only 

just getting under control. 

Because of these values, new demands must be met from 

internal resources and this highlights the need for 

training and development opportunities. 

Management development in the past was an ad hoc affair. 

Day release facilities were available for the self

motivated; occasional external programmes were attended 

by a select few but the Introductory Management Programme 

(IMP) was the only well-established management training 

provided. As its name suggests :it was a general programme 

introducing a wide range of management subjects. It 

lasted two weeks and was intended for those whose jobs 

had some managerial responsibility. A survey of nine 

programmes held in the mid-1970s revealed that the 38 

Fls attending had an age range of 26 years (i.e. from 27 

to 53) and an average age of 38! The best chance a 

manager had of becoming a "good" manager was to have a 

good boss and be quick on the uptake. 

It was hoped th~t the joint-venture with Cranfield would 

overcome the neglect of the past. By keeping the IMP for 

Junior Managers and providing a full range of general 

management programmes at the Middle, Senior and Refresher 

levels it was hoped that the backlog could be cleared and 

a firm base for further specialist training, in-company 

workshops and seminars be laid. Managers of the future 

would thus enjoy the benefits of a planned.career backed 

by a planned development programme. 
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Post-Script from the Future 

In the Spring of 1981 the British government announced 

it's decision to denationalise C & W. The governments-of 

the 70 countries in which C & W held a telecommunications 

franchise had been consulted and their views taken into 

consideration. An initial sale of 49% of the shares is 

to be made in the Autumn. The Treasury is expected to 

raise £100-150 million from the sale. Opposition politi

cians attacked the decision as "doctrinaire"_but the 

financial press gave it a warm welcome. 

One area of concern lay with the Hong Kong contract which 

only had another six years to run. Hong Kong is well 

known to be the major revenue earner of the Company. 

Publically, the Company admit to Hong Kong accounting for 

40% of total turnover; its contribution to profits is not 

disclosed. (Sunday Times 24/5/81). Bahrain takes second 

place in the revenue earning league. Together 55%-60% of 

total income is attributed to these two branches. 

(Financial Times 10/3/81). Rumour has it that Hong Kong 

is responsible for 76% of all profits and Bahrain for 20%; 

leaving only 4% for the rest of the world! 

In M~y 1981, a new contract was agreed with the Hong Kong 

Telephone Company by which C & W would continue to operate 

in the colony but the local government would retain 40% of 

the profits instead of only 22% as before. (This was better 

than many managers expected; a 50/50 division was the·best 

some predicted). Other governments are now expected to 

follow this precedent. The franchise in Bahrain is due to 

expire next year and the Barbados Tele~hone Company sub

mitted a demand for comparable terms (i.e. up to- 40% 

from 20%) within hours of the Hong Kong agreement being 

announced. 

If fewer profits are to be remitted to HO, the Company is 
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going to find it even more difficult to maintain, or just

ify the ~aintenance of such a large workforce - and heavy 

overhead - in London. Substantial redundancies seem inevit

able. 

All these developments have an impact on managers' percep

tions of their careers and on the Company's future need 

for training and development. 

Already, on the training front, all non-technical prog

rammes held outside Cranfield have been cut back severely. 

The programmes due to be held at Cranfield have been red

uced to four a year (two MMPs and· two EMPs). Future MMPs 

are to be only three weeks in duration and cheaper residen

tial accommodation has been -requested for all programmes. 

The project component of the MMP is being dropped_-but not 

simply for financial reasons. There is also the problem 

of finding new topics requiring investigation. They are 

to be replaced by visits to other organisations. Those 

arranged for the next MMP are British Leyland and New 

Scotland Yard. Like C & W these are large organisations 

with a strong pride in their past, yet are facing problems 

today. How these problems arose, and how they have been 

identified, monitored, analysed and tackled will be compared 

to what is happening in C & W. The programme curriculum 

has been revised so as to be more specific to the manager

ial needs of the participants. More emphasis is being 

placed on finance, marketing, international economics and 

organisational behaviour, at the expense of subjects such 

as computing, statistics and corporate planning. The 

staffing of the programme will be about 50/50 Cranfield 

and C & W with an emphasis on debate and discussion rather 

than on lecturing. 

These changes reflect the influence of the new Project 

Director, appointed when the contract for the joint-venture 

was renewed. He works closely with his counterpart in the 

Company and his observations and experiences have led him 
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to believe that the key elements to a successful joint~ 

venture in management development are: 

1. the leadership skills of the Project Director - be. 

must be able to set up the programme and run with it; 

2. the commitment of the Group Heads at the School - they 
I 

must recognise the demands that will be made and keep their 

enthusiasm; 

3. an appreciation of the climate of the Company and a· 

willingness to work within it. The desire for immediate 

and dramatic changes must be resisted, although a long term 

view of change can be-a source of inspiration. 

The Company's approach to management development in the 

future is expected to be more flexible so as to meet the 

needs of both the Company and individual managers. In-company 

workshops and seminars on specific topics, using tutors 

from Cranfield who have been selected for their proven pro

cess skills as well as their assumed content skills, would 

be a typical example. 

Since the joint-venture began, there have been far-reaching 

changes in the Company's situation. The ever-increasing 

sophistication of telecommunications technology has shifted 

the Company from a labour-intensive to a capital-intensive 

organisation. In 1977 it was cash-rich but by 1981 it has 

become a borrower •. The new Chairman anticipates the invest

ment programme to rise to £200m in the next three years 

(Financial Ti~es 10/3/81). The floating of public shares 

should make fund-raising easier although the Company will 

be expected to respond to market conditions more quickly 

than it has done in the past. 

Back at Cranfield, the recession has taken its toll on other 

programmes too. Enrolments have, so far, held up well on 
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the publically-run GMPs and a new General Management 

Programme for specialists (i.e. engineers and technolog

ists or accountants) has been successfully launched. 

However, a number of short functional programmes have had 

to be cancelled due to lack of demand. 

The C & W programmes are now seen as a regular part of 

the School's calendar. The venture is generally regarded 

as having been a success and plans are afoot to entice 

back the SMP. 



- 141 -

Notes to Chapter 2 

1. The budget was met but only one-third of the managers were trained. 
This was partly..because not all the planned programmes were run and 
partly because fewer managers attended each programme than Cranfield 
had originally expected. 

2. Figure 2.4 shows Group revenue and profits (before tax and supple
mentary depreciation) from 1973 to 1980. Figure 2.5 shows the annual 
growth rates for revenue during the same period. Of particular note 
are: 

1. The position in 1977 and the assumptions about the future that 
would be made at the time from an extrapolation of the existing tr.ends. 

2. The deceptive increase-in.revenue,masking_a dramatic fall in the 
rate of growth in 1978. This is echoed by declining profits. 

3. The phenomenon of rewriting history: changes in accounting pract
ices referring to supplementary depreciation and deferred taxation per
mitted retrospective adjustment of earlier figures. The full impact is 
shown in the graphing of retained profits. 
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3. Table 2.1 shows the volume of traffic for the public telecommuni
cations (traditionai) business during the period 1975-1980. The 
annual growth rates for 1977 were not exceptional; they were all 
equalled or bettered by other years in the series. 

TRAFFIC TYPE TELEPHONE TELEX TELEGRAM LEASED CIRCUITS SATELLITE CIRCUITS 

Year Volume Annual Volume Annual Volume Annual Revenue Annual Number Annual 
Ending in Growth in Growth in Growth in £ Growth of Growth 

31 March Minutes Rate Minutes Rate Words Rate Sterling Rate Circuits Rate 
(000,000) (000,000 (000,000) 

1975 56.8 24% 26.0 40% 262 2% £9.7 4% 412 -

1976 71.8 26% 31.8 22% 240 -8% £11.3 16% 579 41% 
I 

1977 86.2 20% 42~6 34% 245 2% £13.8 23% 693 20% 

1978 96.0 11% 48.8 15% 232 -5% £17.0 23~~ 748 8% 

1979 135.3 41% -69.4 42% 212 -9~~ £18.3 8% 856 14% i 

1980 176.0 30% 78.4 13% 219 -3% * £19.6 701 .-o 1095 28% 

* 17% in local currency 

Table 2.1: Public Telecommunications Traffic, 1975-1980 



- 143 -

4. 'In.1977 the North American and Western European market represented 
two-thirds of world revenue from telecommunications activities. This 
share was expected to be maintained for the next ten years although 
the European market was forecast to grow faster than, and at the 
expense of, the North American market. (1977: N. America 47%, · 
W. Europe 20%; 1987: N. America 40%, W. Europe 25% of the world 
market). When the forecasts were broken down by type of business, 
the fastest annual growth rate was expected in the private systems 
business. (Source: Laurie, Millbank and Co.) 

5. In 1972 a newly appointed General Manager exceeded his authority 
and committed a recently acquired subsidiary, Coltronics Ltd. in 
Hong Kong, to the manufacture of pocket calculators at extremely 
unfavourable terms to the Company. (i.e. quantity, range, delivery 
dates and price were all unrealistic). The manager was dismissed~ 
C & W then attempted to renegotiate the contract to which they were 
now bound. Litigation ensued although settlement was finally made 
out of court. The Coltronics company was put into liquidation and 
the stocks disposed of. The total loss was £3 million. An attempt 
at diversification had turned into a fiasco. To add insult to injury 
the entire affair, which the Company, in its embarrassment, was trying 
to handle discreetly, was made the subject of public criticism by 
the journal Social Audit (5) Aug 74, (6) Dec 74. This was done with 
the active collaboration of at least one C & W employee. Social 
Audit accused C & W management of incompetence and of an attempted 
"cover-up". The matter went to the Department of Industry who 
accepted C & W's explanation as.did the Treasury. Thus the Company 
were vindicated of the allegations. Nevertheless a scandal had 
occurred. (Fifth Report of the Select Committee on Nationalised 
Industries, 1976, pp xlix-lv, 113-121). 
•-- - '"'• .... • I• ,,;.,,• «. •~• -'! •-..... - •-"'~· ,,.,.. -• ~-·••~.:. .. ·•-·--' •••- •:•:•":"~ • 0 -•'.,..•r .. 

6. The precise rate of inflation was 19.8%; the HO pay award 
matched it exactly. Source: "Monthly summary of business conditions 
in the United Kingdom, M~y 1980" The Royal Bank of Scotland Group Ltd. 

7. Source: same as 6. 

8. The very real concerns felt by senior members of the Company were 
understandable but a little alarmist as the financial gearing was still 
only 6.7% and interest was covered 30 times. This was better than had 
been the case in 1973-S and represents a very low level of risk. The 
Company might even be losing money by not utilizing its greater capacity 
for borrowed funds! More worrying perhaps is the necessity to invest 
so much into fixed assets. The "business" gearing (i.e. fixed expenses 
as a proportion of total expenses) is difficult to estimate without 
detailed figures but, from the Annual Reports,would appear to be 
running at about 60%. If correct, this could have important implications 
for future cash flow and make more threateping the ever-present risk of 
nationalisation of assets at the local level. 
See Table 2.2 overleaf. 
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Year Med. Term Capital Financial Interest 
Ending Loans . Empl. = Gearing Cover -31 March £m .. £m (Times) 

1973 9.5 96.8 9.8% -
1974 10.6 108.5 9.8% -
1975 8.0 116.7 7.9% -
1976 6.7 135.7 4.9% 29 

1977 4.2 161.2 2.6% 67 

1978 2.5 181.3 1.4% 60 

1979 6.2 207.4 3.0% 42 

1980 16.6 247.8 6.7% 30 

Sources: Annual Reports 1977, 1980. 

Table 2.2. Medium Term Loans and their Financial Imnlications 

9. Figure 2.6 shows the net annual expenditure on fixed assets, 
investments and goodwill befor·e depreciation for the Group as a 
whole. 200 
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with projection to 1984. (Sources: fl~~nual Renorts 1G77 & 1980 
Financial-Times fo March 1981) 
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10. Source: Correspondence between the Group Manager, Recruitment 
and Development at C & Wand the Professor of Management Development 
at Cranfield. 

11. This style of project, although educationally sound, was not 
always successful as both participants and hosts often felt that it 
lacked a sense of purpose. It was later to be replaced by live 
problems with which management was genuinely concerned. Sometimes 
the entire class was involved on different aspects of the same 
problem. This second approach to the project was preferred by every
one because of its relevance to Company operations. 

12. Kuhn (1962), Schon (1971) and Sarason (1972). 

13. i.e. "ideas that are merely received into the mind without being 
utilised, or tested, or thrown into any new combinations" (p 1-2)' 
or internalised as would be said today. 

14. The electrical impulses carrying the messages grew weaker and 
weaker the further they travelled along the cable. At appropriate 
distances they had to be decoded by an operator and sent afresh to 
the next re-generating post. This "human chain" of expatriate 
operators was a time-consuming and expensive process. It was 
revolutionised by the introduction of automatic regenerators. The 
speed of operations increased dramatically and the need for a world
wide network of skilled manual operators was removed almost over
night. In their place a small mobile staff of skilled maintenance 
engineers was required to keep the new technology operating effic
iently. 

15. 

M•tru rlO 
,._z=--.._.=----f 

Y•rd• 100 
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16. HO administrative (i.e. non-technical) staff are represented 
by SATA (a section of USDAW); HO engineers and Fl staff are repre-
sented by different sections of the same branch of ASTMS. Senior 
management at HO are represented by a separate branch of ASTMS 
which was established in 1977 as a result of the Director's pay 
issue. It was SATA who introduced the restrictive practices desc
ribed here. These are still in operation (1981). 

17. Festinger (1957). 

18. (Q) What personal characteristics have been required of C & W 
managers so far? 

(A) Non-decisive 
Diplomatic 

Stable 
Responsive 

Semi-independent 
Flexible 
Persevering 
Paternalistic 
Sympathetic 

Fair, even-tempered 
Conservative 
Personnel & Ad.min Skills 

Loyal 
Sociable 
Leadership Skills 

(Q) What personal characteristics will be required of C & W managers 
in the future? 

(A) Well equipped 
Wide Vision 

with management skills (General and specific) 

Good business sense 
Commercially-orientated 
Competitive 
Appreciate politics 
Adaptable 
Independent 
Persevering 

Consciencious Entrepreneurial 
Optimistic Aggressive 
Profit-conscious Open-minded 
Result minded Ambitious 
Versatile 
Dynamic 
Analytical 
Unscrupulous 

Leadership 
Decisive 
Diplomatic 

19. Eysenck (1976) 
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20. Handy (1978). Athenians are "the new professionals in organ
isations" (p 67). They work in groups, value expertise and enJoy 
solving problems. They regard Apollonians as "useful but boring 
people, desiring to perpetuate the present rather than explore the 
potential of the future and of change ••• (They) think of individ
uals as resourceful humans rather than human resources, regarding 
them as people who are responsible for their own ultimate destinies 
but who at the moment are available for assignment to particular 
problem areas" (pp 68-9). 
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CHAPTER 3 

METHODOLOGY 

This chapter is in three parts. Part I traces the 

negotiation process that led to a methodology which both 

the Company and the academic community found acceptable. 

The researcher discovered political validation to be as 

difficult to achieve'as scientific validation and, in 

organisational research, its necessity is soon apparent. 

Part II discusses the final outcome of these negotiations: 

first in terms of the research questions being asked and 

the hypotheses they provoked; second in terms of the 

research design and strategy adopted. The final section 

of the Chapter, Part III, describes the way in which data 

was collected and analysed. 

Part I: The Search for a Methodology 

To conduct in-company doctoral research seemed, to the 

researcher; a wonderful opportunity to combine academic 

effort with practical application. Her enthusiasm masked 

a certain naivety and there were a number of disappointments 

to be faced before a workable research design was developed. 

She was aware that empirical research needed to be "flex

ible" but had not anticipated the continual rethinking 

necessitated by the introduction of new ideas and political 

and practical constraints. 

The Research Opportunity 

Over twenty years ago, Kornhauser (1957) drew attention to 

the reluctance of business managers to submit themselves to 

study by outsiders. As a result, more easily accessible 

and more tractable material was used and still is. Thus, 

studies of organisations tend to focus on non-managerial 

levels of the workforce whilst studies of personality, 
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learning and career preference tend to use college students 

as their subjects. Managers, then, particularly at th.e 

middle and senior level, are an elusive quarry for _th.e 

researcher. However, the existence ~fa joint-venture in 

management development, such as that already described, 

provided a rare opportunity for research. on two fronts. 

Firstly, little was known about tfie development of such 

a venture. Secondly, the crucial transfer process, so 

poorly understood, could be monitored. The Company was 

keen to undertake some form of long-term evaluation of .the 

programmes, a research. and development component having 

been built into the venture from the start. Thus, the 

death-blow to much organisational research, that of-denial 

of access to vital information and individuals, was felt 

to be overcome in advance. 

Narrowing the Field: Homing in on a Research Topic 

The initial idea was to look at "the effectiveness of 

planned change in a major industrial organisation" 

(28th July 1977). Cable ·and Wireless was seen in its 

widest context, interacting with a changing international 

marketplace. In order to regain congruence with .. its envir

onment, the Company was seen to liave ·undertaken two delib

erate strategies. Th.e ·first was th~ ~reation of Private 

Systems Business (later called CSS) in 1970; the second 

was the introduction of wholesale man_agerrierit development 

for th.eir senior and middle managers through ·th~ creation 

of the joint-venture with. Cranfield. Th.ese two strategies, 

it was hypothesised, would effect sufficient organisational 

development to achieve co?gruence Betwe~n organisation and 

environment by 1980. It was also presumed that, as a res

ult of increased sensitivity to the changing environment, 

brought about b~ the training, the Company would be able to 

develop with it, thus rema~ning congruent. Measurement 

would be needed at the individual, organisational and envir

onmental levels. It was hoped that th.e findings might be 
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generalised to other industries using similar vehicles 

of planned change for organisational development. 

It was soon realised that the scope of study was f~r -too 

broad for a single researcher on a limited budget. It 

was therefore decided to narrow down the area of interest 

to whether or not management development activities had 

any sign~ficant effect on the attitudes and behaviour of 

middle and senior managers in Cable and Wireless and 

whether membership of the "new" areas of the business 

caused certain changes to take place (18th October 1977). 

Measurements of the characteristics, attitudes and 

behaviour of random samples of managers, at regular inter

vals between 1977-9, was planned to provide a cross

section of managers within the Company. Some of these 

would, and others would not, have attended the management 

development programmes. Any differences between them 

would be shown up on the statistical analysis of the data. 

Of these managers, those who had been to Cranfield would 

be further subjected to a longitudinal study to see 

whether there was any difference in the effects of the 

programme between managers from traditional and new areas 

of the business. To this end, data would be collected via 

personal interviews, questionnaires and Personnel records. 

Both these proposals involved looking at the relationship 

between business policy, organisational change and manage

ment development although in the second approach the 

emphasis had shifted to the management development dimen

sion. During the following months the supervisor and the 

researcher found themselves pulling in different directions. 

The former increasingly emphasised the individual manager 

whilst the latter felt the contextual issues to be more 

important. Added to this they held opposing views on the 

way in which research should be conducted: the supervisor 

following the phenomenological approach, the researcher 

a positivist scientific approach. Compromise models were 

developed but discarded; neither of them could be satisfied. 
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A Management Development Research Proposal 

The researcher was baffled as to why the supervisor 

apparently wished to turn the enquiry into an excu~~ion 

and, in response to the requirements of the School's 

Doctoral Curricular Committee, who shared her views on 

methodology, wrote a de tailed report setting forth a 

three-tiered proposal (21st April 1978) (1). The study 

was now firmly placed in the field of management develop

ment. All earlier attempts to incorporate the broader 

environmental issues had been abandonned as unrealist1c 

and impractical for doctoral research. The general model 

is shown in figure 3.1. 

~ Non-participant<:----:>v Participant 
managers ~ managers 

Cranfield
.. Schoof_.of 
Management 

eJ "" •• '------------Transfer of training 
to the workplace 

Figure 3.1 General Model 

The·three areas of interest were all ·inter-related and 
rep.resented di·fferent levels of concern as one. moved· from 

the broad view of the joint venture as a whole, to the 

strata of managers within the organisation, to the indi

vidual manager. Each area of interest gave rise to a 

general hypothesis. The first, that concerning the 

joint-venture, was implicit in the phrase "he who pays the 

piper calls the tune". It suggested that power relation-
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ships mig~t influence outcomes. The second hypothesis 

was more straightforward. It was that managers partici

pating in management development programmes would be 

better able to cope with their job and the organisation 

than those who did not participate in such activities. 

This was essentially an evaluation of the impact of 

management education on managers. The third hypothesis 

was that the successful transfer of training to the 

workplace varied with the type of manager and the organ

isational climate. Hypothesis 1 was completely grounded 

in experiences gained during the previous twelve months. 

Hypotheses 2 and 3 were closely linked to one another and 

could be described as macro and micro views of the same 

issue. They existed in the context of Hypothesis 1. 

It was planned to use a wide variety of both quantitative 

and qualitative methods. The researcher had by now come to 

terms with the value and acceptability of qualitative data 

but was not prepared to drop quantitative methods entirely 

in their favour. Collection of data for the first hypoth

esis was to be entirely ethnomethodological. Attitudes 

and behaviour within and between the two groups were to 

be observed and described on a daily basis. Reflective 

feedback might be given and its impact monitored. Data 

would be subjective and collected through participative 

observation in both organisations. If interviewed, the 

subjects would be aware of being researched and of credit 

being given to their feelings and emotions. Of particular 

interest would be the ways in which problems of ambiguity 

and conflict with regard to the management development 

venture we~e created and subsequently solved. 

Participant observation in both organisations had been 

agreed in principle and invitations to join various groups 

had been forthcoming. This also provided an opportunity 

for first-hand understanding of the organisational culture 

and a context for the attitudes and beliefs expressed in 
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connection with Hypotheses 2 and 3. 

The second hypothesis employed a mixture of qualitative 

and quantitative techniques with the emphasis on th~_ 

quantitative and objectivity. The major limitations in 

this part of the study were seen as being the difficulties 

of defining and measuring performance and the difficulty 

of isolating the impact of a single educational programme 

amongst all the factors influencing a manager at work. 

The hypothesis was to be tested by a longitudinal study 

of 100 managers, selected at random, from within the 

Company. Of these, the proportion who participated in 

the programmes during the study would comprise the experi

mental group. The remaining managers would comprise the 

control group. At the beginning of the study (Tl), the 

sample group would be homogeneous. By the end of the study 

(T2) it would have split into two distinct groups, the exp

erimental and the control. Measurements would be taken on 

two occasions, immediately after selection (Tl) and at the 

"end" of the joint venture (T2) some eighteen months on. 

A T3 measure in, say; five years time, would allow further 

opportunity for the possible verification of the results 

found. The experimental design was rega~ded with some 

excitement as it met the criteria of Campbell and Stanley's 

(1963) most strongly recomn:ended design (2). It was also 

known to be extremely difficult to effect in organisational 

research. It was both elegant and ambitious, as shown in 

figures 3.2 and 3.3. 

Experimental 
R X 0 Group 

0 
Control R 0 
Group 

Tl T2 

Key: R = Random selection 
X = Exposure to mediating variable (Management Dev) 
0 = Observation or measurement 
T = Time period 

Figure 3.2: Pretest - Posttest Control Group Design 
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Performance would be measured by Company appraisal 

reports and an "effective performance indicator" which 

was under development by the researcher and a colleague. 

Perceptions of the organisational culture, future changes 

and the implications they had for the individual manager, 

were to be measured by a specially-designed questionnaire 

and personal interviews. 

X 0 

---

0 

Independent Mediating Dependent Expected Dependent 
Variables Variable Variable CUtcane Variable 

Managenent 
~ ~ Perfonnance I -- ~ I 1~ J Perfonnance I - - I Perfonnance v X ~ 

Developnent 

~ 1 Perceptions I -- at ~ I 1~ I Perceptions I - - I Perceptions ~ 

Cranfield v X 

Tl 
Haoogeneous T2 T2 
Group ExperiJoontal Control 

Group Group 

----
Figure 3.3 Experimental Design for Testing Hypothesis 2 

Measures from Tl and T2 would be linked by individual 

manager within the two groups. Differences would be 

sought and tested for significance. 

The third hypothesis concerned the transfer of training 

back to the workplace. Quantitative and qualitative 

methods of data collection and analysis were again mixed, 

but this time the qualitative approach was favoured. 

Different "types" of participant manager were to be ident

ified whilst at Cranfield (tl) by means of a number of 

questionnaires, Personnel records and personal interviews. 

t.-
I ._. 

1~ 
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Managers' perceptions of the organisational climate were 

also to be recorded. Before leaving Cranfield (tl) they 

would be asked to make "resolutions" to put particular 

aspects of their learning into practice on their return 

to work. Six months later (t2) they would be followed 

up to see how they got on. Their self-reports would be 

matched against the "type" data collected in tl. Six 

months was chosen as it allowed sufficient time for action 

to have been attempted yet was not so long that the 

programme became remote and lost relevance. 

The entire study would be complete by the end of 1980. 

Some Modifications 

Writing and discussing the DCC report was a useful exer

cise. It helped clarify the issues and drew attention 

to problem areas. Three major changes were made to the 

methodology as a result (15th May 1978). The first 

change was to the general model. The first hypothesis 

was removed from the study. This was partly to cut down 

the workload, which was generally agreed to be too heavy. 

That the load should be lightened by the removal of this 

particular item of study was due to the fears of some 

members of the DCC that the joint-venture itself was far 

too delicate politically and that any planned investiga

tions in this area should be abandonned. The irony is 

remarkable. Academics are frequently scathing about such 

defensiveness on behalf of institutions into which they 

are seeking access. 

The second change related to the second hypothesis. It 

concerned the measurement of performance over which no 

agreement as to "reliable" measures could be reached. 

The supervisor was the most severe antagonist on this 

issue which proved impossible to resolve so the variable 

was dropped. 
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on-par 1c1pan~ Participant 

managers managers 

Cranfield 

School of 

Management 

2 ~-
------------ -Transfer of training 

to the workplace 

Figure 3.4 Revised General Model 

The third change concerned the problems of conducting 

such a large number of personal interviews - those of 

time, structure and content analysis - that might be 

solved if the interviews were replaced by Kelly's reper

tory grid. The suggestion was adopted and attendance 

at a three-day workshop on the use of grids was arranged 

for later in the same month. 

Participant Observat~on 

. 
Meanwhile, there had, for some months before and to follow, 

been some slow negotiations to allow the researcher to 

undertake a period of participant observation within the 

Company. A three month period was agreed upon, during 

which, the researcher would work full-time in Head Office. 

Everyone in the Company who had been approached about the 

idea was fairly enthusiastic. However, it soon became 

clear that the "obvious" location for such involvement 

was always· ·somebody else's department. The ideal as far 

as the researcher was concerned, would be some sort of 

exploratory task which required little specialist know

ledge but afforded plenty of mobility around the organisa

tion. It was difficult to find or create a suitable role. 
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To have credibility, it was agreed, the researcher 

would have to be attached to an operational division. 

Yet these tended to be technically-oriented, male-domi-

- nated and, like the rest of the Company, suspicious of 

inquisitive strangers. The danger was that, in order 

to be a~cepted, the researcher would have seriously to 

undertake a specific task of work unrelated to the 

research. This would direct time and energy away from 

the real area of interest and run the risk of trapping 

her in a narrow hierarchical stratum_ from which she could 

not legitimately communicate with the various levels of 

management. A number of possibilities were pursued 

but none came to anything. Perhaps with greater persist

ance something suitable would have been found but as 

the research questions being asked were focussing more 

on activity at Cranfield and less on that in Company, 

it was decided to drop further attempts to get heavily 

involved in the daily activity of HO. As a method of 

data collection it was not as straightforward as one 

·might have expected. 

The Impact of Management DeveTopment ·o·n the Individual 

In September 1978 the Steering Committee of the joint

venture asked for a progress report on the research. The 

developments outlined above show how the emphasis had 

shifted onto the individual manager and away from the 

broader issues. The business environment had long gone, 

the context of the job had been removed with the perform

ance measures and any active monitoring of the inter

actions between the Company and Cranfield vetoed. But the 

study had to be narrowed down to be practically feasible. 

The task had become to discover the impact of management 

development on the individual manager. Three questions 

were asked: "Who responds? How do they respond? Why 

do they respond in that way?" These questions were 

expanded as follows: 
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Ql. Who Responds? 

What "type of Cable and Wireless manager exists? Do 

the different types respond in different but predfctable 

ways? What are the important variables age, nation

ality, experiencei length of service, personality, atti

tudes, or a particular combination of these? 

Q2. How do they Respond? 

At what level does change occur? Does no change occur 

at all? Do perceptions change so that situations are 

seen in a different light? Do cognitions change, allow

ing the development of a new understanding and the alter

ation of beliefs? Does behaviour change on return to 

the workplace? 

Q3. Why do they Respond i·n· ·a Partfc·u-iar Way? 

Is it because of the "type." of manager· they are? 

Is it because the organisational climate varies in its 

level of supportiveness? Is it because of coincidental 

factors, such as pay or new policies? 

The impact of management education on C & W managers was 

still seen to be complicated by the changes taking place 

in the company itself. These are illustrated in figure 

3. 5 ( 1-6). 

0Pre-1970 

- stable environment 
- organisation understands and interacts 

.efficiently with environment 
jobs consistent with organisational 
needs 

- job requirements understood and preferred 
- job behaviour consonant with personal 

beliefs abour self, job & organisation 
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- environment starts to change 

- organisation recognises this 
and begins to adapt 

- job requirements change to 
match new organisational & 
environmental requirements 

- conflict for individual 
because cognitions about job 
requirements differ from 
those about job behaviour. 
Decision to change or not 
leads to dissonance 

- cognitive dissonance is 
psychologically uncomfortable 
giving rise to dissonance 
reducing pressures. 
Resistance, like dissonance 
itself, varies from person 
to person 

- management education used 
as a mediator to close gap 
and reduce dissonance 
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0 - Two possible results: 

(i) 

where R = new recruit selected by different criteria. 

Figure 3.5(1-6) : The Impact of a Changing Environment 

Because of this situation, Cranfield may have reduced 

existing dissonance a~ postulated above or, in the 

absence of dissonance, may have actually created it. 

This may have resulted from the deliberate attempts to 

make managers view themselves, their jobs and their 

organisation with greater reality or it may have resulted 

from the chance exchange of views with managers from 

other companies at Cranfield at the same time. 

The Importance of Cognitive Dis·s·onance 

Cognitive dissonance was to be the theoretical rationale 

for the study. It was explained as being the state of 

mind ·existing when the relationship between what one 

believes and what one does is inconsistent. Individuals 

were seen to strive for "internal consisten~y" or harmony 

between knowledge and behaviour. When inconsistencies 

existed attempts were made to rationalise them. A failure 

to do so would create stresses and tensions which moti

vated the individual to reduce the dissonance. This would 

be done by either changing the knowledge (by discrediting 

it or by improving it) or by changing the behaviour, and 

thereby cognitions about the behaviour. Both of these 

methods would bring about greater consistency and con

sequent dissonance reduction. The alternative would be 

to allow the dissonance to continue to exist. 

Why was it important? An everyday occurance, cognitive 

dissonance varies in importance with the nature of the 



- 161 -

elements involved. If the elements are relatively 

trivial then the dissonance can be removed or lived 

with fairly easily without causing undue stress. If, 

however, the elements are important to the individual, 

the stresses and tensions created can cause severe 

psychological discomfort. It must be remembered that 

cognitive elements reflect reality; indeed, they map 

it out in one ,-s mind. To reject changed cogn i t·ions 

is to distort reality. 

In the case of C & W, changes in the political, econo~ic 

and commercial environment were seen to have brought 

about changes in the organisation and in people's jobs. 

The situation could easily exist whereby a manager's 

understanding of the Company and the requirements of the 

job changed but his behaviour in that job did not. He 

probably experienced conflict in deciding whether or not 

to change his job behaviour- to meet its new requirements._ 

As soon as he made the decision to change his behaviour 

or not he resolved the conflict but dissonance then came 

into existence. Whatever choice he made there were 

usually some arguments in favour of the alternative. 

These had to be handled before the dissonance could be 

overcome. 

For example, resistance to changing his job behaviour may 

have involved the acceptance that he needed new skills 

which he might have interpreted as undermining his exist

ing competence (e.g. "I'm a service-engineer not a. sales

man"). Or he might have been receiving social support 

to resist from colleagues, subordinates or family. 

Rather than change his behaviour he might have preferred 

to change the environment, and leave for another company 

altogether. Or he might have changed the new environment 

back to the old environment by not accepting the new 

cognitions (e.g. "They've only been in the company·a few 

years, they don't know what it's all about") or by 
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enhancing the need for old behaviour even in the new 

situation (e.g. "It may cost more but will last 50 

years; never mind 'changing technology'"). 

Social support is known to have important effects on 

dissonance reduction which might explain Cranfield's 

role as a mediator and that of a facilitative organis

ational climate in the successful transfer of training. 

Whether or not dissonance varied with "type" of manager 

was something that may have come out of the research. 

The Experimental Design 

In order to answer the three research questions it was 

necessary to discover how Cable and Wireless managers_ 

viewed themselves, their jobs and the organisation. 

The research had to explore their beliefs, their behav

iour and the reality surrounding them. It also had to 

identify any clustering ~nto "types". 

Figure 3.6 : Areas bf Interest 

To meet these objectives, the two closely-linked studies, 

already discussed, were to be conducted. The first looked 

at changes in perceptions, a frequent antecedent to co~nitions; 

the second at the transfer of training. 
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The research into changes in ·perception was to be under

taken by a quasi-experimental study designed to measure 

a randomly selected group of managers over'time. At the 

beginning of the study (Autumn 1978) the perceptions.of 

100 managers towards themselves, their jobs and the 

organisation would be measured. Eighteen months late~ 

(Spring 1980) the same managers would be measured again. 

By this time, it will be remembered, they would form two 

distinct groups, those who had participated.in manage

ment development programmes at Cranfield and those who 

had not. The difference between their perceptions in, 

Time 1 and Time 2 would be tested for statistical signif

icance to see whether-changes in perception were due to 

Cranfield or to chance. It was also decided to keep a 

diary of news and views throughout the period. This 

might later give some insight into why changes did. or;: 

did not take place. Figure 3 .. 7 illustrates the experi

mental design. 

Tl 

Pre-test 
measure of 
perceptions 
(Autumn 1978) 

:gl. 
Management 

Development 

Experimental 
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T2 

Control 
Group 

Experimental 
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Post-test 
measure of 
perceptions 
( Spring 1980) 

/-, .,,-.... .,,.- _....., ,,-, ,,,- -0 
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Figure 3. 7 : Experimental ne·sign· f·or Research on 

Changes in Perception 
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The second research theme was the transfer of training. 

It was carried forward from the DCC report with only 

minor changes. Benefits from management training are 

recognised as accruing first to the individual manager 

then, if transfer takes place, to the sponsoring organ

isation. Hamblin (1974) suggests a chain of five links: 

reaction from the participant manager for without 
that no benefit exists; (new perceptions) 

learning occurs .. New knowledge, skills and attit
udes are developed in the participant and he 
personally benefits; (new cognitions) 

new ideas are transferred to the job resulting in 
different behaviour; (new behaviour) 

organisational change takes place; 

eventually, the organisation benefits in money terms. 

If any link in the chain breaks, all the benefits beyond 

that point are lost. Hamblin believes that evaluation can 

be made, with increasing difficulty, at each link point. 

A similar approach is made by Warr, Rackham and Bird (1970) 

with their three levels of outcomes immediat0-0-
intermediate -0- and ultimate 4 5 ). Figure 
3.8 shows the interactions between climate and manager in 

the transfer of training. 

The research design, already agreed by Cranfield, now 

received the Company's seal of approval. It had taken 

. over a year to explore and reach agreement, on the subject 

to be studied and the general research design within which 

the study would be conducted. 

The Selected Methods of Data Collection 

Work was already underway on the selection, design and 

development of the measurement instruments. It was decided 

to try and capture both subjective and objective measures. 
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Figure·3.9 illustrates how the two studies were expected 

to support and complement one another. 
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of perception. This was to be done by two booklets: 

The first, The Management Development Survey would 

comprise three questionnaires. These were Likert's 

world famous Profile of Organisational Characteristics; 

the newly developed Margerison Job Index; and the 

Myers-Briggs Type Indicator on work preference (3). 

It was believed that these three measures would give 

an objective "snapshot" of each manager's perceptions 

of the Company, his job and himself on the date he 

completed the questionna.ire. A similarly obj €•cti ve 

"snapshot" could be taken at the end of the study. 

Scoring was such that before and after measures could 

easily be compared and so could results between mana.gers. 

After managers had completed and returned the Management 

Development· Survey they were to be sent the second set 

of questionnaires. These would take a subjective 

"snapshot" of the manager's perceptions. The vehicle to 

be used was a specially designed version of repertory 

grid that could be sent out by post and be self-admini;_ 

stered by the subject. When returned it would be run 

through Slater's computer package (4) and the results 

would be stored for comparison with those at the end of 

the study and those of other managers. 

Quite clearly a lot of work needed doing before these 

two booklets would be ready for use. The objective was 

to send out the Su~vey at the beginning of 1979, the 

grid three months later, and the T2 follow-up at the 

beginning of 1980. This meant that the experimental 

group could only include managers who were due to attend 

Cranfield during the next 12 months. These managers 

(about 120) had already been selected. It was agreed 

that an experimental group would be selected from these 

managers. They would be "matched", as far as possible, 

with managers who had been selected for the same prog

ramnies in subsequent years. This second group of managers 

would make up the control group. The number of managers. 
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participating in the study would depend on the number 

of successfully matched pairs. 

The Margerison Job Index measured the thr.ee motivational 

forces of need for achievement, need for power and need 

for affiliation and the relative distribution of these 

needs in a manager's current job and in his preferred 

job. The index was much more quickly and more easily 

completed than many of the other available measures of 

motivation. It was a potentially powerful instrument 

with strong face validity. Before it could be used in 
the C & W research it needed to be validated and piloted. 

An exercise to validate the wording of the questionnaire 

was conducted immediately on 120 MBA students during 

their pre-course orientation week. As a result of this 

a revised version was developed and tested, again on MBA 

students who were now in their eighth week of study. 

Piloting was then undertaken on Cranfield's public 

Senior Management Programme and incoming C & Wprogrammes. 

Some 70 mana.gers participated and further amendments 

were made before the Index was felt to be ready for use. 

In the meantime, several drafts of the Management 

Development Survey booklet ha~ been written and improved 

upon. The objective was to produce a document that 

would be both credible and non-threatening to managers 

of many different nationalities. The wording had to be 

unambiguous, the questions easy to understand and complete. 

The layout was important ta these aims and both the 

Likert and the Myers Briggs questionnaires were retyped 

to make them more straightforward. An introductory 

letter explained why the research was being undertaken, 

how it was totally confidential, and that each manager 

would receive his personal results set in the context of 

aggregated group scores. The outcome was a 21-page, 

illustrated A4 booklet, spiral-bound between glossy card 

covers. · It was hoped that this would ensure the arrival 

of a smart and attractive self-contained document however 
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far around the word it had to travel. Completion of the 

questionnaire demanded about an hour of concentrated 

effort. It was therefore important to capture a high 

priority rating on arrival. 

A follow-up booklet was also designed to provide parti

cipant managers with feedback. It adopted the same 

format and was entitled Management Development Survey: 

Analysis and Implicatio·ns. The three questionnaires 

already used were explained and the analysis of the 

individual manager's responses were given. So that the 

manager could interpret his own responses in the light 

of those of his colleagues, an analysis of their res

ponses was given alongside. The implications inherent 

in the responses, both individual and group, were high-
-

lighted by six "activities" which the managers were 

invited to carry out (5). It was hoped that this would 

encourage managers to think further about the issues 

raised. Instead of simply sending a dry list of data, 

the intention was to create a lively dialogue with the 

managers. The tone of th~ Su~Vey was highly collabor

ative. This was believed to be ethically sound and it 

also paved the way for the subjective data collection 

via the repertory grid. 

The repertory grid is usually adminstered face-to-face. 

No postal grids were known of and a new package would 

have to be developed. This was done and it was piloted 

on a number of managers from industry who volunteered 

in response to a short piece in the· Cran·fieTd Management 

Review ( 6). It was also, :.piloted an:ongst a number of 

academic colleagues. It was subsequently used as the 

basis of at least three different research projects (7). 

Further excitement was being engendered by the project. 

The highly-collaborative methods of data collection were 

breaking new ground in the concept of "research at a 

distance". Distance teaching had been pioneered and 
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developed only a few miles away by The Open University. 

The researcher had worked there for three years before 

joining Cranfield. Many of their principles and find

ings had been utilized in the development of the 

methodology. 

Some Concerns 

By early Spring 1979 the project was ready to launch. 

Members of the Stee_ring Committee had been kept info3:med 

throughout and at their meeting on 5th March 1979 raised 

their concerns. Four issues emerged. These were: 

1. the necessity of "coding" the participants; 

2. the manner in which the results were to be fed back 
to the participants; 

3. the circulation of the final report; 

4. the effects on other research and development work. 

The replacement of the manager's name with a number was 

felt to be rather sinister and the explanation for it, 

in the introductory letter, was felt to be somewhat 

intimidating. The researcher explained that partici

pants must be coded to ensure confidentiality but agreed 

to rewrite the explanation in a more relaxed tone. The 

Committee were also concerned about feedback, of such 

a personal nature, moving about the Company. In addition, 

they thought the release of generally held "group norms" 

unadvisable. The researcher described how the results, 

marked "personal and confidential" would be sent to the 

address (home or work) chosen by the individual manager. 

She reiterated her preference for sending them in the 

context of a general result but, if the Committee thought 

this unacceptable, they they would be sent in isolation. 

It was pointed out that although still of interest to 

the individual, they would be far less meaningful. As 

to the circulation of the final report, the researcher 
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agreed that as it was being written for the Steering 

Committee, it's release should be at their discretion. 

The introductory letter would be changed accordingly. 

The final objection about the effect of this study on 

other research and development work was an interesting 

one. Was it simply the defensive reaction of an internal 

researcher on the Committee against the interference of 

external probing? It was not a problem that could be 

solved by re-jigging the methodology; it could only be 

solved by removing it. However, the researcher felt 

that as she was only involved with a sample of managers, 

rather than the entire population, her impact would not 

be detrimental to any similar work. Nor, did she believe, 

would participation in this experiment alienate managers 

from subsequent research enquiries. A further meeting 

was to be held amongst the Company members of the Comm

itee before the proposals were presented to the Group 

Managing Director. 

Some Problems 

On 4th April 1979, the researcher was invited to meet with 

the Group Managing Director for what she expected to be 

the final seal of approval. To her surprise, several 

members of the Steering Committee were present and, to 

her even greater surprise, used the meeting as a "last 

ditch" attempt to raise objections and misgivings. It 

was decided that further reflection and discussion was 

needed befo.re any final commitment could be entered into. 

Five problem areas were identified: 

1. Confidentiality of the findings; 

2. Management Development Survey booklet - wording of 
the letter and the questionnaires; 

3. Feeding back the results to individual managers; 

4. Selection of the sample; 

5. Compulsory vs. voluntary nature of the exercise. 
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1. Confidentiality of the Findings 

There were some fears that managers would erroneo~sly 

believe that the researcher was really working for top 

management and that she would be secretly passing on 

their responses and her interpretation of them. This 

being the case they would either refuse to participate 

or would do so in a distrustful (and therefore unreliable) 

manner. It was argued that if the researcher met the 

managers and was able to establish a rapport with the~, 

then they could decide for themselves the extent to 

which they entrusted her with their confidences. Just 

to write in an introduction that data would be handled 

confidentially was not enough. "In Cable and Wireless" 

it was said, "everything is marked confidential; it 

really doesn't mean very much''. The suggestion was made 

that the responses could be made anonymously. The 

researcher explained that this would have been possible 

if she had been conducting a simple survey. It was, 

however, impossibie for a longitudinal survey which 

required the matching of the same person's responses 

over time. 

2. Management Development Survey Booklet - Wording of" 

the Letter-and the Questiohnaire 

It was generally felt that the letter should be about 

twice the length, stressing the background and validity 

of the questionnaires and expanding on the confidentiality 

issue. Then, despite their having been circulated several 

months earlier, without an objection ever having been 

raised, the questionnaires themselves came under attack. 

They were criticised as being "too personal", "too prob

ing", lltoo behavioural" and "going too far". There were 

requests for specific questions to be removed. Such an 

action, it was _explained, would invalidate the findings. 

By this stage the mood was such that a disparaging 

reference was made to the Myers Briggs Type Indicator as 
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"psychological party tricks". Again, it was felt by the 

Committee that if the questionnaires were administered 

personally then the opportunity existed for explana·tion 

and reassurance. 

3. Feeding Back the ResuTts· to· Tndi viduaT Parti·c·ip·ants 

That participants should receive feedback at all was 

questioned. The researcher felt strongly that the individ

ual managers owned the information and were, therefore; 

entitled to it; she also felt that they deserved it in 

return for the effort th~y had and, hopefully, would con

tinue to put in. 

The nature of the feedback was also questioned. Whether 

individual data should be set in th~ context of a group 

response or in isolation ... How niuch explanation and inter-

pretation should be giveri ... Th~ extent.to which partici-

pants should be encouraged to think about the implications 

of the various responses ... were ·the issues raised. The 

researcher had already attempted to anticipate these con

cerns in her draft feedback booklet Management ne·veTopment 

Survey: Analysis and Interpretation-. Individual responses 

to "organisation" and "job" had been set in the context of 

group responses, whilst personal responses to "self" were 

left in isolation. She left interpretation to the individual 

through a series of activities and had taken pains throughout 

to present the material in a value~free and non-threatening 

manner. 

However, it wa~ still felt that th~ receipt of such informa

tion would be disturbing to some managers. Such managers 

might be living in places where ·counselling was either not 

available or not culturally acceptable. To receive personal 

feedback through the impersonal medium of the letterbox 

without the opportunity for discussion was felt to be 

unacceptable. Who knew what damage might be done. The 
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important issue of research ethics had clearly surfaced. 

4. Selection of the Sample 

This too was criticised. The Committee proposed a self

selected group of volunteer participants for the study. 

As this would have destroyed the scientific nature of the 

experiment, the suggestion was totally unacceptable to the 

researcher. 

5. Compulsory vs. Voluntary Nature of the Survey 

If the sample were to be fixed to those managers selected 

by the researcher, then, it was put forward, they must be 

given the opportunity not to respond. The researcher knew 

she could not compel anyone to respond but fe_l t that. to invite 

their non-response would be disastrous and probably distort 

the sample as much as the previous suggestion. 

Some Alternative Strategies 

To overcome the problems outlined above a sub-committee met 

on 1st May 1979. At this meeting the researcher put forward 

four alternative strategies. These ranged from making minor 

amendments to the existing proposal through to scrapping it 

entirely in favour of something completely different. The 

problems, as expressed, seemed to have a common origin. It 

was that of "remoteness". The researcher tried to overcome 

this in various ways: 

1. One suggestion, the least disruptive and least expensive, 

was to leave the research design unchanged but amend the 

text to overcome as many of the objections as possible. 

2. The second suggestion was to keep the research design and, 

in addition to the amended text, use singly or in combination, 

video cassettes, one with the questionnaire, another with 

the feedback; ex-Cranfield participants in the Company as 
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counsellors; telephone "surgery" with the researcher. 

3. The third suggestion was to abandon the existi~g 

research design and to work on the text and the other 

issues raised on April 4-th with about 20 C and W managers. 

The idea would be to develop with them a "survey" docu

ment which would be acceptable to participant managers 

and to academic scrutiny. This would provide valuable 

insights into the challenge of "research at a distance". 

The finished documents would then be circulated - anonr

mously - to all management, as a single-shot·survey. 

4. The fourth and final suggestion to.overcome the problem 

of remoteness also involved abandonning· the original des

ign. Face-to-face sessions would be held with managers 

at their place of work. Such sessions could be linked 

with other in-house training activities such as job 

appraisal and could be conducted by a small team of 

Cranfield/C and W personnel on themes such as self-aware

ness, team-building~ career development and so on. The 

research output would be the collection of perceptions 

about the individual, his job and the Company and the 

monitoring of the setting and, hopefully, subsequent ful

fillment of action plans emanating from the workshops. 

At the May 1st meeting, enthusiasm was heavily weighted 

towards Strategy 4 - the conducting of in-company workshops. 

It was agreed that the four alternatives would be put to 

the full Steering Committee, with a recommendation for the 

workshop approach, at its next meeting on 4th June 1979. 

The first item on the agenda on the 4th June was the reneg

otiation of the joint-venture contract for the second 

triennium. The conflict of interests on this subject so 

dominated the discussions that, although the research rep

ort received airtime, no firm decisions. were made. The 

meeting of May 1st had already reaffirmed, in the mind of 
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the researcher~ her feelings of April 4th - that the 

quasi-experimental design for measuring changes in 

perception was not going to be possible. Given th~s 

situation she decided to concentrate her attention on 

the second theme of the original proposal: that of the 

transfer of training. She suggested that parallel 

research could include the in-company workshops and the 

process of the joint-venture. The main thrust however 

would be on the transfer of training. All measures would 

be made at Cranfield in a face-to-face situation with 

the opportunity for personal counselling as a readily

available facility~ The managers would all be followed-up 

some six months later by post using the Transfer of 

Training booklet. They would be asked to do nothing 

beyond that which had already been discussed with them 

during their period at Cranfield. In addition, .it was 

hoped that there would be the time and opportunity for 

some of the managers to be followed up more closely for 

an in-depth studj for which their permission would be 

sought in advance. 

It was agreed that the Transfer of Training booklet, which 

had already undergone scrutiny and modification, would be 

circulated amongst the-Committee for a final look before 

being despatched to the backlog of managers who had attended 

programmes at Cranfield during the previous two years. 

The transfer of training study was underway. The manage

ment development survey, with its highly prized research 

design, had been shelved. The researcher was beginning 

to understand why such designs were so rare in organisa

tional studies. 

Part II: The Research Study 

The central theme of the research was now agreed; it was 

to be the transfer of training. The spotlight was on the 
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individual manager. 

Research Questions and Hypotheses 

The literature discussed in Chapter 1 suggests that 

three distinct factors influence the transfer process. 

These are: the learning experience; the individual 

manager; and the organisational climate. Different 

researchers have emphasised different factors. This 

research aims to explore these factors and attempt to 

clarify their relative importance. The setting of the· 

study has been de~cribed in Chapter 2. 

A number of questions spring to mind: What differences 

actually exist between the participant managers? How 

satisfied are they with their experiences at Cranfield? 

Does this influence their attempts at transfer? Is the 

organisational climate a help or a hind,rance to trans

fer, or does it have no effect? Is perception of climate 

a function of the "type" of manager? Or do these 

"Company men" share similar views? Do they consider 

they have learnt anything at Cranfield worth transferring 

back to work? Are certain topics more readily transferred? 

. . . the questions flow from one another apparently en:d"less 

stream. 

From these questions a series of hypotheses were drawn. 

They are phrased below as four null hypotheses and exam

ined as such. The findings of each are discussed in 

Chapters 4, 5, 6 and 7. 

Null Hypothesi~ 1: Participant managers are not signifi

cantly different from one another. (Discussed in Chapter 4). 

Null Hypothesis 2: No manager is significantly more sat

isfied with his learning experience than any other manager. 

(Discussed in Chapter 5). 
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Null.Hypothesis 3: There is no significant difference 

between managers' .perceptions· of aspe·cts of the 

organis_atlonal ?limate ~n- helpi·ng or hindering them to 

transfer what_they h~ve learnt. (Discus-sed in Chapter 6). 

Null Hypothesis 4: There is no significant difference 

in 1rra-ns:fer: perfi:ir:mance between different managers. ( Chap 7). 

The researcher believed that testing'these null-hypotheses 

would provide valuable insights for the merr.bers of the 

joint-venture and make a useful contribution to the 

general understanding of the transfer process in management 

deveI9pment . The· :finding$ s·b:ouJ.d> ·a;_d<i. to: tff~: existing Litera
ture and, because of the relative paucity of knowledge 

on the transfer of ~anage~ent training, lead to further 

hypothesis generation. This is felt by Glaser and 

Strauss (1967) to be as important as hypothesis testing. 

Research Strategy 

As a result of the negotiation process described earlier, 

the strategy finally arrived a~· was grounded in the 

external realities of what was regarded as viable and 

acceptable. It was no longer a purely intellectual blue

print to be imposed on an unwilling or apprehensive client. 

What was proposed and adopted was essentially a case study 

of the joint venture within which was set a statistical 

field study of the transfer of training~ 

The use of case studies in organisational research has been 

controversial for many years. They have, for instance, 

been criticised for lacking the control and precision 

necessary for scientific validity. Even their critics, 

however, acknowledge their value for collecting extra 

evidence and providing an opportunity for "total 

immersion" in, and understanding of, the situation being 

researched (Anderson and Ball, 1978). The case-study 
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paradigm was particularly well-suited to the study of 

the joint-venture as it encouraged the researcher to 

look deeply and widely at this partnership during 

a period of innovation and anticipated change. Data 

was transitory and subjective, as were many of the 

variables. Academics at Cranfield and managers from the 

Company were not "subjects" to be manipulated but 

"participant observers" who were commenting on the larger 

system of which they were a part. In this way they 

were still the source of information but in an ethically 

more acceptable manner than is traditionally the case. 

The findings of the case study research have already 

been discussed in Chapter 2. 

The second strategy, embedded in the context of the 

first, would be described by Kerlinger (1973) as a 

"field study". It matched his definition to the letter 

comprising as it does '"ex post facto scientific 

inquiries aimed at discovering the relations and inter

actions among sociological, psychological, and educational 

variables in real social structures1
'. (p 405). This 

describes exactly the manner and nature of the in-depth 

study conducted into the inter~relationship and relative 

importance of the factors held to be accountable for the 

transfer of management training. Festinger_ & _Katz (1954) identify· 

two types of field study; the.exploratory and the hypoth

esis-testing. The former seeks out the relevant dimen

sions and relationships, the latter enables predictions 

to_ be made. This study attempts to do something of both. 

In recognising that relevant dimensions have already 

been discovered, it seeks to put some questions about them 

to the test. At the same time, it hopes to further the 

explorations already started. 

Field studies have much to recommend them. Complex and 

socially significant phenomena can be studied in their 

natural settings. Problems can be seen in their 

entirety whilst at the same time a wide range of variables 



- 179 -

are available for examination. They can be systematically 

measured in the knowledge that their strength will be 

greater than would be possible in the contrived settings 

of a laboratory (Stone 1978, p 114). The researcher·can 

proceed relatively unobtrusively and realism is kept high. 

Scott's fifteen year old statement still holds true: 

"Most of what we knew today about organisations and the 

behaviour of their members is known on the basis of 

field studies" (Scott, 1965, p 261). 

But, that which is gained in naturalness must be set 

against that which is lost in control. Variables cannot 

be manipulated, as they can in a laboratory. Measure

ments are less precise because of the increased error 

variance and the influence of confounding variables. 

It is someti:rr.es difficult to "see the wood for the trees", 

important variables can be missed and vast quantities 

of irrelevant data can be collected. Samples are freq

uently biased and causal inferences between variables 

can be highly tenuous. Runkel and McGrath (1972, p 94) 

summed up the fears of many academics" ... with the 

field study strategy, the investigator ends up leirning 

a lot about complex and meaningful behaviour systems, 

but he does not know with high confidence just what he 

has learned". Added to this, field studies can be 

extremely expensive and are highly dependent on the 

co-operation of the host institution. Even so, despite 

all these drawbacks, "of all types of studies" believes 

Ker linger ''they are the closest to rea·l life" ( 1973, p. 47), 

and it is real life, after all, ·that we are seeking to 

understand. 

The-Research D~sign 

The design of the field study would undoubtedly be criti

cised against the conventional criteria espoused by 

Campbell and Stanley (1963) and later by Cook and Campbell 
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(1976). There is no possibility of a control group; 

nor are the manigers selected at random. The researcher 

found, as did Hogarth (1979, p 17), that the demands 

of the classical laboratory approach are not feasible 
-

when dealing with the complexities of organisational 

life nor, as Hogarth suggests, is it reasonable to 

expect them to be so. In the notation of Campbell and 

Stanley, this field study, being an ex-post-facto one

group study with some time series factors, would be 

X - o1 - A - o2 , where X = the experimental phase, A= 

the action phase, and o1 and o2 = the 1st and 2nd 

observation phases. 

Classical experimentation is concerned with causality. 

For this reason a pre-test measure is required as well 

as a post-test measure. The experimental activity has 

to be isolated and controlled so that causality can be 

proven or not proven as the case may be. In this study 

the experimental phase. is the management development 

programme attended by the manager. To isolate its 

effects, it would have been necessary to select the 

managers undergoing the 'experiment' at random and set 

their experiences against those of a similarly selected 

group of managers who did not undertake the training 

programme. This approach would have ensured external 

validity and the impact of the programme could have been 

objectively measured and generalisati6hs made.However, as 

has already been pointed out, it was not possible to do 

this and besides interest is focussed not on the experi

mental phase alone but also the nature of the individual 

and the organisation climate, their inter-relationships 

and the transfer process after the manager has left the 

training programme. That phase does have a pre-test 

and post-test measure. 

The concerns of the classical researcher are for reliib

ility and validity. These are issues with which even 

non-experimental researchers must be concerned. 
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Reliability refers to the truthfulness of the responses 

-elicited by the measurement instruments. How accurate 

are they? How stable and consistent are they? There 

are a number of ways that objective measures can be· 

tested but subjective measures, such as opinions, are 

more difficult and often have to be taken at face value. 

A key questionnaire in this study was the Myers-Briggs 

Type Indicator. It has undergone numerous tests, is 

accepted as a reliable measure of the Jungian typology 

and is becoming increasingly widely used (8). The other 
measures proposed earlier had now been dropped. 

Other than biographical data., all the other measurements 

were self-reports. These were recognised as being purely 

subjective. With these measurements the researcher had 

to assume (as did Stone, 1976) -that respondents were 

telling the truth, as they saw it, and that the data 

provided was valid. Several of the measures were open

ended; those that were not - the organisational climate 

checklist and the activity scales - tended-to be 

exhaustive, comprising 61 and 20 items respectively. Any 

respondent who was unwilling to complete them discrimin

atively tended to reveal himself by giving every item 

the same score or just not bothering to reply. 

Subjective measures are, by definition, dependent on the 

perceptions of the individual being questioned. The many 

studies in cognitive mapping have shown··now "reality" 

varies from person to person, particularly when their 

attitudes and values are being sought(9)~ith such measures, 

reliability testing becomes rather foolish. Baumgartel 

and Jeanpierre (1972) tried to overcome the problem by 

collecting collaborative evidence from the superiors of 

46 of their 240 respondents "to provide information on 

the validity and reliability of the basic responses". 

Only 33 co-operated and few of them corroborated the 

responses of their subordinates. The authors were disa

ppointed but conceded that "this discrepancy is apparently 

frequently discovered in research on management education -
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trained managers report more take-home benefit than 

their bosses observe in their on-the-job behaviour" 

(p 682). Nienstedt (1980) found exactiy the same. 

Validity is defined by Runkel and McGrath (1972) as the 

"logical soundness of study conclusions" (p 36). It 

has been subdivided by Cook and Campbell (1976) into 

four kinds - external validity; internal validity; con

tent validity; and statistical conclusion validity. 

1. External validity. This is "the validity · with which 

a causal relationship can be generalised across persons, 

settings and times" (Cook and Campbell, 1976 p 233). 

The most difficult of the four, Cook and Campbell des

cribe external validity as "the Achilles heel of the 

behavioural sciences" (p. 237). A field study, and 

even more•a case study, is by definition restricted in 

its applicability. The sample of managers may be repre-

sentative of the Company from which they are drawn but 

they cannot be regarded as representative of all managers 

through time and space. Nevertheless, the independent 

variables are clearly described by the researcher and, 

although a field study is rarely replicated, differences 

between this and comparable studies could be identified. 

The findjngs should be able to be generalised to other 

managers within the Company but might be of only academic 

interest further afield. 

2. Internal validity. This concerns the unambiguity 

with which conclusions can be drawn. It depends heavily 

on whether the experimental process is effecting its own 

outcome. Campbell and Stanley identify seven threats to 

internal validity. These are history; maturation; test

ing; instrumentation; regression; selection and mortality. 

They may occur individually or in combination with one 

a.nether: 
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History: Outside events, taking place between the two 

periods of observation, may be the real cause for change 

or the lack of it, which might be mistakenly attrib_~ted 

to the experimental treatment. One of the advantages 

of a case study is the extent to which the researcher is 

familiar with other developments and their likely effects. 

'History.,. poses. little, threat to internal validity -in this 

study. 

Maturation: This is "the growing older, wiser and stronger" 

of the respondents between the two periods of observation. 

Again, it could be responsible for changes rather than the 

experimental phase. As in this study the experimental 

treatment is management development, its sole ai~ is the 

speeding up of the natural maturation process. So any 

growth in this area should be the result of the experimental 

activities. 'Maturation' therefore poses little threat. 

Testing·: 'This threat arises when respondents are asked 

to take the same tests on a number of occasions. They 

may 'learn' how to answer them to get high scores. In 

this study there are no 'right' answers a.nd only one 61-

item checklist is repeated so there is little danger of 

their becoming sensitizeq to it. However, as many of the 

questions are seeking perceptions there is always the 

danger of a respondent seeking to please the researcher, 

by writing the answers he thinks she would like to read. 

Having read the answers, she thinks this unlikely! 

'Testing' is not seen as a threat. 

Instrumentation: This threat is caused by changing the 

measurement instrument between observation phases. Cohen 

and Manion (1980) draw attention to the use of human 

observers and judges whose skill and concentration may vary 

from one observation to another. This threat and the 

previous one (testing) tend to be mutually exclusive. 

Either the instruments remain the same from one observation 

period to the next and are threatened by the respondent's 
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familiarity with them, or different instruments are used 

and there is the danger of not measuring the same things 

and not, therefore, comparing like with like. In this 

study the questions asked in the second period of observ

ation, with the exception of the climate checklist, 

depended ripon the experiences back at work after the 

programme. They were not asked.in the first observation 

period. 

Regression. The threat, of statistical regression, like 

maturation, increases steadily over time. It is due t6 

unreliable measuring instruments and/or extraneous influ

ences operating on the respondents. It causes a regress

ion to t.he mean in the second observation phase, compared 

with the first. The highest scores fall, the lowest rise. 

Selection.· This is a threat in all non-randomised studies, 

such as this one, because the observed differences or 

similarities may be caused by selection-bias rather than 

by experimental treatment. Bias, from this or any other 

source, causes systematic error to occur. All C & W 

managers who had attended Cranfield general management 

programmes were invited to participate in this transfer 

study. Any that selected themselves 'out' were measured 

separately. Those who selected themselves 'in' were 

measured for their representativeness of the population 

as a whole and were grouped in a number of different ways 

during the analysis. As far as original selection for 

attending the experimental treatment was concerned, the 

Company used a wide range of criteria.(The cynical might 

infer that a random-equivalent had been achieved!) 

Mortality: This is the one threat over which the researcher 

can have little control. It concerns those subjects who 

fail to respond. This might be for a number of reasons -

death, retirement, leaving the Company, apathy, deliberate 

non-co-operation, or simply giving the Questionnaire too 

low a priority for it to be returned in time. In this 

study the researcher attempted an analysis of the reasons 
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for non-response. 

3. Construct Validity 

This establishes that the measurements taken are pertinent 

to the constructs (ie the abstract variables (10) ). To 

get the best possible match between construct and measure, 

it is important to define the construct and its causes 

and effects very clearly. This done, not only can agree

ment be reached on the constructs being used, but also 

the measures can be tailored to match them. 

Cook and Campbell (1976) identify two major threats to 

construct validity. These are "construct underrepresent

ation" and "surplus construct irrelevancies". The former 

occurs when the researcher has not included all the diff

erent dimensions of the construct; the latter when he 

includes dimensions that are not relevant to the construct 

and are, therefore, superfluous~ To thwart such threats, 

Cook and Campbell make a number of .recommendations, the 

most important of which are: a precise explication of 

each construct before the selection of mea~urement tools; 
the use of a number of different measures· ·and methods to 

"triangulate" on each construct; the selec_tion of settings 

and persons who are representative of those to whom the 

results will be generalised; and the concealing of any 

hypcthesis that is being tested as awareness of it can 

bias the response. They conclude that the 'field researcher 

will be more able to achieve the content validity of ·o·ut

comes than of· ·c·a·u:s·es; for the laboratory experimenter, the 

reverse is true. This is because there is more scope in 

the "field" for multiple measurement and more scope in the 

laboratory for multiple manipulation. 

In this study, the researcher has used a single method -

the questionnaire - but a wide variety of measures. Each 

construct was discussed with the supervisor and Steering 

Committee for its full range of relevant dimensions and 
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the interpretation of those dimensions into questionnaire 

format. For example, in studying the construct.of "self

development" she took a variety of dimensions - "selling" 

oneself; sorting out priorities; recognising one's own 

strengths and weaknesses; and doing something positive 

about them - and has measured them by means of a questionn

aire. Ideally, she would have liked to use a variety of 

methods, the two most obvious in this context being to 

observe the effects of the training on self-development 

at the workplace and to interview the people with whom 

the manager relates, both supervisors and subordinates. 

Unfortunately, the costs of doing the former were prohib

itive (participants go to jobs throughout the world); 

whilst the latter method was discoura_ged_.by-- the C_ompany. 

4. Statistical Conclusion Validity 

To decide whether or not the ma.nagement development pro

grammes have had any effect or not, the researcher subjected 

her measurements to statistical testing. On the basis of 

the outcome, the null hypotheses are rejected or not and 

decisions about the programmes can be made. It is vital 

then, that the conclusions drawn from the statistical 

tests a.re true and free from error. Cook and Campbell 

(1976) point out that, unlike laboratory experiments, field 

studies do not a.llow much control over error variance so 

true differences are less easy to discover. They also 

specify that between-group comparisons are much stronger 

than within-group comparisons. The threats to statistical 

conclusion validity can come from undertaking a very large 

number of comparisons (leading to Type I errors i.e. that 

differences exist where they don't) and from very small 

samples and narrow hypotheses (leading to Type II errors 

i.e. that differences don't exist where they do). Unrel

iable measures will inflate errors, so too will variation 

in the manner in which the treat~ent is administered. 
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In this study, efforts were made to_use reliable 
measures and although the management development programmes 

all differed from one another in.th.e detail of who was 
teaching what, theywere very similar in terms of curri•culum 

design, physical setting, overall standards of teaching 

and the like. The only programme that was not, MMP9 (held 

in Al Ain, UA,E}, was ex:c'luded> frOm the: stud¥. Over-
all, measures of the data_ were..::made _ and a .. number of 

different sub-groups were formed for between-group com

parison. Categorisation; was: .based: on; d:ifferences; found within 
the independent variables. For example, clusters of the 

16 Jungian types as measured by the Myers-Briggs Type 

Indicator; the category of mana.ger within the Company -

whether he is HO, Nat or Fl staff; and the type of 

programme he attended - whether it was an SMP, an MRP or 

an MMP. 

The Maxmincon Pri:nc·ip·le 

In attempting to overcome the many factors- that threaten 

the validity of the study, the researcher has kept in 

mind Kerlinger's (1973} MAXMINCON principle. That is to 

maximise systematic variance; ·minimise error variance and 

control extraneous variance. So, in constructing the 

design, she included relevant variables over which managers 

would record a wide range of responses, thus maximising 

systematic or experimental variance - for example, work 

preference measures and perceptions of the programme 

attended were included but intellig~nce measures were not. 

She excluded variables that were not strictly relevant and 

which, if included, may distort the results and hide the 

systematic variance that she was trying to identify. 

She also tried to lessen the effects of the many potential 

sources of unexpected error variance by giving clear 

written instructions to the managers when th_ey completed 

the questionnaires. Kerlinger acce~ts th~t control, under 

field conditions, is difficult (p 312) but believes that 
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constant efforts should be made to minimise these threats. 

He also adds that as many of the determinants of error 

variance interact, they have a tendency to cancel one 

another out. 

As many of the extraneous variables could not be controlled 

by simply excluding them from the study (as was MMP9) nor 

by using only random samples o_f managers, Kerlinger' s 

third and final means of contro.lling extraneous variables 

was adopted. This was to build them into the research 

design as attribute variables. In this way, control was 

strengthened and additional research information yielded. 

Part III: Data Co1lectio·n· and Data Analysis 

The Case Study 

The joint-venture provided the case-study for the researcher. 

She was able to observe its characteristics and monitor 

its development over the full three years. This had the 

advantage that behaviour and events could be studied in 

their natural _setting and a holistic view could be taken. 

She adopted a flexible approach, using a number of differ

ent methods for collecting the data .. These included part

icipant observation, s~mi-structured interviews and docu

mentary material. 

Participant Observation 

At the policy level, the researcher attended many of the 

Steering Committee meetings. At the operational level, she 

attended a number of post-programme review sessions, both 

those held with the participants and those held later bet

ween the Company Training Department and the Course Tutor. 

She was also involved in the project tutoring and some of 

the lecturing, particularly in connection with the MMP. 

By this sort of involvement, the researcher was able to 

experience first hand, many of the issues that faced both 
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parties in the joint-venture. She was also able to witness 

at close quarters their behaviour towards one another over 

a number of years. The dangers of "going native" a_nd 

losing the research perspective are recognised by Cohen 

and Manion (1980, p 103-5). However, the researcher felt 

that internal validity was maintained by using a number 

of other, less subjective, methods than this alone. The 

benefits to be accrued were a greater understanding of 

complex relationships and increased credibility with both 

parties. 

Tnterviews 

A total of 88 interviews were conducted during the study. 

An additional 23 interviews had already been conducted in 

the Spring of 1977. These had been with senior managers 

and Directors of the Company, who were being asked their 

views on the scope and content of the training programmes. 

The interviews lasted about an hour each and were conducted 

by the Director of the joint-venture (later the supervisor) 

and his Research Assistant (later the researcher) as part 

of the venture's development work. During these interviews 

many of the Company's underlying values were expressed and 

the researcher got her first glimpses of the organisation's 

culture. 

Of the other 88 interviews, half were with participants of 

the MMPs during the first year of the venture (1977-8). 

The other half were with all those members of the Company 

and the School who had been involved in the joint-venture 

as a policymaker, administrator or lecturer. These inter

views were held in the spring and early summer of 1980. 

All the interviews (other than one pair) were held indi

vidually, in private, and lasted between 45 minutes and two 

hours. 

All the interviews shared the advantages and disadvantages 
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inherent in this method of data collection. On the posi

tive side they allowed exploration, depth, probing and 

clarification. On the negative side were the dangers of 

interviewer bias and subjectivity. As research interviews, 

they tended to be fairly informal particularly those with 

the programme participants. The objective of these early 

interviews was to gain an understanding of the Company, 

the sort of manager it moulded, what it expected of him 

and how he felt about the whole situation. The style of 

the interview was conversational, the interviewee was 

encouraged to talk about his job, his past and future 

career, the Company, the way in which all these interacted 

and the problems that they raised for him. Tuckman (1972) 

suggests that indirect questions elicit• the most frank and 

open responses. The researcher found herself using both 

indirect and direct questions as the occasion demanded. 

Her genuine interest in the issues raised usually led to 

a good rapport with the managers and she felt that their 

contribution was typified by sincerity and concern. With 

a few exceptions, they did not appear to be holding back 

information or feelings although there was one avoidance 

tactic to which the researcher soon alerted herself:· it 

was the escape route provided by an involved explanation of 

the technical details of the manager's job. As engineers, 

·· they found it almost irresistable ! 

The second batch of interviews, held two to three years 

later, were more formal although responses were still 

unstructured. At no time did the researcher use a coded 

response sheet for completion, either ~uring or after the 

interview. Instead, notes were taken during the interview 

and written up afterwards. A photocopied set was cut up 

for content analysis. It was a time-consuming process, the 

writing-up taking at least as long as the interview itself, 

but it was less tiresome than transcribing direct from 

tape recordings which is how the first 13 interviews with 

the participants of MMP7 had been conducted. 
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The focus for the second group of interviews was the 

joint-venture itself. To extract the greatest value out 

of the hour generally allocated to the interview, the 

researcher drew up a Buzan-style map identifying the · 

topics she thought might be usefully considered. This 

map was sent in advance of the interview and served as 

an "agenda" throughout the discussion. lt was an extreme

ly useful device. It allowed the "control" to be shared 

in what was an ambiguous power relationship conducted, 

as it was, in the interviewee's office. It also provided 

sufficient structure for systematic not~-taking. The full 

benefit of this was appreciated in the content analysis. 

