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EXECUTIVE SUMMARY

BACKGROUND ARGUMENT

Forcesin the contemporary business environment and the consequent emer gence
of new organisational forms strongly imply that individual (management)
development needsto bethe starting point for organisational development.

Organisationd development is now more important than ever to organisationa performance
and, indeed, surviva. However, mogt interventions Sart at the ‘ organisation leve’, based on
the belief that the process will filter down to individuds. Theredlity is somewhat different;
and the difficulty in engaging individua's through corporate-wide, top down initiatives has led
to much scepticism about organisationa change programmes and the so-cdled ‘learning
organisation’.

At the same time, environmenta pressures have given rise to new forms of organisationsin
which individud, particularly managerid, contribution is primary. The ‘information age’ is
characterised by greater scope for individua respongbility and performance. Furthermore,
organisationd life has become more dynamic and complex than previoudy, and the role of
managers has fundamentaly changed. It is management which must cregte an enabling
context for performance, in the midst of competing interests, scarce resources, and
conflicting demands.

Management development relieson improving ‘meta-abilities'.

In this complex environment, management development cannot be based on a particle
breakdown of manageria skills and knowledge, which are then acquired through training.
The flexible and appropriate use of knowledge and skillsis enabled by more fundamentd,
generic competencies, or ‘meta-abilities. A meta-ability isan underlying learned ability
which plays an important role in enabling awider range of management knowledge and skills
to be used effectively. There are four meta-abilities of particular relevance to managers.
Thee are:

cognitive skills: cognitive complexity and flexibility; visonary ability, gaining darity, and
perceptud acuity;

self knowledge: sdf-understanding and awareness which alows managers to dedl
flexibly with diverse and complex managerid Studtions,

emotional resilience: exerting sdf-control and discipline; managing emotions
gppropriatdy, having persond resilience and a baanced sdf-view;



Page 2

13

21

22

DEVELOPING BUSINESSES THROUGH DEVELOPING INDIVIDUALS

personal drive: having a persond achievement orientation and ambition for
respongbility, being able to motivate salf and others, and taking persona risks.

The development process which is needed to improve meta-abilities is more demanding than
training or education - it necesstates sufficient chalenge through which sdf-indghts are
ganed, and old habits ‘unlearned’. It isaprocess of persond trangtion which caninclude
painful and confusing phases before clarity, confidence and new skills are achieved.

Consequently, meta-abilities are difficult to develop in the workplace because, dthough
opportunities abound, the required level of guided challenge and support israrely provided.
Public or open management development programmes offer a unique forum for this
development. The delivery of education through a process built on persond performance,
socid learning and skilful tutorship resultsin the integration of knowledge and skills through
the development of meta-abilities. However, not al public programmes recognise or live up
to this potential.

Through the development of meta-abilities, aswell as key knowledge and
influencing skills, individuals develop their or ganisations.

This type of development enables managers to navigate effectively and influence within an
organisationd redlity which isnot logica, controllable or clear. They understand and can
operate within a complex organisationd influencing process. In this context, changeis
characterised by individud initiatives which succeed in creating pockets of good practice,
even a timesin the face of resstance or gpathy.

THE RESEARCH PROJECT
Aim and For mat

The study aimed to vaidate the ideas expressed above by evauating the four Cranfield
Management Development Programmes. These programmes share a developmenta
gpproach which takes individua development as the starting point for organisationd
development, and particularly focuses on improving meta-abilities. The study investigated
both the development of individuas and the subsequent impact on their organisations.

During an 18 month period, a sample of 267 managers, spread across the four programmes,
was monitored.

Findings at the Individual Leve
The study charted individua development across Sx competency sets. manegerid

knowledge, influencing skills, and the four meta- ahilities. There were asgnificant
percentage of managers describing development across dl Sx competency sets, asshownin
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Table 1.

Table 1. Development Acrossthe Six Competency Sets

Influencing Skills
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Managers reported that, as aresult of this development, they felt more confident and
influential. They were more aware of the dynamics of manageria Stuations, more aware of
their own impact, and more flexible in making judgments about approaches. They were
better able to manage diverse views in the context of team management, decision-making,
and gaining commitment from others. They reported being able to think more clearly, and
more drategicaly, which alowed them to focus their energies and those of others more
effectively. Additionaly, managers described being more proactive and willing to challenge
and question assumptions in the organisation.