Questions of a fairly specific nature could be identified 

without the interviewer having to resort to "ask" them in 

the interrogative style of a spoken questionnaire. The 

maps (11) turned out to be fairly comprehensive but were 

flexible to alteration by either the addition or deletion 

of particular topics. In this way the "questionnaire" 

could be tailored to the interests of the individual inter

viewee. 

Documentary Material 

This comprised all the correspondence between the two parties; 

memoranda concerning the venture exchanged within the School; 

the Reports to the Steering Committee and the minutes of 

their meetings; and programme reviews. Issues raised from 

these sources were brought up by the researcher when she 

interviewed the individuals who were most closely concerned. 

Whilst the case study approach enabled her to present an 

overall picture of a complex situation, it did not permit 

more detailed inferences to be made. To do this it was 

necessary to conduct a field study within the context of 

the case study. The focus of the field study was the 

transfer of training. 
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The Field Study 

Data was collected from all those C & W managers who 

attended general management programmes at Cranfield.· 

between April 1977 and February 1980. Data is still 

being collected from those managers who attended sub

sequent programmes. 

The prog_rammes were ·all residential at Cranfield. 

The MMP lasted for five weeks, the SMP and MRP lasted 

for two weeks each. In the data collection period, seven 

MMPs, four SMPs and two MRPs had been held for a total 

of 181 managers. Each of these managers.was followed-up, 

back at work, to see how valuable he felt his programme 

had been and what progress he had been able to make in 

transferring his new skills and knowledge~ 

The Variables Being M~asured 

To explore the research questions and test the null hypo

theses, it was necessary to measure four groups of variables. 

Each group comprises a number of variables. The four 

groups are: 

1. the "type" of manager; 

2. the managers' satisfaction with the programme at1tended; 

3. the managers' perceptions of the organisational climate; 

4. the managers' performance on his return to work. 

The fourth variable was hypothesised to be dependent on the 

other three. How they varied in relative importance was 

hoped to be demonstrated by the study. 

1. Type of Manager 

This group of variables is the least likely to waver over 

time as they are all fixed attributes. They comprise bio

graphical data about the managers as individuals (age, 
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personality) and as members of: Cable and Wireless 

(length of service, experience within the Company a.nd 

outside, previous management training, the actual 

Cranfield programme attended and whether they are HO, . 

Nat or Fl staff). Two potential variables that were 

not included were sex and intelligence. Sex was exclu

ded because only 1.6% of the participants and only 0.7% 

of the respondents were female. Intelligence was omitted 

because all of the participants, being from relatively 

narrow strata of a single company, were felt to be of one 

general level of intelligence. 

_') 

The information was collected on two different questionnaires. 

Personality was measured by the Mye·rs·-Br·iggs Type Indicator 

which was administered during the programme. It categori-

ses managers on four dimensions into 16 types (12). It is 

based on the lifelong work of Carl Jung and, as it gives a 

powerful insight into the ways managers prefer· to work and 

make decisions, is usefully incorporated into the teaching 
\ 

programme (13). All the other information was gathered on 

a Biographical D'ata Collection. Sheet which was sent out to 

the managers with the T·rans·fe·r· o'f Trai·nin·g Questionnaire 

after they had returned to work. 

Together, these variables provide a comprehensive "manager 

-profile". 

2. The Managers' Satisfaction· with ·the Progra:nime Attended 

At the end of the programme each manager was asked to eval

uate each lecturer and the material he presented in terms 

of its overall value and any changes that might be usefully 

made. He was also asked to score on a five-point scale the 

"appropriateness" of the content and the presentation. 

This commentary is made anonomously by the course pa.rtici

pants as part of the regular end-of-programme review made 

for all Cranfield programmes. Summaries of the evaluations 

are compiled by the Programme Administrator and sent to the 
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individual lecturers to whom they refer. Access to this 

material gave the researcher an agreggate measure of the 

managers' satisfaction with each lecturer at the end of 

the programme and she was interested to know how these 

opinions might ~urvive the transfer process. Some months 

later,. managers were asked, by questionnaire, how they 

now felt about the subjects taught them at Cranfield. 

They were asked to score each subject on a five-point 

scale, for practical value since returning to work, for 

theoretical interest and for personal value. They were 

also asked to similarly rate the contacts they had mad~ 

with other people whilst at Cranfield. Then followed two 

open-ended questions, one on changes they now felt should 

be made to the programme, the other asking how they had 

benefitted from attending the programme. 

Two additional measures of satisfaction were made. One 

was the extent to which they believed the programme 

objectives had been met. ·Odiorne ( 19TO) regards this as 

the'~cid test''of any evaluation. Managers were asked.to 

score the achievement of each aim out of 10. The final 

measure of satis£action was less direct. The manager was 

asked whether he had recommended attendance to any of his 

superiors, peers or subordinates. 

3. The Managers' Perception·s of the Organi'sational Climate 

These perceptions were gathered by questionnaire. The que

stionnaire comprised a checklist of 61 items (14). All 

are aspects of the organisational climate which might facil

itate or inhibit the transfer of a manager's training back 

to his place of work. Managers were asked to tick one of 

three boxes next to each of the 61 items. The box ticked 

indicated whether that item was a helping factor, a hinder

ing factor or whether it was neither of these. The check

list was based on the findings of Vandenput (1973) and was 

then modified by the researcher working with C & W managers. 

It was administered, in its final form, to over half of 
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the participant managers at the end of the programme and 

to all of them after they had returned to work. At the 

end of the programme, managers were asked what they_ anti

cipated would be helping or hindering factors on their 

return; in the follow-up they were asked what actually happ

ened. The checklists were pre-coded; managers were asked 

not to write their names on them. 

The 6] variables fell into eight groups. These were: 

1. The environment (7 variables) 

2. Technology (3 variables) 

3. Organisational structure (10 variables) 

4. Values (i.e. the essential but unspoken values of 
this organisation) (12 variables) 

5. Job characteristics (12 variables) 

6. Autonomy (i.e. my autonomy at work) (4 variables) 

7. People's characteristics (i.e. personal character~ 
istics of people with whom I have contact) (8 variables) 

8. Personal relations (i.e.characteristics of my relations 
with other individuals and groups (5 variables) 

At the end of each.group was a blank for the manager to add 

any variable he felt had been overlooked. He was also 

asked to put a circle around the box of any item that was 

of very special importance. Wording the variables so that 

they could be seen as either a help or a hindrance· was not 

always easy, particularly in the more subjective areas. 

Managers were reminded that the scale of possibilities was 

always implied even if it was not actually stated. If they 

found this to be too loose a framework, they were aske_d to 

annotate the wording so as to make their responses more 

precise. 

4. The Ma·nagers' Performanc·e on his Return to Work 

This is the dependent variable and a difficult one to 
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measure by any criteria, Thii study has the addi-

tional constraints that only the participant managers 

themselves could be questionned and, as they were spread 

across the globe, this would have to be by postal questionn

aire. 

As "objective" measures of performance were impossible to 

collect, it was necessary to seek out subjective measures. 

Bearing in mind that the participant managers had diff

erent levels cf experience when they came on the.programme, 

different but similar inputs when they were on the programm~ 

and different jobs to one another when they returned to 

work, it was not possible to do other than ask the managers 

how much better they now felt able to undertake a range of 

different activities (15). They would each, in effect, 

provide their own control. The comparison would be bet

ween the person they were after the programme, and the 

person they were before the programme. Regardless of how 

well or how poorly they had previously performed certain 

activities, the programme should have helped them to 

improve on at least some of the items. Against each activ

ity was provided a Likert scale with five optional answers. 

These encouraged clear discrimination between varying 

degrees of perceived change. 

Twenty questions were asked of each manager, They concerned 

the way he related to his subordinates, his superiors, his 

job, the Company, and his own strengths and weaknesses. 

The final choice of questions was made after lengthy con

sideration by and discussion between the researcher, the 

supervisor and all the members of the Steering Committee. 

In addition, managers were asked to write about what sort 

of progress they were making in transferring what they had 

learnt at Cranfield back to the workplace. 

For almost half of the managers this task focussed onto 

particular "resolutions" made at the end of the Cranfield 
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programme. At the end of the programme, managers had 

been asked to make at least one, and not more than three, 

resolutions based on something they had learnt at Cran

field, to be undertaken on their return to work. They 

had also been asked to identify any aspects of the organis

ational climate that may help or hinder them in fulfilling 

this resolution. Again their responses were identi,fied 

by code number only. 

Together these questions provided both quantitative and . . 
qualitative data on the way individual managers perceived 

themselves to be performing differently at work, as a 

result of having attended a management development prog

ramme at Cranfield. 

Construction of the Questionnaire 

The· follow-up questionnaires for programme satisfaction, 

organisational climate and performance variables were 

bdund together into a Transfer of Training booklet. The 

Biographical Data Sheet requesting personal data for the 

manager profile variables was inserted as a loose-sheet 

into the booklet (16). 

The booklet was designed in the same style as the Management 

Development Survey. It was a 20-page A4 spiral-bound book

let in glossy card covers with an introductory letter 

bound-in. Care was again taken with the phrasing of the 

questions and with the layout of each page. It was felt 

and, indeed, Hoinville and Jowell (1978) and Cohen and 

Manion (1980) confirm, that "clarity of wording and simp

licity of design are essential." They feel, as did the 

researcher, that "the appearance of the questionnaire is 

vitally important. It must look easy and attractive ... 

with plenty of space for questions and answers". With a 

postal questionnaire it is imperative to maximise the 

co-operation of respondents. This is best achieved by 
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explaining, in a straightforward manner, why the research 

is being conducted, why the respondent has been selected 

and what is going to be done with the results. It is also 

important to stress the- confidentiality of the research and, 

if possible, to describe the mechanism by which this will 

be upheld (17). The researcher felt that she did this 

first at C~anfield and later in the covering letter. The 

letter was further personalised. by a phot_ograph to remind 

respondents that there was a real person at the other end 

as well as a computer! 

The first section of the questionnaire was about the 

programme they had attended. Ques:tion 1 referred 

to the inputs made at Cranfield; question 2 to the changes 

that could be made to the programme; question 3 to the 

outputs that managers had experienced back at work; and 

questions 4 and 5 looked at future management development 

activities. The second section was devoted entirely to 

the transfer of training. The first activity was the 

checklist of 61 items, identical to that cc•mpleted by many 

of the managers at the end of the programme. Then followed 

the actual resolution that the manager had made at the end 

of the programme. He was asked to describe what progress 

he had been able to make with it, paying particular atten

tion to those factors that bad, and possibly still were, 

helping or hindering him. He was reminded that lack of 

success did not mean "failure" - the researcher was just 

as interested in the process as the result. Those who 

didn't submit a. resolution had the more difficult task of 

describing how they had got on in a more general way. 

T~e Transfer of Training booklet was coded with a number 

in the back inside cover; the Biographical Data Sheet was 

coded with a different number. Envelopes were enclosed 

for the questionnaires to be returned separately if des

ired and the researcher provided her home and office 

addresses and phone numbers for responses and queries. 

Current addresses for all managers were supplied by the 
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Company but all questionnaires were mailed direct to the 

managers from Cranfield by first class mail in the UK and 

Air Mail overseas. The envelopes were marked "PERSONAL". 

The booklets were individually tailored in that resblutions 

were written in for certain managers, but they also varied 

in that different versions were sent to managers who 

attended the MMPs, the MRP, and the SMPs. The differences 

were that the introductory letter and the pages relating 

the subjects taught and the aims of the programme varied 

according to the t'ype of programme. 

Hoinville and Jowell (1978) dispute the belief that postal 

questionnaires invariably yield only a low response. They 

forecast that a carefully-planned postal survey should 

obtain a 40% response rate and that well-designed reminders 

should push it up to the 70% level. The Office of Popula

tion Censuses and Surveys recommends· the use of three 

reminders. In this study, the researcher sent out one 

major reminder - a letter and another copy of the questionn

aire and then, shortly afterwards, another reminder in the 

lighthearted but pressing form of a humorous postcard. 

(These are shown in Appendix C ). 

The majority (18) of empirical organisational studies rely 

on questionnaire responses, yet as Salancik(l979) observes, 

respcnse rates in reported studies can be as low as 25%. 

The findings of such investigations can only reflect the 

views of self-selected sub-groups rather than the intended 

sample. The researcher was determined not to suffer such 

distortion to her results. 

The Timing of the Collection of Transfer Data 

How long should elapse between a managei leaving the pro

gramme and receiving the questionnaire ·was, and still is, 

an issue open to debate.· There was little ·guidance in the 

literature where "follow-ups" varied: 80 days (Golembiewski. 
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et al, 1971); three months and 18 months (Hand and Slocum, 

1972) six months (Davies 1976); six months (Nienstedt, 

1980); up to four years (Baumgartel and Jeanpierre, 1972). 

Six months was thought to be a sensible time. It gave 

managers time to settle into their frequently new jobs, the 

novelty of having just returned from a management course 

would have passed, and yet the experience would not be too 

distant to be recalled. 

However, the follow-up material was not sanctioned by the 

Company until summer 1979, so all the Senior and Middle 

programmes held by then were mailed on the same date, 

4th August 1979. Subsequent programmes (with the exception 

of the first MRP) were followed up six months later as 

originally agreed. This meant that participants were 

being questionned anytime between 4 months and 2 years 

4 months after completing the programme. This is shown 

ih figure 3.10. Just how the time lag might influence 

responses was not known. 

,------------------------ ----- ---- ----------------------------- ---------

1977 1978 

--------------- -- ------------~-------- ------------ -- ------------------------------------ ---------· ,_ __________________ _ 
---·-- ---- - ------·- ------------------

1979 1980 

Key: --- - Time elapsing before T of T questionnaire sent 

----- -- = Time elapsing before reminder sent 

Figure 3.10 Timing of Field Study Data Collection 
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Handling the Data 

Once collected, the large volume of data had to be descri

bed, analysed and any findings had to be tested fo~.signi

ficance. Qualitative information was content analysed and 

some of it was categorised and coded in the same way as 

the quantitative information. Quantitative data~ system

atically collected via the questionnaires~was readily 

coded. This done, it was punched onto computer cards and 

run through the appropriate sections of the Statistical 

Package for the Social Scie~ces (SPSS). 

The main constraint in selecting the statistical tests 

within SPSS lay ±n the type of measurement scale against 

which the data had been c'ollected ( 19). The convention 

that discrete measures use non-parametric statistical 

analysis and continuous measures use parametric statistics 

(Siegel, 1956) was adopted by the researcher. The nature 

of each variable used in the study is shown in Appendix D. 

The I.nstitute's Computing Centre had an ICL 1903Twhich 

was used for the initial analysis. During the research 

period a new computer was installed, a DEC-VAX-11/780, and 

all the data was transferred onto that. The "VAX" provided 

high-speed interactive hardware and utilised a more sophis

ticated version of the SPSS software. 

Desc~ipt~ve Statistics 

The first task was, as Nie e·t al ( 1975, p 181) recommend, 

"to determine the basic distributional characteristics of 

each of the variables to be used in the subsequent statis

tical analysis". This was done using the SPSS subprogram 

FREQUENCIES. A total of 11 statistics (20) were computed 

together with frequency tables and histograms. For nominal 

level data only the mode, frequency table and histogram 

could be used; for interval level data the mean was probably 

the most useful additional statis·tic. 
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Within each variable group the descriptive statistics 

formed the basis for a written summary of overall find

ings. They also highlighted the key variables for further 

analysis. 

In~erential Statistics 

The null hypotheses- are·essentiaTly concerned with equality 

between managers and equaTity between as,pects of the. c-l;t;.... -

mate in which they .. wor~. __ ro confirm· or·· rejec-t the' null 

.-f~ypQtheses· ne·c.essitated ·partitioGning the:··respondents._ in diff-

~1'.,e.n.·f:~~-1-s.:_-tq~_est~t,ish:·_whether or no_t· -d~_f.ferences exist. 
Two tests were used to do this. They were chi-s·quared 

(X2 ) and one-way analysis of variance (ANOVA) with the F 

test. Both can handle more than three variables or 

classes of variable but they do not measure differences in 

the same way as one another. x2 is concerned with distri

bution frequency whilst ANOVA is concerned with means. 

Selection of one of them rather than the other depends on 

the data. If both variables are measured at the nominal 

level, only x2 can be used as it is based entirely on 

categorisation; if the ind~pendent variable is nominal 

but the dependent variable is interval, ANOVA can be used. 

Both were used extensively in this study: x2 on the SPSS 

subprogram CROSSTABS: ANOVA on SPSS subprogram BREAKDOWN. 

In addition, the Sign Test was used. This measures changes 

in two related samples using plus and minus signs rather 

than quantitative measures. It was accessed by the SPSS 

subprogram NPAR TEST. 

Testing ·for Significance 

2 Significance tests (in this study, X, the F test and the 

sign test) establish whether the results differ "signifi

cantly" from indifference or chan,ce occurrence (Kerlinger 

1973, p 167). Significance, in this context, does not 

mean "important" but "beyond the liklihood of chance" 

(Langley 1970, p 148). Statistical significance gives 
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assurance that a real difference exists between variables 

but whether or not this difference is educationally, mana

gerially or organisationally significant must be decided 

separately. Fitzgibbon and Morris (1978, p 38) suggest a 

"so what?" criteria be posed by the researcher and 

Kerlinger (1973, p 200) warns that "very small differences, 

although statistically significant, must be treated with 

scepticism". He does, however, acknowledge that "what 

appears to be a very small difference may, upon close exam-· 

ination, not be so small" (p 199) .. 

Statistical signi£icance is only concerned with chance not 

with value or importance. For this reason a "significance 

level" against which test results can be assessed must be 

decided upon. The- . 05 level is traditionally regarded as 

a fair benchmark for social science research (21). It 

means that the observed results will occur by chance no 

more than 5 times in 100. In this study, results reaching 

the .05 level of significance are awarded one star; 

results reaching a level of .025 (i.e. occurring by chance 

only 2½ times in 100) are awarded two stars; those with a 

level of .01 (1 in 100) three stars and those reaching a 

level of .005 (5 in l000)four stars. When conducting true 

experiments, the significance level, like a bet, should be 

specified in advance, but when the nature of the research 

is exploratory this is not necessary. Results not achiev

ing statistical significance (ie at least .05) are dis

missed from further consideration as they could have 

occurred by chance more easily than the researcher was 

prepared to risk. Some ~esearchers (22) regard the arbit

ary cut-off point at .05 as too stringent, particularly 

for field studies and recommend reporting "non-significant" 

results. In this study, non-significant results are not 

reported. 

Significance tests tell of the existence or non-existence 

of a relationship but they do not describe its strength nor 

do they imply causation (23). Arguments for causation must 
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be built up by accumulating evidence from a variety of 

sources but the stre~gth of a relationship cari be 

assessed through correlation measures. 

Correlation 

Different measures of correlation were calculated for the 

various levels of data. Wh.en both variables were interval 

level, the Pearson's product-moment correlation coefficient 

r (rho) was used; when both ·variafiles were ordinal level, 

Spearman's rank orde~ correlation coefficient r (rho) or 
s 

Kendall's rank order correlation coefficient T (tau) was 

used; and when one or more of the variables were at nominal 

level, the Contingericy coefficierit (C) was used. 

The various correlation coefficients are summary measures 

which represent the degree of association betweeri the 

variables (i.e. the· stren·gth of the relationship). The 

range for r, rs and Tis +1 to -1. The riearer to 1 the 

greater the association, th~ rieare~ to 0 the smalle~ the 

associia t ion. The p 1 us and min us signs show the ·direct ion 

of the association; r 2 sho"ws ho"w m~cli ·of tfie· total variance 

in the dependant variable is accounted for by· the independ

ent variable. 

The power (24) of the various coefficients decreases with. 

the level of the data. The' most power·ful is r; rs and T 

are only 91% as efficient as r (25). As r, rs T and C 

cannot be compared with one another (26), and as even two 

Cs cannot be compared unless they are ·from the same size 

contingency table (27), their value is less far-reaching 

than might be hoped. In addition to tfie level of measurement 

criterion, rand rs require a minimum sample of 30. T can 

be used for smaller samples (28) and is also preferred to 

rs if there are a large number of tied ranks (29). These 

coefficients were calculated manually or selected from the 

statistics available on the various SPSS sub-programmes. 
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They are all linear, expressing only straight-line relation

ships. For non-linear measures Kerlinger recommends the 

use of eta (E); E2 is interpreted in the same way as r 2 . 
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Notes to Chapter 3 

l. Drake's Progress : DCC Report April 1978, 43pp 

2. The untreated control group design with_ pre-test and post-test, 
randomly assigned. 

3. The Myers Briggs Type Indicator (MBTI) is a 166-item questionnaire 
taking about 45 minutes to complete. It identifies a manager's "work 
preference". A full explanation is given in Appendix A. 

4. Slater,P. Grid Analysis Package (GAP), University of Manchester 
(1974). GAP comprises six programmes. The one to be used was DELTA. 
which compared two grids elicited from the same person on different 
occasions. 

5. For example, following the feedback from the Margerison Job Index, 
the following questions were posed: 

"Given your response, what are the implications for the way you manage 
your job?" 

"Given the group response, what are the implications for the Company?" 

6. Cranfield Management Review, Vol.2,2,1978,pp iv - v. 

7. Topics were wide-ranging: consumer preference, teaching effective
ness and . ~~9:P:'.y~· _:mar.k~_t·iµ;g,;; : ... 

8. As a methodological instrument, the MBTI has been tested for content, 
construct and predictive validity and for reliability. 

VALIDITY: Laney (1949), Saunders (1957,1960), Myers (1962), Stricker 
& Ross (1962,1964a),Madison et al (1963), Bradway (1964a), Webb (1964) 
Stricker et al (1965), Conary (1966), Ross (1966), Goldschmid (1967),. 
Richek & Brown (1968), McCaulley & Natter (1974), Steele & Kelly (1976). 

RELIABILITY: Myers (1962), Stricker & Ross (1962, 1963, 1964b), Webb 
(1964), Wright (1966), Stalcup (1968), Richek (1969), Levy et al (1972) 
Hoffman (1974), Caskadon (1977). 

Mendelsohn (1965) relates how MBTI scores "relate meaningfully to a 
large number of variables including personality, ability, interest, 
value, aptitude and performance measures, academic choice and behaviour 
ratings" (p 322). Carlyn (1977) concludes her review on the many 
assessments of the MBTI with the verdict that" the Indicator app~ars 
to be a reasonably valid instrument which is potentially useful for a 
variety of purposes" (p 471). 

9. "Persons differ from each other in their construction of events" 
Bannister & Fransella (1971, p 22,202). 
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10. Abstract variables, such as motivation or intelligence, are known 
as "constructs". Nunnally (1967, p 85). 

11 . These are shown in Appendix B • 

12. The four dimensions are: 
Extravert 
Sensing 

Thinking 
Judgemental 

Introvert 
Jhtuitive 

Feeling 
Perceptive 

The 16 types are permutations of the dimensions: 

JSTJ lSFJ JNFJ JNTJ 

JSTP JSFP JNFP ]N'IP 

EISIJP ESFP ENliP ENTP 

ESTJ ESFJ ENFJ ENTJ 

A full explanation of the dimensions and the types is given in Appendix.A•· 

13. As colleagues frequently chos·e to include the MBTI in their. class
room sessions, the researcher did not always collect this data herself. 
Using the instrument in class also guaranteed.. a very high response rate. 

14. The Organisation Climate ehecklist is shown in Appendix C • 

15 . For example : 

"How much. better do you now feel you would undertak.e the following activities? 
Cira 'le the appropriate point on- the saaZe. · 

(i) "selling" yourself 

worse same 
a little 
better 

(v) sorting out priorities 

muah better 

(ix) conducting a performance appraisal 

very muah 
better 

(xix) recognising your personal strengths· and weaknesses 

The same scale was ·flepeated for ech activity. A full list of activities is 
shown in Appendix C • 

16 . The Biographical Data She.et is shown in Appendix C. 

1 7. Three randomly selected code numbers were used for each participant 
( one for the data collected during the programme; one for the Trans·f er 
of Training Questionnaire; and one for the Biographical Data Sheet). 
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Raw data was kept separately in code number order. When quantitative 
data was transferred to the computer a fourth code'number was allocated 
to each participant against which all their datawas set. 

18. 31 out of 36 empiral articles reported in AS Q were based on interview 
or questionnaire data. Of them, 5/6 were from a fraction of the fntended 

-sample (Salancik,1979,p.639). 
19. There are four possibilities.: nominal, ordinal, interval and ratio. 
The first two are discrete measures, the last two are continuous. 
Nominal data can be separated into categories, but no category is better 
or worse than any other. For example, C & W managers are either HO, Nat 
or Fl staff. Ord1nal data is also put into categories but these can be 
ranked against some subjective criteria.. For example, those aspects of 
their organisational climate that managers feel will help them most arid 
those that will help them least. Interval data can be categorised and 
ranked but it is measured on a continuous scale against criteria which 
display equal distances between each score on the measuring scale. For 
example, the questions which ask the managers to rate themselves on a 
5-point scale for how well they would undertake various activities. The 
fourth and final type of measurement scale is ratio. Such scales have 
a fixed zero so any score can be measured in relation to that and can, 
therefore, be compared with any other score from the scale. An example 
of ratio data is the age at which a manager attended the Cranfield 
progrannne. 

These four measurement scales are hierarchical. Progression from.nominal 
to ordinal to interval to -ratio enables· the res·earcher to take. more and 
more precise measurements. The more accurate the basic measurements, the 
more sophisticated the analysis. Convers·ely, the cruder the measure, the 
cruder the analysis. If two or more types of data are being compared 
with one another then the method of analysis.must conform with the crudest 
of the sets of data. So, for-example,. if the extent to which a manager 
feels able to sort out priorities· Cinterval data) is· correlated with 
whether or not he has an engineering background (nominal data), the tools 
used must be those for nominal data only. Th.e danger of not doing this 
is that conclusions may be drawn for which there is insufficient 
foundation. The temptation for aoing this is. two-fold. Firstly, the 
more sophisticated methods of analysis· are the most powerful ones and 
their results carry greater credibility. Secondly, much social science 
data is only nominal or ordinal. 

20. Mean, standard error, median, mode, s·tandard deviation, variance, 
kurtosis, skewnes-s:, range,· maximum, minimum. 

21. Ker linger (1973, p 170). 

22. Walker & Lev (1953 ,P 52 )-, Rozeboom -(1960 ,pp416--28) , Nunnally{1960, 
pp 641-50), Fitzgibbon & Morris (1978,p 94). 

23. Kerlinger (1973, p. 227), Fitzgibbon & Morris- (:1978, p 38} 

24. The "power-efficiency" of a te.st is- linked with the stringency· of 
its ass.umptions. Para.metric tests- have stringent as·sumptions and results 
from a relatively small sample can be. generalis·ed from. In this- way they· 
are efficient in their us-e of research.· effort. Non-parametric. tests have 
less stringent assumptions· and need larger· samples·· to give their results· 
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equal power with. the para.metric. This-. makes- them less efficient .• 
For every 9 subjects for r, 1o·wou1d·oe required for r or T (Siegel, 
1956,p 21). An OU Course Team suggests that a 5% incr~ase in N 
should make rs or T as powerful as r (MDT 241,1974,7.2.1. p 21). 

25. Hotelling & Pabst (1936). 

26. Siegel (1956, p 219). 

27. Siegel (1956, p 201h 

28. Siegel (1956, p 239). 

29. Nie et al (1975, p 289). 
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CHAPTER 4 

DIFFERENCES BETWEEN MANAGERS 

The personal characteristics of individual managers were 

examined for differences and similarities for two important 

reasons. First, to ensure that the self-selected sample of 

respondeht managers was representative of all participant 

managers. Second, to test the first.null hypothesis: that 

participant managers were not significantly different from 

one another. The first issue is discussed in Part I of'• 

th.is chapter, the second in Part II. 

Approach. Adopted 

In order to make objective comparisons, the managers were 

partitioned in a number of ways. These were by: 

1. Type of programme attended (SMP, MRP or MMP). 

2. Age at date of programme (a. actual age; b. age group: 

39 and under; 40-9; 50 and over). 

3. Length of service with C & W at date o_f programme 

(a. total number of years; b. groups: 15 years or less; 

16 - 25 years; 26 years and more). 

4. Professional background (telecommunications engineering 

or not). 

5. Cable and Wireless staff category (Fl, Nat and HO with 

an occasional fourth group taken from the HO managers 

i.e. the former Fls who had become permanent HO staff. 

A fifth group, Marine, was incorporated into the Fl 

staff). 

. 6 •. Centre for Creative Leadership (CCL) categories 

(Traditionalist, trouble-shooter, catalyst, visionary)(!). 
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When testing the representativeness of the sample, a 

number of additional partitiohs·•were made: 

7. Actual programme attended (e.g. SMP1, SMP2, SMP3 etc). 

8. Geographical location of managers (e.g. Hong Kong, West 

Indies, Middle East etc). 

9. Sixteen Myers-Briggs types (e.g. ISTJ, ESFP etc)(l). 

10. Four Jungian dimensions (i.e. extraversion-introversion; 

sensing-intuitive; th~nking-feeling; and judgemental

perceptive) (1 ) • 

Constraints 

As all of the managers came from a relatively narrow stratum 

of a single company, a high ·1evel of homogenity was expected 

amongst them. This liklihood was heightened in the case of 

C & W which has been shown to be a Company preferring to 

recruit young men and the·n to mould them throughout their 

careers. 

Part I : The Repr·e·sentativen·e·ss of the· Sample __ 

Three-quarters of all managers responded to the follow-up 

questionnaire. To ensure the representativeness of the 

respondent sample., it was necessary to compare it in detail 

with the total participant population from which it came. 

Ideally, it should also have been compared with a random 

sample of managers from the Company but this was not permitted 

(2). Indeed, a comparison between the participant population 

and the random sample would have tested whether the 

Company's selection procedure was singling out managers with 

particular characteristics or whether, in fact, a broad 

cross-section of managers was being sent to Cranfield. 
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Bu.t, the crucial relationship, as far as this research was 

concerned, was that existing between those who did and those 

who did not respond to the follow-up questionnaire. If the 

differences were too great, the sample of managers from whom 

perceptions were drawn would not be typical of the sort of 

manager likely to undergo management training. 

The various types-"-of managers are gathe:recl ·into four groups 
for discussion·. These are:. 

1. The programme attended. 

2. Age, length of service, other training and job 

experience. 

3. C & W staff category and geographical location. 

4. Work preference. 

In addition to testing for representativeness, this section 

gives a general description of participant managers which 

should provide a backdrop for later interpretation. 

1. The Programme Attended 

Of the 181 managers in the study, 62% attended MMPs, 25% 

attended SMPs and 14% attended MRPs as shown in Figure 4.1. 

Figure 4.1 Programmes Attended bv Managers in the Studv 
(n = 181) 
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Participants of the Middle and Refresher prograw.mes had a 

response rate of 80% and 78% respectively as against one of 

63% for the participants of the Senior programmes. There 

was also variation between individual programmes. SMP 

responses ranged between 58% and 75% and MMP responses 

between 62% and 95%. Figure 4.2 shows how closely the 

respondent sample fits the total population when measured by 

type of programme attended. A small shortfall (4%) from 

SMPs is largely compensated for by the extra response from 

MMPs. 

% of 

managers 

100 "' 

90 ·-

80 -

70 • 
,------------., 
I I 

60 -

50 • 

40 ·-

30 --

20 :; ~--- - ----

10 •I-

SMPs MRPs MMPs 

= Respondents as a% of the respondent population_(n = 136) 

Participants as a% of the total population (n = 181) 

Figure 4.2 Representativeness of the Samole bv Tyne of Programme Attended 

When the same comparison is repeated for individual 

programmes, the ~ull extent of th.e compensation between them 

is .shown up. Figure 4. 3 illustrates how three of the s:MPs 

and two of the MMPs are under-represented whilst four of the 

MMPs and one MRP are over-represented. 
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--- = ?articipents as a % of the total population (n = 181) 

Figure 4.3 Representa~iveness of the Sample by Actual Programme Attended 

2. 

Experience 

The average age of the participants was forty-two, spanning 

almost thirty years from managers in their late twenties to 

those in their mid-fifties. The average manager had been 

with the Company for twenty years. This average 

represented a spread of thirty-six years, ranging from one 
year through to thirty-seven years service. However, fewer 

than 10% of the respondents had been.with the Company under 

five years whilst more than two-thirds had between eleven 

and twenty-nine years experience with C & W. 

The average age for the respondents was also forty-two years 

(3). The length of service for non-respondents was not known 

so an overall measure could not be made, nor a comparison 

taken. 
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Previous Manage~ent Training 

Over half the managers responding to the questionnaire had 

already attended the Company's two-week Introductory · 

Management Programme (IMP) run by the Middlesex Polytechnic 

and/or the Company's in-house Administrative Programme. 

The former concentrated on the basic principles of 

management whilst the latter emphasised Company policy and 

procedure. In addition, almost 10% had been on some other 

MMP and just under 5% held a DMS or degree in management. 

This left 28% who had never been exposed to any formal· 

general management training. 

About one-third of the respondent managers had attended short

courses in specialised areas of management. Personnel and 

industrial relations were most frequented (11%) followed by 

marketing (7%) and computers/OM (7%). Over 5% of the 

managers held a Diploma in finance and/or accounting. Even, 

so, this left two-thirds of the respondent managers who had 

never participated in specialist management programmes. 

Work Experience-

C & W, as a career company, helps its personnel to gain 

experience by moving them from job to job and, in the case 

of Fl staff, around the world too. Th.e average number of 

posts held by the respondents was seven, the range was 1 - 1~ 

with. almost three-quarters falling into the 3 - 12 band. 

Combined with the average number of years service, this 

would suggest a change of job about every three years. 

Many of the respondents (60%) had only ever worked for 

C & W although a number (17%) had also spent some time 

(either during the Second World War or on National Service) 

in H.M. Forces. The relevant details of a further 19% 

were unknown to the researcher. Of the remainder, just 

under half (9% of the total) had worked for only one other 

company and just over half (11% of the total) for more than 

one other company. Clearly·, the vast majority of C & W 
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managers had no business experience outside that afforded 

by the Company itself. 

Professional Ba~kground 

Given the nature of the business, one would expect a high. 

proportion of the programme participants to have an 

engineering background. Indeed, over 80% had a tele

communications engineering background. The crucial 

"crossover" point in a person's career when the managerial 

component of his job exceeds the technical component 

(Margerison, 1979) had already been faced by many of them. 

The evidence on this next point is rather sketchy but it 

seems that of the respondent managers,· 80% were from 

managerial jobs, 13% were from engineering only and 6% were 

from non-engineering and non-managerial (administrative, 

personnel, union, sales, accounts, management services etc)·. 

After the programme, when the same managers were followed 

up, 87% were in management jobs, 6% in engineering only 

and 6% in non-engineering/non-managerial jobs. So, 12% of• 

the participants were still not being given the opportunity 

to "manage" nor to transfer and put into practice some of 

the skills and knowledge they had been taught at Cranfield. 

It would appear that engineers rather than non-engineers, 

stood a better chance of making the transition into 

management. 

3. C & W Staf·f· Category and Geogr·aphica1 Location 

Of all the managers in the study, almost half were Fl staff 

and just over one-third were from HO. Of the HO staff, over 

one quarter were former Fl staff who had transferred to 

.permanent jobs in Head Office. National staff, all of whom 

attended the MMP, made up 18% of the total participants. 

The breakdown is shown in Figure 4.4. 

/ 
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r--Marine <1% __ ,...__ 

Figure 4.4 : C & W Categorisation of All Managers 

Attending Cranfield (n = 181) 

Before they arrived at Cranfield, the managers had been 

located throughout the world. After the programme, HO and 

Nats returned to their permanent jobs but Fl staff 

generally started a new job. They were usually sent to 

Cranfield between postings. Locations prior to and 

following the programmes are shown in Figure 4.5. 

(a~ Before Cranfield (b) After Cranfield 

Figure 4.5 : Location of ~anagers Attending Cranfield 

(a) Before and (b) After Their Programme (n = 181) 

I 
:::ast 
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Two interesting features emerge. The first is that the 

number of managers holding temporary posts in HO, doubles 

from 6% to 12% of the total. Many managers find it 

demotivating to be "shelved" in this way, for frequently 

it gives them little opportunity to transfer their training 

and undermines their confidence in the Company's ability to 

plan ahead and use its resources efficiently. The second 

feature is the increase in the number of managers working 

in Hong Kong. This implies a gravitation of trained 

managers to the biggest profit-making sector of the Company. 

Geographically, the highest response rates were from Hong 

Kong (93%), South America and Africa (100%); the lowest were 

from the Middle East (65%) and the West Indies (63%). As 

far as the C & W category of manager was concerned, it was 

interesting to note that the highest and lowest responses 

both came from HO. The highest (94%) from those Fl managers 

who had become permanently based in London, the lowest (.67%) 
from regular HO staff. National staff were exactly half way 

between them (81%), closely followed by the expatriate Fls 

( 76%). 

The representativeness of the sample by geographical location 

of the managers after their return to work is shown in 

Figure 4.6. There is a close fit apart from the under

representation of the Middle East. This is more than made 

up for by the surfeit of responses from Hong Kong. One 

might expect this to cause a difference between the Fl and 

Nat responses. It does, but the numbers involved are too 
small to be important. 
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Figure 4.6 
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Representativeness of the Sample by Geographical Location 

of Managers After Leaving Cranfield 

-------
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--- - - - = Respondents as % of respondent. population (n = 136) 

= Participants as% of total population (n = 181) 

Figure 4. 7 Representativeness of the Sample by C & W Category 

of Manager 
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4·_ Work Pr·eferences 

Th.ese are founded on the results of the· MBTI. They· are 

expressed in three ways: 

1. by the scores given on each ~f the four dimensions; 

2. by th.e distribution amongst the 16 possible types; 

3. by the clustering into the four groups identified QY 

the Centre for Creative Leadership (CCL). 

The "typical"C & W manager is ISTJ (.introverted, sensing, 

thinking, judgemental). Over one-quarter of C & W 

participants share this combination of work preferences. 

ISTJ is also the most frequently occurring type amongst 

Cranfield managers in general (4). Compared with the 

average manager attending Cranfield programmes, the C & W 

~anager is 10% more introverted and.5% more sensing, 5% more 

thinking and 5% more judgemental (5). There is a significant 

difference in the distribution of the 16 types even though 

none represent more than a 4% change (X2 (15) = 31.81,p<_.01 

***). When clustered into the CCL groups, C &W managers 

clearly have a preference for the Traditionalist type as 

shown in figure 4.8. Any differences with Cranfield are no 

longer significant (X2 (3) = 4.36, p>.05). 

Figure 4.8: 

C & W Managers 

distributed by 

their CCL types 

Scale: 

D = 1% of managers 
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C & W have more traditionalists and fewer visionaries than 

would be expected from the previous Cranfield studies (6). 

This should give them a relative advantage in techn~cal 

efficiency but a relative disadvantage in relating with their 

environment and and planning for the future. C & W also 

has more introverts and fewer extraverts than would be 

expected from the general Cranfield figures - of which they 

comprise a substantial proportion (7) and should, therefore, 

bias the results towards themselves. 

When the C & W distribution between the 16 Myers-Briggs 

types is compared with that of the ·managers attending the 

Asbridge Management College (8) (ti= 981), even greater 

differerice~ arise than with C~anfield.(X2 (15) = 35.51, 

p <. 005 ****). Figure 4. 9 shows how C & W have a highe·r 

(hi) or lower (Io) proportion of managers in some of the 16 

cells than do: (a;): ·crahf-ie,ld· ~~ct: '(b} Ashridge:· 

ISTJ ISFJ INFJ:: INTJ• 

hi hi 

ISTP ISFP INFP INTP 

hi hi 

ESTP ESFP ENFP ENTP 

lo 
ESTJ ESFJ ENFJ ENTJ 

lo hi lo 

(a) Cranfield managers 
(n = 849) 

ISTJ ISFJ INFJ INTJ 

hi hi lo lo 

ISTP ISFP INFP INTP 

hi lo hi lo 

ESTP ESFP ENFP ENTP 

lo lo lo 

.ESTJ ESFJ ENFJ ENTJ 

hi 

(b) Ashridge managers 
(n = 981) 

Figure 4.9 : Myers-Briggs Distribution of C & W M~nagers 
Compared with Managers Attending Cranfield. 

and Ashr.idge 

In comparison with managers at a comparable level in other 

companies, C & W would appear to be rather high on 

traditionalists and rather low on trouble-shooters and 

visionaries. 
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The CCL differences between C & W and_Ashridg~ are also 

more marked than they were with Cranfield managers but this 

time the difference is statisically significant (X2(3) .= 

18. 74, p <. 005 ****'). Figure 4. 10 shows how the distributions 
vary. 

Traditionalists 
57% 

Trouble-Shooters rn 
+> 

11% ~ 10% 
r-f a, 

~ 
0 

Traditionalists 
(as above) 

Cranfield managers (n=849} 

Traditionalists 
63% 

Trouble-Shooters 
10% C/l 

+> 
~12% 

irt Traditionalists 0 

(as above) 

C & W managers (n=l72) 

l'Jl 
<IJ 

•r-f 

-~ 22% 
s::: 
0 ..... 
rn 

•r-1 
> 

ca 
a, 

•r-f 
~ 
a, 
s::: 
0 

·al 16% 
•r-f 
> 

: 

I 

Traditionalists 
45%· 

Cll 

Trouble-Shooters C/l a, 
+> ..... 

14% ~.16% ~ ,25% a, 

~ s::: 
0 

+> ..... 
a, Ol 
0 ..... 

Traditionalists > 
(as abov~) 

Ashridge managers (n=981) 

Figure 4.10 CCL Distribution 

of· Maiia.ge·rs from 

G & W, er·an·fte"ld 

·and Asbridge. 

Differences· between Cranfield and Asbridge were also tested 

for significance. On th.e 16 types, x2 
(.15) = 56. 93, p <. 005 

**** and on the CCL types:, x2
(3) = 31.69,- P<-.005 ****· 

Cranfield is higher than Ashridge on traditionalists and 

lower on catalysts and visionaries-. This may reflect the 

type of industry from which managers come, their level 

within their organisations or a number of other factors .. 

It looks an interesting are~ for further research. C & W 

managers would appear to be more typical of Cranfield 

managers than of Ashridge managers and, therefore, are 

probably better p.laced for management development with 

Cranfield. 

/J 
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The occurance of very few managers in several of the 16 

:MBTI categories meant a response rate ranging from 50% to 

100%. However, leaving these aside, two were exceptionally 

low; they were ESTJ and ISFJ which had a 58% and 59% 

response rate respectively. The fact that ESFJ had one of 

the highest rates (93%) confounds logical explanation for 

the observed difference. When grouped. in the CCL clusters, 

catalysts have the highest response rate (85%), followed by 

visionaries (81%), trouble-shooters (76%) and lastly 

traditionalists (73%). 

Personality, as measured in terms of work preferences, is 

the last major area on which the sample must reflect the 

population as a whole. All four dimensions exhibit a close 

fit between the respondents and the full complement of 

managers. When categorised into the -16 types, there are 

some small variations but these are not significant (X2 ) 

and, on clustering, tend to cancel one another out. \forth 

noting is the poor response of the ESTJs. The variations 

are shown in Figures 4.11 to 4~ .. 13. The respondent and non

respondent profiles were tested against one another and the 

profile for all managers for any systematic variation. 

However, there were no significant differences between any 

of them (X2 ). 

Extravert Introvert 

Sensing Intuitive 

Thinking Feeling 

Judgemental Perceptive 

% I , I % of managers 

100 90 80 70 60 50 60 70 80 90 100 
---- --= AlJ. managers (n = 172) Respondent managers (n = 131) 

Figure 4. 11: Representativeness of the sample by work preference nrofile 
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INFJ INTJ' 

3%(3%) 7%(8%) 

INFP INTP 

6%(7%) 3%(3%) 

ENFP ENTP 

1%(1%) 1%(1%) 

ENFJ' ENTJ' 

2%(2%) 5%(5%) 

x% = managers as a% of 
the total po~ulation 
(n = 172) 

(x%)= respondents as a% of 
respondent population 
(n = 131) 

Figure 412 Reoresentati veness of the sample by the is· Myers-Briggs ty..,es 

Traditionalists 
63% (60%) 

Troucle-shooters cn-
.p~ 

10% (10%) Cl (Y'\ 
:>, ,-; 
,-;-
a:l 

.µ ~-
a:l C\J 

Traditionalists. c.., ,-; 

(as above) 

en 
Q) 
•.-t-
$,.i ~-
a:l t-
C ,-; 
0 '-" 

•.-t 
C/lll-ll 

•.-t·t.l'. >,-; 

x% = managers as a% of 
the total population 
(n = 172) 

(x%)= respondents as a% of 
respondent population 
Cn = 131) 

Figure 4.13: Representativeness of the sample by CCL categories 

Summary 

In conclusion, it is· clear that th.e sample of managers 

responding to the Transfer of Training questionnaire were 

representative of the c·& W managers attending General 

Management Programmes at Cranfield. The perceptions and 

opinions expressed by the respondent group may be safely 

regarded as being a true reflection of the views held by 

all the participant managers. 
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Why Some managers did not respond 

The non-respondent managers were sent a short questionnaire 

(9), asking why they had not replied to the Transfer of 

Training follow-up questionnaire. Some possible explanations 

were put to them based on unsolicited remarks made to the 

researcher and they were asked to make any additional comments. 

Virtually half (48%) of the non-respondent managers sent in 

a reply. These are shown in Figure 4.14. The most frequent 

responses referer:ced to· the pressure of work and other 

priorities. 

% of 

Figure 4.14.: Re·asons that non--respondent managers gave for 

th.eir· non-response 
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Part II : Testing Null Hy"p·othe·sis I : That Participant 

Managers \Vere Not Significantly· Di.ffe·rent From One Another 

To discover whether or not there were significant 

differences between various types of manager, a number of 

x2 tests were conducted. The results are summarised in 

Tables 4.1 and 4.2 and discussed under broadly the same 

four headings as in Part I: 

1. The programme attended. 

2. Age, length of service and professional background. 

3. C & W category of staff. 

4. Work preference. 

Characteristics of Managers 1 2 3 4 5· 6 

1. Type of programme attended - **** *** - - -
2. Age at date of programme **** - r**** **** - • 
3. Years of service at date of *** r**** - **** ** *** 

programme 

4. Professional background - **** **** - - -
5. C & vr category - - ** - - * 

6. CCL category - * *** - * -

Total 2 4 5 2 2. 3 

Key - = x2 not significant 

* = x2 significant @ .05 level 

** = x2 significant @ .• 025 level 

*** = x2 significant @ .01 level 

**** = x2 significant @ .005 level 

r**** = Pearson's rho significant@ .005 level 

The higher the number of stars, the greater the·statistical significance 

Table 4.1 Summary of Significant Differences Between M.anagers 
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Characteristics of Managers 1 2 3 4 5 6 

1. Type of programme attended - .31 . 31 - - -
2. Age at date of programme - r.74 .34 - .20 

3. Years of service at date of - .43 .28 .27 
programme 

4. Professional background - - -
5. C & W category - .19 

6. CCL category -. 
- .. - .. 

r = Pearson' s rho; all otb.ers = C 

Table 4.2 : Sumniary of Correlation Coefficients Relating to Table 4.1 

1. Type of Programme Attended 

Differences between managers attending the three types of 

programme resulted entirely from the Company's selection 

procedure. The most obvious difference between them was 

the exclusion of Nats from all but the MMPs. This 

invalidated a full x2 test but when it was run without them, 

no significant differences were found between the 

distribution of Fl and HO staff. 

Two other differences also resulted from the selection 

procedure. These were the age and the length of service of 

the managers. The MMP had a higher proportion·o:f managers 

under the age of 40 and the MRP and SMP had a higher 

proportion of managers over 40 than would have been expected 

by chance (X2 ( 2) = 18. 2, p . .( . 005 ****). The majority of 

participants on the MMPs (55%) and SMPs (63%) were in 

their forties; on the MRPs they were over fifty (61%). Less 

than 5% of MMs were older than fifty and less than 5% of 

the MRs were younger than 40. This reflected the deliberate 

policy of the Company in matching participants and 

programmes. The inter-relationship between age and 

programme attended is shown in Figure 4.15. 
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Fisure 4.15 The Inter-relationshio Between Age and Type ot Programme 

Length of service with the Company was also interesting in 

that the distribution of managers as a whole formed a near 

perfect normal curve. However, when partitioned by 

programme attended, the distribution for MMPs was skewed to 

the right. Most of the managers had been with C & W for 

more than fifteen years (two-thirds of MMs and four-fifths 

of SMs and MRs) but over half of the MRs had over twenty

five years service with the Company. The majority of SMs 

(52%) and MMs (51%) fell into the sixteen - twenty-five years 

service band. The difference between the distributions was 

statistically significant (X2 (4) = 14.7, p ~.01 ***). 

Age·, Length of Servi·ce and Pro·f·es·sional Background -

The extent of the link between age and length of service 

suggested in the above findings and, in a career company, 

to be expected, is illustrated in Figure 4.13 (r = .74, 

p < .005 ****). 
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Figure 4.16 · The Inter-relationship between age and length of service 

(n = 133) 

There was a consistent 80/20 split on all types of 

programme between managers with ·an engineering or non

engineering background. When, however, this professional 

background was set against age, a major difference emerged. 

The split of engineers to non-engineers below the age of 40 

was 60/40; the split for those in the older age groups 

(40 - 9 and 50+) was 90/10. (X2 (2) = 16. 79, p < .005 ****). 
The difference was even more marked when professional 

background was set against length of service tx2 (2) = 30.15, 

p <. 005 ****). This either shows a change in recruitment 

policy over the last 20 years or is a warning to non

engineers about their likely future development. Those 
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managers who have been with the Company for 15 years 

or less are fairly evenly split, 53% have an engineering 

background and 47% do not.. Of those managers who have been 

with the Company for between 16 and 25 years, 92% have·an 

engineering background;, and for those managers who have been 

in the Company for more than 25 years, 97% have an 

engineering background. 

3. C & W Category of Manager 

There was also a significant difference between the C & W 

category of manager and the number of years service. (X2 

(4) = 11.5, p < .025 **). Almost two-thirds of all Fl staff 
had between 16 - 25 years experience in the Company whilst 

only one-third of HO and one-third of Nats fell into this 

category. The distribution is shown in Figure 4.17. 

% of 

managers 

(C & W 
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.,,,.,------, 
/ ' 

/ ' 
/ ' 

/ ' 
/ ' 

/ \ 
/ \ 

/ \ 

/ \ 
I \ 

I \ 
I \ 
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Fl 

16 - 25 26 - 35 Years with the 
Company 

Figure 4.17: The Inter-relationship Between Length of Service and 

C & W Type of Manager (n = 134) 
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4. Work Pref$rehces 

The distribution of managers between the CCL categories was 

heavily in favour of the traditionalist type (63% of ail 

managers). This meant that the expected frequencies of the 

other three types were too small for significance tests to 

be conducted. When they were combined as non-traditionalists 

and set against the traditionalists, significant differences 

could be seen between age groups, years of s~rvice and C & W 
categories of managers. Nats accounted for most of the 

variance between the C & W categories; 83% of them were 

traditionalists as against 57% of all Fls and 58% of all HO 

staff (X2 (2) = 6.41, p <.o5 *). 

Managers in their fiftie~ were spread between the tradition

alist and non-traditionalist preferences in the proportions 

one would expect given the distribution for the population 

as a whole. This was not the case with managers in their 

forties, an unexpectedly large proportion of whom were 

traditionalists. Nor was it the case with the managers in 

their thirties, an unexpectedly large proportion of whom 

were non-traditionalists (X2 (2) = 6. 67, p < .05 *, C = . 20). 

However, it was not age but length of service that was to 

provide the most interesting and most significant results. 

There were a few more traditionalists than one would expect 

amongst the group wi·th 16 - 25 years service; many more 

amongst the group with over 26 years service; and very many 

fewer amongst the group with ·1ess than 15 years service 

(X2 (2) = 9.73, p < .01 ***, C = .28). The inter

relationship is~ shown in Figure 4.13. The number of trouble

shooters was fairly constant over time, so they can be left 

out of the argument. Catalysts and visionaries move through 

time in remarkably close association with one another. The 

great variation is between them and the traditionalists. 
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l - 15 16 - 25 

= Traditionalists 
= Trouble-Shooters 
= Catalysts 
= Visionaries 

26 - 35 

YeRrs with the Company 

Figure 4.18: The Inter~relationship Between Length of Service 
and CCL Type of Manager 

Figure 4.18 shows very clearly that there is a tremendous 

decline in the proportion of catalysts and visionaries when 

plotted against time spent in the Company. This decline is 

matched by a rise in the proportion of traditionalists. The 

difference is not simply a function of age which was sh.own 

to be less significant. What it does suggest is that either 

the socialising influence of the Company over the years 

turns managers into traditionalists or that over the last 15 

years, the Company has been recruiting a different type of 

manager, from the CCL point of view. 

Jungian theory, and that of Myers, holds that whilst the 

environment helps the individual to develop his preferences it 

cannot change the fundamental choices made. However, there 

is a dearth of longitudinal studies to provide empirical 

proof of this assertion. Whatever the reason for the 

differences between managers in this study, a number of 

questions must be asked - and answered - regarding the 

freedom given to managers to operate according to their work 

preferences. 

/. 
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Summary 

There are a number of differences (as well as similarities) 

between the C & W managers attending the Cranfield 

programmes. Statistically significant differences occurred 

on all the variables but most frequently on length of service 

with the Company. The differences reflected Company policy. 

The most obvious differences (e.g. age and C & W type) 

reflected selection criteria for programme attendance; the 

less obvious (e.g. CCL types, professional background) the 

recruitment policies of the Company. Length of service·was 

perhaps so important because it varies directly with both 

sets of decision-making criteria. 

On the findings described in this ch.apter, the null 

hypothesis that "participant managers are not significantly 

different from one another" can be rejected. They are, quite 

clearly, different from one another in a number of respects. 
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Notes to Chapter 4 

1. For a full description, see Appendix A. 

2. Access was limited to participants of Cranfield progrannnes and 
managers who had been involved in the porgrannnes as visiting 
speakers, administrators or members of the Steering Collll!littee. 

3. The average age of all participants was 42 years 4 months; that 
of the respondents, 42 years 2months. 

4. n = 343. Lewis (1979), table 1. 

5. n = 343. Lewis (1979}, figure 2. 

6. Margerison and Lewis (unpublished research}. 

7. About 30%. 

8. Lewis and Levene (unpublished research). 

9 • See Appendix B. 
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CHAPTER 5 

MANAGERS' SATI8FACTION WITH THE LEARNING EXPERIENCE 

The concern of this chapter is the testing of Null 

Hypothesis 2 : that no manager was signi~icantly more 

satisfied with his learning experience than any other 

manager. 

Testing this null hypothesis necessitated measuring the 

extent of s·atisfaction with the learning experience. Tnis 

perception was not an easy one to pin down. It was feared 

that it might well change over time and that it might vary 

with the criteria against which learning exp~rience was 

defined. In the attempt to build up a comprehensive view, 

the null hypothesis was tested in six different ways. The 

first test was at the end of the prog~runrne, before the 

managers returned to work. The other five were at a later 

date by questionnaire. 

Six Tests of the NuTl Hypothesis 

The six tests were briefly as follows: 

1. The first examined managers' end-of-programme perceptions. 

2. The second test focussed on managers' retrospective 

perceptions of the value they had gained from those 

Cranfield sessions in which they had participa:f:ed. 

3. The third test was Odiorne's'~cid test'! the extent to 

which managers felt that the stated aims of their 

programmes had been met. 

4. In the fourth test, the null hypothesis was set against 

the perceived value of the people with whom managers had 

interacted whilst at Cranfield. 
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5. The fifth test rested on a more indirect measure of 

satisfaction; managers being asked whether or not they 

had recommended attendance on a Cranfield programme to 

any of their colleagues. 

6. The sixth, and final, test differed from all the others 

in tha-t it was a purely qualitative measurement. The 

perceived penefits of the programmes were sought in 

respect of current job, future career and any other 

effects. 

Each test is described and its findings are reviewed in turn. 

Test 1. Managers·' Perceptions at the end of their Programme 

Approach Adopted 

At the end of tb._eir prograrrnne, the managers were asked to 

rate each lecturer on the.appropriateness of his overall 

contribution (1). Two scores were elicited for each lecturer, 

one emphasising the content of what he had taught, the other 

emphasising his style of presentation. A five point scale 

was provided, although_ the lowest score was rarely used. 

Constraints 

These are threefold and stem from the manner in which data 

was collected. 

1. The data used was based on 182 means, each_ of which 

represented the average score given to each lecturer by an 

entire programme. The individual comments contributing to 

the means were made anonymously by a maximum of 155 managers. 

Few lecturers were commented on by every manager on a 

programme. The motivation for managers making assessments 

on some, but not other, lecturers is not known. Some managers 

may only have commented on lecturers about whom and sessions 

about which they felt strongly; some may have commented on 
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all; some on none; and some, no doubt, only on those days 

when they were reminded by the progrannne administrator. In 

fact, the response from two middle management progr~es, 

MMPS and !flJPlO, were not included as too few managers had 

submitted assessments for the means to be regarded as 

representative of the progrannne participants as a whole. 

In the results that follow, almost half the data used came 

from MMPs (46%), well over one-third (38%) from SMPs and 

the remainder, (16%) from MRPs. No more than 12% and no less 

than 5% of total evaluations came from any one of the 11 

programmes. 

2. All lecturers were assigned, by the researcher, to one 

of four academic subject areas. These were: 

1. Finance and Accounting; 

2. Business Environment and Marketing; 

3. Operations Management; 

4. Interpersonal and Organisational Skills. (IPOS) 

The first group is self-explanatory. The second comprised 

Business Policy, Economics, Marketing, Corporate Planning, 

Business Games etc. The third group was made up of 

management techniques (e.g. Forecasting, Network Analysis, 

Statistics), Computing and Project Management. The fourth 

and final group covered Organisational Behaviour, Personnel 

Management and a wide range of interpersonal managerial skills. 

The number of assessments received by a subject group 

depended on the number of lecturers used to teach that 

subject. This included single sessions given by C & W 

lecturers. As a result, 37% of all assessments went to IPOS, 

35% to Business Environment and Marketing, 14% to 

Operations Management, and 14% to Finance and Accounting. 

3. Although Cranfield lecturers undertook the bulk of the 

teaching load, the split between the assessments is only 56% 
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for Cranfield_as against 44% for C & W. The proportion of 

teaching sessions taken by C & W lecturers working alone 

varied from 4% to 22% of the programmes. The proportion of 

shared sessions ranged from 2% to 46%. This is shown in 

Figure 5.1. 
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This left Cranfield lecturers solely responsible for between 

41% and 88% of the teaching sessions on any one programme. 

There is, therefore, a bias in the results towards the scores 

given to C & W lecturers. As these tended to be lower than 

those given to Cranfield lecturers, the results are 

artifically depressed. 
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Results and Discussion 

The overall perception of managers ~t the end of their 

programmes is a very positive one. There is strong _ 

agreement that both the content of what had been taught and 

the way in which it had been presented was appropriate to 

their needs. Only 5% of the comments considered the content 

as inappropriate; 3%, the presentation. And,_ as Figure_ 5 •. 2 
shows, the bulk of particiipants considered both. the content 
and p;reseritati;on, of· the programmes -appropriate or very 
appropriate. 
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Perceptions of all managers at the end of their 
programmes regarding the appropriateness cf the 
content and the presentation of the teaching 

sessions. 

The overall response did mask some differences between 

subgroups. Given the cons·traints of the data, there were 

four possible approaches to its analysis. These were by 

type of programme; by specific programme; by academic 

subject and by lecturer. A summary of significant 

differences· is given in Table 5 .1 and each group is 

discussed in turn. 
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~ 
/ 

Content Presentation 

x2 F ratio x2 F ratio 

1. Type of programme - - - -attended 

2. Actual programme 

All - * N/A -
SMPs ** N/T - N/T 

MRPs - N/T - N/T 

MMPs 
. 

N/A N/T - N/T 

3. Subject area - - - -
4. Type of lecturer * **** **** **** 

Table 5.1 Summary of Significant Differences Between End 
of Programme Perceptions 

Key **** significant @ .005 level 

*** significant @ .01 level 

** significant @ .025 level 

* significant @ .05 level 
not significant @ .05 level 

N/A not applicable, data unsui tafile for testing 
N/T not tested 

1. End of programme perceptions by type of programme 
attended 

There were no significant differences between the mean 

responses of the three types of programme, SMP, MRP and MMP, 

for the appropriateness of either content or presentation. 

All share similar ratings which are well above t-he half-way 

mark that the programme organisers might regard as a 

yardstick of acceptability. When the same comments were 

looked at in terms of their overall distribution, some 

apparent differences emerged between .MMPs and MRPs and x2 

tests were run to establish the significance of any 

differences. Unfortunately, the expected values of some cells 

were so small that categories had to be merged. But, even 

so, no significant differences were observed between types 

of programme. !DJs were in greater agreement in their 
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perception of the appropriateness of the content than were 

the MRs, 14% of whom thought it inappropriate to their 

needs compared with only 1% of MMs and 4% of SMs. The full 

extent of their responses is shown in Figures 5.3 - ·5.5. 
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Content : F(2,179)=1.04,p>.05 
Presentation: F(2,179)=0.15,P>-05 

2. End of programme percepti•ons by specific programme 

attended 

When managers' perceptions were looked at by the mean scores 

of individual programmes, the differences became more 

marked; the variations being significant with. regard to 

content but not to presentation. These are shown in 
figures 5.6 and 5.7. 
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Figure 5. G· End of· programme percep:tions of content by 

indi.vi"dual proiramme 

F(l0,171)=2.031,p< .05 * 
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, .. --7 11 12 13 14 J 2 3 4 ,,.J 

Figure 5.7 End of· programme perceptions of presentation 

by individual programme 

F ( 10, 171) =0. 5 79 , p > . 05 

When th.e frequency distributions were plotted by individual 

programme, some interesting differences, particularly in 

the perceptions of content, showed up between the ·four SMPs 

and between the two MRPs.' The MMPs seemed to share their 

perceptions much more closely th.an the other groups. Again 

the expected frequencies were too small to run x2 tests for 

significance unless the categories were merged into 2 + 3 

against 4 + 5. In this format a significant difference was 

found between th.e SMs ** but not between the MRs. The MMs 

were still too concentrated on point 4 of the scale to make 

a statistical comparison. Figures 5.8 - 5.13 show the 

breakdown by individual programmes. 
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3. End of programme perceptions by academic subject areas 

All lecturers were assigned to one of the four academic 
) 

areas described on page 237. When the managers made their 

assessments of the appropriateness of content and 

presentation at the end of their programmes they reported no 

significant differences between the subject areas. The mean 

scores given to each subject were uniformly high and the 

distribution of scores were very similar, as shown in 

Figures 5.14 - 5.16. 

l00 

90 

ao 

TO 

60 

-- • Fin&Aca It Acc..:, 
__ •-•• • 9ll& i!llT 'It Mkti 

·········-··· • Og• MDgt 

100 

do 

iO 

--• :".:l&ACe a, .1.:ci:1 
••-••• • :s~ Ziff' a, ~c 
•---•--- • O!JS ~ 
--•ll'~S 

agrNi=c ;o 

40 

30 30 

20 

lO 
10 

lav lcv 

nm• S.14 : End ot oro!U'.?::'?!! oerceo-cions ot coaun-c !:ly 
<iubjec'C :ire& 

Fi5¥r9 5. lS : tnd ot oroe:r'.Ulllll8 cerceo-cioas ot oreseat:itioa bz 
sub1eci: 1rea 

+:i s:: 
a, 

+:i 
s:: 
0 
0 

:t2 (9)•9.46,p} .05 :t2 (9)l8.84,p) .OS 

5 - 5 ·-

4 3.7 3.7 3.8 4 
3.5 s:: 

0 

.. 3.6 3.7 3.5 
•.-1 

3 ·- - -- -- - --·-- - -- -- --- - --► ~3 ----- ---- --- --
2 -
1 

Finance Bus Env Ops 
& Acctg & Mktg Mngt 

+:i s:: 
a, 

~2 
~ 

ll, 

1 
IPOS: 

·-
Fina.nee 
& Acctg 

Bus Env 
& Mktg 

Figure 5 .16· : End of· programme nercentions by subject area 
Content : F( 3,178 )=1. 01, p > 05 
Presentation : F(3, 178)=1.98,p> .05 

Ops 
Mngt 

3.8 

1'9----

IP'OS 

:. . -.:·: ~ 



- 245 -

4. End of programme perceptions by type of lecturer 

Lecturers were divided into those supplied by Cranfield and 

those supplied by the Company. With a few exceptions, ·they 

were full-time employees of each organisation. The Cranfield 

academics were professional lecturers whilst those from C & W 

were full-time managers with little or no lecturing 

experience. A significant difference might then be 

expected to emerge between these two groups, given their 

different levels of skill. If there was no difference then 

either the Company did not need to go to the trouble and 

expense of employing Cranfield lecturers .2!: the joint 

working relationship between the lecturers had developed to 

such a high level that differences between them were 

imperceptible. In the event, significant differences were 

reported between the lecturers, the variations being greater 

for presentation than for content. Fewer C & W lecturers 

were given the top score for the appropriateness of the 

·presentation of their sessions (only 4% compared with 

Cranfield's 16%) and again for content (only 4% compared 

with Cranfield's 12%). There were also fewer Cranfield 

lecturers whose presentation was assessed inappropriate or 

only fairly appropriate (1% and 23% as compared with C &W's 

5% and 38%). The full breakdown is shown in Figures 5.17 -

5.19. The mean scores show that despite these differences, 

the Company lecturers were still perceived as performfng at 

an above adequate level. 
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Conclusion 

At the end of the programme, the null hypothesis that "no 

manager is significantly more satisfied with his learning 

experience than any other manager" could only be rejected in 

terms of small differences in perceptions of content within 

the type of programme: the four SMPs did not agree with one 

another, nor did the two MRPs. MMs were equally satisfied 

with the cont?nt of their programmes and all managers were 

equally satisfied with the presentation of their programmes. 

All managers were equally satisfied with the appropriateness 

of both content and presentation of the different subject 

areas and all identified a significant difference between 

the lecturing skills of Cranfield and C & W personnel. 

On balance, the null hypothesis was confirmed at the end of 

the programme. In other words, all the managers felt 

similarly about the learning experience at the end of· the 

pr·ogramme, before they returned to work. 

Test 2. Managers'· Perceptions of thei·r Pro·gramme after 

their return to work 

Approach Adopted 

After their return to work, managers were sent a 

questionnaire in which they were asked to rate the subjects 

taught on their programme on a five-point scale for practical 

value, theoretical interest and personal value~ They 

were also asked whether there was anything on the programme 

they would like to see changed, added or omitted (2). The 

first of these questions was purely quantitative, the second 

purely qualitative. 

( 
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Constraints 

1. To cope with the variety of subjects taught and changes 

that had occurred during the development of the programmes, 

it was necessary to group the scores into key teaching areas. 

To facilitate comparison with end of programme perceptions, 

the same four subject areas were used. These were: 

1. Finance and Accounting 

2. Business Environment and Marketing 

3. Operations Management 

4. Interpersonal and Organisational Skills (IPOS) 

2. Manager were asked to make three separate assessments 

for each topic taught on their programme. These were: 

1. Practical value 

2. Theoretical interest 

3. ·Personal value 

Each was rated on a five-point 

5 = of great value 

4 = of some value 

3 = of occasional value 

2 = of little value 

1 = of absolutely no value 

scale: 

Practical value concentrated attention on the utility of the 

new· skills· and knowledge gaine~ from the programme; theoretical 

interest focussed on the intellectual stimulation afforded by 

the programme; and personal value considered individual growth 

such as an increas·ed feeling of well-being, heightened self

awareness and confidence. 

3. The results are based on a total of 2,268 separate 

assessments made by 136 managers. 
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Results and Discussion 

Managers, looking back on the programmes, had clearly found 

them intellectually stimulating but their secondary value 

was of a personal rather than a practical nature. The most 

frequently reported assessment scores from the five av·ailable 

were four for theoretical interest; four for personal value; 

and three for practical value. The associated means were 

3.4, 3.2 and 2.9 respectively. The distribution of 

assessments is shown in Figure 5.20. 
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·An immediate and recognisable benefit at the personal level 

is the usual experience of post-management training 

evaluations (Warr et al 1970, Hamblin 1974). Indeed, it has 

been argued that not until this has occurred can new 

behaviour at work emerge. Byham and Rackham (1977), for 

instance, emphasise the personal value of training as the 

key to transfer. They believe the new found confidence to 

be crucial to the successful implementation of meaningful 

change at the workplace. 
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To put the null hypothesis to the test, the levels of 

satisfaction (measured by perceived value scores) were 

compared as between different groups of managers. There 

were a substantial number of significant differences between 

them. These are shown in Table 5.2. 

Managers' assessments were divided first by type of 

programme attended (i.e. SMP, MRP, MMP) and then by the 

actual programme (i.e. SMPl, SMP2, etc). Significant 

differences arose between all of them. The managers' 

assessments as to the practical value, theoretical interest 

and personal value of the programmes were also compared by 

subject grouping and type of lecturer. Again, significant 

differences became evident. 

1. 

Practical Theoretical Personal ~ Value (X2) Interest Value (X2) e 
(X2} e 

1. Type of programme **** **** **** 
2. Actual programme **** **** **** 

SMPs **** **** **** 
MRPs - - ** 

. MMPs **** **** **** 
3. Subject grouping **** *** **** 
4. Type of lecturer **** **** **** 

Total 6 6 7 

Table 5. 2 Summary of· Significant Differences Between 

Perceptions After the Return to \'Tork 

Satisf·a:ction Looking Back b'y· Type of· Programme 

'" . 

There were important differences in satisfaction according 

to the type of programme a manager attended. These 

differences were of equal statistical significance for all 

three criteria of "value"**** The MMs were the most 
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satisfied, the MRs the least satisfied. 

Practical Value 

Half of MRs found their programme to be of little or no 

practical value after their return to work as compared with 

one-third of MMs and SMs. Only 1% of MRs found their 

programme of great practical value compared with 8% of MMs 

and 10% of SMs. Or, to look on the brighter side, half of 

the MRs and two-thirds of the MMs and SMs reported their 

programmes as having had at least occasional practical 

value back_ at work. The distributions are shown in Figure 

5. 21. 
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Theoretical Interest 

From the theoretical point of view there were again 

differences, the MRs trailing once more behind the MMs and 

SMs. Even so, the general level of response was more 

positive. Only 18% of MMs, 21% of SMs and 28% of MRs found 
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the programmes to be of little or no theoretical interest. 

This left between 72% and 82% of all managers reporting, 

after their return to work, that their programmes had been 

of theoretical value. Again the SMs had relatively more of 

their members finding the programmes to be of great value: 

20% as compared with 16% of MRs and 14% of MMs. Two-thirds 

of the MM vote was given to occasional interest and~ 

interest scores. The distributions are shown in Figure 5.22. 
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The personal value derived from having attended the various 

programmes was felt to be greater amongst ·MMs and SMs th.an 

it was amongst MRs. Over one-third of MRs found the 

programme to have been of little (25%) or ·no (11%) personal 

value. This compared with a total of 30% of SMs and 25% 

of MMs. At the other end of the scale, only 3% of MRs felt 

their programmes to have been of ·great personal value against 

14% of SMs and 13% of MMs. These different frequency 

distributions are shown in Figure 5.23. 
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Comments· ·o·n s·atisf·action by· Type of Programme 

When managers gave qualitative rather than quantitative 

responses to Q2 - "looking back on the programme, are there 

any parts you would like to see added or omitted?rr - there 

were a number of suggestions upon which they agreed. These 

related largely to the amount of pre;..planning on both sides 

and to the use of C & W examples. Their views on the 

curriculum design and mix of lecturers are discussed later. 

The SMs, MRs and some MMs would have preferred more notice 

that they would be attending the programme and to have been 

supplied with pre-programme study material. Some SMs felt 

that the Cranfield lecturers could have "done their homework" 

on the Company more thoroughly and MRs suggested that a 

well-indexed manual be supplied for them to use on their 

return to work. There were managers at all levels asking for 

the involvement of managers from other companies - as both 

participants and speakers; at the same time there were 

numerous requests for teaching materials to be even more 
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closely linked to "live" examples from C & W. The two 

tend to be mutually exclusive and both suggest a recognition 

of the next stage in the transfer process but a reluctance 

to face it alone. 

When the many comments made are divided by type of programme 

attended some interesting trends emerge. The SMs are more 

environmentally-oriented than the others; the MRs are more 

joh-oriented; and the MMs are more peopl"e-oriented. The 

central concern of the SMs is the changing economic, political 

and technological environment in which the Company is 

operating. They wanted more finance, law, marketing and 

economics, all at an in.ternational level. They wanted in

depth discussions on their competitors; a case--study on ITT 

or AT & T for example. The MRs felt the scope of their 

programme had been to wide and-would have preferred greater 

emphasis to have been placed on concrete skills that could 

be applied to their jobs. They also expressed a strong 

interest in computers and their applieation. This was a 

subject on which they would have liked more advanced tuition. 

The MMs were relatively well pleased with their programmes 

and, because of the· wide range of participants, 

enthusiastically requested "more" of everything. However, 

from amongst all-this came a persistant MM request for more 

on industrial relations, especially negotiating skills and 

working_in groups. 

2. 

Differences in perceived satisfaction were also a result of 

the ·actu·a1 programme attended. When the programmes were 

compared en masse significant differences: were apparent for 

practical value****, theoretical interest**** and personal 

value****· When these same responses were compared with.in 
the programme types, most of the differences still remainded. 
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Senior Management Programmes 

Amongst the SMPs there was considerable variation. Of those 
who attended the first programme, the majority felt ·it . to be 

of little practical or personal value and of only occasional 

theoretical interest. The second and third programmes 

however, showed marked improvements on all dimensions. They 

were of progressively more practical value, the proportion 

of favourable assessments doubling from~O% to 80% of the 

total from SMPl to SMP3. On the fourth and final programme, 

this positive momentum was halted and the perception of· 

practical value s1mnped back. The managers on SMP4 had 

found it of high theoretical interest but had mixed feelings 

about its personal Jalue. The differences are shown in 

Figures 5.24 - 5.26. The graphs for practical and personal 

value do bear a resemblance, in a collapsed form, to that 

for the SMPs' perception of content at the end of their 

programmes (see Figure 5.8). 
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Management Refresher Programme 

The MRP showed fewer differences in their assessments. Back 

at work, members of both programmes looked back on their 

experiences as being of theoretical interest, but neither 

felt they had gained much in the way of practical value. 

Nor, indeed, did either report much personal value although 

this varied between the two programmes, the first MRP 

reporting significantly more personal value than the second** 

Figures 5.27 - 5.29c show the relationships. There is no 

similarity with the end of programme perceptions. 
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Middle Management P-r·o·g·rammes 

The differences between MMPs are shown in Figures 5.30 -

5.32. Although all programmes contributed to the overall 

differences, the very first one, MMP7, stood out. The 

participants on ll'MP7 perceived themselves as having received 

less value from their programme than did other participants. 

This was especially the case for practical value. A number 

of programmes had a bimodal distribution on the issue of 

practical value. For MMPll and 13 the emphasis was on 

little value; for MMP8 and MMP14 it was on s·ome value. · Only 

MMPlO and MMP12 showed a more normal distribution pattern. 

This is clearly an area for further investigation - the 

opportunities available to the individual manager at work may 

provide a link. There was considerable variety amongst 

perceptions of personal value and, to a slightly less extent, 

amongst those pertaining to theoretical interest. On all 

three, differences were significant**** 
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Mean Differences between Programmes 

When the mean scores for each programme were compared, the 

differences between programmes showed UP yet again. These 

are shown in Figures 5.33 - 5.35. The programmes which 

were most out of line were SM.Pl, MRP2 and MMP7. The least· 

variation occurred on perceptions of theoretical interest; 

ten of the thirteen programmes having a mean of either 3.4 

or 3.5. 

When the mean scores were ranked, the same three programmes 

shared the bottom three rankings every time. These were 

SMPl and the two MRPs. SMP3, on the other hand, was always 

in either 1st or 2nd place. 
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3. · Satis·facti·on i-o·oki·ng· back by· ·subJect's taught 

The differences in the values of the four subject groupings 

after participant managers had returned to work were 

significant in all three aspects - practical****, 

theoretical**** and personal****· 

The IPOS component was responsible for the bulk of the 

difference, Operations Management and Business Environment 

taking second place on .different occasions. Only Finance 

consistently matched up to its expected frequency 

distributions· (3). These distributio"ns are shown in 

Figures 5.36 - 5.38. 

Practical· Value 

The Finance response confirmed expectations and its 

distribution came closest of all to approximating a normal 

curve. This said, fewer managers than expected found the 

subject of no practical value. The Business Environment 

and Marketing response was disappointing. Nearly half of 

all managers found it to be of little or no value on their 

return to work and only just over a quarter found it of 

some or great benefit. The Operations Management response 

was interesting in that it displayed a bimodal pattern of 

distribution, the majority of managers finding it either 
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of little or of some practical value. This presumably 

depended on the opportunities available for its application. 

The most dramatic response related to the IPos·group of 

subjects. Fewer managers than expected found it of little 

or no value and many more than expected found it of some or 

great value. These many differences between the practical 

value of the subjects shown in Figure 5.36, were statistically 

significant****· 
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Figure 5.36 Satisfaction looking back (practical value) 
by subject area x2(12)=109.86,p<.005**** 

Theoretical Interest 

All four subject ·areas showed the same favourable distribution 

of responses. The majority of managers had found them all of 

some theoretical interest. However, expectations were not 

met for Operations Management where fewer managers found it of 

·great interest and more managers found it of no interest. The 

opposite was the case with IPOS. Fewer managers found IPOS 

of ·no or little interest; more of them found it of great 

interest. The differences between these subject areas, shown 

in Figure 5.37, were statistically significant*** 
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Figure 5.37 Satisfaction looking back (theoretical interest) 

by subject x2(12)=27.55,p<.Ol*** 

Pe·rsonal Value 

Whilst the majority of managers again shared the opinion 

that all subjects had been of some personal value, important 

differences emerged at the top and bottom ends of the scale. 

More managers than expected found both Business Environment 

and Operations Management of· little or· ·no personal value but 

very many fewer than expected found IPOS of little o~ no 

value. At the other end of the scale, fewer managers than 

expected found Finance, Business Environment or Operations 

Management of great personal value but very many more found 

IPOS to be of ·great personal value. The differences shown 

Figure 5.38 were again statistically significant**** 
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Figure 5.38: Satisfaction looking back (personal value) by 
subject area x2(12)=68.23,p<..005**** 

Mean Differences between Subjects 

When the managers' responses were looked at for their mean 

scores the differences were ag~in highlighted. IPOS had the 

highest mean score of all practical, theoretical and personal 

values. Finance took second place for practical and personal 

value and third place for theoretical interest. Business 

Environment was second in theoretical interest but only third 

for personal value and last for practical value. Operations 

Management took third place for practical value and fourth 

for both theoretical interest and personal value. The 

differences are shown in Figures 5.39 - 5.41 . 
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Figures 5.40 and 5.41 : Satisfaction looking back 

(Theoretical and Perso·nal Values); mean scores -by subject 

area 

When a half-way line is drawn through. the means., as was 

done with the end-of:...progranune responses, it is interesting 

to see how many subjects again reached an "acceptable" 

level. 

Only IPOS catne th.rough on all three counts. Th.e· others met 

the criteria for being interesting and of personal benefit 

but failed when assessed for practical value. 

Written Comments on· the Subj"ects T·aught 

Overall, the greatest "loss" against end-of-programme 

responses was sustained by Business Environment and Marketing. 

This is reinforced by the fact -that managers made 50% more 

qualitative comments on this than on any other group of 

subjects. Disappointment lay largely in the subjects' lack 

of relevance or the lack of opportunities for application 

on their return to work. This was particularly so for 

marketing and a number of practical suggestions were made as 

to how the situation might be improved. 
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No concessions were made on the MMP to the possible differing 

cultural values of National staff. They were treated solely 

as "Company men." One Hong Kong Nat remarked on how few of 

the Cranfield staff seemed to understand "how the Chinese 

mind works." This is undeniable and causes one to wonder 

whether the reverse is also true! Another comment "and my 

only criticism of this course, was that it was too strongly 

biased towards management skills whilst a manager's moral 

responsibility to his staff and the society in which they 

live was not dealt with.": · a cr!·ticism: whi.ch_ r:_~-flecte·d a. 
fundamental di ff eren:ce. in . value- sys.terns . 

4. Satis·f.·acti·on looking hack by type of lecturer 

Significant differences were reported between type of 

lecturer for all interpretations of value****· They showed 

that greater practical, theoretical and personal value were 

derived from Cranfield lecturers than from Company lecturers. 

Such a finding was somewhat surprising from the point of 

view of practical value as it would have been reasonable to 

suppose that speakers from within the Company would have 

selected topics that were more relevant and have made 

recommendations that had more practical application than 

would the Cranfield academics. Yet more managers reported 

getting little or~ practical value from the C & W 

lecturers than from the Cranfield lecturers. This is very 

clearly shown in Figure 5.42. 

What does not show up so obviously is the fact that more 

managers than expected found the Cranfield staff to be of 

great practical value whilst fewer· of them than expected found 

this of the C & W staff. 
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When theoretical value was considered, the difference between 

the type of lecturer was even more marked. Cranfield 

lecturers were felt to be of far more intellectual interest 

than the Company speakers. In addition, discussing issues 

with the academics was reported as of greater personal 

benefit by the participants than were similar opportunities 

with Company spokesmen. 
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The mean scores for each group were calculated and, when 

set against the half-mark criterion, highlight the 

differences. 
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Figure 5.45 : Satisfaction looking back; mean scores by lecturer 

Written Comments on the Lecturers 

The manager who proposed that the C & W lecturing input 

was alright in principle but needed "beefing up" provides 

an umbrella for the many comments about their potential as 

against their actual value. Some C & W speakers were seen 

as interesting and making a useful contribution but others 
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were felt to be under-prepared or secretive or as not 

taking the role seriously. 

Despite giving Company speakers an acceptable rating in 

quantitative terms, there were a large number of 

qualitative criticisms of both their subject matter and their 

presentation of it. Dissatisfaction was sufficient for 

managers at all levels to ask for improvements to be made or 

for the sessions to be replaced by Cranfield lecturers. The 

opportunity cost was seen by some managers to be too high. 

Company speakers could be heard in-company or be invited for 

informal evening sessions and· as after-dinner speakers. 

These findings provide an example of the need to use 

different methods of data collection. To have had only 

quantitative or only qualitative responses would have led to 

different interpretations - an undistinguished pass compared 

with a dismal failure. Hopefully, by taking account of both, 

together with the knowledge that some improvements in the 

C & W input were made in later programmes (not included in 

this study), a more balanced view can be taken. There can be 

seen to have.been a measure of success but important 

problem areas, already suspected by some but not accepted by 

others, have been highlighted for future development. 

Conc·lus·ion 

The null hypoth.esis that no manager is more satisfied with 

his learning experience than any other manager - after his 

return to work - must be rejected. There were significant 

differences between managers who attended different 

programmes; MMs were the most satisfied; MRs the least. 

And even within type of programme there were significant 

differences between individual programmes. These two 

findings cause the null hypothesis to be rejected. They are 

in stark contrast to the perceptions held at the end-of

programme assessment. 
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There were also significant differences in the satisfaction 

gained from different academic subjects and from the 

different lecturers who taught them. These two factors do 

not distinguish between the managers although they do throw 

light on possible causes of difference between them. 

Perceptions of academic subjects have changed over time, 

whilst those regarding the lecturers have become more deeply 

entrenched. 

Test 3. Managers' perceptions of the extent to which the 

aims of their prograi:nmes had been met when looking back at 

them after the~r return t~ work 

Approach Adbpted 

In the questionnaire sent after their return to work, 

managers were presented with a list of the aims of their 

programme as- stated in the in-company brochure on 

Management Development (4). They were asked to give each 

aim a scote out of ten basing their assessment on their 

experiences as programme participants. 

Results and Discussion 

The overall achievement of aims shows each_ programme to 

have received positive assessments from the relevant 

participants. The mode for the SMP and MMP was 7; for the 

MRP it was 6. The means for each programme were 5.3 for 

the SMP; 5.8 for the MRP; and 6.6 for the !Iln.P. Together 

these averages suggest that the MMP was the most successful 

of the programmes. The full range of possible scores were 

used by MMs; only the very top score was not used by SMs 

and MRs. These results are shown in figure 5.46. 
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Figure 5.46: Overall Achievement of Aims 

Wh.en the combined aims were broken down into individual 

ones, some interesting differences emerged, particularly 

on the SMP. 

The SMP had five aims compared with only three for the MRP 

and four for the MMP. The wording of the aims grew in 

complexity as the programmes became more "high powered." 

This raised problems. Thus the very sophistication of the 

SMP aims made them more difficult for lecturers to use when 

setting objectives and for participants to use when making 

their assessments. The more rudimentary character of the 

MRP aims and, even more so, of those of the MMP made both 

opjective-setting and assessment-making more straight 

forward. 

In the event, the mean scores for individual aims fell below 

the half-way level of acceptability on two o:E the five SMP 

aims. These were the aims relating to project management 

for owner-clients and the introduction and use of technology 
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in developing countries. The remaining aims, for this and 

the other programmes were all concerned with mainstream 

Management School subjects. They were all met 

satisfactorily as is shown in Figure 5.47. 
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Figure 5.47 : The Extent to Which Manag:ers Felt That Pro~ramme 
Aims Were Met 

Each aim was taken in turn and the scores awarded were 

categorised by the "type" of manager concerned. The only 

significant difference to emerge between any group on any 

aim was between professional background and the third MM 

aim: "to help course members acquire an understanding of 

financial concepts." MMs with an engineering background 

gave the finance sessions a higher score than did managers 

with a non-engineering background. Th~s may have been 

because non-engineering managers were either accountants and 

therefore already understood financial concepts or they were 

non-accountants who may not have been as numerate as the 

engineers - both By inclination and by training. 
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No other significant differences emerged. 

~ Age 
Length Prof C&W a:L r of back - type type 

aims Service ground 

MMP Aim 1 - - - - -
MMP Aim 2 - - - - -
MMP Aim 3 - - * - -
MMP Aim 4 - - - - -
MRPAim 1 - - - - -
MRP Aim 2 - - - - -
MRP Aim 3 - - - - -
SMP Aim 1 - - - - -
SMP Aim 2 - - - - -
SMP Aim 3 - - - - -
SMP Aim4 - - - - -
SMP Aim5 - - - - -

Total 0 0 1 0 0 

Table 5.3 Summary of Significant Differences Between Perceptions 
of the.Meeting, of Programme Aims and Type of Manager 

Conclusion 

The null hypothesis was not rejected by this test. Manar,-ers 

were equally satisfied with the extent to which the aims of 

their programme aims were met. 

Test 4. Managers' perceptions after their return to work of 

the value of the people they met on their programme 

Approach Adopted 

In the questionnaire, managers were asked to rate the people 

they had met at Cranfield on a five-point scale for "value". 

Many of them also made additional qualitative comments. 
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Constraints 

1. The people met were classified as:. 

1. Cable and Wireless programme participants 

2. Cable and Wireless visitors 

3. Cranfield staff 

4. Managers on other progrannnes· 

Managers on other programmes were felt to be so remote from 

all but a few MMs that they have been omitted from the 

analysis. 

2. "Val'ue" was categorised as before into: 

1. Practical value 

2. Theoretical interest 

3. Personal value 

The same 5-point scale was used: 

5 = of great value 

4 = of some value 

3 = of occasional value 

2 = of little value 

1 = of absolutely no value 

Results and ni·scus·sion 

Most managers enjoyed meeting one another and developing 

friendships which outlasted their stay at Cranfield. SMs 

particularly welcomed the opportunity to spend such. a long 

period of time together in an atmosphere so conducive to 

discussion and the exchange of ideas and information. Senior 

jobs often bring with them isolation and a certain loneliness 

especially if the manager is not working in Head Office. 

Other managers found it very refreshing to get away from 

their jobs and be in a position to make an objective review 
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of their various problems and plans. 

The MMP, having a good mix of staff on each programme, 

allowed managers to destroy Company myths about one another 

and break down many of the barriers that inevitably develop 

through such severe differentiation as that in C & W. Even 

so, one or two managers expressed anxiety about the presence 

of National staff on the HMP. They feared that discussion 

on future Company policy was either inhibited by their 

presence or might be jeopardized if too widely known. A 

contrary view was held by a far greater number of managers, 

some of whom would have preferred a less parochial 

approach,with managers from other companies participating, as 

both course members and as guest speakers, taking the future 

of C & Was an important topic for open discussion. 

When they crune to rating the people they had met, every 

possible score in each of the categories was used at least 

once but, despite this range, the modes were universally 

high at 4 for every aspect but the theoretical interest of 

the C & W visitor~ which had a mode of 3. When the mean 

scores for each category were compared the results were,. 

not surprisingly, that personal value was higher than 

practical value or theoretical interest and that programme 

participants were responsible for the greatest share of both 

personal and practical value. Cranfield staff were 

perceived as the group of greatest theoretical interest and 

the C & W visitors took third place on all three counts. 

These variations are shown in Figure 5.48. 
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Figure 5.48 : Managers' oerceived value of the oeople they 

met at Cranfield 
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The responses made by the managers were then categorised in 

a number of ways to see whether any particular group of 

participants was significantly different from any othe~ in 

its perceptions of the value of the people encountered on 

the programme. 

Six different categorisations were subjected to analysis of 

variance and tested for significance wit~ the F test, the 

findings are summarised in Table 5.4. 

~ ~ Age Lengt:fi. Prof C&W CCL 
~- of back- Type Type t 

service ground 

Cable and Wireless 
Programme EarticiEants: 

Practical value - - - - - -
Theoretical interest - - - - - -
Personal value - - - - - -

Cable and Wireless 
Visitors: 

Practical value - - - - -- -
Theoretical interest - - - - - -
Personal value - - - - - -

Cranfield staff: 

Practical value - - - - - -
Theoretical interest * - - - - -
Personal value **** - - - - -

Total .number of 
2 0 0 0 0 0 

Significant Differences 

Table 5.4 Summary of Significant Differences Between Manager's 
Perceptions of the People They Met 
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Only two significant differences emerged. These were 

concerned with perceptions of the value of the Cranfield 

staff by different types of programme. The fundamental 

difference in views was between managers on the SMPs and 

managers on the MMPs. The former regarded the Cranfield 

staff as being of less value than did the latter. The 

managers on MRPs shared the opinions of the SMs on practical 

value and theoretical interest but the MM's opinions on 

personal value. These differences are shown in Figure 5.49. 

5 

4 

3 

2 

l 

3-7 3.7 3.7 
3.3 3.1 3.2 

2.9 2.9 2.9 

~ 8:! ~ Cl) ::E: 
~ ~ ~ ~ ~ ~ ~ ~ 
Cl) Cl) Cl) ::E: 

Practical + Theoretical + Personal = Overall 
value interest value 
F( 2,129 )=1. 88 

value 
F(2,125)=4.31 F(2,132)=7.25 

P>,05 P< ,05 * P< .005 **** 

Figure 5.49 Differing perceptions of the people they met 

at Cranfield by type of programme attended 

~ 

This conflict is not apparent in any other subdivision of the 

managers nor is any other difference of opinion. 

Conclusion 

All managers share similar views on the value of their fellow 

participants. All managers share similar views on the value 

of visitors from the Company. The differences, discussed 

above, that managers hold on the value of the Cranfield staff 

is insufficient to reject the null hypothesis. 
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Test 5. Recommendations made to other Cable and Wireless 

Managers to attend a Cranfield programme 

Approach Adbpted 

In the follow-up questionnaire, managers were asked whether 

they had recommended attendance on a Cranfield programme to 

any of their superiors, peers or subordinates (5). 

· Such recommendations, made by participant man~gers 'On t~eir 

return to work, were seen as an indirect measure of their 

satisfaction with the programme they had. attended. 

Constraints 

1. The question did not specify exactly what constituted 

a "recommendation". It was intended to capture the spirit 

rather than the· form of such comments, so informal, verbal 

recommendations were regarded as just as valid as formal 

written ones. A few managers did not respond to the question 

noting that they had "not had the opportunity." They were 

clearly interpreting the question in terms of official 

recommendations made about specific individuals. Such 

limitations were not intended and it is not known how many 

responses were lost because of it. 

2. Some managers had not recommended attendance on the 

programme to others. Whether they felt neutral and made no 

comment to others or whether they felt negative and were 

actively discouraging attendance on the programme is not known, 

though two of the respondent managers did indicate the 

latter sentiment. 

Results and Discussion 

Overall, 79% of respondents (59% of all participant 

managers) reported having made a recommendation to someone. 

There was a significant difference between those to whom 
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~ Superiors Peers Subordinates Between 
level m differences 

All Managers 27% 45% 52% x2 (2}=16 .89 
- p< .005***:j, 

MMs 30% 50% 54% 

MRs 28% 39% 33% t'(4) = 2.98 
P>•05 

SMs 14% 35% 55% 

Between type differences ~(2)=3.09 t'(2)=2.45 t'(2)=2.86 
p>.05 P►•05 P>·05 

Age 25 - 39 37% 56% 58% 

Age 40 - 49 17% 39% 52% x2(4) = 3.86 
p > .05 

Age 50 + 38% 48% 38% 

Between type differences t'(2)=7.3 t'(2)=3.24 t'(2)=2.30 
p<:,.05 * p>.05 p>.05 

Up to 15 years service 40% 51% 49% 

16 - 25 years service 20% 48% 55% t'(4) = 3.45 
P> .05 

26 years or mre 26% 34% 51% 

Between type differences t'(2)=4.68 x2(2)=2.49 x2(2)=0.35 
p:;>.05 P>,05 p:::,-.05 

Engineers 25% 45% 53% 
:t'( 2) = 0.46 

Non-engineers 27% 46% 46% P>-05 

Between type differences t'(2)=0.07 t'(2)=0.00 t'(2)=0.19 
p~.05 p")-.05 p--,..05 

Head Office 33% 40% 40% 

National 23% 46% 39% x2(6) = 4.53 

Fl 25% 44% 62% P")" .05 

Fl turned HO 25% 53% 60% 

Between type differences t'(3)=2.47 t'(3)=0.41 t'(3)=7.17 
P>,05 P>·05 P>•05 

Traditionalist 27% 47% 48% 

Trouble-shooter 23% 31% 62% X2(6)=2.32 

Catalyst 29% 59% 53% P> .05 

Visionary 23% 38% 57% 

Between type differences X2(3)=0.30 X2(3)=2.88 X2 ( 3)=1.17 
p>.05 P> .05 P>.05 

Table 5.5 To Whom and By Whom Recommendations Were Made (.n=136) 
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they made recommendations but not between those by whom they 
were made. 

About half of all managers made a recommendation to their 

peers and subordinates compared with only about one-quarter 

who did so to a superior. This difference was significant 

**** The researcher then subdivided the reconnnendations 
by the type of manager making them and by the level of 

manager to whom they were made. There was only one 

significant difference within the type and none at all 

between the levels. The significant difference related to 

the age of thos·e managers who made recommendations to their 

superiors. They tended to be in their thirties or in their 

fifties; managers in their forties made fewer recommendations 

to their superiors than was expected. The full breakdown 

of distributions is shown in Table 5.5. 

co·nclusion 

Overall, the majority of managers felt that ·their colleagues 

in the Company would benefit from participating in a 

Cranfield programme. Personal endorsement is rarely given 

lightly, which is why it is so highly priz·ed. Many of the 

managers did not make recommendations to their colleagues 

at every level but they were equally likely to do so. 

The null hypothesis that all -managers were equally 

satisfied with their learning experience, insofar as 

commending others to it was a measure of th.at satisfaction, 

cannot be rejected on this evidence. 

Test 6. Man·agers' perce·ptiorts ·o·f the ben·efi ts they had 

accrued f·rom the· p·r·ogramme. 

Approach Adopted 

Managers were asked how, in retrospect, they felt they had 

benefitted from attending the programme in respect of their 

current job, their future career and in any other way. 
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These were open:._ended questions with a total of nine inches 

of space for the responses (6). 

Constraints 

These lay largely in the problems associated with sifting 

and sorting the comments made. The selection of illustrative 

comments can relfect researcher bias. This researcher made 

a persistant and conscious effort to present a balanced 

picture representing the entire spectrum of views as 

expressed by the managers themselves. 

Results and DH;cus·sion 

1. Percei·ved Bene·fi ts· of the Pro·gramme f·or Managers 

Cur·rent Jobs 

This varied from programme to programme; of the comments 

made by MMs, three-quarters were positive; of those made by 

SMs, two-thirds were positive; and of those made by MRs 

one-half were positive. 

Despite the criticism of many of the C & W speakers, a 

better understanding of the Company was reported at all 

levels. One MM wrote: "I leaxmed more ab-out c·. & W- in five 

tv'eeks than I had in thep-Pevious tuJenty yea-Ps. All this 

has enabled me to see my p-Pesent job f-Pom a diffe-Pent 

pe-Pspeative and has thus en-Piahed it." Another found the 

MMP "gene-Pa'lly usefuZ, espeaial'ly neuJ know'ledge of Company 

poliay, HO st-Puatu-Pe and who I should aontaat in the futu-Pe." 

The exposure to people in HO and the contacts made with 

managers from other parts of the business was widely 

appreciated. SMs too, found benefit from "i deepeP 

unde-Pstanding of Company uJoPking and the ability to explain 

poliay to membe-Ps of staff. Hea-Ping the ao-Ppo-Pate plan foP 

thefi-Pst time was eduaationaZ." And overdue, one might add. 

"I Zea-Pnt a lot about Company st-Puature and operations" 

/ 
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wrote another SM. Others reported gaining a "muah better 

understanding of the business outside my present job - the 

faators affeating a business, partiauZarZy C & W" and a 

"better understanding of the Company's strengths and 

weaknesses, henae I am better abZe to direat effort". Such 
benefits were not always so positively phrased. For example, 

"I now understand Company poZiay a bit better and the 

programme has heZped in alleviating the frustration that a 

aonsaientious staff has in a aonservative firm Zike C & W" 

and "... a breath of fresh air and reas-suranae that I'm not 

totaZly insane in thinking that there are better ways tq 

organise a aompany than this." 

A second area of widespread benefit was the IPOS component 

of the progrrumnes. "This" wrote one MM' "was the part of the 

aourse best presented, of great personal interest and of 

great relevanae to my aurrent job." The features most 

frequently reported as being of benefit were: 

1. increased self-confidence; 

2. having a better understanding of oneself and others; 

3. being able to work closer with. subordinates, sharing 

information with them and delegating more responsibility 

to them. 

The word which. kept cropping up was "tolerant", the theme 

associated with it was a greater willingness to discuss issues 

and to listen to (and maybe even accept!) the other person's 

point of view. Some of the many comments relating to IPOS 

are quoted to illustrate the impact made on manager's everyday 

lives ..... 

"The interpersonal skills have been of great assistanae 
partiauZarly with regard to deaZing with and 
understanding union·related probZems. I now have more 
personal aonfidenae in deaZing with peopZe •.•. 

It has helped me in my day-to-day work in that I disauss 
projeats with my subordinates and get their points of 
view. I try to work with others as a team. I 
delegate a great deal and this inspires aonfi'denae in 
others •.•. 



- 284 -

I feeZ more aonfident and aapabZe when invoZved in 
the personaZ probZems of my t30 staff 

A greater aonfidenae in mys-e Zf .... 

Greater understanding of personneZ management and 
aommeraiaZ business management. HeZped me reaZise 
that I do not deZegate enough .... 

Improved my seZf.;...confidenae, identified my strengths 
and weaknesses and enabZed me to manage my staff 
better; I now identify priorities more aZearZy;· my 
communiaation channeZ has- improved .... 

Yes, I deZegate more and pZan in a more effective 
and aonfident manner (thanks mainZy to Myers-Briggs) 
i.e.· unde·rstanding ·mt/se·it b·et·ter .•.. 

I have aonsuZted peopZe rather more than rushing off 
on my own. I reaZise that I am just as faZZibZe as 
the next man .... 

Contributed to a fuZZer understanding of myseZf, my 
superiors- and my subordinates. This is very important 
in my present job whiah requires persuasion to 
aahieve resuZts -~··" 

Financial awareness had clearly been heightened and problem
solving improved: 

"The present benefit is understanding finanae, aacounting, 
budgeting eta .•.• 

Greater need for aontroZ procedures- reZated to 
aativities and expenditure ...• 

A better a7.c7areness of finanaiaZ impZiaations when 
making planning foreaasts- ...• 

Company aaaounts helpfuZ beaause involved in two 
aompanies in whiah C & W had a minority holding 

I now understand personnel poZiaies muah better and 
budgetary limitations .... 

I have greater awareness of the finanaial aonstraints 
that operate on the aompany •... 

Greater tendency to "think through" problems at an 
earlier stage .... 

Improved my understanding of non-engineering problems· 

I have a· more balanaed approaah to probZem areas .... 
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Improved deaision-making 

EnabZed me to take a muah broader view of probZems -
bo~h operationai and personai •••• " 

Because of the "general management" nature of the programmes, 

a number of managers expressed the impact of the programme 

on their current jobs in general terms: 

"The aourse was a good sounding board for praatiaes 
that I need but had not aonsaiousiy thought about 

Very muah, as I now have a better 'business' 
understanding' •••• 

I have beaome more appreaiative of the funations of 
other disaipZines within the Company ••.• 

I now feei more aonfident, having a better understanding 
and broader aonaept of management .••• 

It prepared me for higher manageriai responsibiZities 
whiah I am aiso finding usefuZ and helpfuZ in my new 
job " 

and so on. 

Some managers are enigmatic in, their replies, "aonsiderabie 

ben~fit ..•. very heZpfuZ .... ";others recount a neat bundle 
of benefits·: 

"My presentation skills have improved; I have aaquired 
a better understanding of aaaounting and finanaiaZ 
management. I have deveZoped a more analytiaal 
approaah to probZem-soZving and my general handZing of_ 
empZoyees has improved. Improved planning and 
organising better management of time. Greater 
awareness of faators aontributing to produativity ..... 

My interpersonai skiZZs have improved and I evaZuate a 
situation more objeatively. I budget my time better 
and delegate more whiah gives me more time to supervise 
and aheak things. I am more aost aonsaious 

Benefits relate to the following aspeats of my job: 

regular meetings with government offiaiaZs 
preparation of reports and planning projeats 
delegating wcrk and handZing staff problems .... " 
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All these managers would appear to be experiencing some 

succes~ in transferring their Cranfield training 0 

All bear witness to the practical relevance of many aspects 

of th.e programmes. Two SMs, quoted below, draw attention to 

the importance of p·roc·e·ss as well as content in developing 

tangible on-th.e-job benefits for transfer: 

"I believe that, as a result of the aourse, I am 
better equipped to aonsider poliay matters aonaerning 
the Company. I also aonsider that I have better 
insight into problems faaing other people in the· 
Company." 

"The aourse allowed me time a1.uay from a very busy 
sahedul~. Thi$ in itself was benefiaial and, by 
meeting and disaussing C & W poliay, sharing ideas 
and just 'talking' allows one to reform perspeatives. 
Quite apart from aourse· aontent, I felt the overall 
result was to allow me to see mor.e alearly what the 
Company should be doing." 

Not everyone had positive comments to make. One-quarter of 

MMs, one-third of SMs and one-half of MRs were unable to 

report any benefits resulting from the programme in their 

current job. Many were non-commita1 "very little .... not a 

lot •... little aatual value ••.. hardly at all .... no 

effeat ..•. ", one thought it had been "detrimental", another 

was "very disappointed." 

Some managers thought they had little to learn" .•.• muah of 

1.uhat was taught was for managers and not for an engineer ..•. 

the aourse did not tell me anything I did not already know, 

or aould not have aonaluded for myself .... ": But, half of 

the negative comments were qualified with the same rider -
Tack ·of· ·op·p·o'rtuni'ty and this was especially true of MRs: 

"Not at all, sinae attending the aourse the Company 
has assigned me to three temporary posts, none of 
whiah inaluded any "management" aontent whatsoever. 
The aourse would have been useful had I been employed 
in a job where the skills aould have been utilised .... 



- 287 -

No, beaause there is a 'hump' of seaond grade people 
and henae many of us are doing mundane jobs, awaiting 
their retirement .... 

I was promoted to one grade higher - not related to the 
training - and I do not have a single member of staff 
under me 

I do not have a specific job at present ...• 

My present temporary position does not allow me to 
practice the main principles taught as it has little 
management content ..•. 

Not very much because my present job is mainly dealing 
with technical problems .••• 

I benefitted at the time because it was a "refresher" 
course. Unfortunately I am not in a management 
situation and the "polishing up" of talents has now 
begun to fade somewhat ...• 

To be frank, not much assists my present job ..•. 

Less than I would have hoped due to the rather unusual 
nature of this ·job. I do not think that it stretches 
my management ability, alth6ugh it does stretch my· 
technical skills and my very limited language skills 

Very little because seconded to another company ~ith 
a restrict~d working environment .... 

Most difficult to assess as I have had no opportunity to 
measure up a management situation, having been on leave 
for five months following the course, "unemployed" for 
six weeks and now employed in a job where no management 
skills are needed. In the present economic climate 
both within and without C & Wand in view of my 
retirement in a few months, I feel that the course will 

,not benefit me to any great degree. However, had I been 
ten years younger and less cynical, such a course would 
have been of considerable benefit " 

Managerial opportunities on the return to work, are essential 

to the transfer of management training. The lack of such 

opportunities for 15% of respondents, is an indictment of the 

Company. It suggests poor planning and a waste of the resources 

invested into training. The time, energy and efforts of 

everyone are discarded; the participants are disillusioned; 

and commitment, central to the success of the venture is, 

jeopardized. 
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2. Perceived Benef·i ts of the Programme ·for Managers' 

Future Careers 

There were mixed feelings about any direct connection 

between programme participation and future career advancement. 

Perceptions of its importance ranged from "milestone" 

through "stepping stonen to "a step in the right direction" 

to being of "no benefit." The ·indir~ct link was more firmly 

held: 

"The course provided a fir~er basis on which to b~iZd 
by experience and practice. This should permit a 
broadening of the opportunities of ~hich I am able 
.to take advantage .... 

Overall, I found the programme very stimulating and 
would Zike to think my superiors noticed this upon 
my r~turn to work .•..• " 

One MM summed up the experience as being: 

"Generally benefiaial in future career but n·ot directly 
beneficial to ca:P.eer progress." 

The programmes had a s·ta:rt]ing, influence on the careers 

of a small number of managers: 

"It gave me a Zot to think about and probably helped 
me eventually to make up my mind to get out of C & W 
after twenty-three years in order that I might use 
some of my skills in a more rewarding way ...• 

Your course crystallised my decision to get the H 
out of C & W! .... 

It has given me a taste for the academic life " 

Their numbers were swelled by those managers, due to retire 

shortly, who thought that the programme. ·might help them in 

their next career. 

Some managers were fatalistic "my future career seems 

obscure", some were cynical "the greatest benefit probably 
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is that I am on reaord as having attended", others were 
apprehe!].sive "not sure, as I am stiZZ doubtful that C & W 

aan use staff who benefit from suah programmes when they 

return to the organisation." 

3. Perceived.- Bene·fi ts of the Programme in Other Ways 

One of the spin-offs of first-hand experience at Cranfield 

was the insight into management development and some criteria 

for how the needs of subordinates might 1:5e met. Another 

was the "club". membership: 

"In C & W the CranfieZd aourse is reaognised. Being 
sent on ·it is a mark of aahievment •... 

Wearing the CranfieZd tie aommands a measure of suaaess 
in aompany airaies •••. 

Talking to peopZe outside C & W, it seems that 
CranfieZd is heZd in high regard and there is a 
aertain amoun~ of p~estige in having been there " 

The MRP hold regular monthly meetings "to disauss probZems of 

mutuaZ interest." 

But far and away the most important and most prevelant 

additional benefit was the general broadening of horizons and 

development of social skills: 

"Provides a vehiaZe for seZf-app1:1aisaZ; broadens 
outZook on Zife in general .... 

I feet able to "hoZd my own" in aonversation with HO 
staff knowing more about the aompany and its future 
p Zana .... 

I think I am abZe to be more toZerant of others, 
perhaps Zess dogmatia and aertainZy more devious - in 
a niae sort of way .... 

I have 'learned to respeat peopZe's views and requests, 
even though they may be unreasonable. I am now able 
to be firm and still be poZite when I have to 
disaipline people. ToZeranae has beaome my 
watahword .... 
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Possibly in making me more outgoing_and a bit more 
foraeful in putting views aaross ..•. 

I evaluate a situation before making a quiak 
deaision. I aan put forward my views and no~ seem 
argumentative. It has, to say the least, broadened· 
my horizons and given me greater aonfidenae ..•. 

I have always been aware of my limitations insofar as 
aontaat with otheP people is aonaerned. I am 
aonvinaed that the extensive sessions on interpersonal 
skills have helped me understand myself better and 
ha~ helped me to overaome those limitations to a 
aonsiderable extent. For me, this was the most 
important outaome of the Cranfield programme ••.• " 

Conclusion 

Some managers hAve enjoyed great benefits in many aspects 

of their work, others only in particular areas. But there 

are a substantial number of managers who have felt little or 

no benefit at all. Some of these, about h.alf, are prevented 

from much gain by the lack of managerial discretion in their 

jobs. 

There appears to be some difference depending on the type of 

programme attended. The MMP appears to have been the most 

beneficial with 75% of comments being positive, the SMP 

f9llows with 67% positive and the MRP trails in their wake 

with only 50%. 

The comments range from glowing to abject. The lives of a 

few managers have been changed by at~ending th.e programme, 

those of many have been influenced and those of others 

remain untouched. The null hypothesis that "no manager 

was significantly more satisfied with his learning experience 

than any other manager" cannot be upheld by the findings 

of this test. 

Goncrusion to· ·chapte·r 5 

The null hypothesis that "no manager was significantly mor.e 

satisfied with his learning experience than any other 
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manager" was tested in six different ways. This approach 

was adopted to capture different perceptions of 

"satisfaction". These perceptions created a series of 

multi-dimensional pictures for comparison between managers 

and through time. 

Four of the six tests supported the null hypothesis and two 

successfully rejected it. This result draws attention to 

the complexity of the concept of satisfaction. No 

significant differences were found between managers' 

perceptions of their satisfaction with the learning 

experience at the end of the programme; nor with the extent 

to which they later considered the aims to have been met; 

nor with the contacts they had made on the programme; nor in 

the likelihood that they would recommend it to others. On 

all these dimensions, managers were equally satisfied with 

one another. 

However, after their return to work, they no longer placed 

equal value on what they had been taught. Nor could they 

agree on the benefits they felt they had or had not 

enjoyed. It was on these dimensions of "satisfaction" that 

the null hypothesis was rejected. 
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Notes to Chapter 5 

1. See Ql of the questionnaire The Transfer·of ·Training, pp 3 - 4. 
This is shown in Appendix C. 

2. See Q2 of the questionnaire The Transfer·of Training, pp 5. This 
is shown in Appendix C. 

3. The word "expected" is used in its statistical sense (i.e. x2 

expected values as against those actually observed). 

4. For the SMP Aims, see The Transfer of Training questionnaire,p.10. 
This is shown in Appendix C. 

The Aims of the other programmes were. as follows: 

MPR 1. To keep abreast of current developments in a complex business 
environment. 

2. To provide a deeper.unders.tanding of human behaviour in 
organisations and develop abilities in applying that 
knowledge. 

3. To develop greater understanding of techniques for problem
solving and decision-making. 

·MMP 1. To encourage the development of a '~business sense". 

5. 
is 

6. 
is 

2. To improve understanding of marketing and selling concepts. 

3. To help course members acquire an understanding of financial 
concepts. 

4. To improve skills in handling people. 

See Q4 of the questionnaire The Transfer of Training, p 11. This 
shown in Appendix C. 

See Q3 of the questionnaire The Transfer of Training, p 6. This 
shown in Appendix C. 
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CHAPTER 6 

MANAGERS '. PERCEPTIONS- OF THE. INFLUENCK OF THE 

ORGANISATIONAL CLIMATE. ON THEIR TRANSFER OF TRAINING 

The focus of this chapter is Null Hypothesis 3 : that 

there is no significant difference between managers' 

perceptions of aspects of the organisational climate 

in helping or hindering them to transfer what they 

have learnt. 

Essentially, this concerns the perceptions held by 

managers about the facilitative or inhibitive nature 

of the Company with regard to helping or hindering 

them to transfer what they learnt at Cranfield back 

to work. Organisational climate is a complex territory 

to map, so, to assist the managers and to introduce 

some elements of similarity for comparison, a checklist 

of possible items of importance was used. Based on the 

earlier findings of Vandenput (1973) and tailored by 

C & W managers themselves, this checklist forms the 

basis of the data collected, analysed and discussed in 

this chapter. Managers were invited to add items to 

the list but the number that did so was negligible. 

The chapter is divided into three parts : 

Part I : looks at climate in its entirety. It describes 

and examines the contrasting aspects of climate that were 

perceived as helping or hindering the managers ~n ~~sse. 

Part II : looks at the influence of individual aspects 

of the organisational climate on the transfer process. 

Four separate aspects are identified 

1. the Company's external environment; 
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2. the Company's internal environment; 

3. the manager's job; 

4. other people with whom the manager works. 

Each provides a context within which the null hypothesis 

can be tested. Managers' perceptions, after their 

return to work, are grouped according to six divisions 

of their "profiles". 

These are by 

1. type of programme attended; 

2. age at date of programme; 

3. professional background; 

4. C & W type: 

5. dimensions of the MBTI; 

6. CCL type. 

In this way, the null hypothesis (H0 3) can be put to the 

test. 

Part III: interprets the findings of this study in the 

light of those of other researchers. Implications-

of the various results for one another are discussed in turn. 

Attention is focussed on four topics: 

1. The Myers Briggs work pr~fences~ 

2. Herzberg's motivation - hygiene theory; 
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3. Hackman's job description survey; 

4. Baumgartel & Jeanpierre's transfer study. 

Appro·ach Adopted 

A checklist comprising 61 items falling into eight 

groupings was presented to managers at the end of 

their programme (tl) and.again several months after 

they had returned to work (t2) (1). The checklists 

were identical and on each occasion managers were asked 

to mark every i tern as either a factor h'eTp··i·-n-g their 

transfer of training, as· hi.nde·r·i·ng their transfer or as 

neither helping nor hindering. The first measure (tl) 

described their ·antt·ci·p·atio·ns, the second measure ( t2} 

what ~ctually happened. 

When the 61 items were being analysed each was coded 

with a variable label for easier handling of the data. 

These same labels are used in the text for ease of 

cross-referencing. The 61 variables fall into eight 

groups. These groups are each coded with a letter: 

E = environment 

T = technology 

C = company (organisational structure) 

V = values 

J = job characteri.s.ti.cs: 
p = people's characteris:t.i.cs· 

R = relationships with others 

Variables within each group are numbered from one, so 

the seven environmental variables are numbered El to E7; 

the three technological variables are numbered Tl to T3 

and so on. 
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Two constraints must be borne in mind. 

1. ·The first constraint was that the checklist was 

not administered to all managers. Those on the earliest 

programmes (2) were not asked to complete it at tl 

although they were sent it at t2. This is compounded 

by the fact that not all the managers completed and 

returned the checklist at either tl or t2. Because of 

this 107 managers responded at tl and 133 managers at 

t2; the number who responded on both occasions is 81. 

When the overall view is discussed it represents the 

total response for tl and t2 respectively (i.e. tl: 

n = 107; t2: n = 133). 

2. The second constraint was that a substantial number 

of Fl managers did not know what job they were going to 

after the programme. They may have had several months 

leave due to them before taking up their new posting 

which could be anywhere in the world or a temporary 

assignment in HO. In tl,these managers had to complete 

the checklist as best they could, given their general 

knowledge, understanding and feelings about the Company. 

Part I: Overall Influence of the Organi·sationaT Climate 
on the Tra·nsfe·r ·of Training 

The importance of the organisational climate to transfer 

was discussed in the opening chapter of this thesis. 

Its importance to the C & W managers returning from 

Cranfield is discussed here. 

Perceptions of the Climate· at ·the End of the _Pro·gr·amme 

At the end of the programme managers anticipated that 
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certain aspects of the organisational clitr.ate would 

help or hinder their transfer of training more than 

others. 

They were discriminating in their use of the checklist. 

Over half of them rejected at least two-thirds of the 

items as neither helping nor hindering in their-effect. 

The tttop ten" helping factors were recognised as s_uch 

by half of the managers. The "top ten" hindering 

factors were recognised as such by only one-third of the 

managers. In fact, there was only ·one hindering factor 

on.which a full 50% of the managers agreed. These "top 

tens" are shown in Table 6.1 and Table 6.2. 

% of 
Rank Helping Factor managers 

agreeing 

1. Al, My control over-my working environrrent 67 
2. A3, My freedan to act on my own judgerrents 64 
3. Jll, Opportunities to exper~nt 58 

R3, The attitude of my subordinates 58 
5. Vll, Active encouragerent for training 54 
6. J9, Opportunities for team work 53 

JlO, Opportunities to initiate projects· 53 
8 •. A2, My participation in decision-making 52 

P5, People's sharing of ideas and infonnation 52 
10. E7, I.Deal cul"tlrre 49 

Jl2, Appropriateness of Cranfield to my job 49 
Rl, The attitude of my superiors 49 

Table 6.1 - Managers perceptions 

The anticipated "top ten" helping factors 
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% of 
Rank Hindering factor managers 

agreeing 

1. cs, Awareness of C &W goals and.strategy 50 
2. C5, Official camrunication system 47 

vs, Problems only recognised as catastrophes 47 
4. V4, Don't rock the boat 43 
5. Jl, My personal workload 42 
6. JS, Task predictability in this job 39 
7. V5, Paternalism 36 
8. V9, Priority for short-tenn results 35 
9 .. E4, Political influences - local 33 

10. V12, Authoritarian culture 31 
.. 

Table 6. 2 - Managers pe.rcept.ions. : 

The anticipated "top ten" hindering factors 

The helping factors were concerned with individual 

antonomy, the manJ opportunities which a manager's 

job in C & W was perceived as providing and the usefulness 

of the Cranfield programme. The hindering factors were 

largely concerned with the organisational structure and 

Company values. 

The top seven helping factors, as individual items, had 

mean scores which showed them to be absolutely helpful 

as well as relatively helpful. None of the hindering 

factors, however, were regarded as absolute. When 

described on a continuous scale, 36 of the 61 items 

(59%) are perceived as helpful and the remaining 25 (41%) 

are perceived as a hinderance. This is a ratio of 

·3.z for ·a f·aciTitative climate. The distribution is 

shown in figure 6.1. 
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Figure 6.1· Distribution of Mean Scores of Managers' Perceptions o.f 

Anticipated Helping and Hindering Factors 

After managers have returned to work and experienced 

those aspects of the organisational climate that 

actually did help or hinder the transfer process, new 

priorities emerged. The "top ten" helping factors 

confirmed five items from the "anticipated".list. 

They were to do with autonomy, subordinates and Cranfield. 

The five items dropped were to do with opportunities 

in the job and the support of superiors and other 

companies. They were replaced with "people" factors: 

contact with others in the same job and further afield 

in the Company; and the keenness and enthusiasm with which 

3.0 
) 
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others, particularly subordinates, approached their work. 

There was a shift away from what the situation offered 

them towards what the people within the situation 
offered. 

Everyone of these top ten helping factors was supported 

by over half of the ·managers, the :Very top one drawing 

support from over three-quarters of them. 

The· hin'de·r·i·ng factors·, as before, only won the agreement 

of half the managers on a single item. Support for the 

other nine fell steadily to one-quarter of all managers. 

Six of the "anticipated" items stayed in the top ten 

although there was some shifting of position. Again 

the emphasis was on Company values and organisational 

structure. The details are shown in Table 6.3 and 

Table 6 .. 4. 

On the ~ontinuous score, thos·e helping factors for which. 

there is absolute support drops from seven to five. Only 

one, "the attitude of my subordinates", appearing in both. 

lists. Again, there are no hindering factors for which 

there is absolute support. There is, however, a notice

able shift in those items perceived as relatively helpful 

as opposed to a hindrance. The dividing line is now 

drawn between the 46th and 47th item showing 46 (75%) 

of the organisational climate factors as helping and 

15 ( 25%) ,as hindering. Figure 6. 2 shows the distribution 

of scores. The ratio is now ·3:T for a faciTitative 

·cliinate. 
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% of 
Rank Helping factor managers 

.. agr~ing 

1. J3, Contact with others 77 
2. R5, My contacts in the coopany 71 
3. P2, People's nntivation to work 66 
4. Pl, People's keenness and enthusiasm 63 
5. R3, The attitude of my subordinates 62 
6. A2, My participation in decision-rm.king 59 
7. Al, My control over my working envirornrent 56 

Jl2, Appropriateness cf .Cranfield to my job 56 
9. PS, People's ability to care up with goods 54 

10. A3, My freedom to act on my own judg'erents 53 

Table 6.3: - Managers perceptions: 

The actual "top ten" helping factors 

% of 
Rank Hindering factor mm.agers 

. . . .. agreeing 

1. vs, Problems only recognised as catastrophes 53 
2. V7, Tendency to secrecy 44 

V9, Priority for short-term results 44 
4. V4, Don't rock the boat 38 
5. Cl, The Hierarchy 35 
6. cs, Official conmunication system 33 
7. C6, Power and responsibility 32 
8. C4, Influence of the company on behaviour 27 

V2, Looking after No.l 27 
10. Jl, My personal workload 26 

V5, Paternalism 26 

Table 6. 4 : - Managers. ·p.e.rce·ot.ions: 

The actual "top ten" hindering factors 
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Figure 6.2 Distribution of Mean Scores ·of Managers' Perceptions of Actual Helping and Hindering Factors 

This compares with Hogarth's ratio of "4:1· for and 

Vandenput's ratio of 3:l ~gainst a facilitative climate. 

A possible explanation for the difference fn attitudes: 

may lie in the method of data collection. Vandenput's 

data was verbal, originating in interviews; Hogarth's 

data and that of this study was written, in response 

to specific questions. It may be that, in conversation, 

managers are much more critical of their situation 

than they are willing to commit to paper. 
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The picture emerging from the C & w· managers before 

they returned to the Company was a positive one. They· 

believed their working environment to be supportive, 

encouraging and full of opportunities. In addition, 

two-thirds of all managers saw themselves as having 

sufficient control and freedom to initiate change. 

They regarded the "outside" world of politics, culture, 

consultants, unions, customers and changing technology' 

as unimportant to their transfer activities. Indeed, 

over half of them rejected most aspects of their 

climate as affecting them either one way or the other. 

On the less positive side, many managers were concerned 

by the inadequacies of the official communication 

system which they felt had led to a general lack of 

awareness of Company goals and strategies. Because of 

this, they saw a general reluctance to acknowledge 

problems until potential disasters were on hand. 

Together, these shortcomings led to a desire amongst 

many employees to keep their heads low and not rock the 

boat. 

After the participants hid returned to work and had been 

engaged in trying to transfer their learning for anywhere 

between four months and two years four months, the 

overall picture witnessed little change. There was a 

general shift towards an even more positive view· of the 

influence of the climate on transfer. 

In order to measure the extent of this relationship over 

time, Spearman' s rank or.der correlation coefficient (r8 ) 

was calculated between the· anticipa-ted and the actual 

factors identified as having helping or hindering 

qualities. It proved that there is a highly significant 

similarity between the anticipated and actual' heTpi·ng 

factors (rs= .81). The similarity between the anticipated 
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and actual· hi'nde·r·i·ng factors is also s.ignificant but, 

because of the general shift towards helping, it is

less dramatic (rs= .65). Thus, in general,C & W 

managers have a consistent attitude towards and 

understanding of their Company. 

One interesting change in emphasis was observed. The 

interaction with other people, both. in the immediate 

job and company-wide was later felt to be the most 

helpful aspect of the organisational climate. The 

'·'encourage~ent and support" anticipated earlier was 

couched in institutional rather than in personal terms-. 

As the positive correlation between the anticipated and 

actual perceptions of the overall response may have 

masked differences on individual aspects of the 

organisational climate, further investigations were 

conducted. The antic~pations of 81 managers registered 

before the return to work (tl) were matched against 

their own record of actual events at a later date (t2). 

The significance of any change occuring between tl and 

t2 was measured by the Sign Test. 

Of the 61 aspects of the organisational climate, a positive 

movement (i.e. from hinder to neither, from hinder to 

help, or from neither to help) occurred in 40 of them, 

a negative movement (i.e. from help to neither, from 

help to hinder, or from neither to hinder) occurred in 

18 and no movement at all occurred in three. On 23 

aspects the movement was significant; four times in a 

negative direction, 19 times in a positive direction. 

The details are shown in figure 6.3. 
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The four aspects of th.e climate on which. there was a 

significant ·n·et T6s-s were: 

1. the perceived benefits of technical training (T2); 

2. the opportunities for experimentation (Jll); 

3. the tendency to secrecy (V7); 

4. the priority given to short-term results (V9). 

Those aspects on which there was a significiant ·n·e·t ·gain 

were largely from tµe areas concerned with the . _ 

characteristics of a manager's job and the people with 

whom he worked. The five biggest gains were: 

1. my contacts in the Company (R5); 

2. people's keenness and enthusiasm (Pl); 

3. people's motivation to work (P2); 

4. contact with others (in my job) (J3); 

5. awareness of C & W goals and strategy (CS). 

Full details are shown in figure 6.3. 

Despite these changes, the overall rank order of the 

various aspects did not change significantly over time. 

A number of items were presumably moving in parallel 

with one another. 
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Negative Positive Net 
Aspects of the Organisational Cliim.te Differen- Differen- Differen-

ces ces ces 

External EnviroI11IBnt 

El, Unic•n activity -6 +17 +11 

E2, CustonEr activity -6 +20 +14 

T2, Technical training -30 +12 -18 

Internal EnviromIEilt 

C2, Links between departuEnts -14 +30 +16 

cs, Official conmmication system -9 +29 +20 

C8, Awareness of Cable&: Wireless goals -11 +45 +34 
and strategy 

C9, Freecbn to aeet during v.urking hours -6 +29 +23 

V7, Tendency to secrecy -29 +12 -17 
V9, Priority for short-term results -21 +9 -12 
VlO, Long-term planning is encouraged -14 +36 +22 

tfanagers Job 

J3, Contact with others -6 +40 +34 

J5, 'lbe trained people at my disposal -14 +34 +20 

J6, 'lbe physical envirollJlEnt in which I -15 +29 +14 
v.urk 

J7, 'lbe am>unt I getpai.d -4 +18 +14 

JS, Task predictability in this job -13 +32 +19 

Jll, Opportunities to experinent -30 +14 -16 
Other·People 

Pl, People's keenness and enthusiasm -9 +44 +35 

P2, People's mtivation to work -6 +40 +34 

P4, People's willingness for ~nsibility -15 +36 +21 

P7, People's vision of the future -9 +24 +15 

PB, People's ability to cam up with goods -11 +36 +25 

R2, The attitude of my peers -9 +25 +14 

R5, My contacts in the COl'qJ3IlY -6 +45 +39 

Figure 6.3 Aspects of the Organisational Climate on which there 

were Significant Differences Between' the Anticipated 

and Actual Response (n = 81). 

Significance 
level 
(Sign Test) 

* 
** 
*** 

** 
**** 
**** 

**** 
** 

* 
**** 

**** 
*** 
* 

**** 
*** 
** 

**** 
**** 
**** 
** 
**** 
*** 
**** 
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Part II ·: Th·e· Tnfluenc·e· ·of Parti·cuTar· Asp·e·cts· 'o'f. ·the 

Org·an1·s·atl·o·naT Climate· ·f·o·r· the· T·r·a·n·s·f·et· 'o'f Tr·a·in·i·ng 

This aspect of the climate comprises all those activities 

and influences which affect the Company but over which. 

it has no control. All companies would include unions, 

customers and other companies; C & W also has to be 

especially aware of political and cultural influences.:.. 

worldwide - and technological developments. The ten 

items that featured in the checklist are listed below 

in table 6.5. Against them are set any significant 

differences found between different types of manager. 

These are the results of tests of th.e null hypothesis. 
-·. . . . , ····· 

Type Prof MBrI C 8dl CCL 
The-Cal:pany's External Environment of Age Back- types type type 

Prog ground 

El union activity - - - - :ilclr* 

E2 customer activity - - - - -
E3 political influences (UK) - - - - - .. 

E4 political influences (local) - - - - -
ES local culture - - - - -
E6 external consultants - - - * **** 
E7 contact with other catpanies - - - - -
Tl caq>lex technology - - - - -
T2 technical training - - - - -
T3 technological change - - - - -

Totals 0 0 0 1 2 

Table 6.5 Summary of Differing Perceptions of Whether the External 
Environment Helps or Hinders the Transfer Process 

Before they returned to work, over three-quarters of 

the managers saw all but two aspects of their 

environment as having no influence on their transfer 

-
-
-
-
-
-
-

-
-
-

0 
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of training. The two which they thought might have 

an effect were contacts with other companies (E7), which 

half of the managers thought would be a help, and loca:J_ 

political influences (.E4) which one-third anticipated 

would be a hindran.ce~ 

In the event, contacts with other companies (E7) and 

customer activity (E2) were felt to be helpful byat least 

one-third of the managers (.3). 

Contact with other companies was reported as a facilitator 

to the transfer of training by the Belgian managers in 

Vanden_put' s study. They also felt that external 

consultants were helpful. This was one of the two 

"modern management techniques" that Baumgartel and 

J~anpierre linked with innovative effort by Indian 

managers on their return to work. In C & W there was 

a significant relationship between the type of manager 

and the importance they attributed to external consultants. 

Managers with a preference for thinking were more likely 

to perceive external consultants as helpful than those 

with. a prefe~ence for feeling (X2 (2) = 6.05, p<.05 *). 
This is because thinkers bas-e their decisions on logic 

whilst the feeling type base their's on personal values. 

The chances are that they·don't like outsiders inter

ferring in Company activities. 

HO managers found consultants less important than would 

be expected whilst National managers found them helpful 

(X2 (2) = 10.88, p< .005- ****). 
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On the hindering side, local political influerices 

(E4) and local culture ·(E5) were perceived as- inhib.it_ive, 

although only by one-fifth of the managers. Political 

activity had been identified as an inhibitive factor in 

Vandenput's study. So too had union intervention. In 

C & W union activity (El) was seen as- inconsequential 

to the transfer process by all but the Nats (X2 (2) = 

9. 83, p <. 01 ***). They, however, were split in their 

views as to whether union activity was a help or a 

hindrance. 

Despite their close involvement in the fast-changing and 

complex technology of telecommunicatio~s engineering, 

C & W managers did not find that the technical aspects 

of their work environment had much of an impact on the 

transfer of their management training. This was also 

in contrast to Vandenput's findings. His managers 

found the characteristics of modern technology - its 

complexity, high rates of change and inflexibility -

to be inhibitive. 

Over 40% of C & W managers though. that their high level 

of technical training might help them in their transfer 

of management training and almost 30% later reported 

it as having actually done so. 

· ·summary 

Compared with other aspects of the organisational 

climate, the environmental factors rated high only as 

ffnei th.er a help nor a hindrance .. " both before and after 

the return to work. This contrasts with the French 

managers in Hogarth's study who found fluctuations in 

economic conditions the most important hindering factor 

to the transfer of training. 
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C & W seems to be s:o large and s:e.lf-contained that 

external activities do not have much impact on the 

everyday lives of individual managers. The few 

differences of opinion held by Nats were insufficient 

to reject the null hypothesis that there ·1s no 

significant difference between managers' perceptions· 

of aspects of the organisational climate in helping or 

hindering them 'to transfer what they learnt. As far as: 

the transfer of training is concerned, all managers· are 

equally unaffected by the poss-ible influences of the 

external environment . 

. ·2 •. The· Company's Tnte·rna1· Enviro·mnent 

Th~s aspect of the climate is established, controlled, 

maintained and modified by the organisation itself. It 

comprises the rules and regulati.ons; the channels of 

communication; the ·pecking order; the priorities; and 

the natmosphere" with.in which everyone in the Company 

works. It is a function of everybody in C &W but 

a reflection of nobody .. All are responsible for its 

creation and development yet no s~ngle individual is 

able to change it. In this study, the ten tangible 

aspects of the internal environment are grouped under the 

heading Company Structure (Cl-ClO) and the twelve 

intangible aspects are headed Company Values (Vl-Vl2). 

They are listed in tables 6.6 and 6.7 together with the 

significant differences between groups of managers. 

Because of their complexity, the sub-divisions of 

structure and values are discussed separately. 

The aspects of organisational structure and the differing 

impact these had on the managers when they attempted to 

transfer their training are listed in table 6.6. 
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Type Prof MBl'I C&W CCL 
Company Structure of Age Back- types type type 

Prog ground 

Cl the hierarchy - - - - - -
C2 links between depa.rtmmts - - * - - -
C3 the flexibility of the system - - - - **** -
C4 influence of-the organisation - - - ** - -

on behaviour 

cs official camunication - - - *** ** -
system 

C6 relationship between p:::mar - - - - **** -
and responsibility 

C7 influence of Head Office - * ** - - -
C8 awareness of the Corq,any' s - - - ** ** -

goals and strategies 
' C9 freedan to IIEet dm-ing - - - * - -

rorking hours 

ClO role of staff groups, eg - - - - **** -
Staff Developrent, 
manageIBnt services 

Totals 0 1 2 4 5 0 

Table 6.6 Summary of Differing Perceptions of Whether the Company Structure 

Helps or Hinders the Transfer Process_ 

The organisational structure in general was not seen as 

very helpful. Indeed, the two factors perceived as the 

greatest hind-ranee to the transfer of training before 

managers returned to work were from thfs group. They 

were the lack of awareness of·c & W goals and strategies 

(_CS) and the official communication system (C5). Half 

of the managers expected these to hinder them. The 

role of staff groups (ClO) was seen as facilitative 

by 40% of managers. One aspect of the Company's structure, 

the flexibility of the system (C3), elicited a mixed 

response. One-third of the managers thought it would 

definitely help them; one-quarter that it would definitely 

hinder th.em. Less than 40% thought it unimportant. 

After their return to work, there was a general 

amelioration in th.e responses al though. they remained 

high. ·in the overall list of h.indering factors. Th.ere was 

some shift in the priorities given to th.e various factors. 
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The hierarchy (Cl) now- emerged as· the. most inhibitive, 

closely followed by· the official communication system_ (C5) 

and the perceived mismatch between power and respons·ibility 

(C6). The lack of awareness of Company goals and strategy, 

so keenly felt to be a hindrance· on the return to work, 

was transformed into a helping factor of equal conviction 

some months later. In the land of the blind, the 

one-eyed man is King! 

Another important helping factor, the freedom to meet 

with others during working hours (C9), was raised ·from 

relative obscurity: 78% of managers: had thoughtit_ 

unimportant, now 50% thought it a definite help. The 

"system" was. seen, in retrospect, as less: flexible 

but the links between departments were n:ore facilitative 

and the influence of HO far less important th.an had been 

anticipated ( 4). 

These findings are consistent with. those of Vandenput (.1973) 

and overlap with those of Baumgartel and Jeanpierre (1972). 

The latter are discussed in detail later in this chapter. 

When the individual aspects of the organisational 

structure were looked at in terms of the various types 

of·'manager, -some interesting and significant differences 

emerged. The most frequent source of these differences 

was whether the manager was classified as HO, Nat or Fl 

staff (C3, C5, C6, CS, ClO.) Essentially, HO's found 

the Company's structure more of a hindrance than one 

would have expected whilst Nats found the structure in 

which they operated positively heTpful. 

Two of the five disputed items were particularly con

troversial for Fl's also responded in an unexpected way. 
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They were the relati.onah.tp b.etw.een power and re$.pons:ibility 

(C6) and the awareness o:f ~ompany- goals and strategy_(C8). 

On the first of these '(.C6}, more ·p1' s- th.an expected (30%) 

thought the relationship between power and responsioility 

helpful, a view with which few (only 7%) H0's could agree 

al.though many of them (59%) thought. it unimportant. Nats·, 

however, thought it very important, just under 40% of theni 

finding it a hindrance and just over 40% of them 

finding it helpful (X2 (.4) = 18.55, p<.005 ****). 
On the second issue, the awareness of Company goals 

and strategies, th.e difference between the groups was 

also significant (X2 (4) = 19.64, p<.005 ****). After 
their return to work, 70% of Nats found their awareness 

helpful, but only 35% of H0's did; more of them than 
expected found their· Tack of awareness a hindrance· 

(28% compared with. 7% of Nats and 5% of Fls). Fls were 

fairly evenly split between finding it helpful (47%) 

and neither (48%). 

The other three elements of the Company structure on 

which there was disagreement between C & W categories· 

of managers were the perceived flexibility of the system 

(C3) (X2 (4) = 18. 37, P< .005 ****); the role of staff 

groups (Cl0) (X2 (3) = 13.59, p< .005 ****); and the 
official communication system (.C5) (X2 ( 4) = 12. 91, p< 

.025 **)· All three were found significantly more 
helpful by Nats than by other staff. 

0th.er differences also emerged. Non-engineers found the 

links between departments CC2) a hindrance·. to their 

transfer of training. Engineers were unconcerned by· this 

(X2 (2} = 7. 31, P< . 05*) . Non~engineers were also 
unusu..~_l in that 46% of them found the influence of HO (C7) 

helpful compared with. only 18% of engineers (X2(2) = 8.04, 

P< .025**). The influence of HO also caused a difference 
of opinion amongst the different age groups. Whilst the 

older managers ( aged 50+) were not affected ei th.er way, 
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the younger man~gers. (.~ged 39 and below) found it helpful 

but those man~gers: in their forties more ·frequently 

described HO' s influence ·as· a hindrance. · (X2 ( 4) = 9. 94, 

P<: .05*). 

Two aspects -of the structure were perceived differently 

by extra.verts- and introverts-. The first of these was the 

influence of the Company on behaviour (C4). The extraverts 

found this far more helpful than expected whilst the 

introverts found it far less helpful than expected and' 

more of a hindrance .(X2(2) = 8.56, p<(.025**). It may 

be that extraverts can take from a situation what will 

help tr .. em to trans-fer their training whilst introverts 

are more sensitive to the inhibiting factors in a 

situation. The second difference between extraverts and 

introverts was the effect on their awareness of C & W 

goals and strategies (CS). Here again the extraverts 

thought that their level of awareness helped them more 

than did the introverts. Only 4% of the extraverts 

perceived their· Tack of awareness as having hindered 

them compared with 20% of the introverts (X2(2) = 7.47, 

p<.025**)· 

Two other Jungian dimensions differentiated between 

managers on their perceptions of company structure. 

The first of these was the thinking-feeling dimension; 

the second the judgemental - perceptive dimension. 

A significant difference emerged between those managers 

preferring thinking or feeling and those who perceived 

the freedom to meet during working hours (C9) as helpful 

or not. Despite the general shift from regarding this 

factor as unimpc:rt2.nt (78% of a.ll managers before their 

return to work) to being helpful (50% of all managers 

later) there was a tiny minority (4%) who actually 

found it a hindrance. Thinking managers were more 

likely than feeling managers to find it helpful. 
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(X2) (1) = _4. 98, P<. 05*). As thi.nking managers are in 

the majority by 7:3 this may account for the ·overall 

shift of opinion. One ·would not expect thinking types· 

to find this factor to be as important as they· later 

experienced it to be. Feeling types, on the other hand, 

might not need to· ·p·r·o·ve the need for and value of transfer 

to themselves by meeting with .others. Indeed, 62% of the 

feeling types reported the opportunity to meet during 

working hours as being of no influence either way, compared 

with.only 39% of thinking types. 

Finally, the official communication system (C5) was 

perceived differ~ntly by perceptive and judgemental 

managers (X2(2) = 9.51, p..c.01***). Well over half the 

pe.rceptive types (57%) found the official communication 

system to be a hindrance to their transfer of training 

compared with only one-quarter (26%) of judgemental 

types. Half of the Js (51%) thought it unimportant 

whilst the remaining·quarter (23%) reported that it 

actually helped them. Only 29% of Ps thought that it 

neither helped nor hindered whilst a mere 14% found it a 

help. This finding is consistent with Jungian theory 

that Js prefer to communicate in an orderly and 

systematic manner whilst Ps. are frustrated and 

constrained by "official" channels. 

These were explained to managers as being "the essential 

but unspoken values of this- organisation". They are 

itemised iTI t~ble 6.7 together with various differences 

in the perceptions held of them by the managers. 
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Type Prof MBTI C & w CCL 
Company Values of Age Back- types type type 

Prog ground 

Vl priority for the benefit of - - - - - -
the Caq)any as a whole 

V2 "looking after Nol" - - - - - -
V3 innovation is encouraged - - - - - -
V4 "don't rock the boat" - - - - - -
V5 paternalism - - - * - -
V6 openness - - - - *** -
V7 tendency to secrecy - - - - - -
V8 a prcblem is only recognised - - - *:ilU!c - -

when _the catastrophe is 
euerging 

V9 priority is given to - - - - - -
short-term results 

VlO long-term plamti.ng is ** - - * - -
enccuraged 

Vll active encouragen:ent is - -- - - **** -
given to training and 
self-renewal 

Vl2 authoritarian culture - - - - - -

Totals 1 0 0 3 2 0 

Table 6.7 Summary of Differing Perceptions of Whether Company Values Help 
or Hinder the Transfer Process 

The Gene·raT View 

Of the twelve values listed, five appeared in the 

"top ten"· ·a·nt1·c1p·ated hi.nde·r1·ng factors and six 

appeared in the "top ten"· actual" hi.nder·1·ng factors. 

The most negative value on both occasions was that 

problems were not given attention until a "catastrophe" 

was on hand (VS). Just under half of the managers 

identified this as a major hindrance before returning 

to work and just over half confirmed this belief after 

their return. The phrasing was taken directly from 

Vandenput's work where it had been identified as an 

inhibitor to the transfer of training. The other major 

hindering factors were V7, V9 & V4 all supported by 

between one-third and one-half of all managers; and 

V2, V5 & Vl2 which were supported by at least one-quarter 

of all managers. 
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An interesti~g difference b.etw.e.en th.e. ant.i_cipated and 

actual impact· of the. Company: values~ was- the ·shift away 

from the "neithe·r" vote (5}. Afte:r the'ir return to -

work, managers acknowledge th.e Company values as being 
·f·a·r· mo·r·e· ·itnp·o'rtant than they had previously thought. 

This was espe~ially the case with-th~ priority accorded 

for the benefit of the Company as a whole (VI) which 

they· found much more helpful than expected.· The tendency· 

to secrecy (V7), however, was felt to be a much greiter 

hindrance whilst the encouragement of innovation (_V3)' 

was felt to be either better or worse, depending on the 

individual concerned. This sort of split was also 

apparent with the issues of openness (V6) and of problem 

recognition (VS}. Long-term planning (VIO) was seen 

as more helpful whilst the priority· given to short-term 

results. (V9) and the tendency· to "look after No. l" (V2) 

were found to be a greater hindrance-. The only values 

to be regarded as less important than ant.icipated were 

paternalism (VS) and the encouragement given to t::raining 

(Vll). 

·Th.ere was a general agreement on the hinder·i·ng nature of 

many of the Company's values._ When the mean score for 

each of the 61 items was calculated, the bottom seven 

were all-Company values. Vandenput's managers found 

their companies' values even more inhibiting, whilst 

Baumgartel and Jeanpierre, House, Gibb and Huczynski 

all draw attention to the importance of these being 

fa·c111·t·ati·ve for the effective transfer of training 

to take place. 