2.21 Implementation of Action Plans

Individua action plans play an important role in providing focus for the outcomes of the
programmes. Action plans have two levels, persond and organisationd. At the persona
level, over 80% of managers reported significant success in implementing their plan. Some
managers received support in doing this from their managers, colleagues or HR departments.
The great mgority, however, recelved little support and this was an issue of concern to
them. Factors for success in implementation were largely persond ones, such as sdlf-
discipline, commitment, stepping back, developing confidence, and using increased
awareness. In those cases where individuas were less successful, the key factors were



Page 4

2.3

DEVELOPING BUSINESSES THROUGH DEVELOPING INDIVIDUALS

persond choice about development, low level of organisationd support, and distractions
such asjob changes, mergers and increasing workload demands.

At the organisationa level, sgnificant success was achieved by over 70% of managers.
Factors affecting success included workload demands, operationa issues, attitudes of senior
managers, organisational commitment, and organisationa or job changes. Changes acted as
both hindrance and help; to some they were distractions while for others they provided
opportunities to drive through specific initiatives or increase persond visibility and influence.

A finding of particular Sgnificance was alink between success at the persona and
organisationd levels. This strongly suggests that development at the individud levd is crucid
to successful organisationa impact.

In generd, evidence from the study indicates alack of organisationa support for the
individual development process. In addition to the problems described by managersin
implementing their action plans, the involvement of sponsors in the research project brought
to light severd difficulties

It was not dways clear that there was someone who could take a developmentd role
with managers.

Sponsors who were designated varied significantly in the level of interest they took in
delegates, and in the extent to which they were in a podtion to view addega€e' s
performance.

" Therate of changing jobs and roles at times prevented the necessary continuity of
relationship between delegate and sponsor over time.

Rel ationships between del egates and appointed sponsors were not dways conducive to
devel opment.

Taken together, these indications about the lack of organisationa support reinforce the role
of individud responghility in successful development, and highlight the potentia opportunities
for organisations who can actively support the development of individuds.

Findings at the Organisational Level

Initidly, individud deveopment resulted in improved persond influencing skills, such as
communication, assertiveness, persuasion, managing politics and developing others.
However, the development of meta-ahilitiesin particular did more than just improve skills.
It contributed in important ways to managers being more astute and ingghtful, able to make
better judgments and to see more dternative actions. As such they felt better equipped to
navigate dynamic organisationd environments and influence effectively within them.
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Individua impact on the organisation happened, in the first ingtance, a three different levels:

Improving personal practice (reported by 93% of managers), such as delegation,
empowerment, contributing to cross-functiond decisons, and improving important
working relationships,

Extending personal sphere of influence (reported by 83% of managers), which
involved becoming more visble, initiating ideas with awider impact, and being able to
influence key people. As managersincreased their influence, they effectively served as
role models to others and so began to influence the wider organisational culture;

Providing a critical perspective (reported by 63% of managers) through being more
chdlenging, having higher expectations and being more discerning. Such a perspective
acts asagpur to organisationa development, and is of increasing importance in the
contemporary business environment where old assumptions no longer hold, and radica
approaches may be required.

In the longer term, individual managers effected changes in their organisations. Over 70% of
managers in the study described specific changes. Changes had the result of sgnificantly
improving the focus and effectiveness of the individud’ s own team or department,
reorganising the business and digning it more closdy with the customer, and involving other
functions and departments in the solving of pan-organisationd problems. Managers felt that
the initiatives they implemented contributed to changing the culture, style and direction of
ther organisations. The nature of these changes was that they were individudly driven, at

times fragmented actions, which succeeded in creating subcultures, demongtrating new
approaches, and thus establishing * pockets of good practice .

3. CONCLUSIONS
" The Development of Meta-Abilities
The results of the study strongly indicate that meta- abilities can be devel oped, and that
the developmentd approach of the Cranfield Management Development Programmes
can be successful in developing them.
Individual (Management) Development as Organisational Devel opment
Asareault of theindividud development process based on improving meta-gbilities,

managers were able to sgnificantly contribute to the development of their organisations.
Success a theindividud level was rdated to success at the organisationd leve.
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Organisational Support for the Development Process

While some managers described getting support from their line managers and other
colleagues, indications are that for the mgority of managers thereislittle organisationd
support for the development process. Although this may reflect the individuaigtic nature
of contemporary organisations as well as the relentless pressures on business
performance, it isa cause of concern. Organisations are missing the opportunity to
capitaise on the powerful effect of successful individua development.