Dif·f·ering Perceptions Between· Groups of Managers 

There were some significant differences of opinion between 

the various types of manager. On the questions of 

openness (V6) and the encouragement given to training (Vll) 



318 

there was. a connecti_on with the C _& W category of man~ger; 

Nats found th.em both more helpful than other· man~ge~s. 

(Openness: x2(3) = 11.98, p<.Ol***); training encoura~ed: 

X2(3) = 13.71, p<.005****). 

Another difference was: related to long-term planning (VlO). 

Similar proportions of MMs· (.45%) and SMs (41%) felt long

term planning· to be sufficiently encouraged to help them 

in their transfer of training. However, 20% of MMs 

thought it insufficient and a hindrance compared with 

only 3% of SMs (X2(2) = 7.43, p<(.O25**). Extraverts 

were less l~kely than introverts' to find the absence of 
long-term planning a hindrance · {_X2(2) = 6.04, p<(..O5*). 

They· were also less likely to be hindered by the lack of 

recognition being given to problems (VS) (X2(2) = 9.50, 

p-<. 01***). 

There was one other difference between managers regarding 

values. It was that those managers with. a preference for 

feeling, as opposed to th.inking, tended to find the 

paternalistic aspects of the Company (V5) helpful to 

them (X2 (2) = 6 .19, p <. 05*). Feeling types appreciate 

benevolence and enjoy "belonging" to the world-wide 

family of C & W. 

Summary 

The internal environment presents rather a gloomy context 

for the successful transfer of training. However, it 

must be remembered that between one-third and two-thirds 

of managers thought the individual aspects considered 

were unimportant to the transfer process. Of those 

managers who did find them significant, the balance of 

overall opinion fell to the hindering side only by a 

narrow margin (12 cases to 10). 
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With. so many di_f fere.nces. of opin.:i._on on Company structure 

and values·, 18 of whfch. ·are ·stati_s.tically sJgnificant, 

the null hypothesis befng tested (H03I_ must be 

rejected. From the ~vidence collected, the internal 

environment does influence ·the transfer of training, 

sometimes positively but more often in a negative way. 

For seven aspects of the internal environment the C & W 

category of manager is responsible for the difference; 

the Nats ·always come smiling through whilst HOs are 

invariably the worst off. Thi.s may reflect two 

distinctly different cultural poses but it may also 

high.light a very real difference in situation and morale. 

Seven other aspects of the internal environment relate 

to various Jungian dimensions., the most important of 

which is extraversion - introversion. The implications 

of th.ese findings is discussed in Part III of this 

chapter. 

This aspect of the organisational climate is. closely 

linked with the practical opportunities that a manager 

has for transferring his new skills and knowledge 

back at work. The characteristics of a manager's job 

which were believed to influence transfer are listed in 

table 6.8. They comprise 16 items, each of which is 

a measure of the manager's capacity for innovation and 

action. Table 6.8 shows how various groups of 

managers differed in their perceptions of which were 

helping and which were hindering factors. 
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Type Prof. MBTI C & W CCL 
The Manager's Job of Age Back- types type type 

Prog ground 

.n my personal v.orkload ~ - - - - -
J2 availability of criteria to ** - - * ** -

evaluate perfonnance 

J3 contact with others ** - - - - -
J4 the equipment at my disposal - - - ** - * 
J5 the trained people at my - - - - - -· 

disposal 

J6 the physical enviroDIIEilt in - ** .. *-** - * 
which I work 

J7 the aIIDt.mt I get paid - - - - **** -
JS the predictability of - - - - - - -

future tasks in this job 

J9 opportunities· for team v.ork - - - - **** -
.no opportunities to initiate - - - * - -

projects 

.Ill opportunities for as to ** *** - {**:** - -
exper:i.Irent and broaden my 
experience 

J12 appropriateness of the * - - - - -
Cranfield training to 
my job 

Al the extent to which I have - - ** - - -
personal control over my 
wor.king·enviroDIIEnt 

A2 the extent to which I may - - - - - -
participate in decision 
making 

A3 the aIIDUilt of freedcm I - **** - - - -
have to act on my own 
judgemnts 

'A4 the aIIDunt of. authority I - - - - - -
have over the actions 
of others 

Totals 5 3 1 6 3 2 

Table 6.8 Summary of Differing Perceotions of Whether the Manager's Job 

Helps or Hinders the Transfer Process 

The General Vi:ew 

Aspects of their jobs which C & W managers felt would 

help them on their return to work were, without doubt, 

their perceived autonomy and the opportunities which 

over half of them felt existed. 
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All four aspects of a manager's autonomy were seen as 

helpful to his transfer of training. This was especially 

so before the return to work when two of them, personal 

control over my work (Al) and the freedom to act on 

my own judgement (A3) won the top two rankings of all 

anticipated helping factors. Participation in decision

making also featured amongst the top ten helping factors. 

All three ·were s.upported by over: half of the man~gers:. 

Later, after their return to work., managers continued to 

describe these aspects· of autonomy in their job as both. 

important and helpful. All three remained in the top 

ten but their pre~eminence was lost. Al and A3 fell in 

both. absolute and relative terms: but A2 and A4 made 

modest gains. Control and freedom seem to have been 

over-rated at the end of the programme whilst participa

tion and authority had not been fully appreciated. 

The other major facilitators, anticipated at the end of 

the progrannne,· were opportunities. Opportunities for 

experimentation (Jll), for the initiatJ:om'.. of· projects (JlO) 

and for working in teams (J9). Half of the managers 

also thought that what they had learnt at Cranfield (Jl2), 

was·sufficiently appropriate to their job to be a 

positive help. The aspects of their job which they 

thought would probably h~~der their transfer of training 

were their personal workloads (Jl) and the predictability 

of future tasks in their work (.JS). Of least importance 

was the equipment at their disposal (J4) and the amount 

they got paid (J7). Their overall apprehensions 

concerning the characteristics of their jobs were fairly 

widely spread between what might help and what migrt 

hinder (6). 

After their return to work there was a general shift 

towards seeing job characteristics as more helpful than 

anticipated. Only three items lost support as helping 
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factors. These were th~ opportunities inherent in the 

job (J9, JlO, Jll), opportunities to experiment taking 

the brunt of the disappointment. The other nine aspects 

of the "job" all gained support as facilitators. This 

was generally at the expense of the "neither" camp but 

two items anticipated as hindering factors did suffer 

heavy losses. Thes.e were the managers.' personal 

workload (Jl) wh.ich ·was not as oppres·sive as feared 

and task predictability (.JS}, the absence of which 

Berger (1973) believed to be an important indicator 

of positive transfer al though Hogarth. ( 1979) found 

the opposite! One-quarter of the C & W managers 

found the level of task predictability to be a help 

but th.is contrasted with one-fifth. who found it a 

hindrance and two-fifths who had expected it to be a 

hindrance. 

The most dramatic development was the recognition of 

contact with others (J3) as a helping factor. An 

overwhelming 77% of all managers· declared this. to be 

the case after their return to work, making th.is 

aspect of the climate th.e most important of all 

facilitators to the transfer of training. The drama 

lies in the fact that only 33% of managers had 

anticipated this as important. 

· Di.fferent Perceptions Between Gr·oups· of Managers 

When looked at by type of manager, the job characteristics 

proved themselves controversial. Amongst the participants 

of different types of programme, for example, differences 

arose on five of the items. Three times the differences 

involved a help-hinder conflict (.Jl, J2, J:3 ) and twice 

they were on the degree of helpfulness (Jll,Jl2). 

Differences also emerged between different age groups 

(J6, Jll), different C & W categories of manager (J2, J7 

J9) and different Myers-Briggs dimensions (J2, J4, J6, 
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JlO, Jll) and CCL types (J4, J6). All in all, 18 

significant differences were recorded on nine of the 

twelve 'J' items. 

There were few differe.nces: on the autonomy i_ss.ues: 

between the various_ groups: of man~ge.rs:. Howe.ver, 

non-engineeis did re~ort th~ir pe~sonal control 

over their working en·vironment (Al) as: being far 

more helpful than did manager·s· with- an engineering 

background. (X2 (.1) = 5. 65, p < . 025**). In addition, 
three-quarters of the younger managers felt the freedom 

they had to act on their own judgements (A3) helped 

their transfer of training. Only ha1£ of those 
in their forties and les;s than one-third of· those over 

50 made such positive statements (X2(4) = 14.64, pL. 

.01 ***.). Amongst the CCL types there were no significant 
differences but it was interesting to note that 
Catalysts, as one would expect, were the least enthusiastic 

about the real extent of their autonomy. 

Half of the MMs (51%) found that their personal workload (.Jl) 

actually helped them in their transfer of training; only 

12% of MRs enjoyed this experience, 35% of them reporting 
their workload as a hindrance · which compared with only 

22% of MMs. SMs were fairly evenly balanced. (X2(4) = 

12.05, p..C:::::..025 **)· 

A knowledge of the outcome of his efforts is critical 

to a manager's motivation and job satisfaction, according 

to Hackman and Oldham (19~4, 1975, 1980). The availability 

of criteria to evaluate their performance (J2) was felt 

to be very helpful by MMs but not by MRs and SMs, the 

latter finding the Tack of criteria an actual hindrance 

(X2(4) = 10.54, p.<(.05*). Intuitive managers also found 

the lack of evaluative criteria to be a hindrance 

(X2(2) = 7.24, p<( .05 *). The majority of Nats and Fls 

however, found theirs to be helpful (X2(4) = 12.36, p.-:C,_ 

. 025 **). 
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Contact with. others. (_J3), was found to be th.e: most 

important h.eTpi~g factor of ~11. But, wh.ethe·r it was 

actually a heTp or not dep·en·ded on the ·manager. 

SMs sometimes found it a hinderance (X2(2) = 6.08, 

P< .025 **). 

The physical environment in which managers work (.J6), 

the equipment at their disposal (.J4) and the amount 

they get paid ( J7) are as: clos:e to Herzberg' s hygiene 

factors as this checklist probed. Baumgartel and 

Jeanpierre found that high income managers were more 

likely to attempt transfer; less than 4% of any group 

of C & W managers thought their income would inhibit 

them from transferring their training but there was a 

difference amongst those who thought that it would help. 

50% of the Nats thought that it would encourage them 

compared with. only 18% of Fls and 22% of HOs. The Fl 

staff, widely regarded as the best paid group, th.ought 

their income unimportant to their transfer attempts; 

80% said it had neither helped nor hindered them 

(_X2 (.2 } = 11.. 1 7 , p <( • 005 * * * * ) . 

Th.ere was an interesting split on the ·impact of physical 

conditions within which managers work. Younger managers 

(up to age 39) found them a hindrance· to the transfer 

of training, managers in their forties found them a help 

and the older, 50+, group were inclined to regard them 

as neither (X2(4) = 11.13, p~.05**). Non-traditionalists 

were also more likely to find their physical environment 

a hindrance- (X2(1) = 4.88, P< .05*). This was particul

arly true of intuitive managers (X2(2) = 10.64, p<.005****). 
Although this finding flies in the face of theory, which 

suggests that sensing managers should be influenced by 

their surroundings whilst intuitives should remain 
unconcerned, it is ccnsistent with that of Collins (1965). 

He found that Ss adjusted to their climate far more 

readily than did Ns. Of those managers who found 

the equipment at their disposal ( J4) responsible for 
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helpip.g or hindering th.em, managers. with a preference 

for percep.tion were ·more 'likeTy to fi.nd it a hindrance 

whilst thos-e ·prefer·ing judge~en-~ were ·much ·more 'likely 

to find it a: help (X2(2) = 7 .83, p<(.025**). Tradition
alists wer·e ·1ess likely, to feel hindered by their 

equipment than were non-trad1ti.ona·lis·ts (X2 (1) = 4. 87, 

p<(..05*). 

The helping or hinder·ing nature of the opportunities 

implicit in managers' jobs varied between managers 

(.J9, JlO, Jll). The importance of such opportunities: 

to the transfer of training, are emphasised by Bakke (1959), 

Baumgartel and Jeanpierre (1972) and Hogarth (1979). 

They are regarded as vital by Davies: (1972), Berger (1973) 

and Kuczynski (1977). Amongst the C & W managers a number 

of differences emerged: 

1. The opportunities for teamwork (J9) were found 

more helpful to Nats (77%) and Fls (55%) than to HOs 

(35%). Few managers found teamwork, or the lack of 

opportunity for it, a hindrance but 60% of HOs 

regarded it as unimportant compared with 40% of :E'ls and 

only 15% of Nats (X2(2) = 11.42, p<.005****)· 
Vandenput's managers saw the opportunities for teamwork 

as the major facilitator emerging from all job 

characteristics. 

2. More intuitive managers than expected (60%) 

described their opportunities to initiate projects (.JlO) 

as helpful. This compared with. only 44% of sensing 

managers who shared their view. Half of the sensing 

type-s (51%) though. such. opportunities- unnecessary to 

the transfer of training; only 28% of intuitive types 

shared this view (X2(2) = 6.49, P< .05*). 

3. The opportunities for experimentation and the 



- 326 -

broadening of experie.nce (_Jll}. vari_e.d bet.ween ~ge .. groups~ 

and managerial status al tho'.1-lgh .. ,'. of course,· these. tend~d 

to be linked. Y~ung mana.gers: found the opportunities: 

open to the·ni mere helpful than did older managers 

(X2 (4) = 10 .16, p <.. 05*). MMs~ tno'ught th.e opportunities 

open to th.eni more helpful than did SMs and MRs 
. . 

(X2(2) = 8.97, p<::.O25**). Extraverts and judgemental 

types both. reportE·d that the opportunities- to experiment 

had helped the·m to tra.nsfer their training. Th.is is 

consistent with theory; both. types: are keen to get things 

done (E : x2(2) =· 8.23, p< .025**; ·J : x2(2) = 6.63, 

p < .05*). 

The final job characteristic to be considered was th.e 

appropriateness of the Cranfield training (J12). Th.is is 

obviously crucial to transfer and has been described 

as such by all the writers on the subject. Sykes (_1962) 

goes beyond congruence of content to that of ·i'de'.als 

if frustration is to be avoided on the return to work. 

Vandenput's study shows clearly the facilitative nature 

of relevant training and the inhibitive impact of 

irrelevant training. Despite its appearance in both the 

anticipated (l0th)and the actual (7th) "top ten" helping 

factors, there was a difference in the extent to which 

managers found it a help or not {_X2 (2) = 7. 29, p ~05*). 

Middle managers were the most satisfied group, 60% of 

them finding their programme helpful compared with 40% 

of SMs and 30% of MRs. Only 1% of MMs thought it so 

inappropriate as to be a hindrance. · compared with 10% 

of SMs and 6% of MRs. Relevance of training, as Berger 

points out, is dependent upon the actual needs (i.e. 

weaknesses.) of the participant as well as on the perceived 

needs of the Company and the job. The matching process 

is achieved through the selection of participants and the 

design of the programme. Were 10% of SMs wrongly 

selected? Was the SMP ill-designed? Onl:y 30% found its 
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relevance helpful. Or, did the. man~gers. fail to r.e.cogn:Ls.e 

their own weakness:es? 

A manager's job, bei~g a combina ti·on. of roles and tasks, 

is. clearly· an important aspect of the ·organisational 

climate and being so very individualistic it is the 

cause of many differetit peiceptions. 

In general, job characteristics and autonomy in C & W 

are seen by the managers as facilitative rather than 

inhibitive to their transfer of training. The factors 

of greatest importance are: contact with others (J3); 

the appropriateness of Cranfield (Jl2); 

participation in dedision mak1ng (A2); 

control over their own workplace (Al); and the 

opportunities for team-work. (J9). 

With the exception of J12, th-ey describe a pr:oce·ss of 

work.ing that ha~ proved itself facilitative to the 

transfer of training. Th.is. is a collaborative style 

in wh.ich managers can work together - with one another, 

their subordinates- and superiors - to share the decis~ons 

and responsibilities connected withthe managerial tasks 

yet still maintain the authority to put the agreed 

proposals into action. 

When the responses to the checklist wEre partitioned by 

type of manager, and the "top ten" helping and hindering 

factors were listed for each. group (7), some telling 

differences emerged. For example, in the division based 

on type of programme a.ttended, MMs were the only group 

to include the appropriateness of their Cranfield 

programme in their Top Ten helping factors; this is 

consistent with the findings of H0 2 (Ch. 5). No job-
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related factors occurred amop.gat MMs ten most 

hinderi~g factors. bl.it thte.e did amo~gst the MRs.. 

These were ·the· ·amount of wo_rk,- its predictab~lity and

the phys-i cal conditions in whi:cn. ·they worked. 

Amongst the different age_ groups, the younger managers 

(.thos.e under 40 years of age} found six of their ten 

most helping factors came out of th.e· job i tseTf, 

as did the HO managers·. The ·other two groups to record 

a disproportionately higher number of job-related items 

amongst their Top Ten helping factors were non-engineers. 

with. seven and trouble-shooters who achieved the impossible -

eleven out of ten! The non-engineers emphasised their 

autonomy, the appropriateness of the programmes and the 

opportunities open to them. Trouble-shooters were 

strongly influenced by the nature of their jobs. Very 

few job-related factors were mentioned in the managers' 

charts of Top Ten hindering factors. 

The differences between groups of managers, when tested 

for statistical s·ignificance, undoubtedly cause the null 

hypothesis that 'there is no difference between managers' 

perceptions of aspects of the organisational climate 

in helping or hindering them to transfer what they have 

learnt" to be rejected. The perceptions of organisational 

climate accounted for by the manager's job vary between 

managers on 20 different occasions. 

The four aspects of autonomy were continually mentioned 

as facilitative to transfer both before and after the 

return to work. C & W managers are not alone in their 

high regard for this aspect of climate. Autonomy was 

the· ·only category that Vandenput' s managers described as 

a net facilitator. They reinforced this by establishing 

the lack of influence as the most frequently occurring 

inhibitor in his study. Hogarth.' s managers also gave 

strong support to the need for autonomy. Berger et ·a1 
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s.igni_ficantly correlated high job automony with. succe.s.s.ful 

trans-fer. Th.ey also discovered that managers saw- automony 

as· an expression of support from those ·for whom th.ey· worked. 

Managers: who pe·rceived themselves; as lacking autonomy· 

therefore felt a dual loss which. caus·ed them great 

difficulties. in the introduction of change. 

4·.· 

Th.is is: th.e fourth.,- and final, aspect of the 

organisational climate to have been considered. It was 

made up of the characteristics of th.e people with whom 

each manager worked and the relationships which he had 

established with th.em. Thes-e factors are the most 

subjective and, according to Vandenput's managers, 

the most influential. They are unlike all the other 

aspects of climate considered so far in that they 

are irrational yet inter~dependent; they can be changed 

overnight by the retirement or promotion of a key 

person; for Fls they vary with. each posting; for HOs 

and Nats they may involve long, slow and careful 

nurturing. They are, above all, a measure of the 

cal-ibre of employees in the Company, as seen through 

the eyes of the managers in this study. The checklist 

comprised 13 items. These are shown in Table. ·6. 9 

together with any statistically significant differences 

in perception between the managers. 

People's. characteristics and the relationships. which 

managers have with others were separated in an attempt 

to isolate the effects of one upon the other. It is. not 

easy to shake this complex web of perceptions loose 

and disentangle the strands from one another. The 

researcher was seeking a different "angle" with each 

set of items. From the specific characteristics (.Pl-PS} 

she hoped to elicit relatively unemotional perceptions 
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of the people with. whoni the managers worked. From the 

relationships they held with others (.Rl-R5), she expected 

far more personal experiences. 

So as not to confuse the two viewpoints during 

discussion of the results, they are reported on 

separately. 

Other People With Type Prof. MBTI C & W CCL 
Whom Manage-rs Work of Age Back- types type type 

Prog ground 

PeoEle's ~cteri.stics 
Pl their keenness and - * - -- -

enthusiasm 

P2 their mti vation to '\rork - - - * -
P3 their acceptance of new ideas - - - *** -
P4 their willingness to take - - - - -

responsibility 

P5 their-willingness to share - - - - -
ideas and information 

P6 their·willingness to - - - ** -
delegate 

P7 their vision of the future - - -- ~** -
PS their ability to actually - ** - - -

cam up with the goods 

Personal Relationshi:E2 
Rl the attitude of my superiors - - - - -
R2 .the attitude of my peers - - - - -
R3 the attitude of my sub- - - - - -

ordinates 

R4 the availability to n:e cf - - - - -
relevant information 

R5 the nuai::>er of "contacts" - - - - -
I have in other parts 
of the Cazpany 

Totals 0 2 0 4 0 

Table 6.9 Summary·of Differing Perceotions of Whether Other People Help 

or Hinder the Transfer Process 

-
-
-
-· 

-
-
-
-

-
-
-
-
-

0 
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P$bpl~'S Chara~te~~Stics 

The Gener·aT View 

This aspect of the working environment is the Cinderella 

of the transfer process. Little mentioned before the 

return to work, it was later reported as one of the most 

important areas. The only item to reach the anticipated 

Top 'l'e·n helping factors was the apparent willingnes~ of 

the people with. whom the managers worked to share ideas 

and information (P5). Th.is was ranked 8th and supported 

by 52% of all managers but fell to 15th. after they h.ad 

returned to work.. It was. s.till .s.upported by 49% .of all 

mana.gers. but had bee:n ove.rtaken by f.our othe·r pe:.r·ceptions. 

of people's: ch.aracterist~cs~. nr·amatic cha~ges: occurred 

after the return to work. Every s-i~gle i teni attracted 
a smaller· ·n·e·fther vote showing that managers wh.o had 

previously given little heed to the influence of other 

people on th.eni were later seefng thi:ngs- differently. 

Other people's keen·ness and enthusiasm (Pl), for example, 

had been dismissed as unimportant by 69% of all managers 

at the end of the programme. After their return to work, 

only 30% still held this view (.8). 

More dramatic changes between tl and t2 took place 

amongst th.e factors perceived as' he'l·p·ful· to the 

transfer of training: These were: 

th.e keenness and enthusiasm of others (Pl), anticipated 

to be a helping factor by only 27% of managers but 

experienced as such by 63%; 

other people's motivation to work (.P2), expected 

to help by 28% of managers but perceived as having 

helped by 66% of them; 

\,, 
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the ability of others to "come up with the goods" (.PS) 

was only anticipated as helpful by 22% of managers but 

was later reported as having helped 54% of them. 

These three factors, certainly the first two, are inter

related but th.eir greates·t importance lies in how these 

qualities· 'irt others helped managers- in their own efforts 

to apply· what they had learnt at Cranfield. All three 

(.Pl, P2, PS) appeared in the actual Top Ten helping 

factors and, together with the willingne~s with which 
other·s took on responsibility (P4) were supported by 

over half of all the managers. The only negative aspect 

of people's. characteri.sti.cs. was. an increase in the 

feeling that people ·were ·not s,ufficiently willi~g to 

delegate '(P6). Th.e ·numbe:r of man~gers· who found th.is 

hindered their transfer almost' doubled franll% to 19%. 

Even so, 31% still thought it sufficient to be helpful. 

The general agreement amongst all manag~rs on the 

helping nature of people'~ characteristics left 

little opportunity for dispute between them. However, 

a far higher proportion of managers in their forties 

found people'·s keenness and enthtisiasm (Pl) to be 

helpful to them than did managers in their ·twenties 

and thirties (X2(2) = 6.86, p-<::,.05*). The same was 

true of perceptions of other people's ability to 

come up with the goods (.X2 ( 4) = 11. 7 4, p z. 025**) . 
Managers under 40 saw it as more of a hindrance 

and less of a help than expected; managers in their 

40s perceived the opposite whilst the older group, in 

_their 50s,· never let it hinder them. Either criticism 

of other people's performance declines with age or the 

dependence upon others is gradually reduced and therefore 

of less importance; perhaps both are true. 
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Although other researchers have drawn attention to the 

general need for support from the others with whom the 

managers work, few have examined the importance of 

their personal characteristics; how willing and able t6ey 

are at actually doing their jobs. Vandenput's managers 

mentioned the rigidity and conservativeness of the people 

with whom they worked a number of times as a.hindr.:ance 

to their trans£er of training. They also reported a 

short-term orientation, lack of motivation and fear 

of taking responsibility in others as inhibiting to 

themselves. They found that collaborativeness. an interest 

in new. i.deas and th.e willi.ngne.ss to delegate all to b.e 

characteristics in others whi:ch ·he'lped them. The 

perceptions of the C & W managers regarding the ·quality 

of the peo·ple with ·whom the·y work su~ges;t theni to be 

fortunate indeed. 

The intr.overt-extravert dimens·ion of the MBTI was 

significantly correlated with. ·two of the characteristics 

in this group (P3 and P6). The sensing-intuitive 

dimension was correlated with two others (P2 and P7). 

Extraverts found the extent to which. other people were 

open to new ideas (.P3) helped them more and hindered 

th.em less. than it did the introverts (X2(2) = 10.33, 

p<.Ol***). Extraverts were als.o less hindered than 
were introverts by other people's unwillingness or 

inability, to delegate (.P6) (.X2 (.2) = 7.86, p<(..025**). 

Introverts are yet again shown to be more sensitive 

to those around them than extraverts. Extravert may 

get th~ngs done but perhaps by riding roughshod over 

other people. 

Intuitive managers were more concerned about other 

people's motivation to work (P2) than were sensing 

managers (X2 ( 2) = 6. 86, p~ .05 *). Only 15% of Ns· 

(intuitives)thought it unimportant compared with 35% of 

Ss(sensing types). Nevertheless, those Ss who were 
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concerned held similar views; 10% of intuitives found 

the level of motivation in others to be a hindrance 

to themselves and 75% found it to be~ help. This 

compared with. 3% of sensing types who found it a 

hindrance-; and 62% who found it a help. Intuitive 

managers were also more bothered by other people's 

vision of the future (.P7) th.an were sensing managers 

cx2(2) = 11.29, p<.005****). 65% of sensing managers 
.reported that this characteristic had no influence 

on their transfer activities whilst 28% found that it 

helped and a me-re 6% that it h.indered them. 

Amo~gst intui t.i.ve man.~ger·s how.e.ver, only. 38% tho~ght 

it unimportant. The ·same. ·propo.rti.on., 38% found 

inspiration in the visions held. by- otfi.er·s but 23% 

were:.· 'disappointed, disillustoned and depressed by· what 

they discovered in others. Th.es:e are both areas in which. 

theory would suggest that intuitive managers, always 

conscious of the possibilities inh~ient in a situation, 

should be interested. The same theory suggests that 

sensing managers will remain relatively unconcerned 

with such. thoughts. 

Before they returned to work, half of the managers 

anticipated that the supportiveness of their 

subordinates (R3) and their superiors (Rl) would be 

helpful to their transfer of training. One-third 

thought that their peers (R2), their contacts in the 

Company (R5) and the relevant information available 

to them (R4) would also be helpful. Another one-=third 

th.ought that their lack of contacts would hinder them 

and one-fifth anticipated the non-availability of 

relevant information as inhibitive to their transfer 
of training. 
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In the event, the support.iveness of superiqrs (Rl), 

peers (R2), and subordinates (R3), were all felt to be 

helpful by half of the managers.. Subordinates had 

lived up to expectations but peers were found to be 

more helpful than previously expected whilst superiors 

were considered by a growing number of managers actually 

to inhibit the transfer of training. Less than 5% of 

managers reported subordinates or peers as a hindrance,·. 

but 23% of managers thought this of their superiors. 

Fears of the inhibtt.ive e:Cfects. _of not being ahle to 

acces:s: appropriate ·informatton (R4l, were borne out 

for one..:quarter of the ·manager·s b.ut one-th.ird stood 

by the facilitative ·nature of the· information available. 

A mos.t dramatic developmen·t was: the leap made by R5, 

"my contacts in the Company" from 11th. most hindering 

factor to 2nd most helping factor of all the 61 items 

considered. The proportion of managers finding 

their contacts in another part of the Company a positive 

influence on their transfer of training more than 

doubled from 34% to 71%. The proportionworried that 

their perceived lack of contacts would prove a 

hinderance fell from 30% to 2%. 

There were ·no significant differences between the 

perceptions of any group of managers regarding the 

effect of personal relationships on the transfer of 

training. 

This, and the influence of technology, are the only 

aspects of the organisational climate in which such 

unanimous agreement is found. 
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In the literature, the importance of a supportive 

superior tends to over-shadow that of the otherpeople 

with whom a manager works. This study, whilst recording 

the facilitative influence of all support, from 

wha.tever quarter, also highlights the crucial nature 

of the superior by showing that his lack of support 

is the only vacuum to have a negative influence. 

Peers and subordinates are either helpful or -0f no 

cons.eque.nce. Superi.ors. _are ·1es;s. li.k.ely to be he.lpful 

and can be ·a h.ind,rance,. Vandenput' s. managers also 

vie-wed superiors as: more ·inhibiting tha:n subordinates, 

al though. they· saw· pee·rs as: intermediate.· 

Hariton (.1951) and Harris and Fleishman (1955) stress- the 

importance of the immediate bos:s being supportive; 

Ba~ke (1959) extends th.is to include ·subordinates as well; 

and House (.1968) creates: separate but equal categories for 

the formal authority system, the imreediate superior 

and the primary work group (i.e. peers and subordinates). 

Baumgartel and Jeanpierre (1972) mentioned the attitude 

of superiors but _not those of pe_ers or subordinates and 

Hogarth. (1979) too pays little attention to the influence 

of subordinates beyond asking managers if they felt th.at 

their immediate ·working environment would support them, 

to which 61% of managers agreed that it would. This is 

very similar to the response of the C & W managers, 

58% cf whom expected their subordinates to be supportive 

and 62% of whom found that they were. 

Th~s aspect of the organisational climate, other people 

with. whom the manager works, is remarkable on two counts. 

Firs.tly, its importance as a facilitator for the transfer 

of training; secondly, the great swings in its favour 
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by so many managers on their return to work. This rather 

suggests that managers had not given much consideration 

to the impact of others on their own level of achievement 

beforehand. 

As a test of Ho3, the few differences, linked entirely 

to age and two of the Jungian dimensions, cannot be 

regarded as sufficient evidence to reject the null 

hypothesis. Managers in C & W share their perception~ 

of the people with . whom they work. It perhaps goes 

s-ome way to explaining th.e strong bonds between: 

them and the loyal regard the·y have for their Company. 

This section was devoted to the testing of null hypothesis 3 

(H03): that "there is no significant difference between 

manageis' peiceptions of aspects of the organisational 

climate in helpi~g or hindering them to transfer what 

they have learnt". 

To do this, the eight aspects of climate, identified 

by Vandenput were combined to form four divisions. These 

were: 

1. the e:xternal environment; 

2. the internal environment; 

3. the managers' job; 

4. other people at work. 

The perceptions of respondent managers with regard to the 

helping or hindering nature of each of these was examined 

in turn. Responses were divided in six different ways to 

see whether or not any particular aspects of the managers' 
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profiles differentiated between their perceptions of the 

climate thus causing the null hypothesis to be rejected. 

Forty-seven significant differences were identified. 

They are summarised in table 6. 10. 

Aspects of the Type Prof MBTI C&W CCL 

Organisational Cl.inate of Age Back- types type type 
Prog ground 

External Environnent 

Totals 

El - E7 0 0 0 1 2 0 
. ~} 3 

Tl - T3 0 0 0 0 0 0 

Internal Environnent 

Cl - CIO 0 1 2 4 5 0 ~118 Vl - Vl.2 1 0 0 3 2 0 

Man~r•s Job 

Jl - J12 5 2 0 6 3 2 1:}20 
Al - A4 0 1 l 0 0 0 

Other People 

Pl - PS 0 2 0 4 0 0 
~} 6 Rl - R5 0 0 0 0 0 0 

Totals 6 6 3 18 12 2 47 

Table 6.10 Summary of Differing Perceptions of Whether Aspects of the 
Organisational Climate Help or Hinder the Transfer Process 

The two aspects of the climate in which the null hypothesis 

was rejected were the internal environment and the manager's 

job. Together, they were responsible for 80% of the 

di£ferences. The null hypothesis was not rejected with 

regard to the remaining aspects of the climate, the 

external enviroment and the other people with whom the 

manager works. In both these areas, managers were 

generally in agreement with one another. 

The most important features of th.e manager's profile in 

rejecting the null hypothesis were the MBTI dimensions 

and the C & W category of manager. These accounted for 
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64% of the variation. Of lesser note were the contribu

tions made by age and type of prograrrme attended. 

Together they caused 26% of the variation. The rema_ining 

two features of the manager's profile were professional 

background and CCL type. These made a negligible 

contribution (only 10%) to the differing perceptions 

held between manasgers. concerning their organisational 

climate.· Despite the many difference~ of opinion 

concerni~g the internal enyironme-n.t, this aspect was 

perceived, on balance, as a· hi'n"d-rance to managers. 

The managers job,alth6ugh ~veri more ·controversial, 
was; -pe:rceived~-a~'.- li~].p,f~l;- b-y-~--the/·,1najoio:ity 

of managers. Managers were in strong agreement as to 

the· ve·ry· he·11J"ful influence of the other people in the 

Company for the"fr __ transfer of training. They were 

equally unanimous, alth6ugh in a different way, on 

their views r~garding the external environment; by which 

they found themselves· unaf·f ected. 

The aspects of th~ climate requiring· attention by the 

Company are, fortunately, completely within its gras.p. 

These include the jobs of specific individuals, the 

structure of the Company and the values that are 

maintained. None are easy to change but all are possible. 

If a single theme is forthcoming, it is the need for more 

open, more regular and more relevant discussion on the 

Com:r,a.ny's current and future operations. Managers are 

demanding the r·ight to manage. If they are not felt 

worthy of that right then the Company must stop 

pretending that they are· managers and acknowledge them as 

administrators and engineers once more. 

Part TIT ·: · Re1ate"d Res·earch and its· Relevance to the 
Tra·ns·f·e·r o·f· Tr·ain·in g 

Attention i~ this ~ection is focussed on four topics. 

These are: 
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1. Myers-Briggs work preferences; 

2. Herzl::erg's motivation - hygiene theory; 

3. Hackman's job description survey; 

4. Baumgartel and Jeanpierre 1·s transfer study·. 

-i.· The· M"yers-Bri:ggs. Work Pre;ferences and the·ir · 

The four dimensions: upon whi.ch. ·th.e ·vari.ous work 

preferen·ces· are ·based were ·res·pons-iole for 18 s·ignificant 

differences· in the distribution of perceptions cf the 

o~ganisation climate." The extravert-introvert (.E-I) 
dimen·sion was res·ponsible ·for seven of them; sensing-

intuition (.S-N) for five; thinking-feeling (T-F) for 

three; and judgemental-perceptive (J-P) for three. 

When differences were sought between the CCL clusters only 

two were discovered. Both were between traditionalists 

and non-traditionalists on the immediate working 

environment. 

Taking the responses as- a whole and ob.serving tile 

proportion of managers- opting for each of the three 

responses for the transfer of training (i.e. help, 

hinder, neither), the res~archer was led to another 

calculation. This was to add together the number of 

times that a majority vote went to each choice and 

then to test them against one another for significance 

using x2(9). 

The results of this exercise confirmed and streng.thened 

those of the individual items discussed earlier. Together, 

they show a persistant trend for managers with a preference 

for E, S, T, and J to regard the organisational climate 
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as less influential on their transfer of training than 

do managers with a preference for I, N, F, and P. When 

they do consider it as influential, the ESFJs find the 

climate to be generally helpful whilst the INTPs more 

often find it a hind-ranee_, 

L E-T ·: · The· Extra:vert-Tntrovert Dimension 

Aspect of Perception of Cl:ima.te's Influence on Transfer 
Organisational 

Cl:ima.te 
Hinder Neither Help 

External Envirorumnt 

El - E7 E>I 4 : 3 I)E 5 : 2 E)I 5 : 2 

Tl - T3 I>E 2 : I E>I 3:0 I)E 3 : 0 

Internal Environnimt 

Cl - ClO I>E 10: 0 E)I 6 : 4 E")I 8 : 2 

Vl - Vl2 DE 12 : 0 E)I 9 : 3 E>I 10: 2 

Manager's Job 

Jl- Jl2 I>E 9 : 3 E ">I 8 : 4 DE 7 : 5 

Al - A4 I>E 4: 0 E>I 4:0 E=I 2 : 2 

Other People 
Pl -PS I>E 8: 0 E>I 6 : 2 E>I 7 : 1 
Rl ~ R5 I>E 4: 1. E)I 5:0 l)E 5:0 

Table 6.11 Dominant Perceptions Held by Managers with a Preference 
for Extraversion (E) on Introversion (I) 

As Table 6 .11 shows, an extravert or in tr.overt 

orientation has an important influence on a managers 

perception of the organisational climate. The extravert 

is far more willing to dismiss it as unimportant to 

his transfer of training. The introvert on the other 

hand, is more sensitive to its influence. When managers 

do regard the climate as important, it is the introverts 

who see it as a hindrance most often. They also see it 

as a help more often in some situations in their jobs, 

in their relationships with others and in their 

appreciation of technology. On all these issues they 

express a greater overall concern than do the extra.verts. 
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Extraverts sha .. re the introverts view of autonomy as a 

helping factor but they find the outside world more 

helpful than do introverts who tend to exclude it. 

Extraverts stand in contrast to introverts on the other

aspects of climate. These are their perceptions of peoples 

characteristics, the company's structure and its values. 
All a,re found helpful by the extravert, but not the 

introvert who more cften describes· them as a hindrance .. 

These findings suggest that when introverts are influenced 

by their surroundings they- see· them as inhibitive but wqen 

e~traverts are influenced they see the~ as facilitative. 

This would be consistent with Jung's contention that the 

introvert prefers to b~ left alone by the outside world, 

whilst the extravert draws his energy from it. In fact, 

the results of this study confirm that introverts say 

that the ·climate is either not important or, if it is, 

it hinders them. Extraverts more often say that the 

climate is either not important or, if it is, it helps 

them. This, in turn, rather sugge~ts that introverts 

a.re more dependent upon their situation than are extraverts. 

60% of C & W's managers are introverts . 

. ·2. S--N 

The S-N preference for gathering information has a 

stro~g effect on ~anagers' perceptions of their 

transfer of training. On every aspect of climate the 

sensing manager is the least affected; on every factor 

the intuitive finds the effects of climate inhibitive 

more often than does the sensing·type. Collins (1965) 

found exactly the same in his study of 200 school-teachers. 

He concluded that sensing types could find job satisfaction 

in· ·a·ny climate ·whilst intui ti ves· were easily frustrated and 

inhibited if the climate didn't "suit" them. 
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There was some concensus on the helping aspects of the 

climate, particularly with regard to the manager's job 

which both sensing and intuitive types found equally_ 

helpful. On other aspects, their responses were mixed. 

The Ss found the outside ·world, the Company structure 

and people's characteristics more helpful than did Ns. 

The Ns, in their turn, found technology, company values 

and their personal relationships with others to be helpful 

to their transfer of training more often than did Ss. 

73% of C & W manageis have a preference for sensing. 

Perception of Climate's Influence on Transfer 
Aspect of 

Organisational 
Climate Hinder Neither Help 

External EnviroillIEilt 

El - E7 N)S 4 : 3 S>N 4 : 3 S)N 3 : 4 

TI. - T3 N>S 2 : 1 S>N 2 : 1 N>S 2 : 1 

Internal Environm:mt 

Cl - ClO N)S 7 : 3 S>N 7 : 3 S>N 7 : 3 

Vl - Vl2 N)S 11 : l S>N U: 1 N>S 7 : 5 

Manager's Job 

J1 - J12 N>S 11 : 1 S)N 9 : 3 S=N 6 : 6 

Al - A4 N>S 3 : l S')N 4:0 S=N 2 : 2 

Other People 

Pl - PS N>S 8: 0 S>N 7 : l S>N 5 : 3 

Rl - R5 N>S 4 : 1 S>N 3 : 2 N>S 3 : 2 

' 

Table 6.12 Dominant Perceptions Held by Managers with a Preference 
for Sensing (S) or Intuition (N) 

The T-F dimension of a manager's work preference ·indentifies 

his decision making style : whether it is founded on 

logical analysis (T) or on his personal beliefs (F). This 

preference, like th~ previous two, has a significant 

influence on a manager's perception on his organi.sational 

climate. A thinking manager is far less likely than a 



- 344 -

feeling manager to be intluen.ce.d by the·. ·climate. When 

he ·does: find it important he ·will rarely see· it as being 

helpful. Indeed, it is only in the ·area of tec"hnolo.gy_

itself a product of logical thinking th~t the T finds 
r 

any comfort. In addition, he ·is more likely than the 

F type to find his relationships with others, their 

characteristics and the values of the Company as a whole, 

to be a hindrance. Regarding his job, he shares the · 

views of the F type and on the other aspects of climate, 

the external environment and Company structure he 

experiences fewer hindrance than does the F. 

68% of C & W managers have a preference for thinking. 

' 
Aspect of Perceptions of Climate's Influence on Transfer 

Organisational 
Climate Hinder Neither Help 

External EnviroilllBnt 

El - E7 F:>T 4 : 3 T>F 4 : 3 F'>T 6 : 1 

n -'1'3 F>T 2 : 1 F')T 3:0 T>F 3:0 

Internal EnviroilllBnt 
Cl -Cl0 F>T 7 : 3 T)F 7 : 3 F>T 7 : 3 

Vl - Vl2 T>F 9 : 3 T)F 7 : 5 F>T 10 : 2 

Manager's Job 

Jl - Jl2 T=F 6 : 6 T)F 11 : 1 F">T 12 : 0 

Al - A4 T>F 3 : 1 T>F 3 : 1 F">T 4:0 

Other People 

Pl - PS T>F 5 : 3 T">F 8 : 1 F)T 7 : 1 

Rl -RS T:>F 4 : 1 F">T 3 : 2 F>T 4 : 1 

Table 6.13 Dominant Perceptions Held by Managers With a Preference for 

Thinking (T) or Feeling (F) 
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4. 

The preference for J or P signals a manager's prefer~nce 

for coming to either conclusions about or to an under

standing of a situation. The former is more action

orientated, wanting to organise and control, whilst the 

latter is more adaptable, seeking awareness and further 

knowledge. As a result, neither of them dominate the 

"neither help nor hinder" view of the organisation climate. 

However, when thei do acknowledge the influence ~f the 

organisational climate on their transfer activities, Ps 
- ---

more frequently fi_nd that .it tinders. them whi.-1s.t Js, more 

frequently find that it lieTps the·m. Ps. find the_ ·greatest 

hindrance - ·in all tho"se things" that are dec·ided upon by 

others - the environment, both ·internal and external, 

their job and other people's· characteristics-. 

Aspect of Perception of Climate's Influence on Transfer 
Organisational 

Climate Hinder· Neither Help 

External EnvirollIJEllt 
El --E7 P)J 7: 0 J>P 5 •. 2 P>J 5 : 

n-T3 P)J 2 : 1 P:>J 2 : 1 J=P l½ : 

Interna1EnviroIUil3nt 
Cl;.. ClO P>J 7 : 3 J>P 6 : 4 ·J>P 6½ : 

Vl - Vl2 P>J 8 : 4 J=P 6 : 6 J>P 8 : 

Manager's Job 

2 

l½ 

3½ 

4 

Jl - Jl2 P>J 11 : 1 J>P 7 : 5 J>P 9 : 3 

Al - A4 J= p 2 : 2 P>J 3 : 1 J>P 4 :O 

Other People 

Pl - PS P>J 8:0 P)J 5½ : 2½ J>P 7 : 1 

Rl - R5 J>P 3 : 2 J>P 4 : 1 P>J 3 : 2 

Table 6.14 Dominant Perceptions Held by Managers with a Preference for 
Judging (J) and Perceiving (P) 
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Their relationships with others is th~ only aspect of 

the climate that they can keep sufficiently flexible 

to prevent it becoming a hindrance·." 

J types, on the othe·r hand, appear to be able to 

turn mo~t things to their advantage, or at·_1east see 

them as facilitative more often than do Ps. 

80% of C & W managers have a preference for J. 

· The Composite View 

Table 6.15" identifies the compos-ite preferences that will 

find different aspects of the climate of greatest 

hindran~e (column 1); of least important (column 2); 

and of greatest help (column 3). The figures in brackets 

show the percentage of C & W managers who are this type 

(.n = 1 72 ) ( 1 O ) • 

Types most like to find climate will: 
Aspect of the 
Organisational 

Climate Hinder Neither Help 

External EnviroI1IIEnt 

El - E7 ENTF (1%) IBrJ (26%) ESW (1%) 
Tl - T3 00P (6%) ESPF (1%) INrJ (7%) 

Th"'IP (3%) 

Internal EnviroDIIEnt 

Cl - ClO !NIP (3%) EsrJ (18%) FSFJ (9%) 
V1 - Vl2 IN'lP (3%) FSI'J (18%) ENFJ (2%) 

ESI'P (2%) 

Manager's Job 

00P (6%) ISFJ (1~) 
J1 - Jl2 IN'lP (3%) ESTJ (18%) INFJ (3%) 
Al - A4 INrJ (7%) FSI'P (2%) ISFJ (l(Jl;) 

INIP (3%) INFJ (3%) 
FSFJ (9%) 
ENFJ (2%) 

Other People 

Pl - PS !NIP (3%) FSIP (2%) ENFJ (2%) 
R1 - R5 INrJ (7%) FSFJ (9%) nm> (6%) 

Table 6J5 Summary of the Myers-Briggs Types Most Likely to Find 
that the Organisational Climate will Hinder, Helo 

or be of No Importance to Their Transfer of Training 
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Ideal to HINDER Ideal as NEITHER Ideal .to HELP 

® 

® 

® 

Figure 6.4 Distribution of Perceptions of the Influence of th~ 

Climate on Trans.fer by Myers-Briggs Types 

Figure .6.4 shows how perceptions of the C & W climate cluster 

on the type grid. The implications for C & W would appear to 

be that: 

1. the cl'imate is. hinder·ing at least 17% of th.e Company·'s 

managers. In addition it is particularly uncondus.ive 

to visionaries, a group. currently· .,under~r.epresented'. in the 

Company. Ns have already been· shown to be easily 

distressed by the climate ·in which they work. This will 

not encourage ·theni to join C & w·. 

2. Over half of C & W managers are ~naffedted by the 

climate. This is a refledtion of the large p~oportion 

of traditionalists. There appear to be a progressively 

smaller proportion of traditionalists coming through 

C & W (see figure 4.18). This suggests that fewer 

managers will remain oblivious to the climate in the 
future. 

3. The helping nature of the climate is directly 

experienced by at least one-third of all managers. 

They are well spaced across the grid with the exceptions 

of the ST column. Unfortunately 51% of all managers 
fall into this sector. 
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On all four dimensions there were significant differences 

between each type as to the frequency with which they 

considered the climate to be either a help or a hindrance. 

Those considering it a help were more frequently E,S,F, 

and J; those considering it a hinderance were more 

frequently I ,N, T, and P (10). 

There were also differences as to how frequently the types 

felt themselves to be influenced ~tall by the organisational 

climate. The four preferences least frequently influenced 

by the climate were E, S, T, and J. The difference between 

the ·first three and their counterparts, I, N, ·and F were 

statistically significant. Th~ difference bet~een J and· 
P man~gers. was not significant (XI}~ The ESTJ type is 

identifi.ed by Myer·s (.1980) as the most 'masculine,. and 

a· ·n·atur·al manager; Barron and Egan's. (1968) Irish. · 

mana.gers were ·overwheTmingly this- type; so too were 

Hay's (196"4) 62 enginee·ring managers. ESTJ's distinguish

themselves in. th~s study as the type least likely to 

respond to questionnaires! The· fact th~t they are less 

influenced by.the ·world around them confirms that, as 

a type, they are sufficiently robust to be morE! resiliant 

to the characteristics of the organisational climate 

than are the other Myers·-Briggs· types. Their opposite, 

the TNFP would, likewise, be the most sensitive to their 

environment. Most ~anagers, of course, are other 

combinations of preferences and the relative strength 

of the various dimensions will pull the indi~idual 

towards a. particular interpretation of each situation. 
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· z.· · He·rzbe·r·g' ·s :motivation - hygiene theory ·and ·its 
· ·re1·eva·n·c·e· to' the tr·a·n·sfer 'o'f tra·in·i·ng ·i·n C &· W 

Herzberg's theory (1966) distinguished between the job 

attitudes which were felt to lead to satisfaction and 

those ~hich were felt to lead to dissatisfa6tion. 

Five factors stood out as determinants of job satisfaction; 

these were achie~ement, recognition, work itself, 

responsibility and advancement. They were long-term, 

to do with self-actualisation and were described by 

Herzberg as :moti·vation factors. The factors identified 

as determinants of dissatisfaction were neither the 

opposite nor the absence of those bringing about 

satisfaction; they were completely different. The five 

major dissatisfie-rs were company policy and administration, 

supervision, salary, interpersonal relations, and working 

conditions. They were all short-term, to do with the 

immediate environment and were described by Herzberg 

as hygiene ·factors because, if properly maintained, they 

. could pr.event the ills of dissatisfaction. Although.· 

· responsible ·for opposite outcomes, satisfaction. and 

dissatisfaction, th.e ·two sets. of factors are not 

the opposite of one another. They are ·completely, 

independent of one another; if one is manipulated 

it's effects will be 'limited to its· own area. So, a 

reduction in dissatisfaction for example will not lead 

to an increase in satisfaction, as one might intuitively 

expect. 

Herzberg' s theory· is· relevant to this study on two counts. 

Firstly, th~ ~bht~nt of his factors, which range through 

those cf the organisational climate, may coincide with 

those that help or hinder the transfer of training. 

Secondly, the nature of the· reTati·o·n·ship between his 

factors has important implications for those between 

the helping and hindering factors in transfer. 
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Four aspects of the organisational climate identified 

in this study approximate Herzberg·' s hygiene factors and 

his motfvation factors. One would expect the former to 

feature high in the ranking of hindering factors and 

the latter to feature high in the ranking of helping 

factors. The outcome is shown in Tables 6 .1.6 and 6 .17. 

Anticipated Hindering Actual Hindering 

Aspect of the organisational clizmte 

(Hygiene-type· factors) % of 
Rank managers Rank 

(n = 61) agreeing (n = 61) (n = 107) 

J4 'Ihe equipnent at my disposal 43 7% 28(+15) 

JS The trained people at my disposal 13 28% 33(-20) 

J6 'Ihe physical envi.rooment in which 19 21% 17(+2) 
!work 

J7 The anDtlilt I get paid 30 15% 53(-23) 

Table 6.16 Aspects of· the Organisational Climate Approximating 

Hertzberg's Hygiene Factors 

% of 
managers 
agreeing 
(n = 133) 

16%(+9) 

14%(-14) 
23%(+2) 

3%(-12) 

Anticipated Helping Actual Helping 
Aspect of the organisational climate 

(Motivation-type factors) % of 
Rank managers Rank 

(n = 61) agreeing (n = 61) (n = 107} 

JlO Opportunities to initiate projects 0 53% 15(-9) 

Jll Opportunities to expeI'lIIX:Ilt 3 64% 21(-18) 
Al My control over my working 1 67% 7(-6) 

enviromIElt 

A3 My freedan to act an my c,;vn 2 64% 10(-8) 
judganents 

Table 6.17 Aspects of the Organisational Climate Aoproximating 
Herzberg's Motivation Factors 

% of 
managers 
agreeing 
(n = 133) 

49%(-4) 
46%(-18) 
56%(-11) 

53%(-11) 
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Three· of the four hygiene-type factors appeared in the top 

half of the· h'inder·i·ng list 'Be:fore. ·the ·return to work. 

but this later fell to only two. At best, support ·for 

them as hindering factors only came ·from 28% of the managers 

dropping to a low of only 3% for one factor. There would 

appear to be no grounds for comparing the hindering 

factors with Heizberg's hygiene factors. 

On the self-actualisation front, however, a different 

picture emerged. The four motivation-type factors 

were ranked 1st, 2nd 3rd and 6th on the· ·anti·c·tp·ated 

he·Lp'ing list and were supported by· up to two-thirds of 

all managers. This is ~ntirely consistent with the 

theory but, when looking at the relative positions 

held by the same factors in the· ·actu·aT heTp·i·ng list, 

one cannot help wondering if they are not a little 

idealistic. Faced with ·reality, half of the managers 

still support the four factors but their relative 

importance as helping factors· s·lips to between 7th and 

21st place. Nevertheless, support is stIIl forthcoming 

from between 46% - 56% of all managers. 

The relationship between the hygiene and motivation 

factors is so interesting because changing one is not 

going to have consequences for the other. If a similar 

relationship exists between helping and hindering factors 

then removing the hindering factors is not going to 

enhance the helping factors and ~i~~ ve~sa. If, however, 

th~y ·are related to one another and do not exhibit a 

"dual-factor" nature then manipulations with various 

aspects of the climate could have repercussions elsewhere 

in the system. 

To identify the nature of the relationsh~p between the 

helping and hindering factors, Spe~rman's rank order 
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correlation was conducted twice, once on th~ anticipated 

factors and once on the ·actual factors. In both~ ·cases there 

was found to b~ a significant correlation bet~e~n the ·two. 

(rs= -.59 for the anticipated influence of the climate; 

rs= -.52 for its actual influen·ce ). 

This confirms that help and hinder are at opposite ends of 

the same poles and that a reduction in hindering aspects 

of the climate Will lead to an increase in the helping --. . 
aspects. Converse1y·, a· reduction in the helping factors 

. w1·11 only increase the hinderances·. Double benefit cis 

therefore to be accrued by the Company for any positive 

steps it takes to improve the organisational climate and 

double trouble will ensure from any deterioriation in 

the climate. 

'3'. · Hackntan·' s· J·ob ne·s·c·r·ipti·on· su·r·v·ey ·a·n'd ·its· ReTevance 

tci the· T'r·a·nsf·e·r· ·o·f· T·r·ai'n'i·n·g ·1·n· C &· W 

The JDS was developed for use in work redesign with 

reference to the workforce in general and lower (supervisory) 

levels cf management. It "is not appropriate for use in 

diagnosing the jobs of single individuals" (1980, p 314), 

"care should be taken not to define jobs too broadly" 

(p 308) and "it is less appropriate for middle and upper 

level managers, whose jobs are much more strongly defined 

by ·ro1e relationships than by concrete tasks to perform" 

(p 307). 

How then can it possibly be of interest to transfer of 

training for middle and senior level managers? One 

reason is that job characteristics are investigated in 

this study as a component of organisational climate. 

Another is that for the C & W managers, job characteristics· 

vary enough to create significant differences between the 

perceptions held about the extent to which they help and 
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hi.nder· the .transfer of tra:Lnin.g .. The theoreti.cal 

assumptions underlying the· JDS. may· illuminate some cf 

the proble~s in C & W. 

Hackman· ·et ·a1 ( 1974, 1975, 1980) identified three 

critical factors in determining a person's motivation 

and satisfaction with ·their job. The~e are that: 

1. they find their work meaningful and worthwhile; 

2. they are re~ponsible ·for results; 

3. they have regular knowledge about their performance. 

The job characteristics believed to encourage the 

development of th.es·e ·factors: are:· 

1. skill variety; 

2. task identity; 

3. task significance; 

4. autonomy; 

5. feedback. 

All these were ·covered to some extent by the items in the 

checklist. The first three; which ensure meaningful 

work, were loosely described by Jl, my personal work load. 

This is high for most managers· who need a multiplicity of 

skills and talents; to be able to work. on a number of 

tasks simultaneously; and to be ·able to switch ·from one 
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task or role to another at a moments notice. Versatility 

is important for managers (.Mintzherg 1973). It was 

measured a. little ·more ·by J9-Jll, the· opportunities· 

available to managers for teamwork, project intiation 

and experimentation. Managers tended to over--emphasise 

the opportunities open to theni before the·y returned to 

work only to be disappointed later. 

·2 . · · · T·a·sk: Tderiti'ty 

Thi·s is often low fc,r managers·, especially in a 

bureaucratic. organisation like C & W. It can be higher 

fer top managers who can se~ ~trategies through froL 1 

beginning to end and for managers with high autonomy 

like Project Managers. With increased development 

in the areas of new business and greater decentralisation, 

task identity may be on the increase in C & W. One 

measure linked to it ,. · JS on task predicabili ty, was 

found helpful by more ILanagers than found it a. hindrance 

(26% against 1S%). 

This varies in C & W but is generally high as. tele

communications is in the forefront of technological 

development and has a big impact of the world as a whole. 

C & W's clients range through numerous government contracts 

and industrial clients in all parts of the world. They 

have a fleet of ships on the oceans and satellites in 

space. The work is intrinsically meaningful although 

as the responses to CS (awareness of C & W's goals 

and strategies) showed, many managers would like to know 

how their contribution fits into the overall Company 

plan. For others tasks are seen merely as paper-pushing 

or working on ideas that are destined to be shelved. 

Disappointments· .in the ·past have led s~me ·managers to ~ell 

the researche·r that whatever Cranfield, or anyone else, 
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does "noth.ing will change". 

This aspect of job is well covered by the ·checklist 

and well appreciated by the C & W managers who rank 

it high as a helping factor. Th.ey also admit to 

experiencing less autonomy than they first anticipated. 

What should C & W expect in return for bestowing 

·auto"n·omy upon a manager? Hackman believes ~n increased 

feeling of ·r·e·sp·o·n·s·ihiTi·ty and an increased willingness 

to accept personal ·ac·countabiTi·ty. 'llie· manager becomes m::>re 

·independe·nt because, through his increased ·c·o·n·tr·o1 

over situations, he has the opportunity for putting 

his training into· ·action and Te·arni·ng from the outcomes. 

This comes from the job itself, through meeting deadlines 

and budgets, and. from the "significant others" in a 

manager's world - colleagues at various levels, in the 

same and different departments. Recognition of a 

managers contribution is not always easy to voice and 

can seem to go unnoticed or simply be taken for granted. 

The way in which perceived value is expressed depends 

heavily on the personality of the individuals concerned, 

and the generally accepted norms for dealing with others. 

The checklist looked at the issue of feedback from 

several points of view. Within the characteristics 

of the job J2, the availibility of evaluation criteria, 

took the problem by the horns. Senior managers in 

particular had to report that th.e lack c,f such criteria 

hindered them in their transfer of training. Still 

at the formal level C2, links between departments and C5, 

the official communjcations system, were investigated. 

The former was felt to be ·a lot more helpful than the latter. 
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When viewed at its most informal, through personal 

relationships with ·others and the· "grapevine", feedback. 

was reported as being alive and well although.it was now 

subjective and, no doubt, well-flavoured wi~h perscnal 

bias by the time it reached its destination. 

If these five characteristics are evident then the jo~s 

in question should be capable of providing the incumbent 

with. sufficient internal work motivation to fulfil his 

transfer of training activities. When specific jobs are 

measured using the JDS a "motivating potential score" (MPS) 

can be assessed for each jcb which can then be matched 

up with the appropriate person (who has been separately 

measured). A good match. between job and individual 

means that the work will be effectively i:,erformed AND 

be rewarding and satisfying to the employee. A manager 

whose job is too low· for him on MPS- will be frustrated; 

a manager whose job is too high on MPS will be under stress. 

Both will become alienated and perform badly. Both will 

"blame" the job; everyone else will blame the manager 

and· a second level of stress is soon reached. 

Bearing in mind the limitations of this instrument for 

individuals at this level and~ bearing in mind the 

crudeness with which. the sketches above a.re: drawn, th.ere 

seems to be little reason why any manager in C & W 

·should_ :tJe finding his job to be a hindrance to his 

transfer of training. Some do, but the remedy lies 

within easy reach of the Company. 

"4. Baumgartel and Jeanpierre'·s· ·study (T972) and its 
· ·r·e-i-e-v·a·n·c·e t"o" ·the· tr·an·s·fe·r· ·o"f trai·n·i·n·g· 1·n· C &" W 

The Indian managers in Baumgartel and Jeanpierre ,:s study· 

felt there were six factors which heTp·ed them in their 

transfer of trainip.g. Thes·e were:· 
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1. self-direction; 

2. consideration; 

3. innovation; 

4. knowledge application; 

5. communication; 

6. training investment. 

Most important was the "freedom to set personal 

performance goals". C & w· managers· als-o anticipated 

this to be the most important helping factor and, after 

their return to work, found it to be important but ranked 

it only 7th in retrospect. They were conside~ing 

"the extent to which I have personal control over my 

working environment" (Al). When the various breakdowns 

of these "actual" scores were made it was the participants 

of the Management Refresher Programmes, those managers-

of 50 years of age or more and the non-engineers who 

found it so important. The Fls were· the only group of 

staff not to be concerned with having personal control 

over their working environment. Amongst the CCL types, 

it was more important to traditionalists and trouble

shooters than to catalysts and visionaries. 

2. Cbnsid~ration 

Baumgartel and Jeanpierre's second factor was the extent 

to which "higher management is considerate of the feelings 

of lower management". Seven of the questicms on the 

C & W checklist referred to th.is topic (Cl, C4, C7, V5, 

Vl2, A2 and Rl). Only three of the· s·even· fell into the 
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"top ten·" ranking be fore ·the· ·return to work. These 

were A2 "the· ·extent to which I may participate ·in decision 

making" which ·was ranke·d 8th, and Rl "the attitude of 

my superiors" which was ranked as 10th most helping. On the 

hindering side, V5 "paternalism" wa·s see·n as the 7th most 

inhibitive aspect of the organisational climate. When the 

managers were asked th~ir views after they had returned 

to work only A2 remained as an important helping factor; 

Rl had not lived up to expectations. On the hindering 

side however, all five of the remaining factors were 

mentioned with particular emphasis going to Cl "the 

hierarchy", V,5, ''paternalism" and Vl2 "authoritarian culture". 

a.· · T:n:novat"i"on 

Baumgartel and Jeanpierre's third factor was the degree 

to which the "organisation stimulates and approves of 

innovation and experimentation." This very issue is 

directly challerige.d in the C &. W- checklist by V3 

"innovation is encouraged" and- Jll "opportunities 

for me to experiment·and broaden my ·experience". It was 

indirectly challenged by JlO "opportuni.ties to initiate 

projects" and V4 "don't rock the boat". The latter (V4) 

was consistently seen as the fourth most hindering factor. 

It was anticipated to be so and the experience of all the 

subgroups confirmed it. No-one felt that innovation 

was either encouraged or discouraged sufficiently to 

mention it as being important either way. The opportunities,· 

however, were anticipated as being important although they 

only turned out to be so for younger, non-engineering, Head 

Office staff with trouble-shooter or catalyst work 

preferences. 
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Baumgartel and Jeanpierre's fourth factor is the 

degree to which the ·"organisation is- anxtous: for 

executives to make use of knowledge gained in 

management courses." Th.is is encompassed to some extent 

in the above point but a~ additional factor, P3 the 

"acceptance of new ideas-" amongst the people with. whom 

the manager has· contact, is also linked. Only senior 

man~gers found this an important helping factor (8th) 

al though there ·is a significant correlation between 

extraversion and P3 as a helping factor (X2(2)=10.33, 

p<.Ol***). 

5. · Gommunlc·ation 

Baumgartel and Jeanpierre's fifth factor is "free and 

open co:mmunication among the management group." This is 

a topic well covered by the check.list (C5, C8, C9, V6, VT, 

P5, R4, R5). Four of the eight items are not regarded as 

important by the C & W managers. Of the remainder two 

are felt to be a help and two a hindrance The helping 

factors are R5, "the number of contacts I. have in other 

parts of the Company" and C9, "freedon: to meet during 

working hours". The former, which is the informal 

communication system or "grapevine" of the Company, is 

acknowledgedas the second most important helping factor 

of all although, perhaps surprisingly, this had not been 

anticipated beforehand. The latter, C9, is of less 

importance but again of much more than had been anticipated. 

Visionaries found it the most _important and indeed there is 

a positive correlation between it and the thinking 

dimension of the MBTI (X2( 1 )=4. 98, p <. 05*). The hindering 

factors are almost a mirror image of the helping aspects. 

V7, the "tendency to secrecy" was rated as the second 

most important hindering factor of all and this· too, had 
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not bee·n anti.cipated. It was most keenly felt by. the 

older, more .senior man~gers~, the Fs., and the. catalysts 

although ·only one sub~group (th.e ·trouble-shooters) ·gave 

it a lowet ranking th~n 4th. The ~thet hindeting factor 

is C5, "the official communication systeni" which was not 

quite ·as bad as expected but was still widely held as an 

impor·ta.nt inhibitor to the trans-fer of training. 

Perceptive managets found it to be ·a significant hinderance. 

(X2(.2)=9.51,p<.Ol***). 

It is intetesting tc note how, when the formal communication 

system is felt to be inadequate, an informal and highly 

effective systeni develops in its place. 

Baumgartel and Jeanpierre •·s· sixth, and final, helping 

factor was "the willingness of top management to spend 

money on training." This was covered by Vll "active 

enccuragement is given to training and self-renewal". 

Whilst this was generally acknowledged as a helping 

factor only the National staff singled it out as being 

of special importance. 

S-uinmary 

Baumgartel and Jeanpierre reported the above six items as 

being helping factors in the transfer of training. This 

research would acknowledge and confirm these findings. 

However, it would also dispute the relative importance 

given by Baumgartel and Jeanpierre to items 3, 4 and 6 

(innovation, knowledge application and training) placing 

more! e-mphasis on 5 (communication) and, to a lesser 

extent, on 1 (self-direction). It would also draw 

attention to the importance ·of the nature of the 

relationship between a manager and the people with whom 

he works. On i tern 2 (consideration), the· findings of -
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.... 
the C & W res·earch sugges·t that .the ·organisational 

climate is frequently inhibitive rather than facilitative. 

This is: not to reject Baumgartel and Jeanpierre ,·s assertion. 

Indeed, that the lack ~f consideration is seen as a 

hindrance could well imply that t1:i.e· converse is true, 

supporting Baumgartel and Jeanpierre's view that 

consideration is a help. 

Notes to Chapter· 6 

1. The checklist is on pp 12 - 15 of The Transfer of Training 
questionnaire, shown in Appendix C. 

2. MMP7, MMP8 and MMPlO: n = 39 leaving 142 managers who were asked 
to complete the checklist at tl, 107 (75%) did so. 

3. The distribution of responses for each factor of the external 
environment, before and after the return to work, is shown in Appendix 
E, Table El. 

4. 

5. 

6 •. 

7. 

As Note 3 

As Note 3 

As Note 3 

These are 

for company structure, Appendix E, Table E2. 

for company values, Appendix E, Table E3. 

for the manager's job, Appendix E, Table. E4. 

shown in Appendix F,. Tables 9 - 17. 

8. As Note 3 for other people, Appendix E, Table ES. 

9. x2 tests of significance were conducted in the following manner: 

Each of the 61 variables for climate were looked at in terms of 
the percentage of extraverts and introverts reporting that it helped 
them or hindered them or it neither helped nor hindered them in their 
transfer efforts. For example, under the heading AUTONOMY (Al - A4) 
the following results were collected. 

HINDER NEITHER HELP 

E I E I E I 

Al 7.5 

~ di]) 22.2 · 56.6 ~ 
A2 9.4 5 SH? 23.5 ~ 58.0 

A3 13.2 ~ 29.6 52.8 CE]) 0 
- :::::=---.. 

~ A4 9.4 ~ ~ 38.3 40.7 

0 4 4 0 2 2 
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A x2 
test was then carried out, firstly on the help vs hinder 

totals (note that in.this case, a higher proportion of introverts 
than extraverts saw everyone of the autonqmy variables as a hindrance 
- thus producing a score of 4 : 0 - whilst in the category "neither", 
the position.was reversed), and then, because of the large proportion 
reporting "neither" on many of the variables, on the "help+ neither" 
vs "hinder+ neither" variables. Either way, the differences were 
significant for all four dimensions: 

i} help vs hinder 

E - I x2(1) = 27. 36, p <. 005 **** 
s - N x2(1) = 13. 26, p ~ • 005 **** 
T - F X2(1) = 24.86,p <-005 **** 
J - p x2(1) = 2-2. 46 , p < . 005 **** 

ii) help+ neither vs hinder+ neither 

E - I x2(1) = 12. 94, p < . 005 **** 
s - N x2(1) = 6.0,p < .025 ** 
T - F X

2(1) = 14.91,p <-005 **** 
J - p X2(1) = 11.08,p ,<_.005 **** 

10. The full results from this table is taken is shown in Appendix E, 
Table E6. 

11. The frequency with which each preference had the highest and lowest 
proportion of "neither" scores was also tested for significance. This 
showed whether certain types reported•neither"significantly more often 
than either help or hinder. The results were significant for three of 
the four dimensions-: 

E - I x2(1) = 20.48,p .(.. .005 **** 
s - N X2(I) = 35 • 72, p < . 005 **** 
T - F x2(1) = 17. 36, p < . 005 **** 
J - p X2(1) = 0.52,p <. .05 
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· CHAPTER 7 

TRANSFER IN ACTION· MANAGERS''. PERFORMANCE ON THEIR 

RETURN TO WORK 

Having considered the· possi·ble ·determinants· of succes·sful 

transfer, attention. is· now focussed on how th.e· managers 

in the study actually· performed on th.eir return to work. 

This was perhaps the ·mos·t difficult part of all. Had the 

programme participants been returning to a production 

line or consurne:r goods s-ales: force,· measurement of 

performance would have beeri a relat~vely straight-forward 

task. However ,J ,as managers, they were all returning to 

jobs that were multi-faceted, unpredictable and crisis

prone; were different from one another; and in the case 

of the Fls (al~ost half of the total participants), 

were different from the jobs they had left behind them. 

In. order to test null hypothesis 4 (Ho4) that : __ ·there is 

no significant difference in the trans1er performance 

between participant managers the researcher decid~d 

upon two approaches. The first looked at the performance 

against twenty ~pecific tasks and is discussed in Part I. 

The second looked at individual progress against the 

resolutions that managers had set themselves before their 

return to work. This is discussed in Part II. 

Part ·I Perf·ormance· of Sp·eci·f ied Tasks as Perc·ei ved by 

Ma:nage·rs After The1·r Return to Work 

"Transfer performance" was measured after managers had 

returned to. work by asking them how the·y "now" felt they 

would undertake twenty assorted tasks (1). They were 

asked to rate ~ach. task against a 5-point Likert~type 
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scale ra~gi~g from wor·se through ~' a little better, 

·mu·ch: hetter to: ve·ry mu:ch: b'e:tter. 

1. The approach ·is subjective ·and relies upon the 

perceptions of the participants. This is a feature 

common to all the· measures in th.is· study and has been 

discussed elsewhere but thes:e are the· only measures that 

ask the managers to judge· ·themselves. Because of this; 

cognitive ·dissonance may well come into play· in one of 

two ways, either to confirm that they have benefitted 

from attending the programme or to establish that they 

did not need to attend it in the first place. 

2. The twenty tasks listed were carefully selected 

so as to be relevant to the C & W manager but, in 

order to make them applicable to as wide a range of 

managers as possible, they were of a general managerial 

nature rather than homing in on specific skills. As a 

result, direct queEtions were posed about the subject 

matter of the IPOS component of the programmes but not 

about other subjects such as finance and business policy. 

3. By· qualifying the 5-point scale with comparative 

labels, the measure taken is a ·r·ei-ati·ve one rather than 

an absolute one. This is necessitated by the lack of 

an absolute measure before attendance on the programme 

with.which to compare an absolute measure after the 

programme. The question is phrased so that the respondent 

becorr.es his oy.rn control. A comparison with himself over 

time is implicit in the wording of both question and 

response. Comparing responses between managers is only 

possible in a relative manner. In other words, one 

manager may beli.eve he now undertakes a certain task, 

say delegati~g work to oth.ers, the "same" as· before whilst 

another manager may consider that be is now "very much 
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better" at .delegating. · In absolute ... terms the"y may well 

have ·an identical performance·,· i.t. dep·ends. on what 

their starti~g point was. Their trtransfer performance0 

is based not upon how weT1 the·y do a job but on how much 

better the'y: ·n·ow do · it. 

As the broad obJec·tive ·of all managenierit development is 

to improve per·formance, regardless of starting point, 

relative criteria were ·felt to be appropriate and 

acceptable.· 

4. Some of the que~tions could not 6e answered by all 

managers. 

On every one of the 20 tasks someone felt that th.ey would 

now undertake it' ve·ry· in'l.i"ch hett'er. However, on eight of 

tbe 20 at least one person felt that they wculd now do it 

· wo·r·se·! The full range of scores was used and the overall 

response approximated a ncrmal curve; the mean scores 

ranged from 2.58 to 3.50 with. a mode of 3. The distribu

tion of responses is show in Figure 7.i. 
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Figure 7 .1 : Frequency of· responses from all managers on all tasks 

When the individual tasks were ranked in order of 

their mean scores, it was the· ·s·eTf-·o·riented activities 

on which managers felt they had made the greatest 

progress. Four out of the top five individual tasks 

were related to self-management. The full ranking by 

groups of activities and individual items are shown 

in Tables 7.1 and 7.2 respectively. 

Rank* Groups of tasks 

l Self-oriented 

2 Subordinate-oriented 

3 Superior-oriented 

4 Communications-oriented 

5 Company-oriented 

.Table. 7 .1: Managers' perceptions of their perf·ormance 

at grouns of tasks back at work (n = 136) 

* Ranking bas~d on means at 2 decimal places. 

Mean 

3.3 

3.0 

3.0 

2.9 

2.8 
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Rank* Tasks 

1 

2 

3 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 
20 

21 

22 

Recognising my strengths and weaknesses 

Taking action on my strengths~ weaknesses 

(
Selling myself · 

Encouraging others to do their best work 

Sorting out priorities 
Presenting a case for internal approval 

Delegating work to others 

Preparing a case for internal approval 

Conducting a performance appraisal 

Dealing with unsatisfactory staff . 

Coping with personal problems of staff 

Understanding Company policy 

Selling the Company 

Approaching another dept for advi~e 

Working with foreign service staff 

Approaching Head Office for advice 

Handling disagreeable instructions 

Handling a meeting with union reps 

Reprimanding older but junior staff 

Working· with Head Office staff 

Understanding Company procedures 

Working with National staff 

Tabl.e 7'. 2 :Managers' perceptions of their performance at 

individual tasks back at work (n = 136) 

* Ranking based on means at 3 decimal places. 

Mean 

3.5 

3.2 

3.2 

. 3.2 

3.2 

3.1 

3.1 

3.1 

3.0 

3.0 

2.9 

2.9 

2.9 

2.9 

2.9 

2.9 

2.8 

2.8 

2.8 

2.8 

2.7 

2.6 

Each task .was rated from 1 to 5 in conj.unction with the question: 
"How much better do you now fe&l you would undertake the following tasks?" 

Different Percept~ons Between Groups of Managers 

'There was little in the oveiall response to suggest 

anything-unexpected but when the tasks were analysed 

individually by particular features ~n the manager 

profile some significant differences·· emerged. These are 

shown, in summary form, in Table 7.3 
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,-◄ 

i 
cd '0 '0 

Performance Variable 
~ 'g Q) ~e a~ ! 0 0 

(!)~ 

fl ~ 1 cS th m, t,~ i ~ l 8 < ~ C"l.l '51 cc (..) ~ 

1, Selling·myself **** **** ** - - -
2, Selling the Canpany - - - - **** -
3, Understanding Carpany Policy - - - - **** -
4, Understanding Caipany Procedures - - - * **** -
5, Sorting out priorities **** - - - ** -
6, Delegating wolit to others **** - - - ** -
7, F.ncouraging othel'S to do their· **** * - - - -

best wolit 

8, Handling a n:eeting with. union **** - - - - -
representatives 

9, Conducting .a perfonnance **** - - - - -
appraisal 

10, Preparing a case for internal **** - - - - -
approval 

11, Presenting a case for internal **** - - - - -
approval 

{Working with Head Office staff - - - *1:!E* - -
12

' Working with Natimal sta:f:f - * - - - -
13, Wolid.ng with. Foreign service - - - * ** -

sta:f:f - . -- . 

[ Approaching Head Office for - - - - - -
advice 

14
' Approaching another dept - - - - - -

for·advice · 

15, Repr:imanding older but junior **** **** - - - -
sta:f:f 

16, Dealing with unsatisfactory *"°"* *** - - * -
sta:f:f 

17, Ccping with. pexsonal proolaIS *"°"* - - - - -
18, Handling disagreeable *** * * * - -

instructions. fran above 

19, Recognising my strengths and *** - - - - -
weaknesses 

aJ, Taking acticn on my strengths **** - - - - -
and weaknesses 

Totals 14 6 2 4 7 0 

Table 7.3 : Summarz of Significant Differences on Performance Back at Work Between 
Different Groups of Managers (F Test) 

**** = differences are significant at the .005 level 

*** = differences are significant at the .01 level 

** = differences are significant at the .025 level 

* = differences are significant at the .05 level 

= no significant difference 
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Thirty-three ·significant differe,nces. in :performance were 

recorded amop.gst the various groups of managers. Fourtee·n 

of the difference·s: wer·e ·as-soci·ated witli ·the type ·of 

programme attended; s:even with. ·the C & W type ·of manager; 

six with ·age; four with profeSs~onal ~ackground; and two 

with length of service ·in the Company·. There were no 

significant differences in performance between the 

different CCL types. 

The grouping of managers by· programme type brought about 

the greatest number of significant differences. 

Interestingly enough th.eSe excluded all Company-related 

tasks but included all the others. 

The significant differences are shown in Figure 7.2. 

On each of the 14 tasks it is always the MMP that score•s 

the highest. Exactly half ot the lowest.scores are from 

the MRP and half are frcm the SMP. All three groups 

make the greatest improvement on the same task -

"recognising your personal strengths and weaknesses" -

although there was still a significant difference 

between them. 

If the hypothetical "pass mark" of the midpoint is 

superimposed, the participants of the MMPs would appear 

to have effected successful transfer whilst the other 

two groups have only done so with regard to their personal 

strengths and weaknes·s.es. There are a number of possible 

explanations for these differences. Some are a function 

of the programme attended, others of the managers 

thems:el veS. The MMP may·, because of its more tangible 

techniques-oriented content, be teaching skills which be 

more readily transferred. Th.e MMP may·, because of its 
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**** 
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MMP MRP SMP 

Sorting out priorities 
F(2,133)•6.31,p ~.oos 
**ti 

3.0 
2.8- ----

·2.4 

MMP MRP SMP 

Handling union meetings 
F(2,120)•6.40,p<,.OOS 
****. 

3.3 
---- -----2.8 -2.6 

MMP MRP SMP 

-

Presenting a case 
F(2,131)::sl0.84 ,P < .005 
H'lr* 

3.1 2.8 -- ---·- ---~ 
2.5 

MMP MRP SMP 

Coping with personal 
problems of staff 
F(2,129)•6.74,p<..oos 
**** 

3.4 
2.9 3.0 ·P""--- - ---- ---- -------

- MMP MRP SMP 

Recognising own 
strengths and weaknesses 
F(2,133)=5.22,p < .01 
*** 

MMP MRP SMP 

Taking action on own 
strengths and weaknesses 
F(2,132)=6.10,p <.,.005 
**** 

3.3 

MMP MRP SMP 

3.2 

MMP 

Delegating work 
F(2,133)•9.86,p ~.oos 
**** 

MRP SMP 

Conducting appraisals 
FC2,130)=-11.67,p <::..oos 
**** 

3.0 ---------
2.2 2.4 

MMP MRP SMP 

Reprimanding older 
"juniors" 
F(2,127)::sl3.96,p <'..005 
**** 

3.0 ----·----·-
2.4 

, r. 

MMP MRP SMP 

Handling disagreeable 
instructions 
F(2,133)=5.19,p <..01 
*** 

Figure 7. 2 : Pert·o·rmance Back at Work Mean Score by Type. of 

p·rogramme Attended 
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greater length, five weeks as agains,t two week: f.or both. 

the MRP and SMP, b.e ·engendering_ greater motivation i.n. the 

participants to change ·theTr behaviour on the'fr return 

to work.. The MMs themselves:, being less experie·nced 

than the SMs and MRs, may Ii.ave merely "caught up" with. 

the others. Starting from a lower base in terms of 

managerial experience,· th.e po_tential for improvement 

amongs:t the MMs is greater than for the others. MMs, 

being younger and possible carrying less responsibility 

than the MRs and SMs, may have more energy and drive, 

be more flexible and open to change. On the other hand, 

MMs may be perceiving their performance in an over-

enthusiastic and optimistic manner; the MRs and SMs 

may be more realistic, pessimistic or cynical (depending 

on one's viewpoint) about their own performance. Any of 

these factors in isolation or combination, may be the 

explanation. In-depth interviewing of a sample of 

respondents would be helpful to our understanding. 

What is indisputable is that th.es-e managers have different 

perceptions of their performance back at work depending 

<?n the programme they attended. 

P-e·rf"o"rrna·n·ce· Back ·at W6rk hy CabTe ·and Wirel·e·ss Type of 
Ma·n·a·ger 

Seven s~gnificant differences were recorded as resulting 

from the Cable and Wireless categorisation of manager. 

This time they included items on Company policy and 

procedures. On each occasion it was the Nats who had the 

high.er scores and "Fl turned HO" staff who had the· lower 

scores as shown in Figure 7.3. 

Even on those tasks on which. the differen·ce was not 

significant, Nats had the hi.ghes:t scores· for every· task. 

Once again, "recognising my strengths and weaknes:ses:" 

was_ given the highest score by each ·group. 
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3 4 
3.0 

IIO Nat Fl Fl -

lIO 

Understanding Company 
Policy 
F(3, 131)•5.0S,p .(.005 

***"" 

3.6 

3.0 ~ " -2.9 ---

Delegating work 
F(3,132)•3.85,p<_.025 

** 

Overall response 
for all 20 tasks 

lIO 

3.2 

Nat Fl Fl 

RO 

Understanding Company 
Procedures 
F(3,132)•5.55,p ~.005 

**""* 

2.4 

Working with Fl staff 
F(3, 79)a3.62,p< .025 

** 

Figure 7.3: Perf'ormance B"ack at Work; Mean Scores by Cable and Wireless 

TyPe of' Manager 

The National staff, who attended only the MMP, clearly· 

perceived themselves as doing a better job after their 

participation on the programme. Either that or they were 

being excessively polite. They seem to have made 

particular advances in terms of understanding how and why 

the Company operates in the way it does. This- perhaps 

highTights an area for improved in-house training. 
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Age ·was- the ·third most frequen·t f.act·or with ·which · 

performance ·varied si.gnificantly-. The ·six tasks· on 

which there was a s-ignificant ~iffer'en·ce between age 

groups are shown in Figure ·1.4. 

.. 

·-

. 

3.3 

27-39 · 40-49 50+ 

"Selling" yourself 
F(2,132)•5.69,p <.oos 
**** 

3.0 .2. 8 - ----~ 
? . ~ 

27--39 40-49 50+ 

Reprimanding older 
"juniors" · 
F(2, 126) aS .38, p < .005 
**** 

--

27-39 40-49 SO+ 

Encouraging others 
F(2, 132)=3.38,p < .OS 
* 

3.1 ".\ n - 2.6-~ 

27-39 40-49 50+ 

Dealing with unsatis
unsatifactory staff 
F(2,131)=3.55,p <.Ol 
*** 

2.3 
27-39 4_0-49 50+ 

Working with National 
s-taff 
F(2, 105)•3.18,p .(.OS 
* 

_ 2. 9 2.8 - - . 
2 •. 4 

27-39 40-49 50+ 

Ha.ndling disagreeaole 
instructions 
F(2, 132}=3.06,p < .OS 
* 

Figure 7. 4 : p·erf'ormance back at work; mean scores· by age 

Figure ·7. 4 shows: clearly· that the older managers, those 

aged 50 and over, find their performance at work to be 

influenced less by the management programme they attended 

than do the younger managers. This trend is continued 

throughout all twenty tasks. In every one of them, the 

older age group have the lowest scores for improve.d 

performance as a result of the programme. Managers 

under 40 and those in their forties often record similar 

scores but for 70% of tasks, the youngest group has 

the highest score suggesting a fairly strong link between 

age and transfer. 

-
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On many of the tasks th.ere ·was very, little "differe·nce 

betwee·n perceptions.· . When· differe·nces: did ·occur, 

engineers gained more on those tasks demanding more 

"outgoing behaviour; the ·non-en·gineers gained greater 

understanding of the ·way the Company· worked and felt 

better able to interact with other groups- of staff. 

These improvements in performance may well reflect 

former areas of weakness· which ·the programme has been 

able. to help correct. The tasks on which significant 

differences occurred all emphasise the progress made 

by managers with an non-engineering background. 

They are shown in Figure 7.5. 
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1 
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p <..05 * 

Working with 
HO staff 
F(l,83)=7.36, 
p <..01 *** 

Working with 
National staff 
F( )= 
p7.0S 
p ~.06 

Working with 
Fl staff 
F(l, 77)=4.10, 
p<.os * 

-Handling 
disagreeable 
instructions 
F(l,130)=4.47, 
p L_.05 * 

Figure 7. 5 Performance ba·ck at work: mean scores bv P·rofessional 

Background 

Performance at Work by Length of Service 

Despite its links with age and type ·of programme attended, 

the number of years a manager had been with the Company 

when he attended his programme caused few· differences 

in his performance on his return to work.. The general 

trend was for perceived improvements- in performance to 

vary inversely with length ·of service ·in the Company·. 
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However, the differences were only significant in 

connection with two tasks. These are shown in Figure 7.6. 
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Figure 7.6 : Performance back at Work; mean scores by length 

service with the Comuanv 

The Individual Tasks 

Only one of the twenty tasks was not the object of a 

significant difference. It was "approaching Head Office/ 

another Department for advice." On all other tasks there 

was at least one significant difference. The task 

attracting the most controversy was "handling•instructions 

from above with which you do not agree". Significant 

differences on this occured between managers who attended 

different programmes, were of different ages, with 

different length of service and professional background. 

Those managers who felt they were now more able to cope 

with this tricky problem were most likely to be young non

engineers, who had been with the Company for less than 

fifteen years and attended an MMP. (Perhaps the old, 

long-serving senior engineers were issuing the 

instructions!) The only other tasks to attract more than 

two significant differences were "selling myself" and 

"dealing with a member of my staff whose general standard 

of work is unsatisfactory". Both created differences in 

three of the six groups. 

/ 
( 
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Conclusion 

H04 that "there is no significant difference in transfer 

performance between participant managers" is rejected by 

this evidence. When the transfer process is measured by 

managers' perceptions of how they undertook specified 

tasks after the programme compared to their perceptions 

of how they did the same tasks beforehand, it is clear that 

differences do exist. These are greatest, both in numeracy 

and reliability, between. the different types of programmes 

attended, category of staff and age group. 

Transfer is most likely to occur amongst young MMs, 

particularly National staff. It is least likely amongst 

Fl staff in their fifties, particularly those who have 

moved to permanent jobs in HO and attended the MRP or SMP. 

Had the null hypothesis been measured purely in terms of 

CCL type, it would h.ave been confirmed. Whilst the 

visionaries and trouble-shooters consistently recorded 

high.er transfer scores th.an the tradi tiona_lists and 

catalysts, the differences amongst the four groups were 

never sufficient for a 95% level of significance. 

Part II : Performance Regarding Personal Resolutions Set 

by Man·agers Before Their Return to wo·rk 

Aoproach Adopted 

At the end of their programme, managers were asked to 

make at least one and not more than three "resolutions" 

to try to transfer something that they had learnt on the 

programme back to their place of work. In the follow-up 

questionnaire they were reminded of the resolution they 

had submitted and were asked to comment on their progress 

with its implementation (2). 

/ 

I 
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Constraints 

1. The request that managers should make a resolution 

before returning to work was introduced in June 1978. 

This means that the 39 managers- attending programmes run 

before that date (MMP7, MMPS and MMPl0) were not asked to 

submit any proposals; the subsequent 142 managers were 
asked. 

Results and Di·scussion 

The General View 

A resolution was made by 43% of all the managers. Of the 

remainder, 36% chose not to set a res-olution and 21% had 

not been asked to. In other words, 55% of those asked 
set resolutions. Managers were asked to set at least one 
and not more than three resolutions-. Of those asked, 45% 
s-et none-; 25% set one; 20% set two and 10% set three. 

SMs tended to set more Company specific resolutions than 

the MRs and MMs wh.o were more concerned with personal 

development and their immediate jobs. SMs also tended to 

report greater "success" than other managers who often 

found their efforts thwarted. 

Some resolutions typical of the SMs were to: 

"adopt. the proJeat planning system used by CCS in the 

PT forum. 

Get a written suaaession manpower plan. 

Institute through the Group a poZiay of vertiaaZ 

integration through aaquisitions in the U.S.A. and 

Europe. 
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* Rejuvenation of the marketing effort.· Utilization of 

market audit and teahniques whiah have been desaribed 

on the programme. 

* Consider the result, and how it may be effeated, of 

inareased delegation of authority to branah managers 

from HO. 

They also pledged their energy to-•improving the "people" 
side of C & W: 

* Improve partiaipation of subordinates in deaision-making 

proaess. 

* Inarease delegation to subordinates in an attempt to 

stretah their abilities. 

* Instigate regular management meetings- in order that 

better interpersonal relationships aan be e&tablished. 

* Make the people uJho uJork with me plan better. 

* Pay alose attention to the issue of "feedbaak" in inter

personal skills to ensure that subordinates fuily 

understand uJhat is expeated of them." 

The resolutions set by the MRs and MMs had a greater 

tendency to relate to their own behaviour rather than to 

that of others, or the Company. This reflected their 

more restricted sphere of influence. The comments they 

made about their progress were often positive but sometimes 

negative - generally due to insufficient opportunity 

resulting from a temporary or non-managerial job and too 

little real authority. 

Some of their resolutions and commentary on their progress 

are quoted below. Perhaps the most popular resolution was 

to encourage team building: 
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"* I wiZZ oxaganise my staff membexas to woxak togethexa as a 

team and hope that evexayone wiZZ be abZe to xaespect one 

anothexa's views. I anticipate no difficuZty once r·get the 

co-opexaation of the staff membexas concexaned---I have had 

no difficuZty with my staff. I am pZeased to say that aZZ 

is pxaoceeding smoothZy. The occasionaZ bickexaing has died 

down and aZZ that is now needed is to motivate evexayone to 

a high Zevei of pexafoxamance~ .•. 

* To fostexa and deveZop fuxathexa intexa-xaeZationships among 

my own staff as means to bettexa pexafoxamance foxa the Section. 

The pxaesent xaigid saZaxay stxauctuxae wiZZ be a hindexaance--

Team spixait is incxaeasingZy noticeable in the Sections 

undexa my contxaol. A system of Job-xaotation is in foxace 

and is showing tangible benefits both in texams of 

pxaoductivity and staff caxaeexa deveZopment. The existing 

(and foxaeseeabZe) salaxay stxauctuxae is stilZ a hind~ance 

Reward is often not commensuxaate with actuai 

r,esponsibilities 

* To hoZd moxae consuZtation meetings, moxae fxaequentZy, with 

my staff and endeavouxa to bolstexa moxaaZe at xaeguZaxa 

intexavals---This was indeed done, and I think, some 

success achieved, but the aaxads wexae xaathexa stacked against 

one. Maintaining moxaale in an envixaonment where little of 

pxaacticaZ consequence evexa seems to be achieved is aZways 

difficult 

* To oxaganise a Joint advisoxay committee in my depaxatment-·-

I have submitted a pxaoposai to my supexaioxa. UnfoxatunateZy, 

because of t~e xaapid expansion of this Section and many 

othexa speciaZ pxaoJects, we axae faaed with a heavy woxakZoad. 

The achievement of the xaesuZtion has to be delayed .... 

One manager found that his two resolutions combined in an 

unexpected way: 
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* (1) to enaourage a better uJorking relationship with my 

staff and (2) try to aahieve a more fulfilling role within 

the saope of the department - - - The first of these . 

resolutions has been fairly suaaessfully aahieved and a 

muah better and happier "team" has resulted. The seaond 

has not been aahieved, although there are signs of ahange 

within the Company and the ·attitude of management. 

However, there is still a reluatanae to admit ahange amongst 

many senior managers on the basis of "this is the way it 

has always been done." In the next few years, I think 

there will be aonsiderable ahanges (partly due to 

retirements) whiah will result in a better alimate. Looking 

baak I think that, as I gain muah needed experienae in 

handling staff and as a aonsequenae help to aahieve some 

suaaess wi-th my first resolution, I am in faat also 

aahieving a aertain amount of enjoyment whiah is 

beginning to mean some suaaess with the seaond resolution 

in a different way to that whiah I had imagined ••.. 

For a number of managers, progress was very personal: 

" .•.• I have aatually aaught myself avoiding a deaision 

whiah was truly mine. Noti~i~g is the thing! 

...• I aonsult more with my aolleagues than p~eviously but 

I know my boss aonsiders that I still do not aonsult 

enough. However, I fully understand that group deaisions 

are usually muah better than individual ones so "if in 

doubt, aonsult" is a good maxim whiah I would not have 

learnt other than by attending the MMP 

.... I now question more alosely those people who tell me 

things I do not understand. This eepeaially applies to 

the bullshit merahants, of whom there are an inordinate 

number in C & W .... 
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* r·may seek a ahange of job within c· & W. My reaent 

training may help but my age and teahniaal speaialisation 

witl probably hinder---I have had interviews for _two 

positions within C & W but was unsuaaessful in eaah aase -

I will keep on trying if I see a job that appeals to me 

Relationships with subordinates proved a fertile ground for 

improvement. 

* Feedbaak of subordinate's performanae so as t6 improv, 

motivation---I think I have improved on this. I still 

need to remind myself aonsaious ly that feedbaak is very 

important 

* Greater feedbaak to staff---I have made a aonsaious 

effort to keep my staff better informed of Departmental 

aativities, future plans and their own performanae levels 

against required itandards ••.• 

* Appliaation of the Vroom-Yetton model in trying to assess 

what kind of invoivement of my subordi~ates I should 

enaourage in deaision-making-- -I have a b_etter feeling 

for when and when not to delegate, partidularly the latter 

* Reassess my managerial style and make the appropriate 

modifiaations when dealing with my subordinates- - -

Reassessment was easy, putting it into praatiae was 

diffiault! I made some headway when dealing with 

subordinates but there remains the managerial problem of 

relationships with subordinates when there is a mutual 

dislike for eaah other. 

* Take a keener interest in enaouraging my immediate 

subordinate to delegate more, to fulfil• his immediate 

subordinates' needs for responsibility, their need to feel 

useful eta. As they are subjeat to my immediate 

influenae, there should be no problem---Progress has 
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been Zess than speataauZar! WhiZst not u1ishing to appear 

apoZogist for my Zaak of s-uaaess-, it must be said that I 

tried, that I have had perhaps a very modest amount of 

suaaess but that impZementation of a resolution suah as 

mine requires, in part, a fairZy fundamentaZ ahange on the 

part of the individuaZ aonaerned. If this ahange is to be 

made it wouZ~ require the individual to mature rapidly, 

whiah, in turn, aaZls into question the means-, or even the 

desirability, of trying to ahange the development/ 

personality of an individual to achieve an, albeit 

honourabZe, end. Simply stated, it is- very diffiault to 

stop peopZe being what they are, even if their behaviour 

appears to adversely affeat others ..•. 

Some managers took the bold step of attempting to tame 

their bosses: 

* I wilZ attempt to explain the nature of a aons-ultative 

style of management to my superior as I am aonvinaed that, 

in my department, this would greatly improve effiaienay 

and morale - - - attempted and quite sympathe tiaa Zly 

reaeived; whiah surprised me. However, there have been 

few signs of a ahange in management styles •... Sometimes 

I feel that only the intervention of an outside agency 

wiZl speed up the proaess •... 

* I wilZ make a determined effort to understand my boss 

(2 ZeveZs up), appreaiate his viewpoint and areate a 

aonstruative working relations-hip, w~thout abrogating 

responsibility for my partiauZar funation. HeZping me 

will be my immediate boss who has a supportive and 

partiaipative style whiah I find heZpfuZ, my peers and 

· the greater insight I now have into my own behaviour. The 

apparently rigid and autoaratia s-tyZe with whiah the 

(higher Zevel) manager operates will make this resol~tion 

partiaularly diffiault - - _ I now have a· muah better 

working reZationship with my boss. To what extent this is 

due to a modifiaation of my, or his attitudes; a longer-
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established relationship; or his aaaeptanae (after initial 

over-aaution in his new job) that I oaaasionally have sound 

and praatiaal ideas, I don't know. Strangely enough, my 

immediate superior seems to have abrogated responsibi-Zity 

for my department in reaent months. In some ways this is 

helpful in view of the better relationship.I now have 

established with his boss but i~ sometimes leaves me 

feeling a little out on a limb. (This aould be beaause 

their relationship is not partiaularly happy) .... 

Finally, there were those who took on the challenge of· 

introducing management techniques and using the available 

management information more effectively: 

* To introduae the short-term foreaast methods learned at 

Cranfield, alongside those we already use, in order to 

determine whether there is an improvement in our guesswork 

* To use the aaaounting information .••. 

* To make greater use of network analysis 

* To improve short-tePm planning. 

* To work out a long-term poliay for C & W Telex in view of 

threats and opportunities; a kind of aorporate plan for 

telex .... 

All these manager were able to report success with their 

resolutions except the last one who was moved and had to 

leave it to his successor. 

This sample of resolutions and associated comments has been 

described at length and in the managers' own words, to 

show the concern, effort and sincerity with which so many 

of them undertook the task of transfer. Not all of them 

were successful but most of them had tried and some are 
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still trying. Whether "successful" or not, most of the 

managers Tear·nt something from their efforts, even if it 

were only that nothing is simple and that one solution 

often leads to another problem. Most important of all it 

got them thinking - about themselves, their job, the 

Company, the people they work with, the ethics and effect

iveness of their actions. It caused them to be reflective 

and gave them a sense of purpose. The words quoted above 

were written by managers working in all parts of the w9rld. 

As such they undoubtedly reflect local problems but, taken 

together, they mirror many of the Company-wide issues that 

have already surfaced in this study. 

Categorising the "areas" in which resolutions were made at 

the end of the programmes gives an indication of those 

topics covered at Cranfield that managers felt Should be 

transferred back to the Company. An element of personal 

preference and what they perceived as realistic would also 

have influenced their decision. -

Of the 136 resolutions set, 5% were in the area of finance 

and accounting; 11% in the area of business environment and 

marketing; 1.1% in operations management; and a staggering 

73% were in the human resources area of interpersonal and 

organisational skills. 

The "aspect" of the resolutions can also be usefully examined. 

A content analysis revealed nine categories into which the 

resolutions fell. The three most popular were those 

pertaining to subordinates (34%), planning and forecasting 

(20%) and self-development (14%). 

The matrix in Table 7.4 shows how the "area" and the "aspect" 

of the resolutions related to one anoth-er. 
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·~ 
Finance Business Operations Interpersonal Overall 
and Environment Management & Organ-
Accounting & isational 

"Marketing Skills t 

Budgetary 3% 1% 4% 
Control 

Marketing 3% 3% 

Planning 
& 1% 3% 7% 9% 20% 
Forecasting 

Networks 
& 3% 3% 

Computers 

Decision - 1"' ,o 10% 11% 

making 

Self- 1% 2% 11% 14% 
development 

Subordinates 2% 2% 30% 34% 

' 

Superiors 4% 4% 

Dep/Org 1% lir sr. 7% 
Structure 

Overall 5% 11% 11% 73% 100% 

Table 7. 4 Ma.trix of the Area and Aspect of the Resolutions 

The matrix highlights the ·important thenies of the 

programme such as worki~g with and th.rough other·s and the 

importance ·of planning. It also draws attention to the 

area in which. managers- feel that they· have understood 

something sufficiently well to attempt its application on 

their own, without any· further ass·is·tance or tuition. 

Quite clearly, the human resources area of interpersonal 

and organisational skills is· the ·area in which managers 
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feel most competent to try s-ometh.ing new. The choice 

of resolution also reflects two other important 

considerations. One is the· ·n·e·ed which the manager 

perceives the· Company· to have for certain modifications. 

The other is the· 'o"p-p"o"rtun·ity that he is likely to have 

to effect any changes. Broad bus·iness- policy issues 

and the like are frequently outside his sphere of 

influence. 

is not. 

Interacti~g with his immediate co-workers 

After their return to work, managers were asked to comment 

on the progress they had been able to make on their 

resolutions and for their more general comments. Their 

responses fell into the categories shown in figures 

7. 7 - 7 .10. 

Figure 7.7 Resolution 
Comments 
(n == 181) 

Positive 

Figure 7.9 Resolution comments 
excluding 'none' 
(n = 63) 

Figure 7.8 General 
Corrments 
(n = 181) 

Figure 7.10 General comments 
excluding 'none' 
(n = 122) 
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Wheri managers wrote about their resolutions fe~ (only 13%) 

were wholly negative in their comments. Virtually half 

of them (49%) made· '6n·1y positive ·cominen·ts· and the 

remaining 38% had mixed experiences to report. However, 

a less rosy picture was presen·ted by the· ge·n·e·r·a1 comments 

made on the trans-fer process·. Almost twice as many 

managers voiced their opinions here.· Of them, almost 

half (44%) made entirely negative comments, a further 

quarter (27%) made partly negative remarks-,leaving only 

(29%) to make purely positive comments. 

Negative comments fell into five main categories:. 

These were: 

1. responsibility without authority; 

2. problems of communication; 

3. ·feelings of hopelessness; 

4. a diminishing regard for the Company; 

5. lack of opportunity~ 

The examples that follow draw on all levels of manager. 

They were (with one exception) all managers who had ·n·ot 

set a resolution and were responding to the request 

"please describe what progress you have made in general" .... 

ti very Zittie due to the aZosed minds of some senior 

managers who, white passing down responsibiZity, faiZ to 

share their authority. AZso, the seareay with whiah 

deaisions are taken mak.es one feet that one's efforts 

are i•gnored • .. 

That was a SM; this problem is not restricted to the middle 

levels. The next commentary is made by a MM who has found 
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a solution of sorts but the· outcome is still one of 
frustration. 

"My aurrent job has a high Zev·ei of responsib~Zity 

with a non-.aormnensurate -Zow Zevei· of authori•ty. My 

s-uperi•ors e:cpeat rapid res·uits- from my- department whiah 

ha:tr not had ariy- reai aontroZ sinae its birth a year ago. 

Ai i my 's·ubordinate'S" are emp Zoyed by a s·ub-aontraator 

who does not reaognise my position in terms of authority, 

and my superiors- are reZ~atant to demand suah reaognition 

for poZitiaaZ reas-onB. 

I am told to do the best I aan while at the same time 

having i·t stressed that great i·mprovements in output are 

expeated rapidly. 

Consequent"ly, I mus-:t use a great deal of taat when 

doing the job togethsr with unobtrusive supervision. 

I am surprised that this approaah appears to be working 

to a aertain extent but it aan never be a satisfaatory 

situation. 

I feel that, of neaessity, my understanding of my 

"subordinates" has developed more than i•t wou Zd have done 

in a different situation but feeZ that aertain situations 

would resoZve themseives easier if I were free to use 

more than diplomaay in these reZa~ionships. I aan of 

aourse expand my teahniques when d~a"ling with my 

superiors but I seem to have ZittZe suaaess in that 

direati·on. 

In general I fee i frustrated about this Zaak of authori•ty 

but I guess that frustration i·s aommon amongst most middle 

managers in C · & ·w. " 
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Indeed, some ·managers. come ·to liye. with. ·the frustration 

"The greatest dissatisfaction uJith the job is Zack of 

authority and contro'l that I persona'lly exercise over 

the uJorking environment. Consequently problems I uJas 

ab le to forecast and advertise (from my previous 

experience) have come ~bout but since I did not control 

the means of avoiding or minimising them, the corrective 

actions now being appli~d are rather late in the day. 

I cont·fnue to be frus·trated 8.y the -Zack of executi•ve 

authori•ty_ to implement my ideas- but very much enjoy 

the "hustle" and debate i•nvolved in the job .•• " 

The importance of having authority is emphasised by the 

next manager: 

" I am making some progress. The reason? Being made 

responsible for the total performance - commercial,, 

financial, engineering and man management of a mixed 

group of staff (Nat· & Fl) ~o achieve the business aims 

of part of a small business (l,40 people)." 

Communication is always a problem in large companies 

but the experiences expressed by the following two 

managers - both working in HO - go beyond the usual 

complaints: 

I do not believe that the majority of people (uJith uJhom 

I am i·n contact) understand the verb "to communicate" 

and although I have spoken to my superior on this 

matter there is a manifest antipathy to any 

suggestion I propose. Consequently no progress has been 

made or uJill be made before his impending retirement .... " 
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11 One of the main diffiaulties. has been whether or not 

I am .talkin~ the "same language" as senior management 

i·n this organisation whiah often regretiiiab Zy is-- not the 

aase as regards obJeatives of my own department and also 

means of aahieving same. One of the" aruaial, differenaes 

lies in the probZem of setting long~ and short- term 

obJeatives and then finding either or both overset by 

the expedienay of the moment!" 

The frustrations described by so many man~gers have led 

some to a feeling of hopelessness· in others who, unable 

to effect change ·in C & W, are now thinking of leaving 

it, often after a career of s·ome twenty· years. One 

manager to have made the· break, completed the Transfer 

of Training Questionnaire from his new Company: 

II on my return to HO (from Cranfi·e Zd) I found that my 

understanding of people, the finanaiaZ setup eta. had 

improved and beaause of this my enthusiasm inareased -

I found that I understood (as I beii·eved) and thus I 

taakl,ed barriers that I might have shrunk away from 

previous Zy. The prob.Zem uJas, that I beaame auJare after 

a period of time that aZthough I had ahanged the system 

hadn't and thus the onZy alternative for me at that time 

was to Zook for a move. Three other senior peopZe uJithin 

my department uJere also going through the same period of 

indeaision (they eventual,7.,,y left as well). I found I 

aouZd understand uJhat motivatedthem! In my new Job I 

have found that the aourse has helped me tremendously - I 

would Zike other peopZe from this organisation ~o have th.e 

benefit of a Cranfield aourse. 

Funny thing though - I still get frustrated, perhaps 

not to the same extent - I aan have an impaat on 

inertia here - within c· & W there was no· ahanae. 11 



- 391 -

Other managers are sticking with the Company but thei.r 

attitude ·towards it has hardened: 

"Nothing has a hanged so· far; _I have ·to fol low t"he 

Company's instruations to aarry out my work. Unfortunately, 

sinae attending the Cranfield programme, I find more 

dia~satisfaation with the Company •... " 

I have gained promotion ~hieh was an obj~ative I set 

mys·elf. I also u1i•s-ned t·o gain exper-ience i-n a u1'ider 

field of work whiah, due to aurrent ai~aumstanaes, has 

turned out OK. However~ the regard I have for the 

Company is not what it used to be. I'm more aonvinaed 

that C & W management has muali to answer for in relation 

to our aurrent problems." 

The lack of opportunity to manage has become a familiar 

th.eme in this study, it is even· recognised by those who 
do have it ... 

"· •. perhaps I have been one of the luaky ones,. beaause 

I feel aativities in my present position have allowed 

any new skill attained at Cranfield to be utilised. 

However, I am sti.ll vepy muah aware that I aould have 

dropped into some medioare baakwater and felt thoroughly 

frustrated ••• " 

" ..• I have been seaonded to a foreign aompany in the 

Middle East and this has been a good experienae but, 

in the months following Cranfield, I worked in HO and 

a more soul-destroying, out-of-phase management team 

in aompari·son with the aours·e idea ls would be hard to 

f ... d ,, i,n ••• 

Some managers were given the· ·opportunity to make the 

transition from erigineeiing to manage~erit, but not 

everybody: 
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11 ••• the totaZ experienae ·of the five. weeks ha.s enahZed 

me to 11pZaae 11 myseZf within c· & W and provided th.e ha.sis. 

on whiah I have feZ-t abZ.e ·to make ·tli·e· diffiau·i.t 

transition from 11doing '~ to "man~gi:ng". Were this to oe 

the onZy produat (and I'm sure £t ~i~Z not be} it wouZd, 

for me, be who'lZy worth whiZe .•.• 11 

11 
••• aii in aii I feei that a 'lot of usefuZ ground was 

aovered whi.ah wiZ i aontinue to form a usefu i baakground 

to my s1JJi·tah from en·gi,neeri•ng to manageri·ai prob"lems •• ,r 

11 In attempti·ng to improve the engi•neering and 

teahniaai standards of the Company, and the generai 

profiaienay and professional, appro~ah on engineering 

aonsuitanay matter; Borne progreBB. 

In ai i other matters pure frus,trati·on .• 11 

Not everyone had. negative comments to make about their 

progress in transferring what they had learnt at 

Cranfield back to.work: 

II I appZied a Zot of what was taken on the aourse -

aaaounting, projeat management, interpersonai ski"lZs and 

eaonomias - in the position I hei4 as Branah Aaaountant. 

It aZso heZped me to reassess my staff and pursue more 

staff deveZopment and deZegation. 

This was very satisfying as business has been inareasing 

30% - 35% per yecir yet I have seen a very smooth 

transition and have not feZt the weight of the inareased 

work Zoad even though no add1;tionai staff' were rearuited ••. " 

" I have been abZ~ to make use of my training in 

Inves·tment Apprai·s.·aZ and Proj"eat AnaZys·i•s both _u."'i.tli.i•n 

the Company and in extra~aurriau"lar situations. 
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There is a greater degree ·of aonfidenae in making ,deais.ions 

involving expenditure of Company resouraes, and a_ greater 

awareness of the Company's relation t~ the new areas of 

non-traditional business, possible in this area. To 

further general--ize the Cranfield aourse has ass·isted in 

broadening: my method,,s in a number· of w.ays, some unaonneated 

with c· & W. Others definitely rel~vant but not appliaable 

within the aontext of the ~xiating organisational 

struature on this Branah .•. " 

,, After attending the" ·aourse at Cranfield my job u1as 

ahanged and I am no"tu respon•sible for the 1:uork of more 

than 200 people. It was diffi'ault to make a resoluti·on 

at Cranfi.eld si·nae I di.d not knouJ what the job u1ould 

entaiZ. 

Looking baak, the organisational behavio~r part of the 

Cranfield aours·e has helped tremend·ous·ly together u1ith 

interpersonal skills. Ohe of the problems that I faae 

is u1eak junior and mi.ddle manage-z,s-, who have forgotton 

(if they ever kneu1) hou1 to delegate and manage instead 

of being speaialist engineers. 

A re-organisation is being i~plemented and all managers 

enaouraged to aommuniaate with eaah other to work as 

a team i~stead of in isolation. Budgeting has been 

introduaed ••. " 

" I did not see the Cranfield programme in terms of 

teaahing me something whiah would enable me to improve 

my management teahni·que by maki·ng fundamental ahanges in 

my attitude and approaah to the job, or by 'mending 

my ways', eta. Rather, it broaden~d my awareness of a number 

of aap·eats· of management whiah., altli.o~gn I had knou.m 

of them previously, ~ere unalea~ in my mind, or requi~ed 

re-inforaem·ent. In addi'ti"on, in normal u1orki•ng "life, 
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it does not appear tha~ people are willing _to ~alk about 

management whereas putting a group together at Cranfield 

do·es bri·ng this ab.out. The. who le experienae has· improved 

my self-as,suranae in the man~gement area. In this way 

it has improved my overall abil~ty to dea1 with the 

general problems- uili.i.an.· arise from day· to day." 

Some of the ·comments: f.ocus:s-ed as· much. on the Cranfield 

experience ·as on the ·trans·f er proces:s. To provide 

some flavour of the connnerits, contrasting views of 

two SMs are given below: 

,, diffi·au it to as.·s.·es:s. as one s-eems to be jumping off 

into one deep end after another. 

However, the value of a aourse s.uah as that held at 

Cranfield "lies largely in the aongenial surroundings 

whiah foster free, frank and relaxed disaussi·ons and 

interahange of ideas and experienaes in the general 

approaah to and soiution of probZems enaountered. 

This disaussion leads to the areatidn of a fund of 

viaarious experienae to enhanae the aatual experienae 

of the individuai (myself). I aaaept this viaarious 

experienae as vaZid in general beaause from my personal 

knowledge most of those in the group have a aommon 

working experienae/training (many of the group joined 

th.e Company with me and ue trained together). 

The progress. ( suah as it is) that I have made is basiaal Zy 

in being able to understand the jargon and methodology 

of the general, business ·saene. This is partiaularly 

signifiaant to one aoming from an almost purely teahniaai 

w·orki•ng baak.ground where one tends· to deaZ with. abs·o lutes. 

People, and therefore money· and· aontr·aats, do not behave 
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Xike machines - and the recognition of this is probabty 

the greatest hurdie to overcome in the transition from 

technotogy to administration. The contribution that· 

Cranfietd has made to understanding this is very iarge ••• " 

". • • I regret tha·t T was exposed· to the Cranfie id 

environment at such a ia~e stage in my career; hohlever 

as I attended as a. substi·tute for a y·ounger memc-er of 

the depar~ment there see~s Xittie point in making a 

recommendation regarding the maximum age of those 

attendi·ng. 

I am s·orry to have to say that I thought from a Company 

·aiew the· course was a was·te of money and friom my "worik" 

view a compiete wasteof time. 

Of courise· some of the iectureris werie enteritaining and 

often appeared as "music hati" turins· with a potished 

script but with Xittie reievanae to c· & ~ By compariison 

the Company iecturiers werie in the main amateurish but 

their content was what was riequiried for a Company 

oriiented aourise. 

To say the business game ~as siity is as kind as I can 

be and the pencii hlith the erasurie attached has been 

most usefut." 

After so many negative comments about th.e Con:pany, C & W 

readers may be relieved th~t Cranfield does not get off 

scot-free eith.er! 

The programme attended and C & W category of manager are 

the most important determinants· for the ·setting of 

res·olutions and making of ccmments. This is clearly 
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shown in Table 7. 3 whi.ch. summarises the differences 

between man~gers found to be s~gnificant by the x2 test. 

On the· ·setting of res:e>"lu.tions-,- SMs: were ·far m~re. ·11.keTy 

to do so and MMs were ·1es·s likeTy to (X2(2)=7".8, p<::::0.5*). 

54% of all the managers· s·et resolutions. but only 44% of 

all MMs did whilst 67% of all SMs· and 60% of all MRs did. 

MMs also tended to set fewer res:olutions and SMs more than 

would be ·expected (X2 ( 6 )=16. 33, p <. 025** . If zero 

excluded then x2(4)=2.04, p>_ .05). 

Th.e area in which ·the resolution was- s-et also varied by 

type of programme (X2 (6}=12. 73 ,"p<. 05*). MMs set fewer 

on finance and business- en·vironment than expected, they 

were on target with operations management and high on 

IPOS. The MRs were consistent with expectation on all 

the subject areas but SMs were low· on IPOS ,.· high on finance 

and operations management and very high on business 

environment and ma-rketing. 

When the comments made a.bout the progress made with the 

resolutions is analysed, there are noticeably more 

· ·p"o"siti·ve comments made by the MMs; more· ·ne·g·ati·ve comments 

made by the MRs; and more· tn:i·xed comments made by the 

SMs (X2 (6)=15.16,p<.025**; if zero excluded (E) too 

small). 

0th.er comments, those describing general progrE:ss, vary 

by th.e type of programme and the number of years service 

with the Company. Only 9% of the comments made by MRs and 

13% of those made by SMs are· p·o·s·fti·ve, compared with 

23% of those made by MMs. The three groups are much 

closer when making ·n·e·gati·ve comments - 26% of SMs, 27% 

of MMs and 30% of MRs. The MMs: a.re more forthcoming 

with. their remark~ than the 0th.er two groups only- 29% 

having no comment to make compared with 48% of MRs and 

54% of SMs. This may be because fewer of the MMs have 
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resolutions to carry theTr remarks. (X2(6)=14.4,p< 

. 05*). 

Perhaps even more revealing to the· ·difference caused 

by length of service (X2(6)=16.46, p<(.025**). Over 

half of the· ·ne·g·a-tive ·comments came from managers with 

26 years or more service ·with ·the Company. Almost 

three-quarters of the' ·po·stti·ve comments came from 

managers with 16-25 years service. Those managers with 

up to 15 years had mixed views· with. an emphasis on 

the positive. What does this mean'? Are the managers 

who have given their lives to this Company disillusioned 

and bitter? Are th.ey, and the managers who have been 

with the Company for less than 15 years, those managers 

deprived of the opportunity to "manage". Are the 

positive group, who have both experience and opportunity, 

optimistic and energetic enough to carry C & W into the 

future? 
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Notes to Chapter 7 

1. These are shown on pp 7 - 9 of The Transfer of Training 
questionnaire in Appendix C. 

2. See pp 16 - 19 of The Transfer of Training questionnaire in 
Appendix C. 
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CHAPTER 8 

RESEARCH CONCLUSIONS IMPLICATIONS AND RECOMMENDATIONS 

After some 400 pages of argument, evidence and speculation, 

what are the conclusions to be drawn from this study? 

What are their implications for the transfer of training; 

for the setting up of joint ventures; for Cranfield; 

and for C & W? What specific recommendations can be made 

as a result of these findings? 

At the beginning of this thesis, on Page 1, two questions 

were asked: these were "to what extent do managers apply 

what they have learnt in the classroom to the jobs they 

subsequently do?" and "what are the important factors 

affecting this pr.oces-s of transfer?" Can these questions 

now be answered? Briefly, transfer depends on having 

learnt something worth transferring and how to go about it; 

on hav-ing the formal opportunity and the informal support 

to attempt transfer; and on having the energy, enthusiasm 

and insight to try. Many factors influence the transfer 

process. The factors· emerging as important from this 

study are summarised in Part I of this chapter. In Part II 

the main issues arising are discussed. The theoretical 

implications of the study, together with its methodological 

context, are the subject of Chapter 9. 

Part r: SUillIIlary of the Field Study 

The field study conducted into the transfer of training 

po~ed and tested four null hypotheses. Some of those 

null hypotheses were upheld and some were rejected. What 

is the relevance of their outcome? 

The different perceptions held by managers about the 

programme they attended, the climate in which they work 

and the new behaviour they feel able to exhibit on their 
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return dep·ended more heavily on some features of the 

managerial profile than on others. Table "8.1 summarises 

the significant differences· found when each ·of the null 

hypotheses was tested. It shows how the determinants 

of differences fall into three groups. These were, in 

order of influence: 

Features of· Greatest Importance 

1. type of programme attended; 

2. C & W category of managers; 

Features of Some Importance 

3. age at date of programme; 

4. Myers-Briggs dimensions; 

5. professional background; 

Feat·ures of Little Imnortance 

6. length of service in the Company; 

7. CCL category of management style. 

~ 
Prag Age Service Prof C & W CCL 
Type Type Type e 

s 

Attributes 

Hal : Managers 2 4 5 2 2 3 

Perceptions 
H02 : Programme 6(13) 1 - 1 - -

Ha3 : Climate 6 6 N/T 3 12 2 

H04 : Performance 14 6 2 4 7 -
Resolutions 

Totals 26(39: 13 2 8 19 2 

Table 8.1 Summary of Significant Differences between Managers by 
Profile 

MBTI 
dimen-
sion 

N/T 

N/T 

18 

N/T 

18 

(Figures in brackets include possible double-counting - these 

are not used in the discussion . N/T = Not tested) 
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Type of programme -attended and C & W category· of manager 

accounted for 51% of the differences· found between the 

managers-' percept ions. 

The MMPs differed from the others in that the managers. 

were younger and included national staff. Managers on the 

MRPs tended to be much older although a few· younger me1;1 

were included. The Fls attending the programmes were 

unlike the HOs and Nats in that two-thirds of them had 

between 16-25 years service whilst the others were fairly· 

evenly spread between 1-35 years. 

Some of the differences in perceptions cf the programmes 

were accounted for by the type of programme attended but 

none were accounted for by the C & W type of manager. 

,·At the end of the programmes all managers shared very 

favourable perceptions of the programme they had attended 

but later, looking back, many of them changed their minds. 

Although there were differences within the programme types, 

that is between individual programmes, the over-riding 

message was that MMs were the most satisfied and MRs were 

the least satisfied. ·SMs had. mixed feelings. The 

satisfaction they felt with the programme content was 

· rP.iterated in the benefits they perceived in their jobs: 

three-quarters of the MMs; two-thirds of the SMs and 

one-half of the MRs made positive observations. 

The managers'comments about the programmes varied with the 

type of programme they had attended. Their priorities 

and interests were clearly different. SMs were more inter

ested in the business environment, MRs in their specific 

jobs and MMs in the people with whom they worked. These 

preferences were echoed in the choice of resolutions 

made at the end of the programme and undertaken back at 

work. 



- 402 -

In their perceptions of the climate ·there was. virtually 

no difference between the· TeVel of manager·s (as reflected 

by the type of programme ·attended) other- than in the 

characteristics of their· Jobs·. MRs found their workload 

a hindrance and SMs were hindered by their lack of 

contact with others and general lack of evaluation 

criteria. MMs on the contrary found these all to be 

positive in their jobs. MMs also found the opp_ortunities. 

for experimentation and the relevance of Cranfield to be 

more helpful to their transfer efforts than did the 

SMs and MRs. 

More important to different perceptions of climate was 

whether the manager was HO, Nat or Fl. The most 

prevalent difference on aspects of the external 

environment, the internal environment and the managers 

job was that HO managers, particularly those who were 

former Fl staff, perceived the climate as inhibitive 

-whilst the Nats perceived it as facilitative to their 

trans.fer of training. On·the influence of other people 

there was no difference but on the other aspects of 

climate, particularly the organisational structure, 

the difference was marked. 

The difference was. continued into the perceptions of 

performance back at work. On everyone of the 20 tasks 

the Nats reported more transfer than did the other 

types. This was most significant on the topics to do with 

Company policy and procedure. Again, at the opposite 

end of the scale, were those Fls who had become full-

time HO staff. 

Even more significant on the 20 tasks was the success 

reported by the MMs. They perceived gre.ater transfer 

on all 14 tasks not directly associated with Company 

policy and procedure. The SMs and MRs shared the lowest 
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scores: '( 7 -e:ach} and all thr·ee groups scored their personal 

best on "recognising my own strengths. and weaknesses". 

On the setting of resolutions, SMs· set more than MMs and 

on different subjects. The· resolutions set~ by MMs were 

overwhelmingly in the area of IPOS whilst SMs set 

relatively few in this area and many more in the other 

areas, especially business environment. 

Age, professional background and preferences on the 

Myers-Briggs dimensions accounted for 44% of the 

differences in perceptions. As the Myers-Briggs 

dimensions were only set against climate they create 

~ special case (discussed in Chapter 6, pp 340 - 8) 

but the other· two had more general application. 

Age and professional background were linked: managers 

over 40 were more likely to have an engineering background 

than those under 40. Age was also·linked with length 

of service and type of programme attended. 

Non-engineers found the influence of HO a help but the 

links between Departments a hindrance. Young managers 

(under 40) also found the influence of HO helpful. 

They felt that their physical working environment hindered 

them but found the opportunities for experimentation 

and freedom to act on their own judgements helpful. The 

older managers (over 50) were unmoved by such 

considerations. 

The youngest group of managers (under 40) had the highest 

scores in 14 of the 20 transfer tasks and the oldest 

group (over 50) had the lowest·scoreson all 20. Non

engineers made more progress than engineers on all 20 
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tasks, ilthough only four were ~~gnificantly different. 

6-7 Feature·s o·f Little· 'Importance 

Length of service with the Company· and CCL category of 

management style were responsible for· only· 5% of the 

differences in perceptions regarding th~ transfer of 

training. 

Part II 

Amongst the many findings a number of themes recur to the 

extent -that they provide issues for further discussion. 

Those selected for consideration here are: the programmes, 

selection, change, opportunities, benefits and self

awareness. 

The Granft·eld Programmes 

The programmeshad their ups and downs but overall they can 

be said to.have enjoyed considerable success. Manager~ 

express an equally high level of satisfaction at the end 

of their programmes. This agreement, however, is not 
sustained after their return to work when a number of 

managers change their minds as to the value and relevance 

of certain subjects taught theni. The implication of 

this for Cranfield, is that end-of-programme evaluation is 

not enough: suspected by Miles (1964) as euphoric, this 

does seem to be the case. A second phase of evaluation 

should always be conducted ·after the managers have 

returned to work. 

The C & Vf managers: enjoyed being at Cranfield, they found 

the atmosphere and the facilities conducive to study and 

discussion. They also gained great pleasure and value from 

meeting one another, academic staff and visitors from the 
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Company and, with. them, bei~g able to take a dispassionate 

look at the problems facing the Company and th..emselves as 

managers within ito It would appear that the benefits to 

be gained from keeping the programmes residential and on 

neutral ground far outweigh ·any arguments to the contraryo 

Closerinvolvement with managers from other companies could 

perhaps have been engineered to increase the breadth of 

experience encountered. However, there is a limit to the 

amount of new infc;>rmation a person. can absorb in a short 

space of time and, as there are a high proportion of 

introverts in the Company who "switch off" if they become 

over-stimulated, one new- input might be at the expense of 

another. It is important that they are not "overloaded" 

otherwise, like any system they break down or, at best, 

feel inadequate to cope. This problem could perhaps be 

overcome by a "consortium" approach to manageme.nt 

development whereby a limited number of companies share 

programmes on a regular basis. The experiences of MMP9 

(held in Al Ain) militate against locating the programmes 

anywhere other than in a custom built training school with 

all the facilities on hand and a wide range of academic and 

support staff readily availableo 

Looking back on their programmes, the MMs expressed the 

·most satisfaction; the MRs the· least o SMs held mixed views 

on the exter1t to which the aims of the SMP had been reached 

and the value they had experienced back at work. The 

undeniable success of the MMPs has to be set in the broader 

context of all progrannnes and Cranfield has to ask itself 

can it only teach MMs? C & W has to ask itself - is this 

the appropriate sort of training to meet the needs of the 

MRs and the SMs? 

The aims of all the programmes were met, although two 

from the SMP were poor runnerso The message to Cranfield 

is to stay firmly within its areas of proven competence 
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unless strenuous efforts are made to meet unusual and 

highly specific programme aimso 

The subject area that stands out as having had the greatest 

impact is that of interpersonal and organisational skills 

(IPOS). This also includes the broad fields of 

organisational behaviour and personnel management. They 

were found to be extremely valuable fr~ the practical, 

theoretical and personal points of view. The questions 

this raises are : is IPOS meeting a genuine need or is it 

an interesting diversion, avoiding excursions into the 'real' 

world, or is it doing both? Is it a soft option or the key 

to a number of problems? 

In retrospect, the 'value' of all the programmes is 

consistently seen as having been firstly theoretical, 

secondly personal and thirdly practical. Too academic? 

Cranfield is an academic institution. One of its greatest 

contributions is to give managers a theoretical understanding 

of situations and events. Practical application of this 

knowledge and understanding is the result of ·trans·f·er O The 

responsibility for transfer still is, as Barlow said in 

1937,• a responsibility to be shared by the teacher and the 

taught. To what extent are Cranfield lecturers "teaching 

for transfer"? How conscious are they of preparing the 

participant for his role as change agent on "his return to 

work? How conscious- is the manager of this great_ 

responsibility being p:J,.aced upon him? 

Managers continually expressed a preference for Cranfield 

lecturers over those speakers brought in from th.e Companyo 

This is not to deny the interest aroused by many of those 

speakers but it does imply a need for closer liaison between 

Cranfield lecturers and their counterparts in the Company. 

The C & W speakers need tutoring in the selection of content, 

the structuring of classroom time, the range of methods for 

presenting their material and practice in doing all this. 
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All managers would appear to benefit from attending at 

least one general managemen·t -programme during their career. 

This should ideally be timed to coincide with ·their 

transition from a job which ·is mostly '-'technical" to one 

which is mostly "managerta1n. Such a programme should form 

part of a life-long training and development pattern and not 

a one-off event to be graobed at or bullied into regardless 

of its true appropriateness. 

In summary, the programmes have been succe_ssful and wort.h-

whi le. Many- lasting benefits have been described by managers 

after their return to work. The MMP has been particularly 

successful. The· MMs are the most satisfied group a They 

were the most positive before their return to work and 

afterwards. Messages for Cranfield are to keep the curriculum 

uncluttered and the themes clear; to help their countei:parts 

in C & W so th.at they might construct and present their 

materials more professionally; to make a conscious effort to 

teach for transfer;_ and, if they want "true" feedback, to 

evaluate later. Messages for C & Ware to keep the 

programmes residential; to ask "why do we want to train this 

man" ·before selecting him as a participant; to identify where 

general management programmes fit in a manager's career; 

and to identify where they fit in the broad range of 

management development activities. 

Selection of Par·ticip·an·ts 

Selection is something of a problem area. This is 

witnessed by the comments made by a number of managers 

after their return to work. There are two· main issues. 

These are firstly, _that participating in a major programme 

such. as the MMP, MRP or SMP must be a logical part of a 

manager's overall career developmento This assumes that 

the manager has a future and that he is not about to 

retire or be "shelved"o It also assumes that he has 

reached a managerial level of responsibility and that this 



- 408 -

is reflected in his jobo Secondly, th.ere is. the necessity 

of establishing selection. cri teriao Thi's helps avoid the 

first problem and should lead to the "best" managers_being 

picked out. However, if the· criteria are too narrow and are 

rigidly applied, the resultant group will conform to one 

another too closely and there will be insufficient variety 

between them. Th~s variety is essential if the participants 

are to create lively discussion groups and 'spark' ideas 

off one another. Thus a paradox can develop, as was 

discovered by the second MRPo 

C & W have taken two major steps in solving the problems 

posed by selection by establishing manpower planning and the 

system of DTMs company-wide. The two must be used i·n· alTnin·ce 

and they must also be· ·s·een to work. The DTM network must 

develop an image (with foundation!) of being strong, 

powerful and responsiole. Its decisions must be seen as 

important. This will ensure that·there is never a lack of 

able managers bidding for the role of DTM rather than 

reluctantly taking it on as an extra chore or delegating it 

way down the line. To achieve this, DTMs need guidance and 

extensive information on managerso "Information" should 

include the results of tests on vocational interest, 

personality, motivation and intelligence as well as 

performance appraisals and personal recommendationso They 

must also take on the responsibility of liaising with 

participants' superiors regarding opportunities for 

·appTy1·ng what they have learnt and for undertaking follow-

up training. 

Change is Just Around the Corner 

The lack of opportunity to transfer their training was a 

recurrent theme of the,fiald study findings. It does not 

simply reflect not being in the "right" job, although some 

people patently are not. It is also about having the 

·author·i·ty to take decisions and the· ·confidence to act as a 
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change agento Getting the formal and informal support of 

the Company to be allowed to try out newb.ehaviour should 

not be a struggle. Strangely enough, in C & W, the informal 

support is generally acknowledged as stronger than the formalo 

This is an important finding for the Company which. mus,t not 
let the two get too-far apart. Managers are making great 

efforts to transfer their trainingo If the formal 

structure of the Company: the constraints of his job, the 

"system" and the prevailing values prevent him from growing, 

one of three outcomes will resulto He will either escane 

to the apparent freedom of another job or he will put up 

resis·tart"ce or he wi11· withdrawo None of these are to the 

benefit of the Companyo Only the bold and energetic look 

outside, only the best are offered other jobso Resistance 

may be active or passive but either way, traditional values 

are rejected and concern is increasingly for the "self" 

rather than for the Companyo Withdrawal is the route of the 

timid, the very people who need encouragement to reach their 

full potential and save them from becoming uninspired and 

submissive. 

At the same time, those managers who do have the opportunity 

to effect transfer are busy reaping the benefits and growing 

asmanagerso A critical mass of trained managers is being 

built up in the Company as more and more attend the 

programmeso Eighty percent of those who have been to 

Cranfield recommend attendance to someone else; managers who 

have not been selected wait their turn·or request it - it 

will gradually be seen as an entitlement rather than a 

privilege.. The changed perceptions, attitudes and 

behaviour of the participants on their return to work will 

lead to broad changes within the Companyo The Company must 

anticipate these and change to match up to new expectationso 

The organisational structure is already a problem, especially 

in HO; so are some peopleis job; so are many of the valueso 

All these must change if managers are to develop and the 

Company is to benefito 
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These are all aspects of the climate and half of the 

managers report being unaffected by therrio The 0th.er half 

are consciously affected by thenio This is ·the half that is 

growing in numberso When all the individual:.:helping and 

hindering scores are totalled there is a 3:1 relationship in 

favour of the helping factors but at the time those managers 

left Cranfield it was only 3:20 The same proportions exist 

later if the managers are measured as "mof;,tly helped'' or 

"mostly hindered" individuals. Ignoring the unaffected 50%, 

30% of all managers are actively helped in their transfer 

activities (i.e. in growing and developing as a manager) and 

20% of all managers are actively hindered by the climate. 

Whilst managers find that they do not actually have quite 

the autonomy and-opportunity they imagined, they do find 

some aspects of the climate extremely helpfulo Other people, 

in particular, are helpful, competent and reliableo This is 

one of C & W's greatest strengths and must not be abused. 

Managers also agree on the importance of their job; these 

either have opportunities or frustration built into them. 

Jobs are never neutral. Jobs can, and sometimes should be 

redesigned. The JDS can provide guidelines - the benefits 

of a challenging, stimulating and meaningful job are 

boundless. 

The major, and all pervading, inhibitor of transfer is the 

internal environment of C & W: its tangible structure, its in.

tangible valueso These have to be investigated, particularly 

in HO. The local personality of individual branches shields 

them from some of the impact but HO _has problernso Hong Kong 

employs about the same number of personnel as HO yet suffers 

few of the same symptoms of obesityo There perhaps the 

comparison ends as HK is an operational unit, revenue-earning 

and with limited responsibilitieso Nevertheless, one cannot 

help speculating on the outcome should their roles be 

reversed! 
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The help and hinder dimensions of th.e vari,ous factors 

consideied in this study ·are bi-polar so an increase in one 

also means a decrease in the othero This makes any ~fforts 

at improvement well worth the Company's while: it also has 

implications for neglecto 

The Onnortuni ties· for Tr·ans·f·er 

The managers like wo~king for C & W. They are proud of their 

Company·. They find the people they work with supporti·ve.o 

They want to make a meaningful contribution and are frustrated 

when not given the opportunityo Too many are not given the 

opportunity and too many are resigned to the inevitability 

of thato 

The Company has spent a lot of money setting up these 

programmes, on flying participants across the world to attend 

th.em, and on paying the opportunity cost of not having_ 

managers in their usual working roles. The Company has. 

also put a lot of time and effort into making sure that the 

programmes- suit their needs, that participants are well 

selected and that visiting speakers and host departments for 

projects are available and willingo Much of this is over 

and above the management training and development effort 

usually made by companies o All is noted and appreciated by 

the participant manager whose expectations of his future 

rise higher and highero 

The Company has a moral obligation to that manager to 

follow through with an opportunity for him to put some of 

his new learning into actiono With.out the opportunity, 

transfer cannot occur and without transfer everyone's time, 

money and efforts have been wasted, not least the participant 

himself who feels bewildered-, . annoyed, embarrassed O O o., 

depending on how he interprets the situationo His feelings 

of self-worth are damaged and, if he returns to the same job 

he left he will resent those who appear to be blocking his 
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progresso If he goes to a new job that does not allow him 

scope for growth then he will turn his. disappointmen·t 

against the Company in generalo 

The "provision" of opportunities is part of the chain of 

activities which comprise management developmento To recall 

the model at the end of Chapter l (figure 1.ll,p·.63), 

there is a continuous link between the translation of 

training needs into learning experiences and the transfer of 

these into action in· the place of work wftere the new training 

needs are th.en perceived and so on as an· iterative nrocess. 

A second iterative :process focusses on the individual who, 
to recall Whitehead, is moving to a continual rhythm of 

freedom - discipline ... freedom, Both of these processes 

will be damaged, or even destroyed, if any of the activities 

are omitted. To deprive a manager of the freedom to 

generalise from what he has disciplined himself to learn is 

a breach of faith. It leaves him in developmental limbo 

and perpetual frustration. All the writers on transfer 

rec~gnised the need for the opportunity to transfer training 

and then to practice it repeatedlyo The context in which 

the learner later finds himself is widely regarded as be~ng 

of vital importance. 

There is a danger that the Company could overlook the fact 

that it is buying in transfer not management progrrunmeso 

The product is not trained managers, it is trained managers 

in acti·on. Only then can they grow and develop as managers; 

only then will they and, even more so, the Company, receive 

any benefit from their investmento It is imperative that 

more effort is expended in.side the Company to ensure that 

the.responsibility for opportunity to transfer is understood 

and taken on by the managers themselves, at every level. 

Be"n"e.fi·ts Vary Between Manage·rs 

The managers wh.o reported the greatest change on the 20 

transfer tasks were MMs, Nats, Non-engineers-and those aged 
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under 400 This is: perhaps not surprising: they have the 

most to learn and the energy and enthusiasm to put it into 

practice. The implications of this for C & W- are tw9fold -

train more managers with. ·this profile and build on the 

strengths of those already trained with further trainingo 

Th.e implication for Cranfield is that they must try harder 

with managers- who do not share these attributes. 

When reporting on their own choice of transfer task, their 

resolution, it was the SMs who were most successful, al~hough 

th.eir comments were mixed. MMs made the most positive 

comments and MRs made the most negative comments. SMs often 

had more authority to carry out change but the resolutions 

they set were often far-reaching and required more than 

personal influence to effect. SMs also set more resolutions 

than the other groups. They did not shirk the task as often 

as otherso The implication here for both Cranfield and 

C & Wis to encourage MMs and MRs to recognise greater 

responsibilities as their own and to broaden their horizons. 

The first step in doing this would be to share more Company 

information with them so that they can identify more closely 

with taking responsibility for the Company's future and_not 

just be carried along by it. 

In the general comments, MMs were the most forthcoming group: 

they were the most open. The longest-serving managers were 

the grumpiest. Over half of the negative comments came 

from managers who had been with the Company for more than 

25 yearso The older participants took the least away with 

them and were the least affected by their environment. This 

rather suggests that they are immune to stimuli and will 

carry on as always regardless of any influence, good or bado 

A distinction between the MM, MR and SM groups was noted 

from their comments about the programmes attended. It was 

later reinforced by their perceptions of the climate and 

their transfer performance. Essentially, it was that the 
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·SMs were environmentally-oriented; MRs. were job-oriented and 

MMs were ~eople~orierited. This give~ some inte~esting pointers 

for the content and styTe ·of further training. For SMs a· 

series of seminars, heTd regularly and lasting aoout two 

hours should be conducted in HO and large branches. Outs·ide 

speakers, mainly from the bus:iness world, and the· SMs 

themselves would lead the ·seminars. The MRs would prefer 

to attend short (2-5 days) courses on specific job related 

skills and computing. For the MM s; a series of experiental 

workshops on topics such as team building and negotiation 

shduld be conducted~ Th~s could be run successfully in-

house with carefully-selected outside tutors brought in. 

Such activities are recommended as "follow-up" management 

development to be attended ·after a general management 

programme, not inste·ad of one. 

s·elf-awareness ne·velopme·nt and ·the· Value of the Tndividual 

"Development of the individual" is often felt to be a far 

cry from the benefits an organisation wants to get from 

management development. Yet every organisation is made of 

just such individuals - it depends on themo In C & W the 

calibre of colleagues is rated very high. This was not 

anticipated by the participant managers as important; it 

was only acknowledged in retrospecto "Contact with others" 

was described by 77% of managers as a factor helping them 

with their transfer of trainingo The day they left 

Cranfield only 33% thought it helpful. This recognition 

of the value of others is a dramatic development. Aspects 

of the people with whom managers work to receive similar 

leaps in recognition were their general motivation, 

particularly, their keenness and enthusiasm and their 

ability "to come up with the goods"o 

One slightly disturbing observation was the extent to which 

superiors are felt to inhibit transfer. They are so 
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influential that they must be involved, by the DTMi with 

the aims and objectives of management developmerit in general 

and transfer opportunitie~ and performance in particular. 

Hand in hand with an increased awareness· of other people 

came a greater acknowledgemerit of Company values as being 

important to the transfer of training. The implication 

of all these developments is the growing awareness, 

appreciation and ·qu·e·stion·tng of what previously went 

unnoticed. 

Of the twenty items measuring transfer performance, mos·t 

progress was made on recognising'my- own strengths and 

weakness.es'., next was doing something about them; and then 

"selling" myself. All three are in the area of self

development and it was in furthering this in the future 

that much energy and interest lay. Coan (1974) has, 

through factor analysis, identified an "optimal self" 

comprisi11g five modes: efficiency, creativity, inner 

harmony, relatedness and transcendence. They relate 

closely to Maslow's self-actualising traits (1954) 

which were collected and categorised using purely 

qualitative methods. Maslow emphasised the need for a 

person to achieve self-actualisation through productive, 

meaningful work. Such needs surface after those for 

physical comfort, security, belonging and prestige have 

bee·n met. For a manager who has spent 20 years in a 

Company such as C & W where great care is taken to meet 

these very needs, the desire for self-actualisation is ripe. 
Landsman (1980) talks about developing a "healthy 

personality" the characteristics of which extend beyond 

th~ working day but would incorporate the increased self

confidence, tolerance, better understanding of self and 

others described by so many of the managers as benefits 

received from attending the programmes. The Company 

would do well to adopt the existentialist goal of helping 

its managers to become their best, and strongest,s~lves. 
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In this way the'y' will develop employees who are as independent, 

e£fecti ve, self--reliant, and creative as ~anagers as many of 

them have been as engineers. They can, and must be more 

than simply· competent. For their imp.act to re.ach beyond 

the status quo they- nee·d to be ·alert, aware and proactive. 

This requires the inner strength of a balanced personality 

and self-knowledge just as much _·as it requires· the more 

obvious expertise and opportunities to effect change. 

The Useems (1958) identify three sources of stre~s for 

middle managers. The~e are: 

I. lack of co-operation from associates 

2. too much or too little guidance from superiors 

3. insufficient information about what is going on 

with.in the Company 

The findings of this study have, interestingly enough, 

focussed on these very three points. The first, the 

co-operation of others, is a source of great strength 

in C & W, especially among the MMs. The second,. the 

influence of superiors, has already been noted as a problem 

for some managers. The Useems have observed that MMs 

are "much concernedu with their superiors. The relationship 

is an important one and worth working on. The third 

source of stress is the lack of knowledge about what is 

going on in the Company. In C & W the corporate plan is 

closely guarded and corporate level thinking is unknown 

even to many SMs. Is it a paternalistic hang-over from 

the past or is it a.cover-up for a lack of clear thinking 

at the top? Whatever the reason, it causes anxiety, 

speculation, gossip; it denies the opportunity to set 

goals lower dow~ in the global knowledge of a corporate 

context; and it suggests a lack of trust in those with. 
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whom information is not s.h.ared. None of this is in the 

interests of the Company. 

Much of the stress experienced at the MM level should 

diminish as the manager moVE.!S up the hierarchy. Whether 

this is the case in C & Wis not clear from this study 

and could be an intere~ting are~ for further, extremely 

illuminating research. As well as being "taken care of" 

by the Company and protected from knowing too much 

internally ( a policy already· shown to have ironic 

consequences), C & W managers are also sheltered from the 

outside world. This research. has shown that it doesn't 

reach in and touch them - and th~y certainly are not 

going to reach out and touch it! (Perhaps with the 

exception of one or two bold SMs) The danger of this 

situation for C & Wis that of_ not keeping in touch with 

the realities of the market place, with. the activities 
of competitors and with political, economic and social 

changes taking place in the many countries in which they 

operate·.· Other less obvious but equally important 

implications are the problems created for the transition 

from MM to SM; the proper fulfilment of an SM role; and the 

barriers it sets between SMs and others fn the Company. 

Cranfield, as well as C & W, should be directing energy 

to these problems. 

One final theme demanding discussion under the broad 

heading of the individual is the shift in CCL types 

towards fewer Traditionalists and more Visionaries and 

Catalysts. Although the differences between CCL categories 

were responsible for few significant differences between 

managers, the Myers-Briggs dimensions on which the types 

and clusters of types are founded were seen to be far more 

important. The shift essentially represents a move from 

sensing to intuition in the gath~ring of information. 

Hard facts and concrete situations will give way to a 

greater concern for ideas and the possibilities inherent 
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in a situation. Greater creativity will be at the expense 

of concern for routine efficiency. But, given the 

implications of microchips for office administration of the 

future, this might not be a loss at all. In classr6om 

discussions at Cranfield, managers expressed a desire to 

become more extraverted and less introverted. Theoretically, 

it is not possible to "change" this most fundamental attitude 

to life, but it is possible to learn how to behave in a more 

extravert manner. Taken to extremes this creates stress 

and can have dysfunctional consequences but, handled 

responsibly, could have many benefits to the individuals 

and the Company. 

F'inal Words 

The final words of this chapter focus attention on the joint
venture between Cranfield and C & W which provided the broad 

context for the entire adventure. Did.it work? And, has 

it a future? These are the two key questions: "Yes" is the 

quick answer; "Yes, but .... " is the long answer. It was 

not a smooth ride; people from both sides fell away for 

many different reasons. A fundamental problem was the scope 

of the venture - was management development restricted to 

running programm~s or did it extend to following them 

through into the organisational context? Who was in control 

of transfer? After some territorial skirmishes, the 

participant manager has been left to carry responsibility 

for himself. It is here, in the borderlands, that energy 

must next be concentrated. 

What has been achieved is a working relationship between 

key personnel in both organisations who are totally 

committed to 'identifying_ and grappling with the real problems 

of management development facing the Company. These people 

have become skilled at working at the boundaries; the 

future of the joint-venture lies very much in their hands. 
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Because managers in C & W perceive the programmes- as-

having been valuable, the climate as essentially 

facilitative and people they work with as supportive, the 

joint-venture has great opportunities for continuing· success. 

The implications for both Cranfield and C ~Ware that they 

must work hard to capitalise on this happy combination; 

they must not sit back and let it provide an effortless but 

mediocre level of impact and achievement. If the objectives 

of the joint-yenture are too narrow, this is a real danger. 

The "Summary of Action Required" which concludes the 

Research Report presented to the-Company (See Appendix H) 

should help avert such dangers. 

Summary of Action Required 

Part 1 Career Development of a Cable and Wireless Manager 

* Create guidelines for selection of managers for 
appropriate training and development throughout 
their career. 

* Give priority to the· backlog of mangers still 
awaiting a general management programme. 

* Prepare managers· for their programmes and fol low 
them up on their return. 

* Build on management training with further activi
ties - -the·se may be common to all levels of mana
gement or vary between levels. 

* Run in-Company policy and procedure sessions. 

* Set up a consortium of companies for joint 
training •. 

* Train Cable and Wireless managers to act as effec
tive tutors. 

·* Re-examine training needs regularly. 

Part 2: Opp6rtunities for the Transfer of Training in Cable 
and \~ire 1 ess 

* Enlarge the role of the DTM so that he might take 
responsibility for the trained manager after his 
return to work. 
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* Authorise research on how best to make transfer 
effective and whether this requires changes to be 
made on the programme or to the organisational 
climate. 

Part 3 : Broader Issues 

* Improve internal communication by publicising the 
Company's goals and strategies, debating issues 
more openly and relaxing confidentiality. 

* Face up to overmanning. 

* Keep all managers properly informed, expect them to 
make their own decisions and to take responsibility 
for them. 

* Expect and encourage a 11 managers to think about 
the future, contributeto it and develop those 
around them for it. 

* Run team-building workshops to improve rela
tionships between different levels of management. 

* Share responsibiity through increased delegation. 

* Recognise and build on new skills, knowledge, 
interest and enthusiasm as managers return from 
Cranfield. · 

* Research and evaluate change within the Company and 
outside. 

* Encourage greater participation in management 
development - don't leave it all to the Personnel 
Department. 
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CHAPTER 9 

METHODOLOGICAL OVERVIEW· AND THEORETICAL IMPLICATIONS-OF THE 

STUDY 

Bulmer (1977) draws attention to three separate .levels at 

which the methodological context can be examined. These are: 

1. the general principles guiding the study; 

2. the research strategy adopted; 

3. the research techniques used to collect and analyse 

the data. 

These divisions are also used in this summary. 

Part 1 General Principles 

Underpinning the entire study were a number of important 

and inter-related factors: 

1. The researcher had to please two masters - each with 

different expectations. One master was the academic 

community, represented by her supervisor and, ultimately, 

the Board of Examiners. The other master was the host 

Company, represented by the Steering Committee for the joint

venture in management development and, ultimately, the 

Managing Director, to whom they reported. The former were 

concerned with academic rigour and sought evidence of the 

skills and insights consistent with a "research training" 

paradigm; the latter wanted practical and relevant results, 

uncluttered with justifications, in keeping with a 

"consultative" paradigm. The academic demands were given 

precedence but the need to be "useful" was always felt and 

undoubtedly influenced the final outcome (see Appendix G). 
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2. The usual constraints of time, money and access all 

led the researcher to the inevitable pruning of research 

ideals and ambitions, but it was the less usual constraint 

of external approval that perhaps led to the greatest 

methodological compromises being made. 

3. The previous work that had been undertaken in the 

chosen areas of res·earch, namely the conducting of a joint

venture in management development and the transfer of 

training by managers, provided the theoretical context .. 

Nothing of note had been researched on the former so no 

theories had been developed against which this experience 

could be tested. As a result the task would be one of 

observation, description and hypothesis generation. Research 

on the latter, although not extensive with regard to 

managers, had drawn attention to possible causal factors for 

the successful transfer of training by managers. In 

addition, a number of theories relating to aspects of 

transfer in general were identified and provided some 

foundation for the work that had been conducted on 

managers. The task with this area of the research would be 

primarily hypothesis testing - the hypotheses being drawn 

from the findings of earlier research - and, to a lesser 

extent, hypothesis generation. As a result both inductive 

logic and deductive logic would be used but the emphasis 

would be on the latter. 

4. The philosophical perspective adopted by the 

researcher was to play a much more dynamic and disturbing 

part in the research activity than she expected. This 

was partly because, having been brought up firmly in one 

tradition, actually doing the research exposed some of its 

shortcomings - a very unsettling side-effect of the process -

and partly because she and her supervisor held fundamentally 

different views as to appropriate and acceptable 

methodological approaches. 
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The researcher's perpetual concern was that the methods 

of research adopted should be academically sound so that 

any conclusions drawn would have some underlying authority 

and acceptability. Hughes (1980) asks on what basis can 

claims to intellectual authority be made and whether there 

is any universal source of intellectual authority? He 

points out that terms such as "knowledge" and "understanding" 

are ambiguous and that claims to either of these states 

depends upon collectively - held conceptions about the world 

and how people relate to it. This meant that the 

methodology adopted by the researcher must also be 

acceptable to those with whom she wanted to share her work 

or wished to influence. These were, in the short-term, 

the supervisor and, in the long-term, the academic 

examiners and the Company officials. 

Crudely stated, there are two philosophical camps, 

although there are many distinct sub-divisions within 

them.and extending from them. These are the "positivist" 

and the "humanist" approaches. The researcher and the 

supervisor found themselves in different camps espousing 

different approaches. The two approaches are outlined 

below in an attempt to illustrate the conflicts with which 

they had to wrestle and to put the methodology adopted into 

its broader philosophical context. 

The Positivist Ap·pr·oach to Soci·a1 S-ct·ence Rese·arch 

Positivism recognises only two sources of knowledge as 

legitimate: the empirical and the logical. It holds the 

natural sciences and mathematics as its models and places 

tremendous emphasis on systematically observed ·facts. 

These "facts" must remain free of values and speculation 

at all times. Developing in the wake of scientific 

discovery, first Comte and then Mill, Spencer and Hume 

played down "h.uman" attributes such as emotion, chance and 
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free-will. Instead, they stressed the importance of 

experimentations, quantification and objectivity. At the 

end of the nineteenth-century, Durkheim set out The Rules 

for Sociological Method and, in doing so, justified 

sociology (and, implicitly, the other social sciences) "as 

an autonomous discipline characterised by rigour, precision, 

and scientific method" (Hughes p24}. 

Durkheim identified the "social facts" that make up society -

laws, customs, language, organfsations etc - as sharing all 

the critical characteristics of scientific facts: they 

possessed externality, constraint, diffusness and 

generality; they could be defined, observed, classified, 

connected and compared; they existed independently of the 

researcher's ideas and values. Durkheim gave to 

sociological research, scientific legitimacy - providing 

that it adhered to his Rules. Essentially, these 

comprised the need to unveil social reality by objective 

and systematic observation; by careful definition and by 

the testing of assumptions in the search f.or laws of 

casuality. As true experimentation was rarely possible, 

causation was readily substituted b1 ·cdrrelation, as 

illustrated by Durkheim's own study of Suicide (1897). 

Research efforts were then shifted from "grand theories" 

and philosophical discussion to empirical problem-solving. 

An elaborate system of procedures and criteria grew up 

around the Positivist approach the two most important of 

which were the language and the hypotheti·co-deductive 

model of scientific explanation. Both reflected the two 

major tenets of positivism: namely that the social world, 

like the natural world, operates according to causal ·1aws 

and that the foundation of scientific discovery is 

sensory" observation. 

A language was developed by which observations could be 

objectively defined as "facts" and be subjected to 

quantification and analysis. This allowed a scientific 
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approach to be adopted and generalisations to be made. As 

the language had to express the general, rather than the 

particular,· a number of mathematical terms were adopted. 

Social phenomena became neutral "variables" with certain 

properties that could be measured via indices and then,

adopting safeguards and assumptions, be correlated with 

other variables using statistical procedures. 

Standardised data collection instruments eliminated oias 

and "social facts" became defined in terms of the 

instrument used in thelr collection. 

In this way a neutral observational language was 

developed and generalisations could be made and used to 

verify theory through the formulation and testing of 

hypotheses. 

Hypotheses, deduced from past empirical observation, were 

tested against new empirical observations. Events could, 

therefore, only be explained if they were shown to be the 

logical consequence of theoretical statements. Hypotheses 

are necessary_to verify generalisations and, strictly 

speaking, should over-rule post-hoc interpretation. The 

hypothetical-deductive model of scientific explanation 

thus combined empirical findings with the certainties of 

deductive logic. 

Wallace (1969) building on the work of Merton (1957) and 

Stinchcombe (1968) identifies five principal component's 

of social scientific research: methods, observations, 

empirical generalisations, hypotheses and theories. 

Although separate, he acknowledges that they often blur 

into one another. However, despite the overlapping, they 

can be distinguished by their "degree of formalization". 

This differentiates between "exploratory" research and 

that "testing" specific hypotheses; it also emphasises 

differences in degree of formal attention given to each 

aspect. 
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The relationships between the five components are shown in 

Figure 9.1. Information is represented as going through a 

succession of manipulations (moving clockwise around the 

diagram), each transformation being controlled by a 

particular method - logical induction; logical deduction; 

operationalisation and instrumentation; and scaling and 

measurement. Empirical generalisations yield theories 

through induction; hypotheses are yielded from th.eories 

through deduction. Both are "internal" processes, using 

the researcher's ability to make the appropriate conceptual 

leaps. Deciding on the observations by which the hypotheses 

will be tested and the generalisations that can subsequently 

be made, are "external" processes using the procedures and 

conv~ntions developed and accepted by the profession. In 

this research, the-emphasis for the joint-venture was on 

the observation component leading to some empirical 

generalisations as shown in Figure 9.2. The transfer 

study, started with existing theories induced from 

previously developed generalisations. From these theories, 

hypotheses were deduced and the emphasis was then placed 

on the research design, for the systematic and objective 

collection of observations and their systematic and 

objective analysis,to arrive at empirical generalisations, 

which may in turn verify or modify existing theory. In 

this way the complete cycle was undertaken as shown in 

Figure 9.3. 

Giddens (1977) identifies four key elements in the 

positivist viewpoint: 

1. reality is sensory; 

2. philosophy depends upon the findings of science; 

3. social science shares the same logic and methodology 

as physical science although procedures are often 

different; 
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4. facts and values are entirely separate from one 

another. Science deals only with facts; values are 

beyond its scope and therefore are either rejected or 

are synthesised with the facts. 

The strength of belief in the positivist approach to social 

research has stood the test of time. In the late eighteenth

century David Hume wrote: 

If we take in our hand any volume; of divinity or school metaphysics, for 
instance; let us ask, Does it contain any abstract reasoning concerning 
quanti~ or number? No. Does it contain any experimental reasoning 
concermng matter of fact and existence? No. Commit it then to the 
flames: for it can contain nothing but sophistry and illusion. 

Two centuries later, Kraus and Miller (1974) reaffirmed 

these feelings: 

"(We regard) the social research procedure as a 
scientific enterprise . . .. . . . striving after objectively 
derived facts about the real world, and the 
systematic organisation of these facts in general 
explanations (theories) of social behaviour." (p 3) 

In 1980, Hughes, who like Giddens (1976) regards Positivism 

as having failed social research and suggests alternative 

approaches, acknowledges that positivism "is the 

philosophical ep~stimology which c~rrently holds 

intellectual sway within the social sciences" (p 16). 

Some Problems of Posi ti·vism 

A number of shortcomings were recognised in the positivist 

approach right from the beginning. Attempts were made to 

overcome them but never totally succeeded. Other problems 

have only been identified with th.e passing of time .. There 

are two major problem areas. 

The just problem area lies in the nature of social 

reality and how human action can be described 

scientifically. "Social facts" were defined by Durkheim 
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as collective phenomena: "Society is not a mere sum of 

individuals. Rather, the system farmed by· their 

association represents a specific reality which has its 

own characteristics" (Rules p. 103). · Organis·ati·onal 

climate in this research is a good example of such a 

collective phenomenon. In other words, social reality 

transcends indivi:dual experience; it is greater than the 

sum of its parts and is not, therefore, reducible to them. 

But - and here is the paradox - the empirical ~vidence 

on which the social facts are based, is collected from 

individuals, because only their behaviour and attitudes 

can be observed and measured. As Lessnoff (1974) points 

out "nothing about social facts is obser·vable except their 

individual manifestations" (p. 77). So, if social facts 

cannot be concretely observed - because "reality" is 

restricted to sensory observations and these are limited 

to individual experience - then are they simply 

theoretical collectives and not scientifically legitimate 

at all? 

It has been suggested that social reality is the outcome 

of individual interactions rather than individual 

properties. This controversy between factual and perceived 

reality created a number of methodological factions. At 

one extreme were the Behaviouralists, who decided that 

introspection was irrelevant and chose to ignore anything 

other than overt behaviour, and at the other extreme were 

the Ethnometh.odologists who believed that nothing need be 

said about objectivity and truth. They saw all knowledge 

as residing in the everyday life of common-sense man. An 

example resembling each approach can be found in this 

research. When the managers were asked to set a 

resolution for new behaviour back at work (see Chapter 7) 

their behaviour was recorded in terms of how many 

resolutions, of what classification,were or were not set. 

No attempt was ever made to discover why these particular 

choices had been made or why some people chose not to· 

take part. Only overt behaviour was recorded in keeping 
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with Beh.aviouralist principles. The Ethnomethodological 

approach was adopted at a different stage- when 

collecting information on the conduct of the joint-venture 

(see Chapter 2). Here the researcher was closely involved 

in the daily life that she was monitoring and actively 

inquired as to individual interpretations of what 

significant events and other people's behaviour meant for 

them. 

Somewhere inbetween these two extremes, the mainstream of 

opinion, including that of this researcher, tried to 

report inner states of consciousness - such as attitudes, 

beliefs, values, feelings and preferences - as primary 

data via carefully constructed questionnaires and 

interviews. These were the "factsn of individual reality 

which collectively contributed to societal reality. Most 

6f the questionnaire~ used in this study fall into this 

category - the Myers Briggs Type Indicator, the Transfer 

of Training follow-up booklet and some,. if riot all, of the 

·interviews.• 

A second, and closely-linked problem is that, unlike the 

"facts" of the physical or natural s·ciences, the data to 

be measured in the social world, has a ni.nd of its own, 

opinions about itself and about its interactions with 

others including the res·earcher. The researcher is also 

involved, he interacts with the world he explores and 

could, perhaps should, be described as a variable in the 

research design, however hard he tries to remain an 

impartial, neutral observer of the social process. 

A third problem, imposed in the nineteenth-centur~ was the 

deterministic view of social life and, therefore, of 

human endeavour. The comparitive method; the underplaying 

of "human" attributes; and the search for underlying 

explanatory "laws", like those discovered by the true 

scientists, all necessitated a deterministic structure 
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which could be described quantitatively and formally. 

Social scientists have, over the years, lessened the 

unpalatable implications of harsh determinism by no 

longer seeking laws that dictate human behaviour but 

generalisations that help understand human nature. Every 

situation is recognised to influence its own outcome to 

some extent but characteristic tendencies or trends can, 

nevertheless, be identified. In this study for example, 

middle managers, under the age of 40, especially members 

of the National staff, were most likely· to report 

improvements in their performance back on the job after· 

participating in the Cranfield programme. 

A second group of proolems revolve around the role of 

theory in positivism : the ·relationship between theory and 

facts and the role of language in this relationship. Theory 

is only a problem if "the task of the social scientist is 

to give some theoretical account of social lffe" (Hughes 1980). 

If, however, "the primary- goal of the social sciences is to 

obtain organised knowledge of social reality·" (Schutz 1954) 

or if theory is defined as "a s-et of interrelated 

hypotheses or propos-itions concerning a phenomenon ors-et 

of phenomena" (Shaw and Costanzo, 1972) then the role of 

theory pre sen ts· less· of a problem. 

Hughes accuses positivism as failing social science in four 

fundamental ways: 

1. FAILED to live up to its claims of providing laws of 

social life equivalent in scope, certainty and 

predictive capacity to those offered by natural 

science. 

2. FAILED (as shown by research methods) to take account 

of the fact that social life is constructed of 

meanings .... 
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3. FAILED in the provision of an appropriate language 

4. FAILED to recognise th.at researchers have an active 

not passive role. 

The force of his criticism stems from the belief that 

positivism is based on a miscon·c·ep·t1·on of science. 

"Positivism emphasised some aspects at the expense of 

others .... science is empirical but is also profoundly· 

theoretical .... ·Laws . . . . are not causal empirical 

generalisations but rationally connected statements" (:n. 61). 

He describes empiricfsm as a s-ystem of trial and error 

which relates facts to facts and ratio·na1· thought as a 

system which relates ideas to ideas largely through the 

languages of logic and mathematics. Science, he claims, 

uses both and connects the two through abstraction to 

theoretical concepts such as deterministic laws. In doing 

this, science is able to move back and forth between the 

empirical and the theoretical - the observable and the 

unobservable - each one sharpening the other's scope of 

application and explanatory power. He concedes that the 

hypothetico-deductive model rationalises th.e importance 

of logic and mathematics but notes that this attempt is 

still firmly within the empiricist framework. 

Hughes also criticises the language developed by the 

posi ti vis ts. This was basically an "observational" 

language encouraging the collection of empirical data, 

quantitatively measured; in an objective manner. In 

parallel with this theoretically-neutral language 

developed a subordinate "theoretical" language to handle 

the non-observables. These two languages were linked by 

a series of rules which translated theoretical concepts 

into empirical concepts where they could be verified or 

falsified by the "facts". This introduced some flexibility 

into the search for causation and allowed the "certainty" 

of laws to be replaced by the "probability" of theories 
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which could be continually refined by testing. BUT, it 

reinforced the belief that reality was made up of facts 

and that these existed independently of theories; theories 

didn't shape the world, only respond to it. There is some 

truth in these accusations but they are rather alarmis·t. 

The researcher into the transfer of training, in common 

with the majority of social scientific studies, was 

guided by existing theoretical premises; it was in these 

that the four hypotheses were grounded. 

Hughes also draws attention to a major problem that has' 

severely hampered the social scientist's progress in 

searching for generalisations. It is the measurement 

problem and is encountered everytime that theoretical 

concepts are translated into the observation of facts and 

vice versa. Hughes believes that measurement is 

"impossible" without an already understood theory. In 

science, measurement is a consequence of theory - "length", 

for example, has a purely theoretical meaning; no-one asks 

the scientist "what does this concept "length" really· mean?" 

Yet for the positivist social scientist that is exactly 

the nature of questioning because observations are made in 

terms of the measurement instrument. The validity and 

reliability of the obs·ervations are dependent upon th.e 

acceptability of the instruments and the explicit working 

definitions and assumptions identified (or overlooked) by 

the researcher. Resort is continually being made to 

surrogates and indices of social reality. For example, in 

this study, observations of managers as being 

"Traditionalists" or "Visionaries" means that their 

management style reflects a certain profile as measured 

by the four indices which operationalise Jung's theory 

of work preference : extraversion - introversion, sensing -

intuition, thinking - feeling and judgemental - perceptive. 

Sometimes, "scientific" measures could be made, for 

example the age of each manager and his length of service 

with the Company at the date of the programme. 
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Until th.e social sciences can break the mould of 

positivism,with its dual obsession for empirical 

generalisation and theoretically-neutral observation,they 

will never achieve the intellectual freedom of a higher 

order of thinking. But, for those who distinguish 

between philosophising and theorising, seeing theory as 

simply "explanation", and hypotheses as "possible 

explanations", concern will remain with the logical 

testing of theories,,rather th.an with their formulation. 

Indeed, Stinchcombe (1968) insists _that "theories ought .. 
not to be invented in the abstract by conceptual 

specialists; they should be adequate to the tasks of 

explanation posed by the data" (p. 3). And Smith ( 1975) 

devotes a chapter to "Generating Testable Theory" of which 

one sentence considers the formulation of theoretical 

problems : "Perhaps the best way to start research is for 

you to examine some phenomena r·ou wish to understand, or 

understand better. The ne-xt step is to start maintaining 

a file in which you will record (facts).... As a check 

on faulty accumulation of knowledge (i.e. facts), we 

have spoken of a need for theory which (1) has observable 

consequences (2) is verifiable through observation, and 

(3) is internally consistent and logical". Everything 

is .geared to testing, nothing to what is being tested or 

why. Theory is conveniently conceptualised in terms of 

operationalisation. 

These problems do not deny the interest provoked by 

positivist studies of the social world but they do 

question its scientific legitimacy and the intellectual 

authority that if affords. 

The Humanistic Approach ·to Social Research 

The broad methodological alternative to positivism is 

"humanismrr, a form of intellectual enquiry long pre-dating 
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the scientific approach. Essentially, in its modern form, 
it rejects the application of scientific methods to social 

-life, stressing interpretation, empathetic understanding, 

imaginative reconstruction and moral commentary·. Even in 

the nineteenth century not everyone could accept the 

positivist view that the scientific method was appropriate 

for all forms of investigation. This led to an anti

positivist school of thought which drew attention to the 

contrasts between itself which wanted "to grasp the 

individual and unique features" of phenomena and ·th_e 

scientific researchers who sought "generalizations about 

reproducible and predictable phenomena". (.Von Wrigh.t, 1971) 

The different perspectives were labelled as ide·o·g·r·aphic 

(those concerned with individual descriptions and unique 

situations) and nomothetic (those seeking laws). The 

former were looking for differences, the latter for 

commonality (Windelband, 1894). 

A critical distinction had already been drawn between the 

two approaches· in terms of their aims these were 

explanation (or_Erklaren) in the case of the positivists 

and understanding (or Versteh..en} in the case of the 

humanists (Droysen, 1858). An important aspect of 

"understanding" lay in its psych_ological features which 

Simmel (1892) identified as· emp·athy with the object of 

study. This active "subjectivity" on behalf of the 

researcher flew in the face of the objectivity demanded 

by the positivists. Another important aspect of under

s·tanding lay in its natural links with 1·ntentiohality. 

These concepts were further developed by Dilthey and 

Rickert. Dilthey, who believed that "mind" and "matter" 

represented completely different realities - neither 

reducible to the other - recommended their study by 

different methods. Rickert, on the other hand, saw 

reality as indivisible (as did the positivists). But, he 

saw "facts" as being created in the human mind - they were 



- 437 -

subjectively constructedthrough individually selected 

perceptions. Reality could therefore be represented 

differently depending on the principle of selection:

nomothetic or ideographic. True objectivity perhaps 

requires both view points. 

Weber, writing in the early, twentieth-century, was 

influenced by both Dilthey and Rickert. ffe recognised the 

difficulties inherent in th_e positivist approach to social 

research but believed it was possible to overcome them .. 

He attempted to create a working relationship between the 

two approaches. Weber recognised that social research. had 

a distinctive character but did not believe that it need 

be unscientific or reject objectivity. His fear was, 

according to Hughes, that positivist methods used for 

social research were likely to produce valid knowledge but 

of largely irrelevant and unimportant activities. He 

regarded the essential distinction between the natural and 

social sciences as being the way in which the research was 

conducted not in what actually existed. 

"Interpretative understanding" would be the distinctive form 

of knowledge leading social scientists to objective 

knowledge. It provided great opportunities for social 

scientists to study their subjects in great depth even if 

the price might be reduced objectivity, precision and 

conclusiveness. It was a means to an end and, in 

reconciling those means, Weber introduced two methodological 

principles: value neutrality and th.e ideal type. 

"Value neutrality" implied an ethically neutral stance on 

behalf of the researcher. He never allowed his own values 

to interfere with his research activities. This would 

ensure his objectivity. The "ideal type" was a 

rationally constructed action, role or situation against 

which reality could be compared. It helped the social 

researcher in several ways : it rendered the subjective 
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more objective; it permitted some generalisation from 

case studies; and it allowed for what Weber described as 

"experiments in the mind". 

The major criticism against positivism was that, by taking 

the "human" elements out of social reality, research could 

only produce a partial, often hollow, account of what 

really existed. To combat this, Weber introduced th.e 

concept of "social action" which related to the· me·anings 

inherent in social interaction at all levels. However, 

he insisted that any insights so gleaned must be supported 

by statistical data, scientifically collected. "Adequate 

causation" was to be identified, providing probabalistic 

explanation rather than laws. 

"Meaning" is the subjective (internal) component of 

behaviour whilst "observation" is the objective (external) 

appearance of behaviour. In this research, the external 

behaviour implied by "the transfer of training" is 

tapped by open-ended questions regarding progress with 

resolutions set at the end of the programme attended. 

Responses are purely subjective, providing personal 

meanings for individual behaviour or its absence. As 

describing an action requires more than simply observing 

concrete behaviour, description will almost always be 

incomplete. This· is because the relevance and -relative 

importance of the many factors involved will vary from 

person to person. Describing social reality is as big a 

problem for the social actor as for the observer. 

A "vocabulary of_action" has developed by which meanings 

are described. It revolves around "reasons" rather than 

"causes" reflecting th.e search for understanding rather 

than explanation. It shows up the fundamental differences 

between human life and inanimate matter in that the former 

is not as predictable or as pre-determined as the latter. 

Human beings can, and do, make choices about their 
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interactions; decisions are often multi-causal and are 

perceived as such; interpretation of the same action 

varies between actors and can change with events. 

Awareness of these factors has led present-day "humanists" 

to regard concepts of human action as logically incompatible 

with the idea of causal necessity and, therefore, with 

scientific causal explanation. They see social reality 

as being made up not of external facts but of interpersonal 

relationships. These relationships are conducted and given 

meaning through the language they use. This interpretation 

of social reality, they claim, cannot be studied using 

positivistic methods. (Winch 1963, Taylor 1978, Hughes 

1980). 

These developments, like those of the positivists, have 

been far more evident in the U.S.A. than in Europe. The 

"humanist" approach in the U.S.A. is known as "symbolic 

interactionism." 

Th.is recognises-that all humans - and nothing else -

assign "symbolic" meaning to people, things and events 

and th.en behave or "interact" in accordance with those 

meanings. Symbols, including words, are representative 

of the meanings and values held by social actors; reality 

comprises the interpretation and organisation of those . 
symbols : th.ey create the environment iri which men exist. 

Language is the oasic system of symbols and any other 

system can only be created or understood through language. 

That is why language- is so important to philosophy and 

scientific methodology. Language organises perception -

what cannot be identified may not be perceived or 

thought about. (Mead 1934). If words are the instrument 

of our selection then what is not in the vocabulary 

cannot be observed. 

"Reality" in this study was couched in individual 

perceptions and managers responded in accordance with 
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those perceptions. Manis and Melzer (1967) explain that 

the identification and interpretation of symbols is 

assigned as a result of interactions with others; hence 

the importance-of the other people in the organisational 

climate. Individuals are believed to grow in "humanness" 

as a result of interacting with others, of understanding 

themselves, and of being conscious of their own thoughts 

and behaviour. Helf-awareness is a topic that has already 

emerged from this research, so too is the ability to "grow" 

as an individual and as a manager. 

The Res·earcher' s Pa·radigm 

This study was conceived in true positivist style. It's 

early development encompassed an experimental design and 

a purely objective s·tance on behalf of the researcher. 

This approach had to be modified before the design was 

acceptable to the host Company but, nevertheless, the 

structure of positivism was adhered to as closely as 

possible and provided a framework for the study into the 

transfer of training. The second strand of the research, 

into the nature of the joint-venture, was always regarded 

as "humanistic" in its approach. 

Hughes, drawing on Taylor (1978), describes- the positivist 

social scientist as constructing his version of social 

reality by distinguishing between identifiable acts, 

structures, •institutions etc. (i.e. objective social 

reality)·and values, beliefs, attitudes, reasons etc. 

(i.e. subjective social reality) and then correlating the 

two to provide generalisations. "Meanings" are only 

allowed as quotes, attributed to individuals as their 

version of social reality. This rationalization 

effectively denies the social reality which ("humanists" 

believe) exists only as a function of those meanings and 

the language used. Th.is description is fairly accurate 
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of the research undertaken objective social reality was 

defined in the unequivocal terms of the attributes held 

by the managers (including their Myers Briggs type); these 

are detailed in Chapter 4. Subjective social reality was 

then measured in terms of managers' perceptions of their 

satisfaction with the learning experience (Chapter 5), the 

supporti veness of the organis-ational climate (Chapter 6), 

and their own transfer performance (Chapter 7), against 

questionnaire scales and open-ended questions. The 

resultant information was categorisedJ as "facts" and set 

against the categories inherent in th.e objective facts. 

In this way the null hypothesis th.at there would be no 

significant difference was tested and some generalisations 

about the data could be made. 

Individual "meanings" were sought and, although social 

reality was- increasingly seen as a function· of those 

meanings (p."- 282+; · 387+ ) "quotes" were reported rather than 

summarised by the researcher as being reality. One of the 

reasons for this was to overcc:rre the.- fears of ·subjective bias 

when working under objec·ti ve "rules"; but another, more 

powerful, reason was the desire of the researcher for the 

Company to see the raw facts for themselves; in summary 

form, they may become bland or be attributed to the 

researcher's imagination - eitb._er way they could easily be 

rejected. 

In the monitoring and exploration of the joint-venture no 

such inhibitions existed (Ch.apter 2). The nature of the 

research was different : nothing was being "tested", the 

researcher was blatently part of the research domain, the 

objective was to describe the existence of an abstract 

notion and the impact that this had on the actors involved. 

There were plenty of objective facts in the arena -

·meetings-, contracts, programmes, record profits, new 

teaching materials etc. - but the emphasis was continually 

on the meanings that these had for the individuals involved, 
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and the implications of the meanings that others held -

whether these were shared or assumed. This part of the 

research was strongly influenced by the supe·rvisor. 

Strangely enough, although the researcher enjoyed 

undertaking that section of the study, she could not really 

regard it as "proper" or "acceptable" research until it 

was completed, when its power and. validity were 

authenticated by the social actors themselves and by 

readers who had not actually "been there" but felt a deep 

understanding for the important issues. 

This experience together with the valuable qualitative data 

collected in the transfer stt1dy, leads her increasingly to 

accept the humanist interpretation of social reality; 

although this is not to reject entirely the positivist 

viewpoint. Shipman (1972) acknowledges the "staggering 

variety of perspectives and procedures" in present day 

social science and. that "even when empirical evidence 

exists, it produces more questions than solutions" which 

rather suggests that no single approach is able either to 

explain or understand the social world with repeated and 

clear-cut success. 

Just as .the research paradigm in this study consisted of 

an analgam of methodological approaches, so the researcher, 

as a result of conducting· the study, finds herself adopting 

a more flexible yet, at the same time, more critical 

attitude to potential methodologies. An attractive 

alternative is naturalism (Denzin, 1971). Denzin 

describes the naturalist as one who "employs any and all 

sociological methods .... admits into his analyses any and 

all data that are ethically allowable .... is committed 

to sophisticated rigour but takes a skeptical stance 

towards those research protocols that dictate how one 

approaches the empirical world .... details in careful 

fashion the nature of his sampling framework, triangulates 

his observations and continually assesses the empirical 

grounding of his casual propositions." Naturalism 
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attempts to get "the best of both worlds" as did Weber at 

the beginning of the century. And so the search continues. 

Looking into the future, Hughes sees the aim of social 

science shifting from verification and prediction to 

"a reconstruction of fragments of social reality" relying 

on insight and bound up with the options open to the 

researcher and researched. "Truth" he suggests, "if it 

can be attained at all, becomes a matter of negotiated 

agreement between social scientists and those they study." 

Negotiation, in this research, encompassed the researcher, 

the supervisor, the host company and the individual 

managers. As a result, the outcome has a greater chance 

of having reached the truth. 

Pa-rt IT : Re:s:earch Design 

The procedure by which the researcher arrived at her final 

design was, after _careful consideration of the nature of 

the situation in which she found herself, to identify the 

most pertinant problems for investigation and match these 

to the resources at her disposal. 

Practical limitations reduced the.scope of study to 

management development within the experiences of the joint

venture between Cable and Wireless Limited and the Cranfield 

School of Management. Three broad areas of study were 

proposed: the joint-venture itself; the impact of 

management training on participant as against non

participant managers; and the determinants of successful 

transfer back to the workplace. Each aspect of the study 

required a different research design. The joint-venture 

was a case study; the impact of training was a classic 

experimental study with random assignment to experimental 

and control groups; and the transfer of training was a 

longitudinal study. However, the proposals still exceeded 

the resources available and, moreover, were largely 

unacceptable to the clients. The host company were against 



- 444 -

the involvement of non-participants; the School of 

Management thought the joint-venture too politically 

sensitive for investigation. 

The transfer study remained. It posed, and still poses, 

important questions for research for it is critical not 

only in this situation but in all management training 

activities world-wide. Long-term evaluation of management 

training is rare; the "take-home" benefits of participating 

on management programmes are largely unknown; vast sums 

of money are spent on management development almost as 

on act of faith. Existing academic research into this 

vital question of transfer was minimal. 

Runkel and McGrath (1972) identify eight research strategies 

(see Figure 9.4). They regard the three most desirable 
features of the design as being: 

1. concreteness of behavioural systems, 

2. precision of control and measurement, 

3. generality of the conclusions. 

They point out that no single strategy combines all three 

characteristics; none of them is "correct" or "incorrect" 

but one will be most appropriate to the questions that the 

research is attempting to answer and the constraints 

within which the researcher is working. 

The strategy decided upon was to conduct a fi'eld ·study 

into the transfer of training and set it within the 

context of a case study on the joint-venture in 

management development. Access was agreed as being 

limited to individuals who had participated in the 

programmes and/or' the policy-making. Runkel and McGrath 

recommend the field study as maximising naturalness 

(concreteness) and having a good chance for generalising 
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to similar "fields" but warn against its lack of control 

and precision. They also see it as requiring more 

resources - time, money and manpower - than other 

strategies. 

Obtrusive · 
Research 

Operations 

Unobtrusive 
Research 

Operations 

Judgment 
Tas.cs 

Sample 
Surveys 

Universal 
Behavior Systems 

I. Settings in natural systems. 
II. Contrived and created settings. 

III. Behavior not setting dependent. 

Laboratory 
Experiments 

Experimental 
Simulations 

Field \t:. Experiments 

Field 
Studies 

Particular 
Behavior Syste=ns 

IV. No observati~n of behavior required. 

A. Point of maximum concern with generality ~"ver actors. 
B. Point of maximum concern with precision of measurement of beha"Jior. 
C. Point of maximum concern with system character of context. 

Figure 9. 4 : A Framework for Gompa·ring· Some Major 

Research Strategies (Runkel & McGrath,1972) 

The detail of the design depended entirely on the approach 

taken. The possibility of a predictive study had been 

effectively removed by the limiting of access to past 

participants. This ruled out a non-expirmental control 

group and any pre-testing. Causal hypotheses, on which 
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prediction rests, could not be tested und~r these 

conditions. A comparative study was not really feasible 

as no similar in-company programmes were being run at 

Cranfield at the time. However, comparable general 

management public programmes existed but the problems of 

seeking access to such a range of companies and 

accounting for the variety of organisational cultures to 

which the participants returned, were greater than the 

resources available to overcome th.em. In retrospect, the 

importance of the organisational climate to successful 

transfer would have exacerbated these problems. 

To set the research design into its methodological context, 

it is necessary to refer to some of the taxonomies 

proposed by earlier researchers. The most famous taxonomy 

is that of Campbell and Stanley (1963) later developed by 

Cook and Campbell (1976). Together, they have established 

rigorous guidelines for th.e application of the scientific 

method in social research. They distinguish ·between 

experimental, quasi-experimental and non-experimental 

research designs. Within each broad type are a number of 

possible designs, each with different shortcomings and 

limitations. True experiments are characterised by random 

assignment to treatment groups. They are the preferred 

scientific approach, as causal hypotheses can be tested 

and predictions made on the outcomes but, as Cook and 

Campbell admit, although feasible they are not easily set 

up or maintained; nor are they immune to the threats of 

internal, external, statistical or content validity. 

Nevertheless, they advocate their adoption whenever 

possible. As a second-best they recommend an appropriate 

quasi-experimental design. They identify 16 alternatives 

but regard the range as much larger as designs can be 

combined to overcome aspects particularly susceptiable to 

the many threats to validity. They regard quasi-experiments 

as especially vunerable to problems of internal validity. 



- 447 -

Amongst the quasi-experimenta~ designs are four 

correlational designs, one of which - cross lagged panel 

correlations - is the nearest any of the quasi-experimental 

designs resembles the transfer study. However, Cook and 

Campbell are scathing of all correlation designs partly 

because the researcher is passive but largely because their 

"concern is for causal inference and these methods- can be 

viewed as at the very least weak quasi-experimental designs" 

(p. 285). They go on to acknowledge "that while 

correlation does not pr6ve causation, causal theories 

imply correlations, and thus checking for their presence 

can be a useful probe for causal hypotheses" (p. 286). 

It is amongst the designs that th.ese champions of the 

scientific method describe as "generally uninterpretable" 

that this research falls. The "one-group post-test only" 

identifies the joint-venture case study and some aspects 

of the transfer study. The "one-group pre--test post-test" 

design, which they recognise as being "widespread in 

organisational research", encompasses most other aspects of 

the transfer study. Both of these designs are regarded 

as appropriate.for hypothesis generation but not for 

hypothesis-testing. 

Bulmer (.1977) stllllIIlarises the experimental research designs· 

as being the "ideal type" as they meet the logic of the 

positivists most fully by identifying causal relationships 

between independent and dependent variables. He sets 

three criteria-for identifying causal relationships in non

experimental designs. These are that correlations must be 

genuine, riot contingent on other factors; they must hold 

up in other situations and under other conditions; and 

that the time order of variables must be specified. By 

these criteria, the findings of this research have greater 

value than that supposed by Cook and Campbell. Bulmer 

simplifies the non-experimental research design typology 

to four basic alternatives. These are: 
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1. The case study where a single groun is studied over 

a single time period. The joint--venture research. oelongs 

to this category. 

2. The static group comparison where more than one 

group is studied at one time. If the partitioning of 

managers into mutually exclusive, exhaustive classes 

qualifies the managers in this study to be described as 

different groups (e.g. HO, Fl or Nat) then Null Hypot h.esis 

1 belongs to this category; if. not, it too is a case study. 

3. The comparison of different groups at different 

times - this was not done at all. 

4. The longitudinal study where the same group is 

observed on more than one time period. Null hypotheses 2, 

3 and 4 where perceptions of the programme, the climate and 

transfer performance are all measured at di£ferent time 

periods and differences over time are compared, all belon~ here. 

The research into the joint-venture is clearly a case study

and restricts its obje.cti ves to the limitations of such a 

design. In other words, it is purely exploratory, seeking 

to describe and understand what is happening in an 

environment that is functioning naturally. Th.is is· 

regarded as valuable in its own right and hypothesis 

generation is the limit of its scientific ambition. 

The research into transfer is most accurately described as 

an ex-post facto one-group study with some time-series 

factors. Kerlinger (1973) argues that ex~post facto 

research is no different in basic ·rogic than experimental 

research. They share the same purpose - the· empiric·a1 

validity of hypotheses, the only difference between them 

is that the ex-post facto researcher cannot cbnt~ol 

through experimental manipulation or random assignment as 

can the experimental research.er. This is the fundamental 

weakness of the ex-post facto approach; it cannot assert 
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the "truth" of its findings· with the same confidence as 

the experimental. In th.e experimental situation, the 

researcher is nactive" and can "control" independent 

variables; in the ex-post facto situation the researcher 

"mus·t take things as they are and try to disentangle them" 

(p. 380 ). Th.e emphasis in the transfer study was in 

disentangling perceptions in order to ·e·xplain what was 

happening and discover any diffe:r·erfces between managers. 

Proving causation was not the priority because the design 

did not allow it. 

Kerlinger regards ex-post facto research as just as 

important as experimental research and far more frequent: 

"it is probably no exaggeration to say that a large 

proportion of research in sociology, education, anthropology 

and political science has been ex-post facto, (even) 

psychological studies, perhaps half or more than half, are 

ex-post facto" (p. 383). 

He does, however, draw attention to three major weaknesses 

of ex-post facto research. These are: 

1. the inability to manipulate independent· variables; 

2. the lack of power to randomise; 

3. the risk of improper interpretation (as a result of 

1 and 2). 

This research, i_n keeping with much behavioural and 

educational research (see Kerlinger p. 392), could not 

avoid the first two weaknesses; with caution and care the 

third can be minimised. 

Smith (1975) regards ex-post facto designs as being subject 

to a high level of distortion due to the memory attrition 

and reactivity of respondents. This is a valid criticism 
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to which could be added the forces of cognitive 

dissonance and wishful thinking. Awareness of these 

dangers helps overcome them as, too, does careful 

questionnaire design and interviewing technique. As a 

result, Smith agrees with Cook and Campbell that field 

methods are more condusive to hypothesis generation than to 

hypothesis-testing~ 

There are three approaches to field studies, according to 

Krausz and Miller (1974). These are: 

1. statistical sampling procedure followed by· 

interviews or postal questionnaire; 

2. participant observation (open or concealed); 

3. interviewing of key subjects without sampling. 

In this research, the first approach was adopted in the 

transfer study and the other two approaches were adopted 

in the joint-venture study. Krausz and Miller believe 

that the approach adopted depends upon the · information 

sought together with the resources (time, money, 

researchers) available and the access permitted. They see 

complex designs being necessary when a study requires both. 

qualitative and quantitative data - as indeed this study 

did. 

Zeldi tch. (1962) categorised both information sought and 

the methods of obtaining that information. A 3 x 3 

matrix (see Figure 9.5) suggests the best match between 

them. Figure 9.6 shows how the two studies used th.e most 

appropriate methods to collect their data. 

When conducting field/case studies the researcher has to 

adopt a clear role along the observer - participant 

continuum. Gold (1958) specifies four "ideal-typical" 
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field roles the complete participant; the participant as 

observer; the observer as participant; and the complete 

observer. This researcher took th.e role of "observer as 

participant" in the joint-venture and "complete observer" 

in the transfer study. The danger with both of these, 

especially the latter, is "ethnocentrism" whereby the 

researcher imposes his own interpretations rather than 

understanding those of· the subject of s·tudy. 

Krausz and Miller think that perhaps the three major 

determinants of the methodological approach adopted are 

firstly, the level of analysis - that is, the degree of 

abstraction - with "grand theories" at one extreme and 

great detail at the other; secondly the preference for 

qualitative as against quantitative data; and thirdly, in 

scientific studies, the choice between experimental or 

correlational methods - both systematically observe but the 

former can ·manipulate whilst the latter can only measure. 

The research into the joint-venture lay mid-way between 

theory and detail and was entirely qualitative; the research 

into the transfer process, on the other hand, was 

concerned with extremely detailed data, was highly 

quantitative and adopted correlational methods. 

Despite the many attempts to clas~ify and categorise 

research designs "the rules of good research design cannot 

be specified precisely .... there are inevitably points in 

the design process where decisions are based more on 

intuition than on rational analysis, and where the costs 

and payoffs cannot be sensibly predicted Research 

design is then both a technology and· an art. Its purpose 

is to transfer raw facts into evidence for or against a 

particular theory or hypothesis, and to the extent that it 

does this economically and validly it is "good" research 

design." Kraus21 and Miller (p. 105-6). 
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The design selected, that of statistical field study set 

within a descriptive case study, was not without its 

shortcomings. These include the problems of measuri~g 

essentially qualitative data in a quantitative manner, 

researcher bias in interpretation, the post hoc nature of 

the study and the generality of the findings. They were 

inherent in the chosen style of investigation. As a result, 

certain reservations must be kept in mind when considering 

the findings. 

The Nu1·1 Hypotheses 

The field study hung on four null hypotheses. Kerlinger 

regards the hypothesis as a researcher's most powerful tool 

for achieving dependable knowledg_e; they are "indispensible" 

in his view. Krausz and Miller describe hypotheses as 

central to the dual role of the social scientist - "to test 

and support existing hypotheses or theories and to generate 

new hypotheses and construct new theories" (p. 9). The 

researcher found them invaluable in helping to clarify th.e 

problems of transfer in terms which would allow empirical 

evidence to be collected and analysed. However, not all 

hypotheses are equally testable and the specific nature of 

these hypotheses has·important implications for their use. 

Kerlinger distinguish.es between mstatisticitl0 and "substantive" 

hypotheses; Krausz and Miller between "descriptive" and 

"explanatory" hypotheses; Smith. between "descriptive" and 

"causal" hypotheses; and Rigby between "facts" and 

"relationships". Essentially, they are all drawing 

attention to the same dichotomy: that of identifying 

important variables or of establishing causal relationships 

between them. The hypotheses in this study fell into the 

former categories rather than the latter. This was to be 

expected given the relative infancy of the research tonic 

but it does limit the value of the findings in terms of 

causality and prediction. The precise nature of th.e 
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relationships between variables has not been discovered; 

only that relationships "do exis·t and that certain sub

variables appear to be more important than others in these 

relationships. But, even here, any attempt at 

explanation is tainted with the danger of spurt·ous 

correlation. 

Hyman (1967) identifies two stages in empirical research: 

the first is to· ·find the relevant facts, the second is to 

explain them. The existing state of knowledge in the 

subject will define the stage at which the research must, 

to build constructively on what has gone before, be pitched. 

This study was set carefully in the context of all other 

known studies. It's first task was to establish the 

probable truth or f.alsity that certain variables - the 

nature of the individual manager, his learning experience, 

his perception of his organisational climate and the 

relationship between the School and the Company - were 

re1evant for the successful transfer of managerial 

training in Cable and Wire less Limited. Beyond that, 

attempts were made to relate them to one another and to 

identify th.e most important sub-variables. The study,, 

then, emphasised ·explora·tion rather than explanation. Less 

triumphant than final confirmation of causality but 

perfectly legitimate: "hypotheses may be of a broad nature, 

emanating from background studies" wrote Krausz and Miller 

(p. 8). 

There are, however, two features of the hypotheses that 

substantially reduce their power. One is that they are 

"null" hypotheses which tests the facts against chance but 

not against prediction so that the range of the relationship 

has full scope, both positive and negative. One knows that 

"differences" exist but not what they are. The second, 

according to Merton (1949) lies in the ex-post facto 

nature of the design: regardless of the observations, 

explanation can be sufficiently flexible to allow the 
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introduction of new interpretations to "fit the facts". 

But, Kerlinger believes, to conduct ex-post facto research 

"without hypotheses in which data are just collected 

and interpreted, is even more dangerous in its power to 

mis lead" ( p. 391). 

Despite th.ese shortcomings, there are a number of criteria 

for "good" hypotheses that were met. Krausz and Miller 

cite three: parsimony (the null hypotheses were simple and 

concise); relevance (they were grounded in the findings of 

earlier research); and quantifiabili ty (variables were 

"translated" into scores and scales whenever possible). 

Kerlinger has only two criteria: hypotheses are statements 

about relationships and they carry clear implications for 

testing those relationships (the null hypotheses were 

phrased as simple "no difference" relationships between two 

variables; these variables were then broken down into sub

variables and tested independently). Smith provides a 

detailed breakdown of nine "Rules" for conducting "good0 

hypotheses and, thereby, generating "testable theory." 

Many of them are drawn from Davis (1970) who believed that 

"assertions about relationships between variables are the 

heart of research." The nine "rules" emphasise quantifiable 

·rather than qualitative variables; careful refinement of 

variables and the ::importance of explicit scales of 

measurement; a strong preference for ratio data, formal 

analysis, the use of conventions to link variables; and the 

linking of propositions through shared variables whenever 

possible. The researcher had some difficulty assigning 

quantitative scales for the measurement of largely 

qualitative phenomena and ratio data was rare but "facts" 

were systematically collected and analysed and each activity 

undertaken was described in sufficient detail-for 

evaluation and replication, as the "rules" recommend. 
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Gene·raTi·sa.hiTity o·f the Findings 

Generalisability is important in applied research for it 

~ addresses the questions how much, to whom or what, and in 

what circumstances can the findings of this research be 

used1 It is discussed by Campbell and Stanley as the 

"external validity" of a research study. Field studies and, 

even more, case studies, have limited external validity 

because of the highly specif~c circumstances in which the 

research is conducted. Rigby draws attention to this very 

point: "Generalisations should not be thought of as true 

or false, but rather .... as applying or not applying 

under various circumstances" (p. 29). Lupton (1966) also 

warns of the dangers of generalising from the facts of a 

single case but nevertheless, believes "there is much to be 

said for the study of single cases" particularly in the 

identification of relevant variables and proposals 

concerning their inter-relationship. 

The "dangers" of generalisation stem from the conveni·en·ce 

of rta shorthand that facilitates communication without 

excessive elaboration." So writes Shipman (1972) who warns 

against facts, and the meaning of evidence, being treated 

as "elastic" not only by· the original researcher but by 

subsequent researchers. Even Krausz and Hiller, who 

insist that "the only basis for generalising .... is random 

sampling" (p. 91), go :on to acknowledge that it can be 

"intuitively obvious that the experimental findings are 

independent of particular research circumstances" (p. 92). 

Nowhere in this study is random sampling evident, yet 

there are many "intuitively obvious" generalisations that 

could be made. Caution is clearly in order if the findings 

a~e to be genuinely useful. 

There is another aspect.to generalisation, highlighted by 

Wallace's model, that relates to theory development. This 

is where inferential logic can transform factual results 



- 457 -

into generally- accepted principles. The danger here, in 

abstracting to models is, as Blalock (1961, p. 8) points 

out, "how much to oversimplify reality-?" Perception~ of 

reality are, he observes, ongoing processes which vary over 

time and between individuals. Certain assumptions must oe 

made and some will be more realistic than others. The 

dilemma is to use concepts and models that are simple 

enough to manipulate thoughts yet are realistic enough to 

lead to fairly accurate predictions. , In this research, the 

model of transfer is· built upon former theories which, 

according to Merton (1967), ~onsolidates understanding and 

increases their generalisability. Two. illustrations of 

very different approaches to the consolidation of theories, 

in this research, would be the taking of internal 

characteristics of transfer based on research into children 

and applying them to managers; and the simultaneous 

investigation of the external agencies of transfer. 

To what extent then can empirical generalisations be drawn 

from this study and what are the limitations to be imposed 

on their use? The case study into the joint-venture is a 

typical example of a particular series of events developing 

from a particular combination of circumstances, 

personalities and ideas. The co-incidence of all the 

variables in exactly the same manner or mood will never 

recur yet there are a number of experiences which can use

fully be recalled of relevance to joint-ventures "in 

general". These include the need for a common vision; 

the recognition of an evolutionary- process which requires · 

flexibility and the confidence to rethink as events take 

place (p. 99+); the basing of curricul~~ design on broadly 

perceived training needs.(p. 103+); the creation and 

maintenance of commitment to the joint-venture in both. 

institutions (p. 106+). Nothing may have been "proved" 

but a number of important lessons can be learned and 

passed on through the continuous monitoring of events and 

of the individual meanings they aroused. 
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The four null hypotheses present a rather different 

picture for generalisation. They too reflect only a 

moment in time for a number of specific individuals in 

special circumstances. However these are carefully desc

ribed and are typical of their kind within the Company 

(Chapter 4 Part 1). Outside the Company, similarities can 

be drawn with managers sharing the same attributes. In 

this way the findings_of Hogarth,Vandenput, Baumgartel 

and Jeanpierre and Bakke could be compared. Reference. to 

managers in other studies (or companies) must always be 

circumspect but, if conducted with sufficient care, can 

become a source of external validity. 

Null hypothesis 1: that participant managers were not 

significantly different from one another (Chapter 4, Part 

II), was tested to discover the.extent of conformity to 

the "company man" image. Sufficient differences were 

discovered to allow personal attributes to be used as 

variables against which percepti·ons could later be 

correlated. The outcome of testing null hypothesis 1 is 

not generalisable beyond the confines of this study. 

Null hypothesis 2: that no manager was significantly more 

satisfied with h~s learning experienc~ than any other 

manager (Chapter 5) was tested with a view to·evaluating 

the programmes through the perceptions of specific groups 

of managers. The value of the detailed findings are 

th.erefore limited to Cranfield and Cable and Wireless. 

There is, however, one observation that could usefully be 

compared elsewhere: it is the shift away from an immediate 

widespread approval of the programme to a more qualified 

appreciation of its value in retrospect. 

Null hypothesis 3: that there is no significant difference 

between managers' perceptions of aspects of the organisat

ional climate in helping or hindering them to transfer 

what they have learnt, is the area of study most readily 
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generalised outside the field study (Chapter 6). This is 

partly because the checklist used to define organisational 

climate is grounded in the earlier exploratory rese~rch of 

Vandenput (1973). It is also because of the great interest 

amongst organisational researchers in climate and its 

constituent parts - especially the manager's job - as a 

theoretical concept. To pursue some of the many 

opportunities for generalising the findings - which remain 

context-specific - the researcher devoted Chapter 6 Part 

III to an interpretation of them in the light of other 

researchers. She selected, as being of obvious interest, 

research into Jungian work preferences using the MBTI 

conducted by Hays (1~64), Collings (1965), Barron and 

Egan ( 1968), and Myers ( 1980); Herzberg' s motivation-

hygiene theory ( 1966) ; Hackman and Oldham' s job 

description survey (1974); and Baugartel and Jeanpierre's 

transfer study (1972). Implications of the various results 

for one another are discussed in turn; some earlier· 

findings were confirmed, some were not and there were some 

additional insights. 

Null hypothesis 4: that there is no significant difference 

in the transfer performance between participant managers, 

brings generalisation firmly back to within the Company. 

Discussed in depth in Chapter 7, the findings are highly 

specific to Company operations and, although of importance 

there, cannot be used elsewhere. 

Thus, it is only in the areas of existing theory that these 

research findings can be generalised. Unless they can be 

abstracted to theories (such as those surrounding 

"climate") or compared directly with similar studies (such 

as Baumgartel and Jeanpierre's), they cannot be generalised 

beyond the environment of their own data base. 
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Part III Research Techniques 

Different techniques for data collection and analysis were 

adopted for the two studies. (These are explained at 

length in Chapter~' Part III). This re£lected their 

philosophical stances rather than the nature of the data, 

which in both cases cnmprised overwhelmingly subjective 

perceptions. The case study into the joint-venture was 

intended to monitor the whole process as it occurred. 

This led to the use of a variety of data collection 

methods - the most important of which were participant 

observation, semi-structured interviews and documentary 

evidence. Personal opinions and interpretations of what 

went on were systematically collected. The semi-structured 

interview schedules helped here. They were content 

analysed by the researcher who tried to present·a "true 

and fair view" in keeping with the accountant's convention 

(Reid and Myddelton, 1974). Concern was for consistency in 

interpretation and efforts were made to ignore the trivial. 

There was no conscious attempt to introduce the beliefs 

and values of the researcher into the final account, nor 

were any perceived by other actors, who acknowledged its 

face validity. 

The field study, in contrast to the flexibility of approach 

typifying the conduct of the case study, was formal with 

every manager receiving identical questionnaires, first.at 

Cranfield, then through the post, back at work. Some 

interesting problems were posed by the subjective nature 

of so much of the information collected by questionnaire. 

A basic problem lay in selecting key words or phrases to 

tap the experiences and feelings of the participant 

managers. Current perceptions were sought of past, present 

and even future experiences - for example: "Looking back, 

to what extent do you now feel that these aims were 

achieved?; How much better do you now feel you would 

undertake the following activities?; On your return to 
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work, which aspects of the organizational climate do you 

anticipate will help or hinder the transfer of what you 

have learnt at Cranfield back to your place of work?" 

All of these broad questions were followed by a series of 

statements which focussed on important aspects of the 

variable being examined. The critical question raised 

here is that of "shared meanings" (Hughes, 1980 pp 97-100). 

Do the respondents interpret the questions in the same way 

as.the researcher and as one another? 

A linked problem was the selection of an appropriate 

"scoring" system for the responses made, given that they 

must subsequently be coded for statistical analysis. The 

three examples given above used a "score out of ten"; a 

5-point Likert-type scale; and a "forced" choice between 

"help", "hinder" and "neither help nor hinder". 

To overcome these problems - so far as that is possible 

large numbers of unidimensional measures were taken in th.e 

context of a multidimensional approach. For example, null 

hypothesis 2 addresses "satisfaction with the learning 

experience'', yet there is no generally accepted measure of 

satisfaction. To give th~s construct a concreteness and to 

overcome its inherent ambiguity, six different tests were 

used to build up a composite picture. Between them they 

measured the extent of satisfaction in different time 

periods and in different contexts. Test 1 was an immediate 

end of programme measure, utilising scores out of five for 

the appropriateness of the content and presentation of 

each lecturer. Test 2 was a retrospective view of the 

programme, using a five-point scale for the perceived 

practical, theoretical and personal value, of each subject 

taught. Open-ended questions were also asked with regard 

to recommended changes that could usefully be made. Test 

3 asked participants to assess the publically stated aims 

of their programme by scoring each of them out of ten, 

some months after their return to work. Test 4 measured 

the value of the people they met on the programme -
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other participants as well as lecturers, tutors and 

visiting speakers from the Company - on a five-point scale. 

Test 5 was an indirect measure of personal satisfac~ion 

through the proportion of managers recommending attendance 

on the programme to their colleagues, be they subordinates, 

peers- or superiors. Test 6 comprised three open-ended 

questions which asked participants, after their return to 

work, what benefits they had gained from the programme 

attended, with respect to their current job, their future 

career and in any other way. 

In this way, the focus of attention - satisfaction - is 

"triangulated" from a number of different perspectives to 

provide a multi-dimensional view incorporating many 

aspects and interpretations of the variable under 

consideration. In attempting to overcome one problem, 

however, another was created. The quantity of detailed 

data collected was enormous. Test 2, cited above, for 

example comprised 2,268 separate assessments. Even with 

the aid of a computer, this was time consuming, requiring 

a painstaking attention to detail. To make calculations 

manageable and to reduce the risk of $purious correlations 

being made, data had to be classified and categorised 

before it could be analysed. 

Part IY -: V:al'llf:f of the Study 

The research conducted into the transfer of training and 

discussed in this thesis is of value to three seµarate 

groups. First, it is of value to the researcher herself 

for whom it provided a thorough grounding in the procedures 

and associated problems of applied research. It created 

an effective arena for "learning by doing". Second, it is 

of value to Cable and Wireless PLC, the host company who 

have received a number of insights into the management 

development process. An evaluation of the formal 

programmes has been built upon by attention being directed 
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to the importance of other aspects such as a supportive 

organisational climate and a commitment to ongoing 

development activities. These are discussed at length in 

Chapter 8 and in the Research Re·port submitted t~ the 

Steering Committee at the end of the study. The third 

group who will find this research of value is the academic 

community. The "literature" has been enhanced by this in

depth case-study and the disparate findings of separate 

subject areas - psychology, education, sociology and 

management - have been brought together for the first time. 

Previous theoretical, experimental and empirical result's 

are combined to provide an integrated foundation for this ; 1 

. a-nd future research. The findings of this study build on 

those of others, particularly Hogarth, Vandenput and 

Baumgartel and Jeanpierre. 

In addition, a model for the transfer of management training 

was developed and opportunities for future research 

highligh.ted. 

A Model for the Transfer of Managemen·t Trafning 

No-one has, until now, developed an effective model for 

transfer. This researcher has attempted to do exactly this. 

She started off by combining and building upon the 

suggestions of Hamblin and Warr, Rackham and Bird to 

produce the model shown in Figure 3.8 (p. 165). This model 

was subsequently modified in the light of her findings. 

All previous research suggested that the transfer of 

training was dependent upon the nature of the learning 

experience, the type of manager and the influence of the 

organisational climate. The findings of this research 

suggest that rather than three independent variables, 

there are only two, the programme and the climate, but 

that both are ~odified by the type of manager. 

On 55 occasions, perceptions of the value of their 

programme and th.e influence of the climate varied by type 
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of manager. On a furt~er 33 occasions, perceptions of 

transfer performance also varied by· type of manager. 

Certain types of manager consistently· reported that they 

did or did not find aspects of th.eir programmes valuable, 

features of their climate helpful and efforts at transfer 

successful. Perceptions, therefore, varied with the "type" 

of manager rather than simply with the individual manager. 

With th.e differing perceptions rested differing "realities" 

of the situations facing each manager. Aspects of the 

climate, for example, constrained and even inhibited the 

INTP type of manager yet the ESFJ was unaffected or helped 

by the "same" climatic factors. Some of the differences 

may not have been based on the "same" factors: for example, 

amongst the factors making up the climates of the HO$,Fls 

and Nats, some are the same but others are clearly 

different; likewise, SMs, MRs and MMs attended different 

programmes. But engineers and non-engineers, young and old, 

and the 16 Myers-Briggs types were to be found on all 

programmes and in all parts of the Company. In addition, 

many of the features of climate and programme were common 

to all managers, regardless of type. 

The revised model expresses the relationships between th.e 

variables and is shown in Figure 9. ,7 and described below. 

The flow still begins with the Cranfield ~hput and th.e 

questions "has the manager discovered anything worth 

transferri:ng?" At the end of the programme, the 

immediate reactions and evaluations of the experience 

were unanimous, although the resolutions set did vary by 

type of manager. The extent to which managers later felt 

they had gained lasting value did vary by type of manager 

and thus lea·r·ning has been split off from reaction. 

The manager's job is still the focal noint of the transfer -- -
effort and begs the question "does the manager have the 

opportunity for transfer?" Job is now seen as an aspect 
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of climate but it has a crucial influence over transfer 

regardless of the 

of organi·satfonal 

irrelevant to the 

of manager. Some 

encourage them to 

type of manager. The many 
·climate may help or hinder 

transfer process depending 

managers feel that aspects 

innovate; others feel that 

other factors 

or be 

on the type 

of the climate 

they are "not 

allowed" to adopt new behaviours; and others never conceive 

of the need to seek "permission" or approval. 

The final outcome of the transfer effort - whether or not 

change has been effected - discussed in the findings ai 

transfe·r perf or·mance ( Chapter 7) also varies with type of 

manager. If no change has been attempted, the status quo 

will be maintained and no value will be accured by the 

organisation from the programme. But, if change is · 

attempted, even if it is unsuccessful, there will be some 

impact on the climate at least. If the attempts at change 

are successful and become institutionalised, the ·real value 

to the organisation will result. The transition will have 

been made from management development to organisational 

development through the successful transfer of training. 

Some Recornrne·ndations for Further Study 

The importance of the problems posed by transfer together 

with the paradoxical nature of the research already 

conducted - in that there is so much and yet so little -

provides plenty of scope for more research in this area. 

This research, with its emphasis on "exploration" has 

identified a number of directions for further research 

activity. 

Some· ·c·omparati ve studies, using managers from other 

companies attending Cranfield programmes, should be 

conducted using the same, or similar, measures to those in 

this study. Confirmation of the findings would allow them 

to become predictive variables in future hypothesis-
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·testing research and thus increase their generalisability. 

The transfer model couldbe used to hypothesise the 

relationships between the variables and, again, 

confirmation through the emergence of common patterns would 

enhance its external validity. 

Follow-up studies in Cable and Wireless itself should 

investigate how best to make transfer effective in this 

Company. The programmes should also oe reworked, in the 

light of the findings of this study, to facilitate 

learning and its .. subsequent transfer; aspects of the 

organisational climate needing attention should be 

researched with improvement in mind. An experimental ·study 

with specially-designed "follow-up" encouragement to be 

given to selected groups of managers•·-- but not to others -

on their return to work, should identify worthwhile 

activities for transfer ~uccess. 

Another possibility stems from the recognition, given by· 

the social interactionists, of a "soft determinism" at 

play throughout life wh.ereby managers are influenced by 

external factors but, at the same time, have some control 

over their own destiny. One cannot help wondering "soft 

for whom?" in view of the differences observed between the 
various types~of manager. One is reminded too of Hogarth's 

internal and external personalities and Bray's enlargers 

and enfolders. This leads to a natural recommendation 

for further research into the nature of managers. Why 

are some influenced to a greater or lesser extent by the 

world around them and others by the world within th.em? 

Should they change? Indeed, can they change? Which does 

a company like Cable and Wireless need where? The 

Jungian dimensions, measured by the MBTI, usefully 

discriminate between managers and could be used as a 

predictive variable for their attitudes and behaviours. 

In symbolic interactionist terms, management development 
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itself could be seen as a symbol of career development. 

Th.is would result from it being perceived as a pathway 

to wh.at is most valued in terms of jobs, power, 

opportunity, advancement, recognition and so on. Further 

explorations of the perceptions held by managers, symbols

thus created and the extent to which they are shared by 

certain types of managers could bring about insights into 

many aspects of organisational life. 

This research discovered that the meanings assigned to 

reality by different types of managers - and through 

which reality was then interpreted - were strong enough 

to modify the two major determinants of successful transfer: 

the nature of the learning experience and the supportiveness 

of the climate to which they returned. 

Summary 

Taken as a whole, this s-tudy furthers- the knowledge and 

understanding of two important areas- of management 

development: joint-ventures and the transfer of training. 

There is immediate and practical value for those involved 

in the actual case studied and a substantial contribution 

is made to the literature. Also, in recording the 

experiences of a research_er "in action" it may be of some 

"cautionary" value to those who follow. 
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APPENDIX A 

WORK PREFERENCES 

Everyone has a preferred way of conducting their working 

life. The way in which a person interacts with others, 

collects information, makes decisions, handles problems, 

responds to change, allocates priorities and initiates 

action all reflect his pre-ferred style of behaviour. The 

preferred ways of working of each of the C & W managers· 

attending the Cranfield programme were measured using the 

Myers-Briggs Type Indicator (MBTI). 

The MBTI is a self-report inventory founded upon Carl Jung's 

theory of psychological type (l923). As a typology the 

MBTI possesses two important strengths (Mitroff and Kilmann, 

1975). These are .firstly, a wide-ranging application to 

many different situations and secondly, the identification 

of different categories of equal worth. Each of the 'types' 

is made up of strengths and weaknesses but none is regarded 

as inherently superior to any other. 

The MBTI measures personal preferences on four dimensions. 

Each is a continuous scale and although they are labelled 

as though bi-polar, distribution along the scales is not 

bimodal but approximates a normal curve (Stricker and Ross 

1964, 1966). 

The four dimensions are: 

1. Extravert Introvert (E - I) 

2. Sensation Intuition (S - N) 

3. Thinking Feeling (T - F) 

4. Judgemental Perception (J - P) 
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The first three dimensions were identified by Jung (1923); 

the fj,nal one, implicit in Jung's writings, was added by 

Katharine Briggs and included in all versions of th~ MBTI. 

A total of 16 different "types" can be constructed by com

bining the measurement taken on each scale. The mid-point 

on each scale is 100 so the individual being measured has 

both a continuous score for each dimension and can also be 

categorised depending on whether he is positioned before or 

beyond 100. These two levels of measurement (interval or 

nominal) allow scores to be compared between individuals 
. . 

and between industries. Jung's contention was that whilst 

individuals could operate in either mode of each dimension, 

they could not do so simultaneously. A discrete choice had 

to be made by the individual who has a natural, initially 

unconscious, preference for one approach rather than 

another. Behaving in his·preferred.mode means that an in

dividual is continually practising that behaviour, becoming 

increasingly skilled in it and reinforcing his preference 

for it. In this way, an individual chooses and develops 

the characteristics of a particular type. 

What then are the implications of identifying these various 

preferences? At the individual level, there is a heightening 

of self-awareness leading to personal development and an 

increased understanding of others. A man~ger's efficacy at 

work depends to a great extent on his success in managing 

relationships and information. An understanding of his work 

preference will help a manager in this, be it motivating his 

staff, delegating work, conducting interviews and 

negotiations, chairing meetings or handling conflict. At 

the departmental level, appropriate jobs can be matched to 

the preferences of particular "types" of managers. When 

working in his preferred way a manager will be more relaxed, 

more natural and more successful than when working in a 

non-preferred manner. At the corporate level, it is 

important to recognise the work preferences of employees, 

particularly those in policy-setting and decision-making 

roles. 
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The Four Dimensions 

1. Introvert - Extravert 

The four dimensions, mentioned earlier, are fundamental. The 

first, extraversion - introversion (E - I) measures how a 
manager relates to the world. In placing emphasis on either 

the activities around him or on the personal effect they have 

on him, the manager directs his psychic energies into the 

outer world of people and things or into the inner world of 

concepts and ideas. This emphasis influences the amount of 

personal contact he makes with others and makes him either 

extravert or introvert in his behaviour. The extravert, 

always seeking stimulation, likes variety and action; he also 

likes being with. other people, tends to communicate well and 

makes newcomers feel welcome·· Extraverts are interested 

in results, in getting things done by the simplest, 

speediest·methods. They don't mind interruptions but become 

impatient with long slow jobs. Introverts are far more quiet 

and reflective. Unlike the extravert who can be slap-dash, 

the introvert is inclined to be something of a perfectionist 

and likes to be able to concentrate on what he is doing 

without interruption. He will happily work alone and can 

stay with. a single project over a long period of time. 

Introverts are careful with details and dislike sweeping 

generalisations. They tend to be self-contained but sometimes 

have problems communicating with others - particularly at the 

superficial level of small talk and remembering names and 

faces. A rather typical difference between the extravert 

and the introvert is that the former "act without thinking" 

whilst the latter "think without acting". 

2. Sens·ation - Intuition 

The second dimension is sensation - intuition (S -N). This 

measures how a manager prefers to generate information. In 

gathering information a manager can either use his senses 

(eyes, ears etc) to collect hard facts or he can use his 
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imagination and intuition to collect "possibilities" and 

seek out relationships. The effect of these preferences 

in the work place are that the sensing types prefer to work 

steadily according to an established routine. They ·are 

thorough and have a respect for details and concrete knowledge. 

Although they are good at precise work, they avoid letting 

situations become too complicated. They seldom make factual 

errors and are realistic about how long a job will take to 

complete. Sensing types dislike new problems unless they 

can apply a standard solution and they prefer using existing 

skills to acquiring new ones. Intuitive type~, on the bther 

hand, enjoy solving new problems and learning new skills. 

They work in bursts of enthusiasm interspersed with slack 

periods. They are quick to see connections between things 

and are patient with. complicated situations. However, they 

dislike spending time on factual details, routine and 

repetition. The intuitive manager is imagi-native and 

creative, inventive and generalist. 

Th~riking - Feeling 

The third dimension is th.inking - feeling (T -- F). This 

measures how a manager prefers to use the information he has 

collected. In making decisions, a manager might analyse a 

situation in an impersonal manner, coming to a logical 

conclusion based on cause and effect; alternatively he can 

take into account his personal values and let these influence 

his final decision. The thinking type of manager is rational 

and realistic with a strong analytical and critical faculty. 

He tends to be unemotional and unconcerned with people's 

feelings, indeed he might hurt others without even realising 

it. He doesn't worry about harmony and may even seem hard- · 

hearted. However, he has a strong sense of fair play and is 

not afraid to take unpopular decision~ provided they ref1 ect 

the truth as expressed by logical analysis. Contrary to 

these characteristics, the feeling type of manager is very 

conscious of other people and their feelings. He enjoys 

pleasing others, even_in small ways and can be relied upon 
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to be tactful4 He relates well to most people and, having 

a sympathetic nature, may well let his decisions be swayed 

by the likes and dislikes of others. Hi~ decisions tend 

to be guided by his personal beliefs and convictions· be they 

politica:,.., religious, social, moral or business. The 

thinking type is naturally brief and businesslike; the 

feeling type finds this more difficult. 

4. Judgemental - Perceptive 

The fourth and final dimension is judgemental - perception 

(J - P). This measures a manager's preference for dealing 

with people and situations. When interacting.with the 

world in general, a manager can try to control it or 

simply respond to it. He may prefer a planned, orderly 

and well-regulated life or just to adapt to whatever happens. 

The judgemental type of manager likes to plan his work and 

then to keep to the plan until the task is completed. He 

is loath to interrupt a schedule even if new evidence is 

found or a more important task crops up. He likes issues 

to be resolved, decisions to be made and life to be lived in 

an orderly fashion. He gets things done but at the risk of 

satisficing. Well-marked judging managers will not orily try 

to organise their own lives, but those of their colleagues 

too. At his extreme, the judging manager can become 

prejudiced. The perceptive type of manager is much more 

adaptable and indeed rarely regards a situation as fixed, 

always welcoming new information and views. For this reason 

he may start many more jobs than he will even complete. 

His tendancy is to put off unpleasant jobs and the making of 

decisions in the anticipation of changing circumstances. 

Whilst the judgemental type likes to take a stand (this 

does not mean that he is too inflexible to change that 

stand), the perceptive type is loath to commit himself. 

The former aims to organise the world; the latter to 

understand it. 
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As will be apparent, there is a mutual usefulness in the 

opposites. The intuitive manager needs a sensing type to 

seek out pertinant facts; to check records, read through 

contracts and keep track of detail; to notice what needs 

doing, to inspect quality and progress and to have patience. 

In return, the sensing manager needs an intuitive to look 

ahead and come up with new ideas;- to deal with complexity 

and to explain what other intuitives are talking about; 

to provide the energy and ingenuity to make the impossible 

happen. Likewise, the thinking and feeling types need one 

another. The thinking manager needs a feeling type to 

forecast how others will react, to persuade and conciliate 

them; to create enthusiasm; and to support, help, teach, 

advertise and sell h~s products and solutions. The feeling 

manager, himself, needs a thinking type to do the analysis 

and organisation; to weigh evidence, find flaws and make 

reforms. He needs him to stand firm against the opposition 

and hold consistently to a policy. (Myers, 1980 p 121). 



-_498 -

As will also be apparent, both sides of each dimension has 

its strengths and weaknesses. The J - P dimension serves 

as an example, strengths such as orderly, planned, controlled 

on the one hand and flexible, adaptable and spontane·ous on 

the other, can be replaced by weaknesses such as close

minded, insensitive and rigid in the former case and 

inconsistent, indecisive and feckless in the latter. They 

are alternative manifestations of the same characteristics. 

Knowledge of his preferences allows a mariager to develop 

the strengths and avoid the pitfalls inherent in his 

combination of measures. Knowledge of the preferences bf 

others with whom he works helps him to better understand his 

colleagues, draw out the best in them and form closer 

working relationships with those who complement his own 

preferences. Thus, in addition to personal development, 

balance can be sought at every level of team work, in small 

groups, committees, departments and organisations as a whole. 

The Sixteen Types and their Clusters 

As soon as a manager has his scores on the four dimensions 

he can identify which of the sixteen Myers-Briggs types he 

is. These are located on a grid as shown in Ffgure A2. 

ISTJ ISFJ INFJ INTJ 

ISTP ISFP INFP HTTP 

ESTP ESFP ENFP ENTP 
-

ESTJ ESFJ ENFJ ENTJ 

Figure A2 : Th~ Sixt~en Types 

The sixteen types cluster into groups that share strong 

characteristics. The researcher sees four approaches to 

the clustering of types. These are: 
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1. The CAPT approach 

2. The CCL approach 

3. The Castle Keep approach 

4. The MODRC approach 

The first approach (CAPT), espoused by the Centre for the 

Application of Psychological Type, was first developed by 

Isabel Briggs-Myers (1962). It is made up of the four 

columns of the grid (ST., SF., NF, NT) and is the most widely 

used in research studies. The second approach (CCL) is 

a modification of the traditional clustering. It has been 

developed by Bates and Keirsey (1976) and is used by the Centre for 

Creative Leadership, _again with fo~ gr0ups· but -these highlight management 

style. This -approach is adopted as being most appropriate for 

this research study. The third (Castle Keep) and fourth 

(MODRC) approaches are still in their experimental stages. 

The researcher has identified them from the empirical work 

undertaken by the MODRC with British managers. All four 

approaches are shown in Figure A3. 

a 

a b C d b C d 

a 

1. · CAPT Clusters 2. CCL Clusters 

a b a a d 

b C b b C 

a b a a d 

3. Castle Clusters 4. MODRC Clusters 

· Figure A3 : The· Four Clusters 
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The alternative clustering of types serves as a reminder not 

to use the typology blindly. Sensitivity of interpretation. 

is required at all times. 

The researcher decided to use the CCL approach to clustering 

as a result of comparing alternative analyses of some of 

the C & W data. It discriminated between types to a greater 

extent than did the others, particularly the traditional 

CAPT approach. The MODRC clustering also looked promising 

but more exploratory work was required before it could be 

relied upon. This would entail a major exercise in 

discriminant analysis and arrangements were made for it to 

be further investigated at a later date. Essentially the 

MODRC model would take the CCL modification one step further, 
1 

resulting in a completely horizontal, rather than vertical 

(as CAPT) clustering of types. Both the CCL and the MODRC 

approaches emphasise the importance of the J-P dimension, 

the only one of the four for which few opportunities for 

practice are available until the _individual takes on adult 

responsibilities. This has particular importance for the 

work preferences of managers who carry a heavier load of 

responsibilities than most people. They certainly carry 

more than the thousands of 12th grade and university students 

on whom the CAPT clusters are founded. 

Four distinct management styles are identified, as shown in 

Figure A4. Two are the same as those of the CAPT approach. 

The other two are further sub-divided but the division is 

semantic and therefore overlooked. Each. style is 

described below. 
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Figure A4 CCL Management Styles 

1. The Catalyst 

This style is preferred by all the NFs. They value 

integrity, authenticity, meaning and worth. Their great 

strength lies in their commitment to those with whom they 

work and the personal charisma which they so often exhibit 

for others. As a result they excel in working with or 

through people, making for sympathetic and considerate 

managers. They communicate well with all types and levels 

of people within and outside their organisation. They are 

great givers of praise and encouragement but this needs to 

be reciprocated. They have a strong need for the approval 

and appreciation of others and can find the lack of this 

so disheartening that it can lead them to disassociate 

themselves from the activities in which they are involved. 

Catalysts make excellent leaders provided the o~ganisation 

for which they work does not constrain them with too much 

bureaucracy. They can also become rebellious if they see 
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"authority" as being in conflict with their personal values 

and belief systems. They give to an organisation warmth, 

energy, enthusiasm and a conscience. 

2. The Visionary 

This style is preferred by all the NTs. They value ability, 

knowledge and competence. They are natural 't system 

thinkers" se.eing everything as component parts of interacting 

systems. They are highly analytical and focus their 

energies on the possibilities inherent in ideas and 

situations. They have great drive during the creative stage 

of any project but tend to lose interest once the problems 

have been solved. They set high levels of achievement for 

themselves and others and will honour commitments even when 

under great pressure. They give frank opinions and are not 

afraid to stand alone against, or ahead of,the crowd. 

Visionaries are impatient with incompetence and tend to 

devalue those of lesser ability than themselves. They are 

often insensitive to the feelings of othErs and frequently 

forget the social rituals so important to other types. They 

easily become restless and feel unfulfilled; if an 

organisation do~s not make demands on their talents it will 

los·e them. They have been described as "the architects of 

progress" by Bates and Kiersey who praise their intellectual 

ingenuity and pioneering spirit. An organisation needs 

them if it is to keep in step with an ever-changing world. 

3. The· Tradi.tionalist and the Loyalist 

Th_ese are described as one for they share the same style 

but for somewhat different reasons .. The Traditionalist is 

an ISTJ or ESTJ; the Loyalist or Judical type is an ISFJ 

or ESFJ. They share the values of belonging and social 

solidarity. They also share the strengths and weaknesses 

outlined below. Their differences lie in the emphasis 

they place on things in the case of the Traditionalists 
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and people in the case of the Loyalists. From·here on they 

will b~ referred to only as traditionalists. 

Traditionalists are the backbone of any organisation. They 

are steady hard-workers who are sensible and reliable. They 

set up smooth running systems for routine work and behave 

in accordance with the rules, regulations and established 

procedures of the organisation. They are efficient, 

competitive, well-briefed and totally dependable. The maxim 

"a fair day's work for a fair day's pay1.' typifies their 

approach to a job. The details with which they are working 

and the schedules to which they are working means that, to 

be efficient, they must keep a regular flow of activity 

passing through their Department. This means weighing 

alternatives and making decisions quickly. Their preference 

for orderliness and control makes this possible. The danger 

is, of course, that they can preserve the bad along with 

the good and will be slow to adapt to change, maybe even 

actively resist it. They like tasks to be completed and 

are impatient with interruptions. Pressure of work brings 

out the worst in them; the atmosphere becomes tense and 

they can behave in a negative, blaming and punitive manner. 

They can also be over-cautious, wasting ef~ort· on 

unnecessary contingency plans or non-existent crises. 

They tend to be harsh critics, noticing weaknesses rather 

than strengths and find it awkward to both give and 

receive praise. Instead they are inclined to rely on the 

giving and witholding of symbolic rewards. Organisations 

need Traditionalists to keep them going. They provide 

stability and continuity. They ensure the efficient use 

of resources and smooth running of the system. 

4·. The Trouble-Shooter and the Negotiator 

These two groupings also share their characteristics. Again 

the differences between them are the result of underlying 

emphases on things and facts as against people. The ISTP 
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the Negotiators. Hereon they are referred to collectively 

as Trouble-shooters. The values they uphold are those of 

action and sponteneity. These managers, more than any 

other, know what is going on in the organisation. They are 

careful observers of detail and methodical analysts of 

problems. They are also extremely pragmatic. Not interested 

in changing the system, they prefer to work within existing 

situations to find a solution acceptable to all parties. 

They live totally in the present. Their concerns are with 

current issues. They are easy-going and adaptable to 

internal change which they help to make effective amongst 

their colleagues. They hold little as sacred, so are 

willing to negotiate with a wide range of trade-offs; they 

are not afraid of failure so they are willing to take risks. 

Unlike the other types, they waste no effort or energy on 

theorising, speculation or caution. They live day-to-day 

and respond to demands as they occur. Trouble-shooters and 

Negotiators catch and correct problems before they have time 

to escalate. The former those of equipment and systems; 

the latter those of employees. Without this type, an 

organisation will experience a good deal more friction than 

it need. 

The descriptions are something of a caricature, taken to 

extremes to highlight the important features. Any single 

manager ii going to be a unique blend of characteristics! 

That blend, however, will be influenced by his work 

preference profile. He will have a natural leaning towards 

one or other management style. Th~s being the case, 

managers should try to complement their preference with a 
.. 

person of the opposite type. Visionaries and Trouble-shooters 

should work together, so too should Traditionalists and 

Catalysts. This does not need to be on a one-to-one basis; 

one cat~lyst for example, is probably sufficient balance 

for several traditionalists. Even so, it happens less 
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frequently than one might expect. This is because the 

different types find one another rather tiresome. By 

definition they do not share the same interests, values or 

priorities. They prefer to share their thoughts, their time 

and their work with like-minded individuals. The various 

types select co-workers in their own image, they are 

attracted to particular jobs and organisations; enclaves are 

built-up in departments, companies, institutions and entire 

industries. With shared strengths come shared weaknesses, 

blind spots and a lack of balance. 
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APPENDIX B: 

INTERVIEW MAPS 

Figure Bl 

about the 

the 
joint venture 

in 

management 

development 

low 
points? 

one-word 
description ? ~ 

disappointments? j 
Buzan-sfyle map for interviewing Cranfield staff 

joint-venture 
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-~ 
Figure B2 : Buzan-style man for interviewing C & W staff 

about the joint-venture 
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APPENDTX C 

INSTRUMENTS FOR DATA COLLECTION 

Figure Cl 

Figure. ca 
Figure ·c3 

Figure c4· 

-Figure. C5 

Figure C6 

End of Pr~gramme. Evaluati:on Ques:tionnaire .· 

End of Pr~gramme ·Reque~· for Resolutions. 

The· Tr·an:s:·fe:r· ·of· Tr·a1·n·tng Postal Questionnaire. 

A 2a~page 'A4 spiral bound booklet in glos·sy· 

card covers:. 

Bibliographical Data Sheet 

Reminders: to Pos:tal Questionnaire. 

Non-Respondents·'· Ques·ti'onnaire .· 
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SESSIONS REVIEW 

PROGRAMME TITLE 
DATE ____________ _ 

It would be valuable if you could let each staff member know your ~,iews 
about his teaching sessions with you. 

TOPIC AREA __________ _ 

STAFF ME..~ER _________ _ 

l. What did the staff member do that you found helpful/useful. 

2. What changes if any do you suggest. 

3. Any other points that should be considered. 

4. Please indicate your overall summary on content and presentation, 
by reference to the following scale, in the boxes. 

Very 
Inappropriate 

(1) 

CONTENT 

Inappropriate 

(2) 

SCORE 

Fairly 
Appropriate 

( 3) 

.l\.ppropria te 

(4) 

I SCORE 

I PRESENTATION 

VerJ 
Appropriate 

(5) 

Figure "Cl·: End of Programme Evaluati.on Ques'.tionnaire.· 
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THE TRANSFER OF TRAINING TO TIIE WORKPLACE 

Before you leave Cranfield, we would like you to 
think about any new ideas or methods of working 
that you have come across during your time here that 
you are going to try and put into practice on your 
return to work. -

We would like at least one and a maximum of three 
changes that you propose making. Write a brief 
description of each on the attached sheets 
labelled Resolution A, Resolution Band Resolution C. 

!::d Please bring the completed forms to. the Course Review 
~ on Friday . 
0 
~ 
~ 
rr 
...... . 
0 
~ 
m 

RESOLUTION A 

Write a brie! description ot one change you propose to make 
on your return to work as a resul~ ot an idea acquired on 
this Ma.nageme~t D~velopment ·pr~gramme. 

Do you anticipate that a.ny particular aspect ot .your 
organisational environment will (a) help you or (b) hinder 
you in achie~i~g this resolution in the next s~ months? 

If so, please ·give a briet description below. 

In six months time, we will tollow you up to record your 
actual exper.iences. · 

ALL RES~ONSES A.RE CONFIDENTI.U.. 

CJl 
J-L 
0 
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L~ The Transfer of Training 
; i 

i' 

LJ 

~ ~ Cable and Wrreless Limited 

L ~ Cranfield School of Management 
I 
L~ 

Figure C3 · The' ·Tr·a:n·s:fe:r·· ·o·f Tr·a'.i·n·i·ng Postal Questionnaire. 

A 2a~p~ge -A~ spiral bo·und Booklet in glossy 

card covers. 



~ Cranfield School of Management 
~ Cranfield, Bedford, MK43 OAL England 

. Telephone Bedford (0234) 751122 Telex 825072 

Jacqueline Drake, BA. MBA 
Management and Organisation 
Development Research Centre 

Some months have now passed since you wer~ on the Senior 
Management Prograllllle here at Cranfield. 

As you may recall, we said we'd be following you back into 
the Company at a later date to see what impact - if any: -
we actually made on your working life. 

Much as I'd like to, I very much regret that l can't visit 
each of you personally, so this short booklet must be our 
vehicle for discussion. This research has two aims. First, 
we would like to know how valuable you now feel your Cranfield 
programme to have been. Second, we areTeen to identify which 
aspects of organisational life have helped and which have 
hindered the transfer of what you had learned from Cranfield 
to your place of work. I hope you will help us achieve these 
aims by completing and returning this booklet and the loose· 
sheet requesting details of your 'organisation~l biography'. 

This exercise is completely confidential. Please do not put 
your name on either the booklet or the biographical data sheet.· 
They already have randomly assigned code numbers to which only 
I have the key. Incidentally, they are filed separately, 1n · 
code number order. · 

Your responses are see~ only by me. No-one else at Cranfield 
or in the Company has access to them. When the analysis is 
complete, this booklet, the data sheet and the checklist some 
of you completed whilst at Cranfield, will be shredded. 
Envelopes are enclosed for your replies which you may send 
separately or together as you wish and should be addressed to 
me personally at either the above address or, if you prefer, at 
my home address (44 Parklands, Great Linford, Milton Keynes . 
MK14 502). If you encounter any problems that you wish to 
clarify or discuss then please write, telex or phone me on the 
above numbers or at home: 0908-612618. 

Continued 

I will be submitting 11\Y conclusions (which will not name 
individuals) and making·any recolllllendations thatTfeel to 
be necessary in a general Report to the Cable and Wireless/ 
Cranfield Steering Committee on Management Development.· It 
is planned that the Report will be circulated to everyone 
participating in the study, subject to the agreement of the: 
Steering Committee. · 

This booklet will probably take you about 45 minutes to 
complete. I know how busy you are but do hope that you are 
able to spare the time. 

I hope everything i~ going well for you and look forward to 
hearing from you. 

With all best wishes 

(.I, l • !i I l,, (• 

I: 
. ·· \ 1vc·, L!. (;• . 

01 
)-L 

tv 



SECTION l 

WHAT PRICE THE PROGRAMME? 

On the following pages are a number of questions concerning the 
way you~ feel about the progranme you attended at Cranfield. 

Question 1 refers to the inputs we at Cranfield made to the 
prograntlle. 

Question 2 refers to the changes we could make to the progranvne. 

Question 3 refers to the outputs you have experienced back at work. 

Questions 4 and 5 look at future management development activities. 

- 3 .. 

SECTION l 

Ql. 

0 
0 
0 
0 
0 
0 

We would like to know which of the subjects taught on the 
Cranfield progranme have been of practical value in your 
job since you returned to work. 

Please score each subject in the following wy: 

of great pmatical value 

of aome pruatical value 

G 
0 
0 
0 
[] 

of ocaaaional practical value 

of little pmctical value 

of absolutely no practical value 

GJ thia subject ws not included in the progrorrme 
I attended 

We would also like to know to what extent you found these 
subjects, and other aspects of the programme, of theoretical 
interest and personal value. 

Please score each subject in the following r.,ay: 

of great theoretical interest 

of some theoretical interest 

of occasional theoretical 
interest 

of little theoretical interest 

of absolutely no theoretical 
interest 

~ of great personal value 

A of some pe:rsonal value 

A of occasional personal value 

6 of little personal value 

A of absolutely no personal value 

this subject tJaB not included in tlze p:rogromme I attended ~ 

Please put yoiao sco:re for- practical value in the square~ 
theoretical interest in the oircl~ and pei•sonal value in the 
triangle. 
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Accounting and financial management 

Economics 

International business environment 

Corporate planning 

Project management 

Marketing 

Business policy 

C & W policy 

Business Game 

Presentation skills 

Interpersonal skills 

Organisation development 

Management development 

Personnel management 

Lectures from C & W senior managers 

Contacts made with other C & W people at Cranfield 

(i} C & W course members 

(ii) C & W visitors 

Contacts made withpeople at Cranfield 

(i) Cranfield staff 

(ii) · managers from other companies attending 
Cranfield 

- 5 -

Q2. Looking back on the programme are there any parts you 
would like to see changed or anything you would like 
to see added or omitted? · 

CJl 
1-L 
~ 
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Q3. In retrospect. how do you feel you benefitted from 
attending the programme? 

a) in your present job 

b) in reseect of your future career 

c) in other ways (eg socially) 

- 7 -

d) how much better do you now feel xou would undertake the following 
act1vit1es? Cirale the appropri.ate point on the scale. 

( i) "selling" yourself 

worae scur.e a little 
better 

(ii) 11 selling" the Company 

(iii) 

(iv) 

(v) 

worse same a little 
better 

understanding Company policy 

worse same a little 
better-

I I I 

understanding Company procedures 

worse same a little 
better 

:.t 

sorting out priorities 

worae same a little 
better 

(vi) delegating work tQ others 

worse same a little 
better 

muah better 

muah better 

muah better-

I 

muah better 

muah better 

rmtch better 

very muah 
better-

very rm,ah 
better 

very "n,ah 
better-

I 

very muah 
better 

very muah 
better 

very r.nwh 
better 

CJl 
~ 
CJl 

I 
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(vii) encouraging others to do their best work 

wor•se same a little 
bettex> m1wh bettex> 

(viii) handling a meeting with Union representatives 

(ix) 

lJO:r•ae same a little 
better> muoh better 

conducting a performance appraisal 

worse aame 
a little 
better much better 

very much 
better 

Ve!'lJ muah 
1.>ettel' 

vex>y muoh 
better · 

(x) preparing a case for internal approval, eg a request 
for increased resources 

lJOl'Se same a little 
better 

(xi) presenting such a case as (x) 

lJOl'Be same a little 
bette'l' 

muah bette'l' 

muoh bette'l' 

V0'l'y rm,oh 
bette'l' 

very muoh · 
· better> 

(xii) working with Head Office/-Ha-t-iena-1-/Foreign--Service staff 

a little much better very much lJOl'Be same bettex> better 

(xiii) working with ·Head--Office/National/Foreign Service staff 

a l-ittle muah better very much lJOl'Se same bettex> · better' 

- 9 -

(xiv) making a personal approach to Head Office/another Department 
for assistance or advice in connection with some aspect of 
your job 

(xv) 

(xvi) 

lJOl'Be same a little 
better> muah better very muah 

better 

reprimanding a member of your staff who is older but of lower 
grading than yourself 

worse aame 
a little 
better much better very rmwh 

· better 

dealing with a member of your staff whose general standard of 
work is unsatisfactory 

worse same a little 
better much better very much 

· better 

(xvii) coping with a member of your staff who has persistant personal 
problems 

lJO'l'BB same a little 
bette'l' muah bette'l' very·muah 

better 

(xviii) handling instructions from above with which you do not agree 

txix) 

(xx) 

WOl'Be same a little 
better nn,wh better very rmwh 

better 

recognising your own personal strengths and weaknesses 

a little much better very rmwh 
wor•se same better bette'l' 

·1 

doing·something positive about developing these strengths 
and overcoming the weaknesses 

a little Vel"y much same much better' tJOl'Be better' bette1~ 

CJl 
I-' 
m 
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The aims of the Senior Manag~nent Programme are set out below. 

Looking back, to what extent do you now feel that these aims 
were achieved? 

Give each aim a sao2•e out of" ten. 

Aims: 

1. To identify the main sources of current 
success and develop corporate views of the 
means by which this success may pe sustained. 

I 

2. To examine the international aspects of the 
business environment which are exerting 
pressures which may lead to change in the 
marketing, finance, operations and personnel 
functions of the organisation; and to produce 
specific reconmendations to assist this. 

3. To assist participants develop their personal 
skills in organisational development and 
group management. 

4. To examine the essential elements of managing 
technological projects for owner clients as 
part of the new 6usiness strategy. 

5. To examine the conflict of interests which 
may be involved in the use of new high and 
intermediate technology in developing 
countries. 

Score out 
I of 10 

rcore out 
of 10 

Score out 
of 10 

rcore out 
of 10 

Score out 
of 10 
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Q4. Have you reconmended attendence on a Cranfield programme 
to any of your · 

superiors 

peers 

subordinates 

□ 
□ 
D 
please tick 
appropriate 
bo:x: 

Have you recommended any other fonn of management 
development to them? If so, please give brief details. 

Q5. What do you s~e as your next training and development 
needs? 

NB .You may Zike your suggestiona to QS to be passed on to the 
Group ~Jcmager (Development and Training) with your name. 
If so, please write YES.in the bo:x:; if not, please Llr'ite ND. 

□ 

CJ1 
1-1 
----1 



- 12 -

SECTION 2 

TRANSFER OF TRAINING 

Before you left Cranfield many of you were asked to identify those 
aspects of'your organisational life which you ex~ected to {or 
anticipated would) help or hinder in the applica 100 of what you had 
learnt when you returned to work.· 

I am now asking all of you to identify those aspects which actually 
did help or did hinder you in putting your new knowledge and sk111s 
into action. 

Please base your answers on the checklist on the next three pages. 
This checklist has been compiled from the responses of a substantial 
number of managers from a wide range of companies including Cable · 
and Wireless. 

To aomplete the cheaklist: 

Tiok the box you agree with. For example, if you 
feel that union aativitiea have prevented you from 
putting something you learnt at 'c!ranfield into 
proatice in Cable and Wireless t1ien tiak the aecond 
box, leaving the others blank. 

helped me 

union activities 0 
hindered me 

neither 
helped nor 
hindered me 

(2) 

Add any items you believe are missing. Spare boxes 
are provided at the end of eaoh seotion. 

Put a circle around the box of any item that ixia of 
very special importance. 

□ 

As far as possible, the items on the checklist have been worded so that 
each can be interpreted as either a help or a hinderance. In some cases 
this has been difficult to do, particularly in the more subjective areas. 
For example under People's Characteristics "their keenness and enthusiasm" 
could have helped, the lack of it might well have hindered. The scale of 
possibilities is always implied, if not actually stated. If you find 
this is too loose a framework for you, please feel free to modify or 
annotate the wording so as to make your responses more precise. 

Remember, this is a record of what has actually happened. 
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TRANSFER OF TRAINING 

THE ENVIRONMENT 
union activity 
customer activity 
political influences (UK) 
political influences (local) 
local culture 
external consultants 
contact with other companies 

TECHNOLOGY 
complex technology 
technical training 
technological change 

ORGANISATIONAL STRUCTURE 
the hierarchy 
links between departments 
the flexibility of the system 
influence of the organisatio~ on 

behaviour 
official communication system 
relationship between power and 

responsibility 
influence of Head Office 
awareness of the Company's goals 

and strategies 
freedom to meet during working 

hours ' 
role of staff groups, eg Staff 

Development, management services 

'l.'ick box Tiak box Tick box 
for fol' fo1• neither 
helped hindered helped nor 
me me hindered me 

□ □ □ D □ □ D D D 
D □ D 
D D D 
D D D 
D D D 
D D D 

helped 'hindered neither 

D D D 
D □ D 
D D D CJl 

~ 

D D D 00 

helped hindered neither 

D D D 
□ □ □ D D D 
□ □ □ 
D D D 
D □ D 
D □ D 
□ □ □ 
D □ D 

□ □ □ 
D □ D 
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Tiak box Tiak box Tiak box Tiak boa: Tiak bo:r: Tiak boz 
for for for> neithm• 
1ielped 1iindered helped nor 

for- for- for- neither 

VALUES me me hinderaed me . AUTONOMY 
helped hindered helped nor 
me me hindered me 

the essential but unspoken values of this 11\Y autonomy at work 
organisation 

priority for the benefit of the □ □ D the extent to which I have personal □ □ □ Company as a whole control over 11\Y working ~nvironment 

"looking after Nol" D D D the extent to which I may participate □ □ □ in decision making 
innovation is encouraged D D D the amount of freedom I have to act □ □ □ "don't rock the boat" D □ D on my own judgements 

paternalism D D D the amount of authority I have over □ □ □ openness D D D the ac~ions of others 

tendency to secrecy D D D □ □ □ 
a problem is only recognised when the 

catastrophe is emerging D D D .PEOPLE'S CHARACTERISTICS helped hinder-ed neither> 

priority is given to short-term ·□ □ D personal characteristics of the people 
results with whom I have contact . 

long-term planning is encouraged D □ D their keenness and enthusiasm □ □ D 
active encouragement is given to D D D . their motivation to work D D D CJl 

training and self-renewal 

□ □ □ 
their acceptance of new ideas D D D r-1 

authoritarian culture en 

D D D 
their willingness to take respons- D D D ib111ty 

JOB CHARACTERISTICS helped hinderaed neither their willingness to share ideas and □ □ □ 
11\Y personal workload D D D information 

availability of criteria to evaluate D D D 
their willingness to delegate □ □ D 

performance D D D 
their vision of the future D D D 

contact with others their ability to actually come up D □ D 
the equipment at my disposal D D D with the goods 

the trained people at my disposal D □ □ □ □ □ 
the physical environment in which D D D I work PERSONAL RELATIONS helped hindel'ed neither-

the amount I get paid D □ D characteristics of 11\Y relations with 

the predictability of future tasks in D D D 
other individuals and groups 

this job the attitude of my superiors □ □ □ 
opportunities for team work D D D the attitude of my peers □ D D 
opportunities to initiate projects D D ·D the attitude of my subordinates D D D 
opportunities for me to experiment and □ □ □ 

the availability to me of relevant □ □ D 
and broaden my experience information 

appropriateness of the Cranfield □ □ D the number of "contacts" I have in □ □ D 
training to my job other·parts of the Company 

□ □ □ D D D 
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SECTION 3 

RESOLUTIONS 

Before you left Cranfield you were asked to think about specific 
changes in your work that you would try to make on your return to 
work as a result of an idea acquired on the progra11111e. 

Some of you wrote down a "resolution" together with a short 
description of particular aspects of the organisational climate 
that you anticipated would help or would hinder your achievement 
of this resolution in the following six months. 

If you did submit a resolution you will find it on the next page. 
I would now like you to describe what progress you were able to 
make, paying particular attention to those factors that have been 
and possibly still are helping or hindering you. Lack of success 
does not mean ''failure" - I am just as interested in the process 
as the result. 

Those of you who didn't submit a resolution have a more difficult 
task; that of describing how you got on in a more general way. 

- 17 -

Your Resolution, submitted at the end of the progranme you attended 

c.n 
I:\'.) 
0 
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this (these 
eneral Thank you very much for participating in this fe,llm,-up exercise . 

..:.....;;.:;,_;;;_,;...:;;_~....J..~~---.....___.._ __ ....__ ______ ~-- In doing so you ar£: contributing both to our understanding of the 
management development process and to the nature of future Cable 
and Wireless progranmes at Cranfield. 

- ,q_ 

..BLA-...Nk 

Please return the completed booklet as soon as possible. An envelope 
is enclosed for your use. 

·:::-:...::.--:~---::-:-

Cranfield School of Management 

CJ1 
t--, 
1-l 



CONFI OENTIAL 

t-rJ BIOGRAPHICAL DATA COLLECTION SHEET 
I-'• 

Code Number-

oq 
~ 
~ 
(1) 

() 
~ .. 
bj 
J-l• 
ct .__, 
I-'• 
0 
aq 
~ 
~ 
to 
p-
j-1! 
0 
~ ..,... 

t:1 
ri, 
c+ 
{:l) 

~ g 
C[f 
c+ 

1. 

2. 

3. 

Date of birth·······················~·~················,······· 

Date joined Cable and l~ireless ..•••••••..•••••.•••..•.•••••.••. 

Other management or non-technical training prior to Middle 
Management Programme at Cranfield 

Date Title of training Place activity From To 

I 

.Do.~ oj- ip~ Toclo.u'S" dc.l:e.., 

4. Job title 

· 5. Category 
(ag Fl, Nat,. HO) 

6. Grade and scale 

/continued ov~rleaf 

CONFIDEtlTIAL 

7. Experience: 

Year Grade location 
Job Title and (or company 

From To Scale if not C&H) 

When completed, please return to: 
Jacqueline Drake 
Management and Organisation Development Research Cantre. Cranfield School of 
Management, Cranfield, Bedfordshire MK43 OAL, United Kingdom 
or, if you prefer to use my home address: 
44 Par~lands, Great Linford, Milton Keynes NK14 SDZ, United Kingdom 

CJ1 
l\:) 
l\:) 



Dear 
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~ Cranfield School of Management 
• Cranfield, Bedford, MK43 OAL England 

Telephone Bedford (0234) 751122 Telex 825072 

Some time ago I wrote to you asking for your views on the management 
development progranvne you had attended at Cranfield now that you are 
back at work. Although I heard from many of the managers, I was very 
disappointed not to have received a reply from you. 

As the research is totally dependant on your co-operation, I would be 
grateful if you could complete the enclosed questionnaire. It really 
fs important that I hear from you. 

I have been asked to submit IJ\Y Final Report to the Company this autumn 
so must complete the analysis .of the data by September at the latest. 
This means that I need to receive your responses sometime in August. 

The importance of the role of management training is being increasingly 
recognised within the Company and this research is imperative to its 
future development. It is vital that the Report, which is destined 
for the most senior managers in .the Company, reflects the views of 
all the managers who have participated in the management development 
progra111nes to date. It will not mention individuals but deal only 
with aggregate data. 

Please don't let me down. Write back today. 

With all best wishes, 

Yours sincerely 

Jacqueline Drake BA MBA 
Management and Organisation Development Research Centre 

AS M~RKETING AEOUESnD IT AS SAi.ES ORDIRID IT 

AS WI MANUJSACTUR!D IT AS Ffl!LD S!RVICI! INSTALLED IT 

AS ENGINHRING DESIOHED IT 

WHAT 11-11! CUSTOMIR WANTIDIII 

Figure C5 : Reminders: to Postal Ques~ionnaire .· 
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~ Cranfield School of Management 
~ Cranfield, Bedford, MK43 OAL England 

Telephone Bedford (0234) 751122 Telex 825072 

I am pleased to be able to tell you that the vast 
majority of managers who were asked to complete and return 
the Transfer of Trainfng questionnaire have now- done so. 
I was sorry not to have heard trom you but appreciate that 
your time is very limited. 

I would find it most useful to learn what prevented you 
from being able to reply. Some common reasons may emerge 
from your replies that help me to overcome a similar problem 
another time. I'd be most grateful if you could let me 
know·. To make the task a little easier, I've listed on the 
accompanyi·ng sheet a variety of reasons, most of which. 
have already been put to me. Please tick those which you 
feel applied to you on this occasion. Add any othero 
that have not been mentioned. A reply-paid envelope is 
enclosed tor your use. 

With all best wishes, 

Yours sincerely, 

Jacqueline Drake 

CONFIDENTIAL 

Reasons why I did not compte·t·e and ·r·eturn the 

Transf·er of Train'ing qu·e·stlonn·ai·re 

Please tick 
appropriate boxed 

D 
D 
D 

D 
D· 

D 
D 
D 
D 

I intended completing the questionnaire but never 
got around to it, due to pressure of work. 

The questionnaire was too long. 

The Cranfield progrrumne that I attended was so 
long ago that I felt unable to answer the questions. 

I have not had the opportunity to put anything 
that I learnt into practice. 

There were always other demands being made of 
me that were of higher priority. 

I found the questions so annoying that I could 
not bring myself to answer them. 

Cranfield has wasted enough ot my time already. 

I never received the questionnaire. 

I lost the questionnaire. 

\ Since attending the proiramme at Cranfield 

D I have left the Company. 

D I have retired fz-om the Company. 

D I have been on leave. 

Other reasons: 

c.n 
~ 
~ 

(~ 
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APPENDIX D 

NATURE OF THE VARIABLES USED IN THE FIELD STUDY 

VARIABLE NAME 

TYPE OF MANAGER 

Type of programme 
attended 

Actual programme 
attended 

Age at date o:f 
programme 

Years. with Company 
at date of programme 

Telecommunications 
engineering background 
or not 

Cable & Wireless 
category of manager 

Centre for Creative 
Leadership category 
of manager 

Myers-Briggs Type 

Other general 
management training• 

Other specialist 
management training* 

Number of posts held 
in Cable & Wireless 
before attending 
Cranfield 

VARIABLES VALUES 
(as coded) 

TYPE·OF DATA ANALYTICAL MEASURES 

(1} SMP (2) MRP . (3) MMP 

(1} SMPl (2) SMP2 (3) SMP3 
(4) SMP4 (5) MRPl (6) MRP2 
(7) MMP7 (8) MMP8 (10) MMBl0 
(11) MMP11 (12) MMP12 (13) MMP13 
(14) MMP14 . 

actual age 
(1) 35 and under (2) 36 - 40 
(3) 41 - 5 (4) 46 - 50 
(5) 51 and over 

actual number of years 
(1) 5 and under (2) 6 - 10 
(3) 11 - 15 (4) 16 - 20 
(5) 21 - 25 (6) 26 - 30 
(7} 31 - 35 (8) 36 and over 

(1) Yes, telecomms eng. 
(2) Not telecomms eng. 

(1} Head Office (2) National 
(3) Foreign Service (4) Fl turned 
permanent HO (5) Marine 

Cl) Traditionalist (2) Trouble 
Shooter/Negotiator (3) Catalyst 
(4) Visionary 

(1) ISTJ 
(4) INTJ 
(7) INFP 
(10) ESFP 
(13) ESTJ 
(16) ENTJ 

(2) ISFJ (3) INFJ 
(5) ISTP (6) ISFP 
(8) INTP (9) ESTP 

(11) ENFP (12)ENTP 
(14) ESFJ (15) ENFJ 

Nominal 

Nominal 

Ratio 
Ordinal 

Ratio 
Ordinal 

Nominal 

Nominal 

Nominal 

Nominal 

(1) none Nominal 
(2) supervisory 
(3} IMP and/or Admin course 
(4) DMS or mm in management 
(5) ENC, BA or BSc in management 
(6) MBA, MA or MSc in management 
(7) other MMP 

(1) none Nominal 
(2) personnel or I.R. 
(3) marketing or purchasing 
(4) accounting or finance 
(5) stats, computers or O.M. 
(6) Diploma in personnel 

·c1) Diploma in marketing 
(8) Diploma in finance or accounting 
(9} Diploma in O.M. etc. 

Actual numoer Interval 

~on-parzme-ttic 

Parametric 
Non-parametric 

Parametric 
Non-parametric 

Non-parametric 

Non-parametric 

Non-.oaramet ri c 

Non-paramet'Tic.; 

Non-parametric 

Parametric 



·Job variety in 
Cable & Wireless before 
programme* 

and 

Job variety in Cable 
& Wireless since 
programme* 

Other job 
experience* 

(1) 
(2) 
(3) 
(4) 
(5) 
(6) 
(7) 
(8) 
(9) 

(1) 
(2) 
(3} 
(4) 
(5) 

(6) 

(1) 
(8) 
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Engineering only Nominal 
Eng & Management 
Non-eng & Management 
Personnel, Admin and/or Union only 
Sales only 
Accounts only 
Management services only 
Eng & non-eng, no management 
Eng & non-eng and management 

C & W only Nominal 
C & Wand HM forces only 
C & Wand one other 
C & W, HM forces and one other 
C & W, and more· than ·one · · 
other· 
C & W, ID! forces and more than 
one other 
Left C & W for another 
Retired from C & W 

Non-parametric 

Non-parametric 

----·· ---- ··--·--- ·---·- -··-·------·-·--·- --·•····-·-·--··---·-

Place located 
before programme* 

and 

place located when 
completing 
questionnaire* 

(1) Head Office (perm} 
(2} Hong Kong 
(3) Middle East 
C 4) West Indies 
(5) Europe, UKSD, USA 
(6) Africa, S. America 
(7) Gib, Altantic, Pacific and 

Indian Ocean Islands and at sea 
(8) PK or HO (temp) 
(9) Seconded 

Nominal Non-parametric 

* These variables were not taken beyond the "descriptive statistic" level of analysis. 

MANAGER'S PERFORMANCE 
ON HIS RETURN TO WORK 

Self-rating on "h.ow 
much better do you now 
feel you would undertake 
the following activities" 

20 activities listed 

Resolutions: 

Was a resoltuion set? 

How many were set? 

What is the area of 
each resolution? 

What is the aspect of 
each resolution? 

What kind of follow
up comments were made 
concerning the 
resolution? 

What other general 
comments were made? 

(1) Worse 
(~) Same 
(3) A little Better 
(4) Mucfl. oetter 
(5) Very mucft oetter 

(1) No 
(2) Yes 

a, 1, 2, 3 

(1) Finance 
(2} Business environment 
(3) Operations management 
(4) Interpersonal and 

organisational skills 

(1) Bugetary control 
(2) Marketing 
(3) Planning & Forecasting 
(5) Decision making 
(6) Self Development 
( 7) Subordinates 
(8) Superiors 
(9) Structural 

reorganisation 

(1) None 
(2) Negative 
(3) Positive 
(4) Mixed 

(1) None 
(2) Negative 
( 3) Positive 
(4) Mixed 

Interval Parametric 

Nominal Non-parametric 

Nominal Non-parametric 

Nominal Non-parametric 

Nominal Non-parametric 

Nominal Non-parametric 

Nominal Non-parametric 



MANAGER" S SATISFACTION 
WITH THE PROGRAMME 

- at the end of the 
programme 

Subject topics allocated 
into four groups: 

( l) 

(2) 

(3) 

( 4) 

Finance and 
accounting 
Business 
environment 
Operations 
I!!!!.na~e!'!ent 
Interpersonal and 
organisational 
skills 

- looking back on the 
programme 

Subject topics allocated 
into four groups 

(1) Finance and 
accounting 

(2) Business 
environment 

(3) Operations 
management 

(4) Interpersonal and 
organisational 
skills 

Contacts made with: 

(1) other programme 
participants 

(2) Cable & Wireless 
visitors 

(3) Cranfield staff 
(4) Managers from 

other companies 

Extent to which. aims 
of programme met: 

( 1 ) SMP ( 5 aims ) 
( 2 ) MRP ( 3 aims ) 
(3) MMP (4 aims) 

Recommendations made to 
others to attend 
Cranfield 

(1) Superiors 
(2) Peers 
(3) Subordinates 

MANAGER'S PERCEPTIONS 
OF ORGANISATIONAL 
CLIMATE 

61 Item checklist 

8 Groupings of 61 
items 
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(1) Very inappropriate 

(2) Inappropriate 

(3) Fairly appropriate 

(4) Appropriate 
(5) Very appropriate 

(l}·of absolutely no 

(2) of 11 ttle 

(3) of occasional 

(4} of much 

(5) of great 

(1} of absolutely no 

(2) of little 

(3) of occasional 

(4} of much 

(5) of great 

scored out of ten 

(!) Mo 
(2) Yes 

content 

and 

presentation 

practical 

theoretical 
and 
personal 
value 

practical 
theoretical 
and 
personal 
value 

(1) Hindered (2) Neither (3} Helped 

(l} Hindered (2) Neither (3) Helped 

!nterval Parametric 

Interval Parametric 

Interval· Parametric 

Interval 

!-Tom:!nal 

Nominal 
Ordinal 
Nominal 

Parametric 

Non-~arametric 

Non-parametric 
Non-parametric 
Non-parametric 
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APPENDIX E 

DISTRIBUTTON OF PERCEPTIONS' OF THE. ORGANIS-ATTON CLIMATE 

Perceptions of th_e influence of aspects of th.e 

organisational climate on th.e transfer of training before 

and.after the return to work: 

Table El The External Environment 

Table E2 Company Structure 

Table E3 Company Values 

Table E4 The Manager's Job 

Table E5 0th.er People 

Tahle· E6 

The influence of work preferences on th.e perceptions held 

concerning· the effective of climate on transfer. 
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Percentage of Managers 

'lb.e External 
Perceptions in Perceptions of the 

Enviraiment Anticipation ( tl : n = 107) Actuality (t2 : n = 133) 

Hinder Neither Help Hinder Neither 

El, Union activity 16 78 6 8 78 

E2, Custamr activity 13 76 11 7 60 

E3, Political infltEnces (OK) 11 87 2 12 80 

E4, Political influences (local) 33 64 3 23 64 

E5, Local culture 10 84 6 18 69 . 
F.6, Extenial consultants 9 81 10 6 73 

'E:7, Contact with other ccnpanies 0 51 49 2 53 

Tl, Ccn:plex technolcgy 16 76 8 18 74 

T2, Technical training 1 57 42 29 67 

T3, Technological change 21 55 24 26 64 

Table El Perceptions of the Influence of the External Environment on 

the Transfer of Training Before and After the P.eturn to Work 

Percentage of Managers 

Company Perceptions in Perceptions of the 

Help 

14 

33 

8 

13 
13 
21 
'45 

8 
4 

10 

Anticipation-- ( tl : n= 107) Actuality (t2: n = 133) 
Structure 

Hinder Neither Help Hinder Neither 

Cl, The hierarchy 16 74 10 35 42 
C2, Links between departmsnts 19 67 14 23 41 
C3, Flexibility of the system 27 38 35 24 48 
C4, Influence of the canpany on 22 66 11 27 51 

behaviour 

CS, Official camrunication 47 46 7 33 46 
system 

ca, P~r and responsibility 30 57 13 32 44 

C7, Influence of E.O 13 81 6 25 52 
cs, Awareness of C & W goals 50 28 21 13 40 
C9, Freedan to ireet at m:>?k 1 78 21 4 46 
ClO, Role of staff groups 1 59 40 7 55 

Table E2 Perceptions of the Influence of the Comnany Structure on the 

Transfer of Training Before and After the Return to ~ork 

Help 

23 

35 
28 

22 

21 

24 

22 
47 

50 
38 
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Percentage of Managers 

Company Perceptions in Perceptions of the 

Anticipation (tl:n,= 107) Actuality (t2: n = 133) 

Values -
Hinder Neither Help Hinder Neither 

Vl, Priarity·far Ccnpany as whole 5 72 23 13 46 

V2, I.cx:lk:i.ng after No. 1 19 77 4 27 68 
V3, Innovation is encouraged 9 • 66 24 19 49 
V4, DJn' t rock the boat 43 56 1 38 58 
V5, Paternalisn 36 53 11 26 63 
V6, Openness 5 60 35 11 48 
V7, Tendency to secrecy 28 67 5 44 50 
V8, Prcblems recognised as 47 51 2 53 38 

catastropfrles 

V9, Priority for short-term results 35 59 6 44 46 
VlO, Long-term planning is encouraged 23 51 25 14 41 
Vll, Active encouragenent for 2 44 54 5 54 

training . 

VJ.2, Authoritarian culture 31 65 4 25 68 

Table E3 Perceptions of the Influence of the Company Values on the 

Transfer, of Training Before and After the Return to Work 

Help 

41 

5 
32 

4 

11 

41 

6 

9 

10 
45 

41 

7 



Jl, 
J2, 

J3, 
J4, 
JS, 

J6, 

J7, 

JS, 

J9, 

Jl0, 

Jll, 

J12, 

Al, 

A2, 

A3, 

A4, 
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Percentage.of Managers 

The Manager's Perceptiais in Perception of the 
Anticipation (tl : n=l07: Actuality (t2: n = 133) 

Job 
Hinder Neither Help Hinder Neither 

My persCllal workload 42 46 12 26 34 
Availability of evaluation 20 60 21 24 35 
criteria 

Contact with. others- 8 56 33 1 23 
Fquiimant at my dispcsa]. 7 78 14 16 66 
Trained people at my- dispcsa]. 28 44 28 14 38 
Physical envirOIJIIent in which 21 64 15 23 47 
I work 

Azoount I get paid 15 72 13 3 72 
Task predictability 39 41 20 18 56 
Cpportuni ties for team work 3 44 53 5 43 

Opportunities to initiate 2 45 53 7 44 
projects 

Cpporti.mi ties to experiment 3 39 58 13 41 

Appropriateness of Cranfield 6 45 49 16 28 

My CClltl'Ol over my working 6 27 67 16 28 
envirament 
My participation in decisicn- 13 35 52 15 26 

making 

My freedan to act on my own 6 30 64 15 32 
jucigemnts 

The authority I have over 4 76 20 17 41 
others 

Table E4 Perceptions of the Influence of the Manager's Job on the 

Transfer of Training Before and After the Return to r:'ork 

Help 

41 

41 

77 

18 
47 

30 

25 

26 

52 
49 

46 

56 

56 

59 

53 

42 
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Percentage of Managers 

Perceptions in Perceptions of the· 
Other People Anticipation (tl:n = 101: Actuality (t2: n = 133) 

Hinder Neither Help. Hinder Neither Help 

Pl, Keeness and enthusiasn 4 69 27 7 30 63 

P2, futi vation to work 21 51 28 5 29 66 

P3, Acceptance of new ideas 13 43 44 17 35 48 

P4, Willingness for responsibility 25 53 21 18 32 50 

PS, Sha.ring ideas and infonm.tion s· 40 52 13 38 49 

PS, Willingness to delegate 11 55 34 19 49 31 

P7, Vision of the futuTe 13 72 15 11 57 , 32 

PS, Ability to cam.up with tbe goods 5 73 22 11 35 54 

Rl, Attitude of superiors 16 35 49 23 29 48 

R2, Attitude of peers 4 60 36 4 46 50 

R3, Attitude of subordinates 1 41 58 4 34 62 

R4, Availability of infonm.tion 21 47 32 25 41 34 

RS, Contacts in the Co:It>any 30 35 34 2 27 71 

Table ES Perceptions of the Influence of Other Peoole with whom the 

Manager Works on the Transfer of Training Bet·ore and After the 

Return to Work 

I~ 
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Aspect of the Perception of Climate's In.fiuence on Transfer 

Organisational 

Climate Hinder Neither Help 

·External Environment 

El - E7 E >I 4:3 I >E 5:2 E>I 
N-::>S 4:3 S ')N 4:3 S>N 
F>T 4:3 T >F 4:3 F>T 
p::;,J 7:0 J>P 5:2 P::>J 

Tl - T3 I>E 2:1 E>I 3:0 I )>E 
N>S 2:1 S>N 2:1 N">S 
F>T 2:1 F >T 3:0 T>F 
P>J 2:1 p )>J 2:1 J=P 

Internal Envi·romnent 

Cl - ClO I>E 10.0 E>I 6:4 E"::>I 
-N>S 7:3 S>N 7:3 S>N 
T>F 7:3 T >F 7:3 F>T 
P>J 7:3 J >P 6:4 J ::>P 

Vl - V12 I>E 12:0 E>I 9:3 E :> I 
N>S 11:1 S>N 11:1 N>S 
T>F 9:3 T>F 7:5 F>T 
P>J 8:4 J=P 6:6 J>P 

Mana~ers' Job 

Jl - J12 I>E 9:3 E>I 8:4 I>E 
N>S 11:1 S>N 9:3 S=N 
T=F 6:6 T >F 11:1 F:>T 
P>J 11:1 J>P 7:5 J ;:,P 

Al - A4 I>E 4:0 E>I 4:0 E=I 
N>S 3:1 S>N 4:0 S=N 
T>F 3:1 T>F 3:1 F>T 
J=P 2:2 P>J 3:1 J>P 

Other People 

Pl - PS I )>E 8:0 E>I 6:2 E-;,-I 
N)S 8:0 S::>N 7:1 N :,,S 
T>F 5:3 T>F 8:0 F>T 
P>J 8:0 P>J 5½:2½ J>P 

Rl - R5 I>E 4:1 E / I 5:0 I>E 
N>S 4:1 S>N 3:2 N)S 
T>F 4:1 F>T 3:2 F>T 
J>P 3:2 J>P 4:1 P:>J 

Table E6 The Influence of Work Preferences on the Perceotions Held 
Concerning the Effect of Climate on Transfer 

5:2 
4:3 
s·: 1 
5:2 

3:0 
2:1 
3:0 

1½:1½ 

8:2 
7:3 
7:3 

6½:3½ 

10:2 
7:5 

10:2 
8:4 

7:5 
6:6 

12:0 
9:3 

2:2 
2:2 
4:0 
4:0 

7:1 
5:3 
7:1 
7:1 

5:0 
3:2 
4:1 
3:2 
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APPENDIX F 

RANKING OF PERCEPTTONS OF' THE. ORGANISATIONAL CLIMATE 

Tables Fl - FS 

The extent to which all managers agreed that various climatic 
factors would influence their transfer of training before 
and after their return to work. 

Table Fl Anticipated hindering factors 

Table F2 Anticipated factors neither helping nor hinde'ring 

Table F3 Anticipated helping factors 

Table F4 Mean scores in anticipation 

Table F5 Actual hindering factors 

Table F6 Actual factors neither helping nor hindering 

Table F7 Actual helping factors 

Table FS Mean s·cores of the-actuality 

Tables F9 - Fl7 

The "Top Ten" factors helping_ and hindering different groups 
of managers: 

Table F 9 

Table Fl0 

Table Fll 

Table Fl2 

Table Fl3 

Table Fl4 

Table Fl5 

Table Fl6 

Table Fl7 

Top Ten Helping Factors for SMs, MRs and MMs. 

Top Ten Hindering Factors for SMs, MRs and MMs. 

Top Ten Helping Factors for Different Age Groups. 

Top Ten Hindering Factors for Different Age Groups. 

Top Ten Helping and Hindering Factors for Managers 

With and Without an Engineering Background 

Top Ten Helping Factors for Different C & W 
Categories of Managers. 

Top Ten Hindering Factors for Different C & W 
Categories of Managers. 

Top Ten Helping Factors for Different CCL Types 
of Managers. 

Top Ten Hindering Factors for Different CCL Types 
of Managers. 
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(n = 107) 

Ranked in order of HINDERING factors 

1. 
2. 

4. 
5. 
6. 
7. 
8. 
9. 

10. 
11. 

13. 

15. 
16. 
17. 
18. 
19. 

23. 
24. 

26. 

30. 
31. 

36. 

38. 

41. 

43. 
44. 

47. 

50. 

53. 

55. 

57. 

61. 

cs, 
fcs, 
lvs, 

V4, 
Jl, 
JS, 
V9, 
V5, 
E4, 
Vl2, 

{
RS, 
C6, 

[
V7, 
J5, 
C3, 
P4, 
VlO, 

{~:: 
R4, 
T3, 
P2, 
J2, 

[
C2, 

{
~i; 
Cl, 
Rl, 
Tl, 

{
iZ: 
C7, 
E2, 
P3, 
P7, 

{
E3, 
P6, 

LES, 
E6, 
V3, 

(J3, 
\_PS, 

J4, 

lJ12, 
Al, 
A3, 

[

VG, 
PS, 
Vl, 

[

Pl, 
A4, 
R2, 

{
Jll, 

~

~ii. 
10, 
2, 
9, 
10, 
3, 

E7, 

Awareness of C & W goals and strategy 
Official communication system 
Problems recognised as catastrophes 
Don't rock the boat 
My personal workload 
Task predictability in this job 
Priority for short term results 
Paternalism 
Political Influences - Local 
Authoritarian culture 
My contacts in the company 
Power and Responsibility 
Tendency to secrecy 
The trained people at my disposal 
The flexibility of the system 
People's willingness for responsibility 
Long term planning encouraged 
Influence of the company on behaviour 
The physical environment in whica I work 
The availability to me of relevant info 
Technological Change 
People's motivation to work 
Availability of evaluation criteria 
Links between deoartments 
Looking after No: 1 
Union activity 
The Hierarchy 
The attitude of my superiors 
Complex Technology 
The amount I get paid 
My participation in decision-making 
Influence of Head Office 
Customer activity 
People's acceptance of new ideas 
People's vision of the future 
Political Influences - UK 
People's willingness to delegate 
Local culture 
External consultants 
Innovation is encouraged 
Contact with others 
People's sharing of ideas and information 
The equipment at my disposal 
Appropriateness of Cranfield to my job 
My control over my working environment 
My freedom to act on my own judgement 
Openness 
People's ability to come up with goods 
Priority for company as whole 
People's keenness and enthusiasm 
The authority r have over others 
The attitude of my peers 
Opportunities to experiment 
Opportunities for team work 
Active encouragement for training 
Opportunities to initiate projects 
Technical Training 
Freedom to meet during working hours 
Role of staff gro~ps 
The attitude of my subordinates 
Contact with other companies 

% of all 
managers 

50 
47 
47 
43 
42 
39 
35 
36 
33 
31 
30 
30 
28 
28 
27 
25 
23 
22 
21 
21 
21 
21 
20 
19 
19 
16 
16 
16 
16 
15 
13 
13 
13 
13 
13 
11 
11 
10 

9 
9 
8 
8 
7 
6 
6 
6 
5 
5 
5 
4 
4 
4 
3 
3 
2 
2 
1 
1 
1 
1 
0 

Table Fl The Extent to which Managers Anticipated that Various 
, Climatic Factors would Hinder their Transfer of Training 
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(n- = 107) 

Ranked in order of NEITHER helping nor hindering 

1. 
2. 
3. 

5. 

8. 
9. 

12. 
13. 
14. 

17. 
18. 

20. 

22. 
23. 

25. 

28. 

31. 

33. 
34. 

36. 

38. 

42. 
43. 

45. 

47. 

50. 
51. 

53. 
54. 
55. 
56. 

59. 
60. 
61. 

E3, 
E5, 

(
C7, 
E6, 

{

C9, 
El, 
J4, 
V2, 

{

A4, 
E2, 
Tl, 
Cl, 
PS, 

[
v1; 
P7, 
J7, 
Pl, 

{
C2, 
V7, 

[
C4, 
V3, 
V12, 

{
E4, 
JG, 

{

J2, 
R2, 
V6, 

{
Cl0, 
J3, 
V9, 

{
C6, 
T2, 

[

V4, 
P6, 
T3, 

[P4, 

{
l~;: 

P2, 
vs, 
Vl0, 
R4, 

(CS, 
\.Jl, 
f Jl0, 
\_J12, 

tJS, 
J9, 
Vll, 
P3, 

rJa, 
lR3, 
P5, 
Jll, 
C3, 

(Rl, 
) RS, 
\..,<12, 

A3, 
cs, 
Al, 

Political Influences - UK 
Local culture 
Influence of Head Office 
External consultants 
Freedom to meet during working hours 
Union activity 
The equipment at my disposal 
Looking after No. 1 
The authority I have over others 
Customer activity 
Complex ~echnology 
The Hierarchy 
People 1 s ability to come up with goods 
Priority for company as a whole 
People's vision of the future 
The amount I get paid 
People's keenness and enthusiasm 
Links between departments 
Tendency to secrecy 
Influence of the company on behaviours 
Innovation is encouraged 
Authoritarian culture 
Political influence - Local 
The physical.environment in which I work 
Availability of evaluation criteria 
The attitude of my peers 
Openness 
Role of staff groups 
Contact with others 
Priority for short term results 
Power and responsibility 
Technical training 
Don't rock the boat 
People's willingness to delegate 
Technological change 
People's willingness for responsibility 
Paternalism 
Contact with other companies 
People 1 s motivation to work 
Problems only recognised as catastropnes 
Long term planning is encouraged 
The availability of ~e of relevant info 
Official Communication system 
My personal workload 
Opportunities to initiate projects 
Appropriateness of Cranfield to my job 
The trained people at my disposal 
Opportunites for team work 
Active encouragement for training 
People's acceptance of new ideas 
Task predictaoility in this job 
The attitude of my subordinates 
People's sharing-of ideas and information 
Opportunities to experiment 
The flexibility of the system 
The attitude of my superiors 
My contacts in the company 
My participation in decision-making 
My freedom to act on my own judgements 
Awareness of C & W goals and strategy 
My control over my working environment 

% of all 
managers: 

87 
84 
81 
81 
78 
78 
78 
77 
76 
76 
76 
74 
73 
72 
72 
72 
69 
67 
67 
66 
66 
65 
64 
64 
60 
60 
60 
59 
59 
59 
57 
57 
56 
55 
55 
53 
53 
51 
51 
51 
51 
47 
46 
46 
45 
45 
44 
44 
44 
43 
41 
41 
40 
39 
38 
35 
35 
35 
30 
28 
27 

Table F2 The Extent to which Managers Anticinated that Various 
Climatic Factors would Neither Help nor Hinder their 
Transfer of Training 
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(n = 107) 

Ranked in order of HELPING factors 

1. 
2. 
3. 

5. 
6. 

8. 

10. 

13. 
14. 
15. 
16. 
17. 

19. 

21. 
22. 
23. 

25. 
26. 
27. 

29. 
30. 
31. 

35! 

37. 

39. 

41. 

43. 
44. 

47. 

49. 
50. 
51. 

55. 
56. 

58. 
59. 

61. 

Al, 
A3, 

(
Jll, 
R3, 

f
j~; 
Jl0, 
A2, 
P5, 

{

E7, 
Jl2, 
Rl, 
P3, 
T2, 
c10. 
R2, 

{
C3, 
VG, 

[
P6, 
RS, 
J3, 
R4, 

(JS, 
l_P2, 
Pl, 
Vl0, 

{
T3, 
V3, 
Vl, 

U
p:; 
C9, 
J2, 

a!; 
. JS, 

JG, 

tc~: 
J4, 
C6, 
J7, 
Jl, 

[

C4, 
E2, 
vs, 

[Cl, 
LEG, 
Tl, 

~

g: 
El, 
E5, 
V9, 
V7, 

fv12, 
\_v2, 

G
E4, 
E3, 
vs, 
V4, 

My control over my working environment 
My freedom to act on my own judgements 
Opportunities to experiment 
The attitude of my subordinates 
Priority for company as a whole 
Opportuni tes for team work 
Opportunities to initiate projects 
My participation in decision making 
People's sharing of ideas and information 
Contact with otfter companies 
Appropriateness of Cranfield to my job 
The attitude of my superiors 
People's acceptance of new ideas 
Technical training 
Role of staff groups 
The attitude of my peers 
Tne flexibility of the system 
Openness 
People's willingness to delegate 
My contacts in the company 
Contact witn others 
The availability to me of relevant info 
The trained people at my disposal 
People's motivation to work 
People's keenness and enthusiasm 
Long term planning is encouraged 
Technological change 
Innovation is encouraged 
Priority for company as a wh.ole 
People's ability to come up witn goods 
Awareness of C & W goals and strategy 
Freedom to meet during working hours 
Availability of evaluation criteria 
People's willingness for responsibility 
The authority I have over others 
Task predictaoility in this job 
The physical environment in wh.ich in work 
People's vision of the future 
Links between departments 
The equipment at my disposal 
Power and responsibility 
The amount I get paid 
My personal workload 
Influence of the company on behaviour 
Customer activity 
Paternalism 
The Hierarchy 
External consultants 
Complex technology 
Official comnunication sys~em 
Influence of Head Office 
Union activity 
Local culture 
Priority for short term results 
Tendency to secrecy 
Authoritarian culture 
Looking after No. 1 
Political influences - Local 
Political influences - UK 
Problems only recognised as catastrophes 
Don't rock the boat 

% of all 
managers: 

67 
64 
58 
58 
54 
53 
53 
52 
52 
49 
49 
49 
44 
42 
40 
36 
35 
35 
34 
34 
33 
32 
28 
28 
27 
25 
24 
24 
23 
22 
21 
21 
21 
21 
20 
20 
15 
15 
14 
14 
13 
13 
12 
11 
11 
11 
10 
10 

8 
7 
6 
6 
6 
6 
5 
4 
4 
3 
2 
2 
1 

Table F3 The Extent to which Managers. Anticipated that Various 

Climatic Factors· would Help their Transfer of Training 
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(n = 107) 

Ranked in order of Mean Scores 

Rank 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 

10. 
11. 
12. 

14. 

16. 

18. 
19. 
20. 
21. 
22. 
23. 
24. 
25. 
26. 
27. 

29. 
30. 
31. 
32. 

34. 

36. 
37. 

39. 
40. 

42. 
43. 
44. 

46. 
47. 
48. 
49. 
50. 
51. 
52. 
53. 
54. 
55. 
56. 

59. 
60. 
61. 

Al, 
A3, 
R3, 
Jll, 
Vll, 
Jl0, 
J9, 
E7, 
PS, 
Jl2, 
T2, 

[A2, 
t.c10, 
fRl, 
lR2, 
(P3, 
lVG, 
J3, 
Pl, 
P6, 
C9, 
Vl, 
PS, 
A4, 
V3, 
R4, 

(
C3, 
P2, 
J4, 
RS, 
T3, 

[
P7, 
Vl0, 

{
E6, 
J2, 
JS, 

rE2, 
lJ7, 

P4, fc2, 
1...E5, 
Cl, 
J6, 

(C1, 
\_Tl, 

E3, 
El, 
C4, 
V2, 
cs, 
JS, 
V7, 
V5, 
V12, 
CB, 

{

E4, 
Jl, 
V9, 
C5, 
V4, 
vs, 

Table F4 

Various aspects of the organisational 
climate 

My control over my working environment· 
My freedom to act on my own judgements 
The attitude of 'my- subordinates 
Opportunities to experiment 
Active encouragement for training 
Opportuntiies to initiate projects 
Opportunities for team work 
Contact with other comcanies 
People's sharing of ideas and information 
Appropriateness of Cranfield to my job 
Technical training 
My participation in decision-making 
Role of staff groups · 
The attitude of my superiors 
The attitude of my peers 
People's acceptance of new ideas 
Openness 
Contact with others 
People's keennees and enthusiasm 
People's willingness to delegate 
Freedom to meet during working hours 
Priority for company as a whole 
People's ability to come up with goods 
The authority I h.a.ve over others 
Innovation is encouraged 
The availability to me of relevant info 
The flexibility of the system 
People's motivation to work 
The equipment at_my disposal 
My contacts in the company 
Technological change 
People's vision of the future 
Long term planning is encouraged 
Exi:ernal consultants 
Availability of evaluation criteria 
The trai·ned people at my disposal 
Customer activity 
The amount I get paid 
People's willingness for responsibility 
Links between departments 
Local culture 
The Hierarchy 
The physical environment in wh.ich. I work 
Influence of ffead Office 
Complex techn~logy 
Political influences - UK 
Union activity 
Influence of the company on behaviour 
Looking after No. 1 
Power and responsibility 
Task predictability in th.is job 
Tendency to secrecy 
Paternalism 
Authoritarian culture 
Awareness of C & W goals and strategy 
Political influences - Local 
My personal workload 
Priority for snort term results 
Official communication system 
Don't rock the coat 
Problems only recognised as catastrophes 

,t!ean Score 
,1 = Hinder 
2 = ~either 
3 = Help) 

2.617 
2.589 
2.570 
2.551 
2.523 · 
2.514 
2.505 
2.486 

. 2.449 
2.439 
2.411 
2. 393 ; . 
2. 393 
2.327 
2 .. 327 
2.308 
2. 308 
2.243 
2.234 
2.224 
2.206 
2.187 
2.178 
2.168 
2.150 
2.103 
2.075 
2.075 
2.065 
2.047 
2.037 
2.019 
2.019 
2.009 .. 
2.009 
2.000 
1:981 
1.981 
1.963 
1.953 
1.953 
1.944 
1.935 
1.925 
1.925 
1.907 
1.897 
1.888 
1.850 
1.832 
1.804 
1. 766 
1.757 
1.729 
1.710 
1.701 
1.701 
1.701 
1.607 
1.579 
1.551 

The Extent to which Managers Anticipated that Various 

Climatic Factors would Helo or Hinder their Transfer 
of Training 
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(n = 133) 

Ranked in order of HINDERING factors % of all 
managers 

1. 
2. 
3. 
4. 
5. 
6. 
7. 

9. 
10. 
11. 
12. 

15. 

17. 

19. 

21. 
22. 

24. 
25. 

30. 
31. 

· .32. 
33. 
34. 

36. 
37. 
38. 
39. 
40. 

42 
43. 
44. 
45. 

47. 

49. 

51. 
52. 

54. 
55. 
56. 
57. 
58. 
59. 
60. 
61. 

J3, 
RS, 
P2, 
Pl, 
R3, 
A2, 

{
Al, 
Jl2, 
PS, 
A3, 
J9, 

{

C9, 
P4, 
R2, 

(J10, 
tPs, 
[P3, 
l.Rl, 
( cs, 

JS, 
Jll, 

JE7, 
tv10, 

A4, 
(Jl, 

t
'J2, 
Vl, 
V6, 
:Vll, 
ClO, 
C2, 
R4, 
E2, 

[P1, 
lV3, 

P6, 
J6, 
T2, 
C3, 

[JS, 
) T3, 

J7, 
CG, 
Cl, 

{
C4, 
C7, 

· (CS, 
t.EG, 

[
J4, 
Tl, 
El, 

{
E4, 
ES, 
vs, 
V9, 
vs, 
E3, 
V12, 
V7, 
V2, 
V4, 

Contact with. others 
My contacts in tfte company 
Peoplers motivation to work 
People's keenness and enthusiasm 
The attitude of my subordinates 
My participation in decision-making 
My control over my working environment 
Appropriateness of Cranfield to my job 
People's ability to come up witn goods 
My freedom to act on my own judgements 
Opportunities for team work 
Freedom to meet during working h.ours 
People's willingness for responsioility 
The attitude of my· peers 
Opportunities to initiate projects 
Peoplers snaring of ideas and information 
People's acceptance of new ideas 
The attitude of my superiors 
Awareness pf C & W goals and strategy 
The trained people at my disposal 
Opportunities to experiment 
Contact with other companies 
Long term planning is encouraged 
The authority I have over otners 
My personal workload 
Availability of evaluai:_ion criteria 
Priority for company as a· wn.ole · 
Openness · 
Active encouragement for training 
Role of staff groups 

.Links between departments 
The availability to me of relevant info 
Customer activity 
People's vision of th.e future 
Innovation is encouraged 
People's willingness to delegate 
The physical environment in which I work 
Technical training 
The flexibility of the system 
Task predictability in this job 
Technological change 
The amount I get paid 
Power and responsibility 
The Hierarchy 
Influence of the company on behaviour 
Influence of Head Office 
Official communication system 
External consultants 
The equipment at my disposal 
Complex technology 
Union activity 
Political influences - Local 
Local culture 
Paternalism 
Priority for short-term results 
Problems only recognised as catastropnes 
Political influences - UK 
Authoritarian culture 
Tendency to secrecy 
Looking after No. 1 
Don't rock the boat 

Table F5 The Extent to which Managers Renorted that Various 
Climatic Factors Actually Did Hinder their Transfer 
of Training 

77 
71 
66 
63 
62 
59 
56 
56 
54 
53 
52 
50 
50 
50 
49 
49 
48 
48 
47 
47 
46 
45 
45 
42 
41 
41 
41 
41 
41 
38 
35 
34 
33 
32 
32 
31 
30 
29 
28 
26 
26 
25 
24 
23 
22 
22 
21 
21 
18 
18 
14 
13 
13 
11 
10 

9 
8 
7 
6 
5 
4 
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(n = 133) 

Ranked in order of NEITHER helping nor hindering % of all 
managers 

1. 
2. 
3. 
4. 
5. 
6. 
7. 

9 
10. 
11. 

13. 
14. 
15. 
16. 
17. 
18. 
19. 
20. 
21. 
22. 
23. 
24. 

26. 

28. 
29. 

34. 

36. 
37. 
38. 

43. 
44. 

47. 

50. 

52. 

54. 
55. 

57. 

59. 
60. 
61. 

E3, 
El, 
Tl, 
E6, 
J7, 
ES, 

{
V2, 
V12, 
T2, 
J4, 

[E4, 
lT3, 

V5, 
E2, 
V4, 
P7, 
JS, 
Cl0, 
Vll, 
E7, 
C7, 
C4, 

t;~: 
V3, 
C3, 
vs, 

{~~: 
C9, 
R2, 
Vl, 

· V9, 
(C6, 
lJl0, 

J9, 

f
~!: 
C2, 
Jll, 
R4, 
Vl0, 
cs, 

(

J5, 
P5, 
vs, 

L
J2, 
P3, 
PS, 

[Jl, 
\..R3, 
fA3, 
\1>4, 
·p1, 

[P2, 
LRl, 
fAl, 
LJ12, 
RS, 
A2, 
J3, 

Political influences - UK 
Union activity 
Complex technology 
External consultants 
The·amount I get paid 
Local culture 
Looking after No. 1 
Authoritarian culture 
Technical training 
The equipment at my disposal 
Political influences - Local 
Technological change 
Paternalism 
Customer activity 
Don't rock the boat 
People's vision of tlie future 
Task predictability in this job 
Role of staff groups 
Active encouragement for training 
Contact with other companies 
Influence of Head Office 
Influence of company on behaviour 
Tendency to secrecy 
People's willingness to delegate 
Innovation is encouraged 
The flexibility of tlie system 
Openness 
The physical environment in which I work 
Official communication system 
Freedom to meet during working hours 
The·attitude of my peers 
Priority for company as a whole 
Priority for short-term results 
Power and responsibility 
Opportunities to initiate projects 
Opportunities for team work 
The Hierarchy 
The authority I have over others 
Links between departments 
Opportunities to experiment 
The availability to me of relevant info 
Long term planning is encouraged 
Awareness of C & W goals and strategy 
The trained people at my disposal 
People's sharing of ideas and information 
Problems only recognised as catastropfles 
Availability of evaluation criteria 
People's acceptance of new- ideas 
People's ability to come up with goods 
My personal workload 
The attitude of 1IlY subordinates 
My freedom to act on my own judgements 
People's willingness for responsibility 
People's keenness and enthusiasm 
People's motivation to work 
The attitude of my superiors 
My control over my working environment 
Appropriateness of Cranfield to my job 
My contacts in the company 
Availability of evaluation criteria 
Contact with others 

Table F6 : The Extent to which Managers Reported that Various 
Climatic Factors Actually Were Neither a Help Nor 
a Hindrance to their Transfer of Training 

80 
78 
74 
73 
72 
69 
68 
68 
67 
66 
64 
64 
63 
60 
58 
57 
56 
55 
54 
53 
52 
51 
50 
49 
49 
48 
48 
47 
46 
46 
46 
46. 
46 
44 
44 
43 
42 
41 
41 
41 
41 
41 
40 
38 
38 
38 
35 
35 
35 
34 
34 
32 
32 
30 
29 
29 
28 
28 
27 
26 
2·3 
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(n = 133) 

Ranked in order of HELPING factors % of all 
managers 

1. 
2. 

4. 
5. 
6. 
7. 
8; 

10. 

12. 

15. 

17. 

. 21. 

23. 

26. 

28. 

31. 

33. 

35. 

39. 
40. 

43. 
44. 

46. 

50. 
51. 

54. 

58. 
59. 
60. 
61. 

vs, 

{
V7, 
V9, 
V4, 
Cl, 
cs, 

t
gt 
V2, 
Jl, 
vs, 

lC7, 
R4, 

!
g~, 
J2, 
C2, 
E4, 
JG, 

lRl, 

[
P6, 

P:
vt 

8, 
4, 
4, 
3, 

{

Al, 
J4, 
Jl2, 

[

A2, 
A3, 
JS, 
VlO, 

t
cs, 
Jll, 
PS, 
Vl, 
E3, 

lP7, 
PS, 
VG, 
T3, 

{
El, 
Tl, 

{

Cl0, 
E2, 
JlO, 
Pl, 
EG, 

lJ9, 
P2, 

[
2~:· 
R2, 
R3, 
T2, 
J7, 
RS, 
E7, 
J3, 

Problems only recognised as catastrophes 
Tendency to secrecy 
Priority for short-term results 
Don't rock the boat 
The Hierarchy· 
Official communication system 
Power and responsicility 
Influence of the company on behaviour 
Looking after No. 1 
My personal workload 
Paternalism 
Influence of Head Office 
The availability to me of relevant info 
Authoritarian culture 
The flexibility of the system 
Availability of evaluation criteria 
Links oetween departments 
Political influences - Local 
The physical environment in whica I work 
The attitude of my superiors 
People's willingness to delegate 
Innovation is encouraged 
Local culture 
Task predictability in th.is job 
People's willingness for responsibility 
The authority I have over others 
People's acceptance of new- ideas 
.My control over my working environment 
The equipment at my disposal 
Appropriateness of Cranfield to my job 
My participation in decision-making 
My freedom to act on my own judgements 
The trained people at my disposal 
Long term planning is encouraged 
Awareness of C & W goals and strategy 
Opportunities to initiate projects 
People's sharing of ideas and information 
Priority for company as a whole 
Political influences - UK 
People's vision of the future 
People's ability to come up with goods 
Openness -
Technological change 
Union activity 
Complex technology 
Role of staff groups 
Customer activity 
Opportunities to initiate projects 
Peoole's keenness and enthusiasm 
External consultants 
Opportunities for team work 
People's mo~ivation to work 
Active encouragement for training 
Freedom to meet during workin-g hours 
The attitude of my1peers 
The attitude of my subordinates 
Technical training 
The amount I get paid 
My contacts in tlie company 
Contact with other companies 
Contact with others 

Table F7: The Extent to which Managers Reported that Various 
Climatic Factors Actually Did Help their Transfer 
of Training 

53 
44 
44 
38 
35 
33 
32 
27 
27 
26 
26 
25 
25 
25 
24 
24 
23 
23 
23 
23 
19 
19 
18 
18 
18 
17 
17 
16 
16 
16 
15 
15 
14 
14.· 
13· 
13 
13 
13 
12 
11 
11 
11 
10 

8 
8 
7 
7 
7 
7 
6 
5 
5 
5 
4 
4 
4 
4 
3 
2 
2 
1 
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(n = 133) 

Ranked in order of mean score 

Rank 

1. 
2. 
3. 
4. 
5. 
6. 
7. 

9. 
10. 
11. 
12. 
13. 
14. 
15. 
16. 
17. 
18. 
19. 
20. 
21. 

23. 
24. 
25. 
26. 
27. 
28. 
29. 
30. 
31. 
32. 
33. 
34. 

37. 
38. 

40. 
41. 
42. 
43. 
44. 
45. 
46. 
47. 
48. 
49. 

51. 
52. 
53. 
54. 
55. 
56. 
57. 
58. 
59. 
60. 
61. 

J3, 
RS, 
P2, 
R3, 
Pl, 
J12, 

{
C9, 
J9, 
R2, 
A2, 
E7, 
PS, 
JlO, 
Al, 
A3, 
PS, 
Vll, 
cs, 
JS, 
Jll, 

fP3, 
l_p4' 
VlO, 
ClO, 
V6, 
Vl, 
E2, 
A4, 
Rl, 
T2, 
J7, 
P7, 
J2, 

tE6, 
Jl, 
T3, 

P6, 

{
C2, 
V3, 
Tl, 
R4, 
JS, 
JG, 
El, 
C3, 
J4, 
C7, 
E3, 

{
C4, 
ES, 
CG, 
E4, 
Cl, 
cs, 
vs, 
V12, 
V2, 
V4, 
V9, 
V7, 
V8, 

Various aspects of organisational climate 
climate 

Contact with others 
My contacts in the company 
People's motivation to work 
The attitude of my subordinates 
People's keenness and enthusiasm 
Appropriateness of Cranfield to my job 
Freedom to meet during working hours 
Opportunities for team work 
The attitude of my peers 
My participatiQn in decision-making 
Contact with other companies 
People's willingness to delegate 
Opportunities to initiate projects 
Yy control over my working environment 
My freedom to act on my own judgements 
People's sharing of ideas and information 
Active encouragement for training 
Awareness of C & W goals and strategy 
The trained people at my disposal 
Opportunities to experiment 
People's acceptance of new ideas 
People's willingness for responsibility 
Long term planning is encouraged 
Role of staff groups 
Openness . 
Priority for company as a whole 
Customer activity 
The authority I have over others 
The attitude ot my superiors 
Technical training 
The amount I get paid 
People's vision of the future 
Availability of evaluation criteria 
External consultants 

·My personal workload 
Technological change 
People's willingness for·responsibility 
Links between departments 
Innovation is encouraged 
Complex technology 
The availability to me of relevant info 
Task predictability in this job 
The physical environment in whic~ I work 
Union activity 
The flexibility of the system 
The equipment at my disposal 
Influence of Head Office 
Political influences - UK 
Influence of the company on behaviour 
Local culture 
Power and responsibility 
Political influences - Local 
The Hierarchy 
Official communication system 
Paternalism 

.Authoritarian culture 
Looking after No.-1 
Don't rock the coat 
Priority for short term results 
Tendency to secrecy 
Problems only recognised as catastrophes 

Mean Score 
(1 = Hinder 
2 = Neither 
3 = Helo) 

2.759 
2.684 
2.609 
2.571 

r• 2.549 
. 2. 489 

2.466 
2.466 
2.451 
2.444 
2.436 
2.429 
2.414 
2.406 
2.383 
2. 361 
2.353 
2.331 
2.331 
2.323 
2.316 
2.316 
2.308 
2. 301 
2.293 
2.286 
2.263 
2.256 
2.248 
2.241 
2.218 
2.203 
2.173 
2.150 
2.150 
2.150 
2.128 
2.120 
2.120 
2.098 
2.090 
2.075 
2.068 
2.053 
2.038 
2.023 
1.970 
1.962 
1.947 
1.947 
1.925 
1.910 
1.887 
1~880 
1.857 
1.827 
1.782 
1.669 
1.654 
1.624 
1.564 

Table F8 The Extent to which Managers Renorted that Various Climatic 
Factors Actually Did Heln or Hinder their Transfer of Training 
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Senior Managers 
Top ten HELPING factors 

1. {R3, The attitude of my subordinates 
P2, ~eople's motivation to work 

3. Pl, People's keeness and enthusiasm 

4. RS, My contacts in the company 

5. J3, Cpntact with others 
6. PS, People's ability to come up with goods 

7. A2, My participation in decision-making 

8. {P3, People's acceptance of new ideas 
R2, The attitude of my peers 

10. J9, Opportunities. for team work 

Manager Refreshers 
Top ten HELPING ·factors 

1. J3, Contact with others 
2. {Pl, People's keeness and enthusiasm 

_RS, My contacts in the company 
4. A2, My participation in decision-ma.king 
s. (C9, Freedom to meet during working hours 

lP2, People's motivation to work 
R2, The attitude of my peers 

8. r The trained people at my disposal 
Al, My control over my working environment 
R3, The attitude of my subordinates 

Middle Managers 
Top Ten HELPING factors 

1. J3, Contact with others-

2. RS, My contacts in the company 

3. Jl2, Appropriateness of Cranfield to my job 

4. P2, People's motivation to work 

s. R3, The attitude of my subordinates 

6. Pl, People's keeness and enthusiasm 

7. A3, My freedom to act on my own judgement 

8. {E7, Contact with other companies 

J9, Opportunities for team work 

10. S9, Freedom to meet during working hours 

2.76 

2.76 

2.62 
2.59 
2.55 
2.53 
2.49 

2.48 

2.48 

2.45 

2.82 

2.65 
2.65 

2.59 

2.53 

2.53 
2.53 

2.47 

2.47 

2.47 

2.82 

2.72 

2.60 

2.58 

2.53 

2.51 

2.49 

2.48 

2.48 

2.47 

Table F 9 Top Ten Helping Factors for SMs, MRs and MMs. 
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Senior managers 
Top ten HINDERING factors 

1. {V7, Tendency to secrecy 
VS, Problems only recognised as catastrophes 

3. V9, Priority for short-term results 
4. V4, Don't rock the boat 

5. {C. 3, The flexibility of the system 
CS, 9fficial communication system 
J2, Availability of evaluation criteria 

8. {Cl, The hierarchy 
T2, Technical training 

10. V2, Looking after No 1 

Manager Refreshers 
Top ten HINDERING factors 

1. 

2. 

3. 

4. 

6. 

7. 

8. 

9. 

V7, Tendency to secrecy 
V4, Don't rock the boat 
V2 ,- Looking after No l 

{VS, Problems only recognised as catastrophes 
lv9, Priority for short-ter!Il results 
JS, Task predictability in this job 
Jl, My personal workload 
CS, Official communication system 

{

C4, Influence of the company on behaviour 
C6, Power and responsibility 
J6, The physical environment in which I work 

Middle Managers 
Top ten HINDERING factors 

l. vs, Problems only recognised as catastrophes 

2. V4, Don't rock the boat 

3. V9, Priority for short-term results 
,4. V7, Tendency to secrecy 

5. E4, Political influences - local 

6. f2' Technical Training 
Cl, The Hierarchy 

8. f2' Looking after No 1 
VS, Paternalism 

10. cs, Official communication system 

1.52 

1.52 

1.55 

1.72 

1.86 

1.86 

1.86 

1.83 

1.83 

1.80 

1.47 

1.59 

1.65 

1.71 

1. 71 

1.76 

1.77 
1.82 

1.88 

1.88 

1.88 

1.55 

1.67 

1.68 

1.69 

1.89 

1.87 

1.87 

1.81 

1.81 

1.90 

~able FlO · Top Ten Hindering Factors for SMs, MRs and MMs. 
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Age 39 and under 

Top ten HELPING factors 

1. J3, 

2. A3, 

3. RS, 
4. fA2, 

LJ10, 6. {Jll, 
J12, 

8. f R2, 
P2, 

10. R3, 

Contact w±th otfters 

My freedom to act on my own judgements 

My contacts- in the company 

My participation in decision-making 

Opportunities to initiate projects 

Opportunities to experiment 

Appropriateness- of Cranfield to my job 

The attitude ot my peers 

People's moti-vat:i:on to work 

People's.acceptance of new- ideas 

Age 40 - 49 

Top ten HELP,ING factors 

1. J3, Contact with others 

2. RS, My contacts in the company 

3. P2, People's motivation to work 

4. el, People's keeness and enthusi_asm 

RS, My contacts in the company 

6. R3, The attitude of my subordinates 

7. es, People's ability to come up with goods 

J9, Opportunities· for team work 

9. C9, Freedom to meet during working hours 

10. J12, Appropriateness of Cranfield to my job 

Age 50 +· 

Top ten HELPING factors 

1. R3, The attitude of my subordinates 

2. Pl, People's keeness and enthusiasm 

3. 

f1' 
My control over my working environment 

PS, People's ability to come up with goods 

RS, My contacts in the company 6.r Contact with others 

P2, People's motivation to work 

VlO, Long term planning is encouraged ~--f: Awareness of C & W go~ls and strategy 

Opportunites for team work 
E2, Customer activity 

2.81 

2.69 

2.67 

2.57 

2.57 

2.SS 
2.55 

2.48 

2.48 

2.45 

2.80 

2.74 

2.73 

2.67 

2.67 

2.61 

2.54 

2.54 

2.51 

2.50 

2.65 

2.60 

2.55 

2.55 

2.55 

2.50 

2.50 

2.50 

2.45 

2.45 

2.45 

Table Fll · Top Ten Helping Factors for Different Age Groups. 
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Age 39 and under 
Top ten IUNDERING factors-

1. vs, 
2. V4, 

3. V7, 

4. V9, 

5. {vs, 
Vl2, 

7. {V2, 
J6, 

9. [ J4, 

LES, 

Age 
Top 

1. vs, 
2. V9, 

3. V7, 

4. V4, 

5. V2, 

6. E4, 

7. V12, 

8. Cl, 

9. {cs, 
vs, 

Problems recognised as catastrophes 
Don't rock the coat 
Tendency to secrecy 
Priority for short-term results 
Patenalism 
Authoritarian culture 
Looking atter No. 1 

The physical environment in which I work 
Tne equipment at my disposal 
Local culture 

40 - 49 

ten HINDERING factors 

Problems recognised as catastrophes 
Priority for short-term results 
Tendency to secrecy 
Don't rock tfte boat 
Looking after No. 1 

Political influences - Local 
Autfioritarian culture 
The hierarchy 
Official communication system 
Paternalism 

Age 50 + 

Top ten HINDERING factors 

1. V7, 

2. {V2, 
V4, 

4. (vs, 
LV9, 

6. V12, 

1. lvs, 
J6, 

JS, 

10. Cl, 

Tendency to secrecy 
Looking after No. 1 
Don't rock the boat 
Problems recognised as c~tastrophes 
Priority for short-term results 
Authoritarian culture 
Paternalism 
The physical environment in which I work 
Task predictability in this job 
C3, C7, El 

1.57 

1.69 

1. 71 

1. 76 

1.83 

1.83 

1.88 

1.88 

1.91 

1.91 

1.50 

1.56 

1.57 

1.·64 

1. 74 

1. 79 

1.81 

1.83 

1.86 

1. 86 

1.65 

1. 70 

1. 70 

1.80 

1. 80 

1.85 

1.90 

1.90 

1.90 

1.95 

Table F12 · Top Ten Hindering Factors for Different Age Groups. 



1. 

2. 

3. 

4. 
5. 

6. 

7. 

8. 

J3, 

ns, 
P2, 

Pl, 

R3, 

J9, 

C9, 

Engineering Background 

Top ten HELPING- factors 

Contact with others 
Hy contacts i:n the company 

People's motivation to work 

People's keeness and enthusiasm 

The attitude of my subordinates 

Opportunities for team work 

J12, 

9. {R2, 
PB, 

Freedom to meet during working hours 

Appropriateness of Cranfield to my job 

The attitude ot my· peers 

People's ability to come up with goods 

Engineering Background 

Top ten HINDERING factors 

1. va, Problems recognised as catastrophes 

2. V7, Tendency to secrecy 

3. V9, Priority· for short-term results 

4. V4, Don't rock the boat 

5. V2, Looking after No. 1 

6. V12, Authoritarian culture 

7. E4, Political influences - Local 

8. V5, Paternalism 

9. Cl, The hierarchy 

10. cs, Official communication system 

2.74 

2.68 

2.65 

2.61 

2.59 

2.51 
2.49 
2.47 

2.46 

2.46 

1.55 
1.62 

1.64 

1.67 
1. 76 

1.82 

1.85 

1.86 

·1.87 

1,90 .. 

Non-engineering Background 

Top ten HELPING factors 

1. J3, 

2. Al, 

3. R5, 

4. A2, 

5. JlO, 

6. A3, 

7. fJ12, 
p2·, 

R3, 10. {Jll, 
Rl, 
R2, 

Contact witn others 

My control over my working environment 

My contacts in the company 

My participation in decision-making 

Opportunities to initiate projects 

My freedom to act on my own judgements 

Appropriatenes·s of Cranfield to my job 

People's motivation to work 
The attitude of my subordinates 

Opportunites to experiment 

The attitude of my superiors 
The attitude of my peers 

Non-engineering background 

Top ten HINDERING factors 

1. VB, 

2. {,V4, 
V7, 4.r V9, 

C4, 

C6, 

8. C5, 

9, (C2, 
C3, 

Problems recognised as catastrophes 

Don't rock the boat 
Tendency to secrecy 

Paternalism 

Priority for short-term results 

Influence of the company on behaviour 

Power and responsioility 

Official communication system 

Links between departments 

The flexibility of the system 

Table F13 Top Ten Helping and Hindering Factors for Managers 

With ahd Without an Engineering B~ckg:round _ 

2.86 

2.82 

2.73 

2.77 

2.68 

2.64 

2.55 

2.55 
2.55 

2.50 

2.50 
2.50 

1.64 

1. 73 

1. 73 

1. 77 

1. 77 

1. 77 

1. 77 
1.82 

1.86 

1.86 

I 
CJl 
~ 
--.;J 



Head Office Managers 

Top ten HELPING factors 

1. J3, 

2. R5, 
3. P2, 
4. R3, 

5. Pl, 

6. (A2, 
J5, 
JlO, 

Jl2, 

·10. Al, 

Contact with others 

My contacts in the company 
People's motivation to work 

The attitude of my subordinates 

People's keeness and enthusiasm 
My participation in decision-making 

The trained people at my disposal 

Opportunities to initiate projects 

Appropriateness of Cranfield to my job 

My control over my working environment 

National Managers 

Top ten HELPING factors 

1. J3, Contact witfi. others 

2. R5, My contacts in tfie Company 

3. J12, Appropriateness of Cranfield to my job 

4-r· My control over my working environment 
J9, Opportunities for team work 
Vll, Active encouragement for training 

7. ClO, Role of staff groups 

8-r· The attitude ot my peers 
cs, Awareness of C & W goals and strategy 

C9, Opportunities for team work 

2.80 

2.63 

2.57 

2.53 

2.50 
2.47 

2.47 

2.47 

2.47 

2.43 

2.85 

2.81 

2.73 

2.69 

2.69 

2.69 

2.65 

2.62 

2.62 

2.62 

Fl turned H.O. Managers 

Top Ten HELPING factors 

1. P2, 

2. CJ3, 
R3, 

4. (C9, 
Pl, 

PS, 

1. fR5, 
lAl, 

9. {A2, 
A3, 

A4, 

R2, 

People's motivation to work 
Contact with others 

The attitude of my subordinates 

Freedom to meet during working hours 
People's keeness and enthusiasm 

People's ability to come up with goods 

My contacts in the company 

My control over my working environment 

My participation in decision-making 
My freedom to act on my own judgements 

The authority I have over others 
The attitude· of my peers 

Foreign Service Managers 

Top Ten HELPING factors 

1. J3, Contact witn others 

. 2. R5, My cont acts- in the Company 3.{Pl, People's keeness and enthusiasm 

P2, People's· motivation to work 

5. R3_, Th.e attitude of my subordinates· 

6. J9, Opportunities for team work 

7. J12, Ap~ropriateness of Cranfield to my job 

8. (R2, The attitude of my peers 

JlO, Opportunities· to initiate projects 

10. C9, Freedom to meet during working hours 

Table F14 Top Ten Helping Factors for Different C -& W 

Categories of Managers. 

2.88 

2.75 

2.75 

2.63 
2.63 

2.63 

2.56 

2.56 

2.50 
2.50 

2.50 
2.50 

2.70 

2.68 

2.60 

2.60 

2.57 

2.52 

2.48 

2.47 

2.47 

2.45 

. C9l 
I~ 
00 



Head Office Managers 

Top ten HINDERING factors 

1. V9, Priority for short-term results 

2. vs, Problems recognised as catastro9hes 

3. V7, Tendency to secrecy 

4. ca, Power and responsibility 5.f The flexibility of the system 

C4, Influence of the Company on behaviour 

C5, Official communication system 

V4, Don't rock the boat 

9._ {V2, Looking after No. 1 

V12, Authoritarian culture 

National Managers 

Too ten HINDERING .. factors 

1. VB, Problems recognised as catastrophes 

2. [V4, Don't rock the boat 

V1, Tendency to secrecy 

4. {V5, Paternalism 

V9, Priority for short-term results 

6-r· Looking after No. 1 

E3, Political influences - UK 

E4, Political influences - Local 

9. Tl, Complex technology 

10. Vl2, Authoritarian culture 

1.60 

1.63 

1.67 

1. 73 

1.80 

1. 80 

1.80 

1.80 

1.83 

1.83 

1.54 

1.65 

1.65 

1.85 

1.85 

1.89 

1. 89 

1.89 

1.92 

1.96 

Fl turned ff.O. Managers 

Top Ten HINDERING factors 

1. {vs, Problems recognised as catastrophes 

V9, Priority for short-term results 

_3.r Don't rock the boat 

V7, Tendency to secrecy 

C5, Official communication system 

6. Cl, The hierarchy 

7. V2, Looking after No. 1 8. {C3, The flexibility of the system 
C6, Power and responsibility 

10. C4, C7, El, Jl, J2, V12 

Foreign Service Managers 

Top Ten HINDERING fa.ctors-

1. V7, Tendency to secrecy 

VB VB, Problems recognised as catrastrophes 

3. V9, Priority for short-term results 

4. V4, Don't rock the boat 

5. V2, Looking after No.- 1 

6. {iV12, Authoritarian culture 

E4, Political influences - Local 

8. V5, Paternalism 

9. E5, Local culture 

10. C5, Official communication system 

Table F15 Top Ten Hindering Factors for Different t & W 

Categories of Managers. 

1. 31 

1. 31 

1. 44 

1.44 

1. 44 

1.56 

1.67 

1.69 

1.69 

1. 75 

1.62 

1.62 

1.67 

1.68 

1. 75 

1. 80 

1. 80 

1.83 

1. 85 

1.88 

CJ1 
~ 
© 



CCL Traditionalists CCL Catalysts 

Top ten HELPING factors Top ten HELPING factors 

1. J3, Contact with others 2.779 1. R3, The attitude of my subordinates 

2. R5, My contacts· in th.e company 2.701 2. J3, Contact with others 

3. P2, People's motivation to work 2.636 3. R5, My contacts in the company 
4. Pl, People's keeness and enthusiasm 2.571 Jl2, Appropriateness of Cranfield to my Joo 
s. J9, Opportunities for team work 2.545 R2, The attitude of my peers 
6. R3, The attitudes of my subordinates 2.519 6. JlO, Opportunites to initiate projects 
7. A2, My participation in decision making 

\ 
2.506 Pl, People's keeness and enthusiasm 

J12, Appropriateness of Cranfield to my job 2.506 8. P2, People's motivation to work 
PS, People's ability to come up with goods 2.506 PS, People's ability to come up with goods 

10. Al, My control over my working environment 2,468 10. JS, The trained people at my disposal 

C~ Visionaries 

CCL Trouble-shooters ·Top ten HELPING factors 

Top ten HELPING factors 

1. C9, Freedom to meet during working hours 
1. J3, Contact with others 2.789 2. J3, Contact with others 

R5, My contacts in the company 2.769 P2, People's motivation to work 
3. E2, Customer activity 2.615 R5, My contacts in the company 
4. E7, Contact with other companies 2.538 5. A2, My participation in decision making 

J9, Opportunities for team work 2.538 A3, My freed~m to act on my own judgements 
6. Al, My control over my working environment 2.462 Pl, People's keeness and enthusiasm 

ClO, Role of staff groups 2.462 R3, The attitude of my subordinates 
J12, Appropriateness of Cranfield to my job 2.462 9. E7, Contact with other companies 
R3, The attitude of my subordinates 2.462 J12, Appropriateness of Cranfield to my job 

10. A2, A3, A4, Jl, J2, J6, JlO, P2 2.385 R2, The attitude of my peers 

Table F16 Top Ten Helping Factors for Different CCL Types 

of Managers. 

2.824 
2.706 

2.588 
2.588 

2.588 
2.529 
2.529 
2. 471 
2.471 

2.412 

2.727 

2.682 
2.682 

2.682 
2.545 
2.545 
2.545 

2.545 
2.455 
2.455 
2.455 

CJI 
CJI 
0 



CCL Traditionalist 
Top ten HINDERING factors 

1. vs, Problems only recognised as catastrophes 

2. V7, Tendency to secrecy 

3. V4, Don't rock the boat 

4. V9, Priority for short term results 

5. V2, Looking after No. 1 

6. V12, Authoritarian culture 

7. vs, Paternalism 

E4, Political influences - Local 

9. E3, Political influences - UK 

Cl, The Hierarchy 

C7, Influence of Head Office 

CCL Trouble-shooters 

Top ten HINDERING factors 

1. V2, Looking after No. l 

2. V4, Don't rock the boat 
3. C5, Official communication system 

E7, Contact with other companies 
VS, Problems only recognised as catastrophes 
V12, Authorit~rian culture 

7. C3, The flexibility of the system 
E4, Political influences - Local 
J4, The equipment at my disposal 

V5, Paternalism 

V9, Priority for short term results 

1.649 

1.675 

1.727 

1. 740 

1.818 

1.831 

1.909 

1.909 

1.948 

1.948 

1.948 

1.615 
1.692 
1.769 

1.769 
1.769 
1.769 

1.846 
1.846 
1.846 

1.846 

1.846 

111(:• 

CCL Catalysts 

Top ten HINDERING factors 

1. vs, Problems only recognised as catastrophes 
V7, Tendency to secrecy 

3. V9, Priority for short term results 
4. V4, Don't rock the boat 

cs, Official communication system 

6. C4, Influence of the company on behaviour 
. 7. Cl, The Hierarchy 

P6, People's willingness to delegate 
V2, Looking after No. 1 

10, C6, E4, J6, V5 

CCL Visionaries 

Top ten HINDERING factors 

1. vs, Problems only recognised as catastrophes 
2. V9, Priority for short term·results 
3. V4, Don't rock the boat 

V7, Tendency to secrecy 
5. Cl, The Hierarchy 

C6, Power and responsibility 
cs, Official communication system 
V2, Looking after No. 1 
V5, Paternalism 

V12, Authoritarian cul~ure 

Table F17: Top Ten Hindering Factors for Different CCL Types 

of Managers. 

1.412 

1.412 
1.471 

1.588 

1.588 

1.647 

1.706 

1.706 

1.706 
1.765 

1.409 
1.545 

1.682 
1.682 

1.727 
1.727 
1.727 
1.727 
1. 727 

1.727 

01 
CJ1 
~ 
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APPENDIX G 

The Sponsb~ed PhD: a New Mbdel for Or~ani~ational Res~a~ch 

Ac·ce·ss ,- ·c·r·edibiTi·ty ,- rele·vance and c·onimi'tnient. These are four 

of the most frequent problems confronting and inhibiting 

organisational reS·earch. A collaborative research initiative, 

such as that afforded by the C & W/Cranfield joint-

venture in management development, is· a rare event. lt 

was a progressive step for both industry and academia and 

is held up by some as the model for the ·future. The 

Social Science Research Council (SSRC) is also 

mounting. a similar scheme (CASS). The model is as 

follows: any contract between a -client organisation (e.g. 

C & W) and a consultant organisation (e.g. Cranfield) 

~hould include sufficient funding and adequate access 

for a research study to be conducted into the progress 

of the contract (e.g. management training) or some other 

agreed topic. Advocates of th~ model a~gue that it has 

three advantages: 

1. The client (.C & W) has a research study conducted 

over a longer period of time and in greater depth. 

than would normally· be feasible. 

2. The consultant (.Cranfield) has the opportunity to 

conduct applied research., relevant to the needs 

of the industry. 

3. The researcher can submit his findings for i PhD 

or other research degree. 

The model was developed by the Director of the Management 

and Organisation Development Research Centre (MODRC) at 

Cranfield. The Centre was new; its· purpose, as it's- name 

suggests, to research. into both management development and 
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organisational development. The Centre, al though. part of· 

the School of Management, was financially self-supporting. 

This, together with its Direritor's perich~nt for action

oriented research and a s·trong conviction of the need t~ 

make a positive and practical contribution to industry, 

led to the development of the model. He saw· it too as 

facilitating the progress of doctoral carididates for it 

provides beth access to data and financial support, th~ 

two major problems facing the doctoral student, especially· 

in management studies. 

Although. it has much to commend it as a means of overcoming 

the traditional problems of research in the management 

area, it does not,unfortunately, overcome them entirely. 

As has been related earlier, ·ac·cess is not always "open" 

and commitm·ent, on both sides waxes and wanes. But there 

are opportunities to negotiate a: ·reTe·vant topic, to 

deveiop· ·cr·edibili·ty and, given time, to overcome a variety 

of difficult problems. 

Time is necessary because success depends upon understanding 

oneanother's priorities and values and upon sticking with 

the issues until trusting relationships emerge and mutual 

respect develops. Time, as usual, is a luxury few projects 

can afford and it is one of the reasons that this approach 

to research is not the panacea that its advocates claim. 

A second reason relates tc the manner in which research 

funds are distributed. Research is always a difficult 

activity to cost, especially if its precise nature has not 

b€·en identified in advance. Exploratory research is as 

expensive as it is necessary and, being elusive to the 

payer, recipent and auditor alike, quickly takes on a 

shadowy, indefinable form. Because of the long-term nature 

of the work, it is often difficult for the client to see 

how his money is being spent. 
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A third caveat concerns the ·nml tiplici ty of demands made ·on 

the res:earcher·. Because ·the· ·research. ·is orientated towards: 

the interes·ts of the ·sponsoring c·ompany, it is- almos.t 

bound to be what Kerlinger (19.73) describes: as: a "field 

study". He ·suggests that "the 'field res'earch~·r needs to 

be a salesman, administrator and eritreprenetir, as well as 

investigator" (p. 408). Wacker (1979) talks of ''the 

researcher shifting from the role· metaphor of laboratory 

~xperimenter to one ~f investigative journalist''. As 

mentioned above, the researcher in this model is- a doctoral 

candidate. Yet, thi.s sort of res'earch. places: far more 

demands than usual on the PhD supervisor - res-earcher contract. 

From the outset the research.er has. two masters. One is the 

company th.at sponsors. th.e study. The 0th.er is th.e Examination 

Board of tl:e Institution conEidering the work for an academic 

award. The two masters will be interested in different 

aspects of the same material. The former will be most 

interested in the findings. of the res·earch. Their 

emphasis will be on the practical value of the conclusions 

and th.e recommendations emanating from them. The latter 

will be more concerned with the academic merits of the 

study; the methodology us·ed and the theoretical contribution. 

These differences in emphasis.ca.n be mutually beneficial. 

For on the one hand the corr.pany, knowing the work is being 

tested on academic grounds, can feel confident that the 

practical ~ppl~cations of it are soundly based. On the other 

hand, of course, the academic institution can feel confident 

that th.e empirical data presented by the student (and which 

in many research. situations must be taken on trust) has 

been monitored for its accuracy by the Company. From the 

point of view of the researcher, however, the possibility 

of being torn apart by the two watchdogs is an everpresent 

threat. To keep both at bay demands a considerable additional 

effcrt. 
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The re~earcher is, bf cburse, first and foremost a 

graduate student undertaki.ng "res·earch training" (th.e 

term used by the SSRC for its PhD programme). As the 

term implies, such a studen·t is in a learning s·ituation 

and much of his time must be· ·spent in acquiring research. 

skills rather than in achieving subs·tantive results. 

That many students (and, may it bes.aid, supervisors too) 

fail to realise this and judge ·tne outcome of the res:earch 

primarily in terms of 'content' (a 'conten·t' which. is 

disappoin.ting . unless the neces·sary skills have been 

acquired to produce it) is why the completion rate for PhDs 

in Social Science is low~ In the Social Sciences as a 

whole only 5% of SSRC funded candidates complete within 

3 years. Even after 6½ years only 40% have completed. 

It may be that in terms of the model described, one 

should employ a Research Fellow rather than a research 

student. For.the former would, by definition, have 

acquired the skills and be of an ·age that would make 

relationships with the company potentially easier 

(because of his status and maturity - the student role 

is devoid of status and the candidates could theoretically, 

be as young as 21 years). Employing a research fellow 

does, however, have financial implications. ·The research 

student normally has a state grant or an institutional 

bursary of the same va.lue (currently £50.00 a week) for 

a period of 2 or 3 years. 

has to be self-supporting. 

Thereafter the researcher 

A research fellow would 

obviously be unwilling to accept such terms and conditions. 

The scheme only works if a student with the experience 

and maturity needed for acceptance by the company is 

prepared to live at a 21 year old research student's 

standard of living. For a mature student who had 

enjoyed a salary in the working world prior to taking 

on the research and who has the vestiges of an acceptable 

standard of living to maintain, to say nothing of domestic 

commitments, £50.00 a week is insufficient and he must 

take on additional work to supplement it. Opportunities 
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exist,. largely in the form of teaching, mana.gement 

consultancy and re~earch. It can be ~o lucrative 

as to seduce the researcher. completely; it certainly 

provides an often welcome ·distraction. Valuable time, 

however, that could have bee·u· spent on the· central 

project is thereby lost. 

The graduate student is· expected, by his· examination 

board, to take on the role of impartial obs·erver and 

scientist. This conflicts strongly· with the role he finds 

himself in vis-a-vis the ·company, that of OD consultant. 

In the C & W study, the researcher found herself working 

on the management training programmes, as lecturer, 

project tutor and counsellor to the participants. 

Inevitably, undertaking research that will have meaning for 

the company means that the- researcher must take on a 

participant observer role. Doing so, however, brings not 

only benefits .but, as indicated elsewhere, numerous 

problems-. 

"Who is the client?" Is. it the com:pany· and, if so, who 

is the company - the M~D·,· the Steering Committee, the 

Head of Training, the liaison peopl~? ·rs it the 

Board of·Ex:aminers? Is the particpant managers? Is it 

the supervisor? Is it ·the researcher himself? 

The truth is, they all· are: there is no single client. 

The researcher holds a multiplicity of roles. At 

different times in the project, different roles will loom 

large. Priorities will be changes, loyalti~s will be torn, 

time will be wasted yet, if he is sufficiently versatile, 

not only will he survive but research undertaken will be 

worthwhile. For "research t_raining" the model provides 

an unconventional route but one which ensures that the 

real prbblems of conducting organisational research 

are faced. 
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INTRODUCTION 

In 1977 the Cranfield School of Management and Cable and 
Wireless PLC set up a joint-venture in management develop
ment for the Company's middle and senior managers. Since 
that date more than 300 C & W managers have attended 20 
programmes at Cranfield. From the outset, evaluation 
research has been undertaken. This has focussed on two 
phenomena: first, the development of the joint-venture 
itself - this is one of the few examples of such a rela
tionship between industry and academia being critically 
monitored - second, and of immediate practical importance to 
the 'Company, the extent to which managers felt able to · 
transfer what they had learnt at Cranfie 1 d back to their 
jobs in C & W. The ability to and the opportunity for 
transfer are fundamental to the success of management 
training. 

The study has proved to be a rich source of insight, not 
only into managers I perceptions of their transfer perfor
mance but also into many facets of their broader activities 
within the Company. The most important of these issues are 
outlined below; not all, perhaps, are new but they all have 
been arrived at by a different route from any previous 
observation of Company 1 ife. They draw attention to, and 
confirm suspicion of, a number of long-standing problems 
which prevent C & W managers from developing their skills 
and doing their jobs as well as they might. 

The three major areas arising_ from the research· to be 
discussed in this paper are: 

1. The career development of a C & W manager. 

2. Opportunities for transfer 

3. Broader issues - a) strong informa 1 network is sup-
porting an inadequate formal 
structure; 

b) the relationship between senior 
and middle managers; 

c) the changing nature of the C & W 
manager. 

This paper is a distillation of the findings of a four year 
long investigation. The complete study is considered in 
great depth in a 500 page doctoral thesis entitled 
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"Management Development: Perceptions of Change and Problems 
of Transfer." The assumptions made throughout this short 
report are, therefore, based on carefully researched data. 
Full evidence is available and.no comments are made without 
foundation. 
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1. THE CAREER DEVELOPMENT OF A CABLE AND WIRELESS 

MANAGER 

1.1 Background Information 

1.1.1 All 181 managers attending the first 13 ~eneral mana
gement progranmes run for C & W at Cranf i e 1 d were 
included in this study. 75% of them responded to the 
lengthy postal · questionnaire sent to them several 
months after their return to work. This sample was 
found to be fully representative of the managers as a • 
whole. 

1.1.2 The average age of the managers attending the 
programmes was 42 years and the average length of 
service with C & W was 20 years. 80% of all managers 
had an engineering background and 60% of them had 
only ever worked for C & W.. Of the respondents, 
almost one-third had never been exposed to any formal 
general management training and two-thirds had never 
participated in any specialist management programmes. 

1.1.3 Almost half of the 181 participants were Foreign 
Service {Fl) staff, one-third were from Head Office 
and less than one-fifth were National staff. 

1.2 Key Findings 

1.2.1 The Cranfield programmes had their ups and downs but 
overall enjoyed considerable success. Managers, par
ticularly senior managers, welcomed the opportunity 
to spend time together in an atmosphere conducive to 
discussion and the exchange of ideas and information. 
They found it refreshing to get away from their jobs 
and be in a position to make an objective rev~ew of 
their various problems and plans. Looking back, 
managers were equally satisfied with the extent to 
which the stated aims of their programmes had been 
met. After their return to work, 80% of them recom
mended attendance on a Cranfie 1 d programme to 
colleagues in C & W. 

1.2.2 At the end of their programmes, a very positive 
response was forthcoming from a 11 leve 1 s of manage
ment. A 11 of the subjects taught had been we 11 
received although there was a marked preference for 
Cranfield rather than C & W lecturers. 
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All of the m~nagers expressed an equally high level 
of satisfaction at the end of their programmes. This 
agreement, however, was not sustained after their 
return to work. 

1.2.3 After their return to work, managers reported dif
ferent perceptions of the value of their programme 
and the benefits they later felt themselves to have 
gained from it. 

1.2.4 Value was looked at from three angles - practical, 
theoreti ca 1 and persona 1. Practi ca 1 va 1 ue con
centrated attention on the utility of the new skills . 
and knowledge gained from the programme; theoretical 
interest focussed on the intellectual stimuation 
afforded by the programme; and personal value con
sidered individual growth such as an increased 
feeling of well-being, heightened self-awareness and 
greater confidence. 

The overall view was for the programmes to have been 

first: of theoretical interest; 

second: of personal value; 

third: of practical value. 

1.2.5 Participants of the Middle Management Programmes were 
the most satisfied group, those of the Management 
Refresher Programmes the least satisfied. 
Participants of the Senior Management Programmes held 
mixed views. The many significant differences later 
found between managers who attended different 
prograrrmes stood in stark contrast to the perceptions 
held at the end-of-programme assessment. 

1.2.6 Perceptions of the value of academic subjects also 
changed over time. For convenience, these were con
sidered as four separate groups: 

(a) finance and accounting; 

(b) business environment (including marketing); 

(c) operations management; 

(d) interpersonal and organisational skills. 
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The area of int'erpersonal and organisational skills 
(IPOS) was found to be the most valuable on all three 
counts. Finance and accounting came next. Business 
environment and marketing were of disappointing value 
back at work and operations management was of value 
to some managers but not to others. 

Cranf i e 1 d. 1 ecturers were sti 11 regarded as superior 
to those from the Company - even from the "practical" 
point of view. · 

1.2.7 Middle managers comprised over 60% of all par
ticipants. They were more generous in their scoring 
and more positive in their comments of the programmes 
than were managers at a more senior level. Managers 
who had attended the Senior Management Programme, or 
the Management Refresher Programme, expressed mixed 
feelings about the value of the programmes and 
brought into question the timing of such training in 
a manager's career. 

1.2.8 The perceived benefits of the programme for the jobs 
to which managers returned, varied from programme to 
programme. Of the comments made by middle managers, 
three-quarters were positive; of those made by senior 
managers, two-thirds were positive and of those made 
by management refreshers, one-half were positive. The 
detailed descriptions of perceived benefits made· by 
many of the managers bear witness to the practi ca 1 
relevance of many aspects af the programmes. 

1.2.9 Despite the criticism of many of the C & W speakers, 
a better knowledge and understanding of the Company 
was reported at all levels and by all types of 
manager. An interesting finding amongst managers who 
have spent an average of 20 years in the Company. 

1.2.10 Managers also reported an increased understanding of 
"business" and a broader concept of management. 
However, in some managers, this led to an increased 
disillusionment with the way in which the. Company 
handled its operations. 

1.2.11 Drawing direct benefit from the content of the 
programmes, a large number of managers reported 
increased self-confidence; an increased understanding 
of themselves and others; closer working rela
tionships with their subordinates - sharing infor
mation, thoughts and opinions with them and 
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delegating work more effectively to them; an 
increased tolerance of others - and their ideas - at 
a 11 1 eve 1 s; greater f i nanc i a 1 awareness - the need 
for financial planning and a concern with "bottom 
line 11 profits rather than complacency with gross 
revenue - were frequent examples; and improved 
problem-solving ability. 

Implications of the Findings 

1.3.1 The engineers and administrators who have become the . 
managers of C & W have led relatively sheltered orga
nisational lives. They must be encouraged to assert 
themselves as managers. 

1.3.2 Every manager would appear to benefit from attending 
at least one general management programme during his 
career. The question raised is when should this be? 
The findings of this study suggest that some managers 
have been sent too 1 ate in their careers and that 
others had more sj)ec,~needs than could be met by a 
general programme. Career planning in the Company 
has, in the past, been conspicuous by its absence. 
The timing of formal management development activi
ties cannot exist in a vacuum. Career development 
must be taken seriously by the Company. 

1.3.3 A major general management programme, such as those 
held at Cranfield, must not be an isolated event in a 
manager's life. It should be preceeded and followed 
by appropriate activities so that the manager is con
tinually developing, has a strong self-image and is 
kept up to date in his thinking and behaviour. Other 
forms of training and development that might comple
ment the Cranfield programmes must be considered. 

1.4 Action Required 

1.4.1 Selection 

Nomination of managers for the programmes has been 
delegated to Departmental Training Managers (DTMs) 
for Head Office, Fl and most National staff. 
Gui de 1 ines, based on a rat ion a 1 concept of career 
development, must be drawn up to help the OTMs and to 
ensure a fair and sensible selection of participants 
for each programme. Two crucial questions are: 
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(a) Why do we want to train this man? 

(b) How are we going. to use him on his return? 

1.4.2 Timing 

A manager shou 1 d attend a genera 1 management 
programme at that point in his career when the mana
gerial component of his job is taking over from the 
technical component. There are still a backlog of 
managers in C & W who are overdue for this type of 
programme. They must be given a high priority for 
attendance even if it means running some extra · 
programmes. 

1.4.3 Preparation 

When managers have been selected for a programme they 
should be informed well in advance and provided with 
appropriate preparatory reading material. 

1.4.4 Follow-Up 

Generai management training must be built upon with 
appropriate follow-up activities. Interests vary, 
for example, with managerial level. A distinction 
between the middle management, management refresher 
and senior management groups was noted from their 
comments about the prograJ11J1es attended. It was later 
reinforced by their perceptions of the climate and 
their transfer performance. Essentially, it was that 
the senior managers were environmentally-oriented; 
mangement refresher were job-oriented and middle 
managers were people-oriented. This gives some 
interesting pointers for the content and style of 
further training. For senior managers a series of 
seminars, held regularly and lasting about two hours, 
should be conducted in Head Office and large 
branches. Outside speakers, mainly from the business 
world, and the senior managers themselves would lead 
the seminars. The management refreshers would prefer 
to attend short (2-5 day) courses on specific job 
related skills and computing. For the middle mana
gers, a series of experiential workshops on topics 
such as team building and negotiation should be con
ducted. These cou 1 d be run successfully in-house 
with carefully selected outside tutors brought in. 

Some follow-up training needs are common to all 
levels - reflective listening and assertiveness 
skills, for example. 
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1.4.5 Developments· arising from the experience of the 
general programmes 

(a) Run some Company policy and procedure sessions, 
led by Company speakers and held in-house: 
particularly useful for National staff. 

(b) Set up a consortium of companies for joint 
training sessions so as to broaden the outlook 
of C & W managers. 

(c) Train C & W managers to act as effective_ 
tutors. · 

(d) Re-examine training needs especially those of 
managers who in the future are likely to have 
more varied careers in changing business struc
tures. 
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OPPORTUNITIES FOR TRANSFER 

Background information 

2.1.1 "Transfer11 is the essence of successful training. It 
is responsibility of: 

(a) the teacher; 

(b) the taught; 

(c) those to whom the taught return. 

2.1.2 It is not enough for C & W simply to "buy in" some 
training from Cranfield: trained managers are of 
little value until they convert their new skills and 
knowledge into action. 

2.1.3 Four conditions are necessary for transfer to occur. 

2.2 

These are: 

(a) That something worth transferring must be 
learned. 

(b) That the manager must have the ability to 
effect transfer. 

(c) That the opportunity for transfer must exist. 

(d) That the relationship between the learning 
environment and the working environment must be 
collaborative. 

Key Findings 

Was Anything Worth Transferring Learned At Cranfield? 

2.2.1 Satisfaction with the Cranfield learning experience 
has already been described as being high amongst the 
majority of C & W managers, particularly_at the end 
of the programme. 

2.2.2 On the last day of the programme, over half {55%) of 
those asked (n = 142) set specific resolutions to 
carry out on their return to work. When asked to set 
resolutions, some interesting differences emerged 
between senior and middle managers: 
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(a) Senior managers were more willing to set them
selves transfer objectives than were middle 
managers. 

(b) Senior managers tended to set more Company
specific resolutions than did the middle mana
gers who were more concerned with personal 
development and, to a lesser extent, their 
inmediate jobs. 

(c) Senior managers later reported greater 
"success" than other managers who often found 
their efforts thwarted. 

(d) Middle managers were more forthcoming and more 
positive than their senior colleagues (both SMs 
and MRs) when asked to make comments about 
their general progress back at work. 

2.2.3 When questioned as to the appropriateness of the 
Cranfield training for their job, 56% of all mana
gers believed that it had actively helped them in 
their transfer of training back to work. Some 16% 
diasgreed~ to the extent of reporting that it acti
vely hindered them. Managers found the Middle 
Management Programmes significantly more appropriate 
to their jobs than they did the Senior or Refresher 
Programmes. 

Had The Managers The Ability To Effect Transfer? 

2.2.4 Managers were not tested for basic intelligence -this 
was assumed. Their motivation to make the connection 
between what they had been taught and the uses to 
which they could later put their new skills and 
knowledge was not found to be lacking. The concensus 
view of managers towards the Company was positive 
both before and after their return to work. The 
managers, with very few exceptions, have a long-term 
career investment in the Company and a strong commit
ment to its future. 

2.2.5 On reporting their transfer performance on 20 dif
ferent tasks, selected by the Steering Committee, 
(S·ee Appendix A) managers had the greatest success 
with: 

(a) Self-oriented activities such as recognising 
their strengths and weaknesses, taking action 
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on them, "selling" themselves more effectively 
and sorting out priorities. Thereafter, per
ceived success lay with: 

(b) Subordinate-oriented activities; 

(c) Superior-oriented activities; 

(d) Communications-oriented activities; 

(e) Company-oriented activities. 

2.2.6 Significant differences between managers were found . 
as to how they perceived their improved performances 
on the twenty different tasks. Perceptions of suc
cessful transfer occurred most frequently amongst 
young middle managers, particularly National staff. 
They were least occurring amongst Fl staff in their 
fifties, particularly those who had moved to per
manent jobs in Head Office and had attended the 
Management Refresher Programme or the Senior 
Management Programme. This finding contrasts with 
the self-set transfer activities - the resolutions 
-where the more senior ma11a~t::r-!) µerceived themselves 
as being more successful. 

Did the Opportunity for Transfer Exist? 

2.2.7 Managers• perceptions of those features of the 
Company climate that helped or hindered their 
transfer eff arts were not always shared. The 61 
aspects of the organisational climate that were con
sidered via a checklist (see Appendix B) were divided 
into four groups. These were: 

(a) the external environment; 

(b) the internal environment; 

(c) the manager's job; 

(d) other people at work. 

2.2.8 (a)The Company's external environment - this compri
ses all the activities which affect the Company but 
over which it has no control (e.g. unions, other com
panies, national and international politics, local 
culture, technology etc.). Such factors were 
generally regarded as unimportant to the transfer of 
training. 
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2.2.9 (b) The Company's internal environment - this is 
established, controlled, maintained and modified by 
Cable and Wireless itself. It comprises the rules 
and regulations; the channels of communication; the 
pecking order; the priorities and the "atmosphere" 
within which everyone in the Company works. It is a 
function of everyone in C & W but a reflection of 
nobody. All are resposible for its creation and 
development yet no single individual is able to 
change it. Tangi b 1 e aspects comprise the Company 
structure, intangible aspects the Company's values. 

2.2.10 The Company structure was not seen as being very • 
helpful to the transfer of training. Over half of 
all ·the managers expected their lack of mmreness of 
C & W goals and strategies and the official can
rrunicat ion system to inhibit their transfer efforts 
on their return to work. Later there was a general 
amelioration in the responses and the hierachy 
emerged as the greatest hindrance, closely followed 
by the official camunication system and the per
ceived mismatch between power and responsibility. 
The most frequent source of differences between mana-

. gers on these and re 1 ated is sues was whether the 
manager was classified as Head Office, National or Fl 
staff. Essentially, Head Office staff found the 
Company's structure more of a hindrance than one 
would have expected whilst National staff found the 
structure in which they operated positively helpful. 

2.2.11 Company values were generally felt to inhibit the 
transfer of training. The most negative value cited 
was that problems were not given attention unti 1 a 
"catastrophe" was on hand. Half of all managers 
identified this as a major hindrance. After 
returning to work, managers acknowledged the Company 
values as being far more important than they had pre
viously thought. 

2.2.12 (c) The manager's job - this is closely linked with 
the practical opportunities that a manager has for 
transferring his . new ski 11 s and knowledge back at 
work. Because it is so individualistic, the 
manager's job was extremely controversial and the 
cause of many differences between managers. 

2.2.13 Aspects of their jobs which managers felt would~ 
them on their return to work were, without doubt, 
their perceived autonomy and the opportunities which 
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over half of them felt existed. Control and freedom 
seem to have been over-rated at the end of the 
programme whilst participation and authority had not 
been fully appreciated. 

2.2.14 After their return to work there was a general shift 
towards seeing job characteristics as more helpful 
than anticipated. Only three factors lost support as 
helping factors. These were the opportunities 
inherent in the job, opportunities to experiTTl3nt 
taking the brunt of the disappointment. The other 
nine aspects of the job all gained support as facili-
tators. The most dramatic development was the . 
recognition of contact with others as a helping fac
tor. An overwhelming 77% of managers declared this 
to be the case after their return to work, making 
this aspect the most important of all facilitators to 
the transfer of training. The drama lies in the fact 
that only 33% of managers had anticipated this as 
·important. 

2.2.15 Notable differences emerging from different groups of 
managers are that Head Office managers, managers 
under the age of 40, and managers with a non
engineering background all identified over half of 
their "top ten" helping factors as coming out of the 
job itself. Only those managers attending the 
Refresher programmes included job-related factors 
amongst their "top ten" hindering factors. These 
were the amunt of 100rk, its predictability and the 
physical conditions under which they worked. 

2.2.16 (d) Other people at work - this aspect of the 
Company's climate is made up of the characteristics 
of the people with whom each manager works and the 
relationships that he has established with them. 

These factors are the most subjective and are often 
irrational: they can be changed overnight by the 
retirement or promotion of a key person; for Foreign 
Service staff they vary with each posting; for Head 
Office and National staff they may involve long, slow 
and careful nurturing. They are, above all, a 
measure of the calibre of the employees in the 
Company, as seen through the eyes of the managers in 
this study. 

2.2.17 People's characteristics, little mentioned before the 
return to work, were 1 ater reported as one of the 
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most important areas for facilitating transfer. 
Other people's keenness and enthusiasm, for example, 
had been dismissed as unimportant by 69% of all mana
gers at the end of the programme. After their return 
to work only 30% still held this view. This charac
teristic had been anticipated as a helping factor by 
only 27% of managers but was experienced as such by 
63%. Other people's rmtivation to m?rk was expected 
to help 28% of managers but was later perceived as 
having helped 66% of them; the ability of others to 
earn up with the goods was only anticipated as 
helpful by 33% of managers but was later reported as 
having helped 54% of them. 

2.2.18 Over half of the managers found the attitudes of 
their peers, subordinates and superiors to be helpful 
to their transfer of training. However, a growing 
number of managers considered their superiors to 
inhibit effective transfer. 

2.2.19 There was a high level of agreement amongst different 
groups of managers concerning the qua 1 ity of their 
colleagues. Five of the final "top ten" helping fac
tors were from this section; only one had been anti
cipated at the end of the prograllllle. 

2.2.20 Before they left Cranfield, managers frequently men
tioned the opportunities open to them to effect 
change in the Company. They saw these, together with 
their autonomy -as managers and the usefulness of the 
programme as the major helping factors for their 
transfer eff arts. After they had returned to work 
and experienced· those aspects of the organ·; sat i ona 1 
climate that actually did'help or hinder the transfer 
process, new priorities emerged. The "top ten" 
helping factors confirmed five items from the antici
pated list. They were to do with autonomy, subor
dinates and Cranfield. The five items dropped were 
to do with opportunities in the job and the support 
of superiors and other companies. They were replaced 
with "people" factors: contact with others in the 
same job and further afield in the Company; the 
keenness and enthusiasm with which others, par
ticularly subordinates, approached their work. There 
was a shift away from what the situation offered them 
towards what th~ people within the situation offered. 

2.2.21 After their return to work, managers were asked about 
the benefits of the programme for their current job. 
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Positive comments have already been reported 
(1.2.9/10/11). Half of the negative comments were 
qualified with the same rider - lack of opportunity 
-and this was especially true of participants of the 
Management Refresher Programme. The reasons given 
varied: 

assignment to a temporary post (or no job at 
al 1); 

promotion blocked by managers awaiting retire
ment; 

in a technical, not managerial, job; 

seconded to a foreign government (highly 
restricted working environment); 

no staff under me. 

2.2.22 Managers were also asked to comment on their progress 
with the resolutions they had set themselves. Of the 
63 managers who did so, very few were wholly negative 
in their remarks. Virtually half of them (49%} made 
only positive statements and 38% had mixed experien
ces to report. 122 managers made comments on their 
"progress in general". Of these, almost half (44%) 
made wholly .negative comments, a further quarter 
(27%) made partly negative comments leaving less than 
one-third to make purely positive comments. 

Negative comments fell into five main categories: 

1. responsibility without authority; 

2. problems of communication; 

3. feelings of hopelessness; 

4. a diminishing regard for the Company; 

5. lack of opportunity. 

Did A Collaborative Relationship Exist Between The 
Learning Environment And The Working Environment? 

2.2.23 Cranfield and Cable and Wireless PLC have colla
borated closely with regard to the identification of 
training needs and the design of suitable curricula. 



574 

They have also worked together very successfully in 
monitoring and modifying the programmes as they have 
been held. Speakers from the Company have been 
integrated into the lecturing schedule and a number 
of joint-sessions with Cranfield tutors have been 
developed. 

2.3 Implications 

2.3.1 The various findings (2.2.1/2/3) suggest that the 
first criterion for successful transfer - that of 
something worthwhile having been learned - has, for 
the most part, been met by the joint-venture. "The 
teacher" is, therefore, carrying his responsibility 
for transfer. 

2. 3. 2 The second criteria for successfu 1 transfer - that 
managers have the abi 1 i ty to effect transfer - was 
also examined (2.2.4/5/6). This was not. proven 
either way, but as intelligence and motivation are 
two of the critical factors, and these are not 
brought into doubt, it can be assumed that "the 
taught" are carrying their share of the respon
sibility for transfer. 

2.3.3 Perceptions of the Company "climate" are clearly 
important to the transfer of training for they pro
vide the third criterion for successful transfer -the 
opportunities for transfer perceived to be available. 

Despite the many differences of opinion concerning 
the internal environment, this aspect was perceived, 
on balance,· as a hindrance to managers. The mana
gers job, although more controversial, was perceived 
as helpful by the majority of managers. Managers 
were in strong agreement as to the very helpful 
influence of the other peop 1 e in the Company for 
their transfer of training. They were equally unani
mous, although in a different way, in their views 
regarding the external environment; by which they 
found themselves unaffected. 

2.3.4 The Company's internal environment presents rather a 
gloomy context for the successful transfer of 
training. It's influence is sometimes positive but 
more often negative. For one-third of the aspects 
considered, significant differences existed between 
National staff and those in Head Office: the National 
staff always came smiling through whilst those in 
Head Office were invariably the worst off. This may 
reflect two distinctly different cultural poses but 
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it may also highlight a very real difference in situ
tion and morale. 

2.3.5 In general, job characteristics and autonomy in C & W 
are seen by the managers as facilitative rather than 
inhibitive to the transfer of training. The most 
important factors, combined together, describe a pro
cess of working that has proved _itself facilitative 
to the transfer of training. This is a collaborative 
style in which managers can work with one another, 

.. their subordinates and ·superiors to share the deci
sions and responsibilities connected with the mana
gerial tasks yet sti 11 maintain the authority to put 
the agreed proposals into action. 

2.3.6 Great importance lies in how the qualities in others 
helped managers in their own efforts to apply what 
they had learned at Cranfield. The only negative 
aspect of people's characteristics was an increase in 
the feeling that people were not sufficiently willing 
to delegate. Managers had clearly not given much 
consideration to the impact of others on their own 
level of achievement beforehand. 

2.3.7 The aspects of the climate requiring attention by the 
Company are, fortunately, completely within its 
grasp. These include the jobs of specific indivi
dua 1 s, the structure of the Company and the va 1 ues 
that are maintained. None are easy to change but all 
are possible. If a single theme is forthcoming, it 
is the need for more open, more regu 1 ar and more 
relevant discussion on the Company's current and 
future operations. Managers are demanding the right 
to manage. If they are not felt worthy of that right 
then the Company must stop pretending that they are 
managers and acknowledge them as adminfstrators and 
engineers once more. 

2.3.8 The lack of managerial opportunities for at least 15% 
of the respondents is an indictment of the Company. 
It suggests poor planning and a waste of the resour
ces invested into training. The time, energy and 
efforts of everyone are discarded; the participants 
are disillusioned; and commitment, central to the 
success of the venture, is jeopardized. 

2.3.9 The managers like working for C & W. They are proud 
of their Company. They find the people they work 
with supportive. They want to make a meaningful 
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contribution and are frustrated when not given the 
opportunity. Too many are not given the opportunity 
and too many are resigned to the inevitabi 1 ity of 
that. 

2.3.10 The lack of opportunity to transfer their training 
was a recurrent theme of the field study findings. 
It does not simply reflect not being in the "right" 
job, al.though some people patently are not. It is 
also about having the authority to take decisions and 
the confidence to act as a change agent. Getting the . 
forma 1 and inf orma 1 support of the Company to be 
allowed to try out new behaviour sho'uld not be a 
struggle. Strangely enough, in C & W, the informal 
support is generally acknowledged as stronger than 
the formal. The Company must not let the two get too 
far apart. Managers are making great efforts to 
transfer their training. If the formal structure of 
the Company: the constraints of his job, the "system" 
and the prevailing values prevent him from growing, 
one of three outcomes will result. He will either 
escape to the apparent freedom of another job or he 
will put up resistance or he will withdraw. None of 
these are to the benefit of the Company. Only the 
bold and energetic look outside, only the best are 
offered other jobs. Resistance may be active or 
passive but either way, traditional values are 
rejected and concern is increasingly for the 11 self11 

rather than for· the Company. Withdrawal is the route 
of the timid, the very people who need encouragement 
to reach their full potential and save them from 
becoming uninspired and submissive. 

At the same time, those managers who do have the 
opportunity to effect transfer are busy reaping the· 
benefits and growing as managers. A critical mass of 
trained managers is being built up in the Company as 
more and more attend the programmes. Eighty percent 
of those who have been to Cranfiela recommend atten
dance to someone else; managers who have not been 
selected wait their turn or request it - it will gra
dually be seen as an entitlement rather than a 
privilege. 

2.3.11 The preceeding eight paragraphs (2.3.3 - 2.3.10) draw 
attention to the many areas requiring attention 
within the Company if the opportunity for transfer is 
to be made available to all newly-trained managers. 
The third criterion for successful transfer has not 
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been met sufficiently. "Those to whom the taught 
return" are not pulling their full weight. 

2.3.12 The fourth criteria for successful transfer rests on 
the relationship between the two environments of 
working and of learning. There would appear to be 
three stages of management deve 1 opment. The first 
stage comprises all those preliminary and preparatory 
activities so vital to the creation of a meaningful 
learning experience. The second stage is made up of 
the learning environment itself and the third stage 
is the return to the working environment. There is . 
much evidence of collaboration between Cranfield and 
Cable and Wireless at the first two of these stages 

2.4 

· but little of collaboration at the third stage 
(2.2.23). The limitations of collaboration are also 
indicated. Cranfield has always pressed for closer 
invo,vement in organisational development issues; C & 
W has always kept them at arms length, limiting 
Cranfield's activity to external management develop
ment. The fourth criterion for successful transfer 
has only been partially met, although what has been 
done has been done weii. 

Action Required 

2.4.1 The Role of the DTM 

The role of the Departmental· Training Manager (DTM) 
mu st be en 1 arged to encompass the third stage of 
management development. The DTM is only really 
active in the first stage - identifying training 
needs and selecting participants for the programmes. 
In this the DTM liaises with the Personnel Department 
and though them with Cranfield. The second stage is 
handled by the Personnel Department and Cranfield but 
the third stage, after the manager has returned to 
work, is abandoned by all, save the individual con
cerned. Luck plays an important part in the ultimate 
success of the transfer process. Ways in which DTMs 
can ensure that the efforts of returriing managers are 
made effective include: 

(a) Alerting superiors to the need to be suppor
tive. Managers are strongly influenced by the 
attitudes and encouragement of their immediate 
boss. He has a vital role as a developer of 
his subordinates and in determining their tasks 



578 

and work environment, the appropriateness of 
which are his responsibility. 

(b) Giving managers feedback on their attempts at 
transfer through, for example, workshops based 
on the managers' resolutions. 

(c) Making sure that managers are given oppor-
tunities to apply their training. For managers 
who are moving to another department after 

· training, they shou·ld liaise with the DTM at 
the manager's destination. There should also 
be liaison with those responsible for postings. 

2.4.2 Research in the Workplace 

Further research is required to complement the work 
already done on the Cable and Wireless/Cranfield 
joint venture. So far this has stopped at th~ 
"factory gate". It should now be carried into the 
"factory" with a view to providing recommendations: 

(a) On how best to make transfer effective • 

. (b) On what may be done to the existing training 
programmes to further facilitate transfer. 

(c) On how to improve those aspects of the organi
sational climate needing attention - broadly 
speaking, the Company's tangible structure; its 
·intangible values; and attitudes to the exter-
nal environment. 

These issues co~ld be attended to through an explora
tion of the experiences of the managers involved and 
through controlled experimentation with follow-up 
workshops and other possible solutions to the 
transfer problem. 
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BROADER ISSUES 

Background Information 

The issues discussed ~ere arose from three sources. 
First, and perhaps carrying the greatest weight, were 
semi-structured imt'rviews held with managers in HO 
who had been associated with the management develop
ment programmes at Cranfield as either a vi siting 
speaker or as. a member of the Steering Committee. 
Second, unstructured interviews were held with par
ticipants of the early ~iddle. MarJtgei:nent Programmes . 
followed by numerous d1scuss1ons · with later par
ticipants whilst they were at Cranfield. Third, 
open-ended questions in the postal questionnaire pro
voked wide-ranging comment of Company activity and 
future strategy. 

· As a resu 1 t, strong and coherent views, beyond the 
main management deve 1 opment thrust of the research,· 
pushed their way through and cannot (must not) be 
ignored. Three major themes are highlighted below. 

A Strong Informal Network Is Supporting An Inadequate 
Formal Structure 

3.2.1 Key Findings 

There is an over-reliance on the high calibre and 
good nature of a large number of personnel throughout 
the Company. This is a precarious situation, easily 
abused and unlikely to outlive the Company's 
historically benevolent attitude of a "job for life". 

3.2.2 Implications 

Given today's reality of early retirement and volun
tary redundancy schemes and the lurking possibility 
of compulsory redundancy, the basis for this high 
level of trust in the Company is being eroded. 
Without the support of the informal network, the for
mal structure will collapse. 

3.2.3 Action Required 

To build up a strong and reliable formal structure is 
a major task. Two areas requ_iring immediate atten
tion are the communication system and the level of 
staffing. 
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Communication 

Corporate goa 1 s and broad strategies must be 
publicised within the Company to give managers 
a sense of unity, of direction and of being 
trusted • 

(ii) There must be more open discussion, debate and 
exchange of views on Company issues. 

(iii) The confidentiality "rules" must be overhauled. 
They create elites, confuse priorities, • 
encourage secrecy, di scour age debate and fan 
gossip. 

(b) Overmanning 

This is now being recognised and action is being 
taken but it must be_ faced up to, especially in H.O. 
and some of the 1 arger branches. 11 Reorgani sat ion" 
has a habit of clouding the issues. New job titles 
are created and a place is found for everybody. The 
"non-jobs", the duplication and the tucking away of 
"dead wood" often persist. 

The Relationship Between Senior Managers and Middle 
Managers is Unsatisfactory. 

3.3.1 Key Findings 

(a) Few Senior Managers communicate freely with 
Middle ~anagers. 

(b) Many Senior Managers do not fulfill their 
responsibilities for developing their suc
cessors through personal coaching and delega
tion. 

3.3.2 Implications 

Middle managers are neither being encouraged to take 
responsibility for the present nor are they being 
adequately prepared for the senior roles of the 
future. This is overburdening the existing senior 
managers, many of whom were themselves ill-prepared 
for a leadership role. 

A defensive pose is not unusual amongst senior mana
gers many whom quickly withdraw behind their status, 
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high levels of confidentiality, and platitudes of 
paternalistic well-being. The poor communication 
between man ager i a 1 1 eve 1 s wi 11 continue as 1 ong as 
the fear of "losing face" haunts the senior managers. 
Much of the synergy to be gained from the various 
groups of managers throughout the Company is 1 ost. 
So too is the spirit of growth and collaboration. 

3.3.3 Action Required 

3.4 

(a) Managers, at all levels, need to be properly 
informed and should be expected to take respon
sibility for their own decisions. 

{b) All managers should be expected to make a 
contribution to the future of the Company by 
actively considering strategic issues and deve
loping the people around them at every oppor
tunity. 

(c) Communication between managers should be 
improved through "team-building II workshops. 

(d) Responsibility should be shared through 
increased dele~ation. 

The Changing Nature of the Cable and Wireless Manager 

3.4.1 Key Findings 

Three major changes are occuring: 

(a) The gradual building up of a "critical mass" of 
trained managers as a result of the Cranfield 
and similar programmes. 

{b) The remarkable shift - noticeable amongst mana
gers with less than 15 years service with C & W 
- away from the "traditionalist" management 
style which still dominates the Company (63% 
currently espouse this style) towards a style 
displaying more creativity and a greater con
cern with ideas and ideals. A more radical 
management is on its way (see Appendix C). 

(c) As· a result of a rapidly developing technology 
there are more and more opportunities outside C 
& W for its managers. A radically different 
environment is emerging. 
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3.4.2 Implications 

Together these changes increase the liklihood that 
the status quo will be rejected if change is not ini
tiated from within. 

A radical situation is far more difficult to manage 
than a conservative one. The success of the Company 
in ·the past has been on doing the same thing well; on 
behaving in a conservative manner. To succeed in the 

. future, Cable and Wireless must change. 

3.4.3 Action Required 

(a) Recognise and build on 
knowledge and interest 
returning from Cranfield. 

the new skills, 
of the managers 

{b) Encourage greater participation in the manage
ment development process, particularly by the 
DTMs and senior management. The Personnel 
Department should become facilitators, the 
Operational units the initiators; the activa
tors and the evaluators. 

(c) Explain the Company• s goals to a much wider 
audience than has traditionally been the case. 

(d) Constantly monitor shifting needs and expec
tations within the Company and the changing 
demands outside it. Either bring in pro
fessionals (from Cranfield, for example) to do 
this or set up an Internal Research Unit. The 
fate of the Business Review Group and the 
Corporate Development Unit suggest the former 
or greater determination to allow the latter 
sufficient freedom and authority to fun ct ion 
effectively. 

3.4.4 In Conclusion 

It would be apparent from the foregoing that Cable 
and Wireless has a different type of manager 
operating in a different world with a future that is 
not going to be a repeat of the past. In this 
situation it is crucial that the Company plays a much 
more active role than it has in the past in ensuring 
not only that its managers are trained appropriately 
but that the benefits of that training are seen to 
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accrue both to the individual manager in particular 
and to the Company in general. 
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SUMMARY OF ACTION REQUIRED 

Part 1: Career Development of a Cable and Wireless Manager 

* Create guidelines for selection of managers for 
appropriate training and development throughout 
their career. 

* Give priority to the backlog of mangers still 
awaiting a general management programme. 

'" * Prepare managers for their programmes and fol low 
them up on their return. 

* Build on management training with further activi
ties - these may be common to all levels of mana
gement or vary between levels. 

* Run in-Company policy and procedure sessions. 

* Set up a consortium of companies for joint 
training. 

* Train Cable and Wireless managers to act as effec
tive tutors. 

* Re-examine training needs regularly. 

Part 2: Opportunities for the Transfer of Training in Cable 
and Wireless 

* Enlarge the role of the DTM so that he might take 
responsibility for the trained manager after his 
return to work. 

* Authorise research on how best to make transfer 
effective and whether this requires changes to be 
made on ·the programme or to the organisational 
climate. 

Part 3 : Broader Issues 

* Improve internal communication by publicising the 
Company's goals and strategies, debating issues 
more openly and relaxing confidentiality. 

* Face up to overmanning. 
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* Keep all managers properly informed, expect them to 
make their own decisions and to take responsibility 
for them. 

* Expect and encourage a 11 managers to think about 
the future, contributeto it and develop those 
around them for it. 

* Run team-building workshops to improve rela
tionships between different levels of management. 

* Share responsibiity through increased delegation. 

* Recognise and build on new .skills, knowledge, 
interest and enthusiasm as managers return from 
Cranfield. 

* Research and evaluate change within the Company and 
outside. 

* Encourage greater participation in management 
development - don't leave it all to the Personnel 
Department. 
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