Broader Implications

We arein the midst of atransformation of the organisationa world. New chalenges and
pressures driving the emergence of new organisationd forms are consequently changing
the nature of organisationa development. The appropriateness of development as
corporately controlled, organisation-wide change isin question. The redity appearsto
be that change is created through the establishment of * pockets of good practice,
achieved through individud vison, commitment and enthusasm. Developing individuds
who are cgpable of doing this relies on the development of individud meta-abilities.

Our findings indicate a stronger than ever role for management development. The
selection, development and support of managers whose competence will represent a
competitive advantage, and who will Sgnificantly contribute to the long term surviva and
success of thelr organisation, is of paramount importance.

I nterventions focused on meta-ability development are therefore more relevant than ever
before. For this reason, public management development programmes can potentialy
play agreater role in management development than they have higtoricdly done, dueto
the uniqueness of their process in the development of meta-abilities. Those cgpable of
ddivering this effectively represent a powerful vehicle by which organisationd
development can be achieved through the development of individuds.
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DEVEL OPING BUSINESSES
THROUGH DEVELOPING INDIVIDUALS

PART I: SETTING THE SCENE

1. Organisational Development Hasto Start With the Individual

“Organisations need to be adaptable to compete in the future” * Organisations who are fleet-footed
athletes - fit, flexible and ready to develop in new ways - will win the competitive sakes”
“Organisations must congtantly seek to innovate and reinvent themsdvesin line with their changing
competitive environments” Such exhortations abound in management magazines and journds, and
in the media, whilst managers themsalves are not above adopting Smilar phrases. It issad that such
language bears witness to thetimeswe live in - constant change, greater pressures on performance,
more complex issues to be grappled with, greater interdependence across the globe. Greater
opportunities than ever, but dso greater threats. An organisation’svery surviva is at stake.

It isdso gpparent in this same language that a shift in the way we think of organisations has taken
place. Organisations are no longer ‘machinesto befixed'. Instead they are credited with
intelligence, with the ability to respond, evolving and developing to ensure their own well-being and
aurvivd - ‘learning’ organisations, in a phrase.

In the true learning organisation there would be perfect ‘ double loop learning’ - Strategies for
surviva and growth would be informed by the judicious use of accumulated experience. No
intervention would be required. However, ‘organisationa development’ has long been anindudtry in
its own right, so somewhere the double loops get snagged. The practica redlity of organisationd life
isthat many managers have consderable scepticism about the learning organisation and can be
deeply pessmigtic about the ability of an organisation to haul itsdf up by its own bootstraps (learn in
adouble loop way, in other words).

Despite the strong evidence to suggest that the learning organisation is a fiction, much organisationd
development intervenes a the ‘ organisation’ leve - corporate campaigns and initiatives, captured in
the management speak of customer care, quality programmes, J T, business process re-enginesring
and thelike. Mogt often the results are mixed because of the many barriers which prevent the
intervention filtering down from the organisation leve to theindividud leve. Yet ultimatdy it isthe
extent to which these initiatives actively engage individuas which determines thelr success.

Many organisations fail to recognise and capitdise on the criticd role that individua devel opment
playsin organisationa development. Individua development if it happens at dl, is alatter sage part
of the process of organisationa development. But what if that individud development were the
starting point for organisationa development? We would have to bdieve that individuas do make
adifference, and crucidly so. In somewaysthisisanotion with a strong precedent. Senior
managers have dways judtified their sdlaries and bonuses with reference to the impact thet they have
persondly on organisationa performance. We should aso remind oursaves that managers
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frequently ascribe the success and falure of organisationd change initiatives to the enabling or
disabling role that particular individuas play. Moreover, organisations can spend a greet ded of
time and money providing incentives for those deemed unsuitable for the ‘ new order’ to go
elsawhere. And the fundamenta changesin organisationd life of recent years underline more
grongly than ever theimpact of the individua acrossdl levels. Five years ago, taking aview into the
future, Naishitt and Aburdene forecast ‘the triumph of the individud’.* This theme has been echoed
by a number of management writers to the present day.? They have argued that the advent of new
and more ble technology, the delayering of organisations, and the painful process of
empowerment, dl serve to elevate the relevance of individud contribution, whilst a the same time
putting pressure on organisations to harness effectively the abilities and potentia of each of their
members.

In practice the primacy of individua impact has been increasingly recognised in organisationd life.
Humean resource systems have been devel oped to reward individua performance and initiative and
to talor employment contractsto individua circumstances. Individual managers are being asked to
take respongibility for their own career management, whilst the organisation undertakes to provide
them with opportunities to improve their employability. The reduction of management layers hasled
to the expansion of discretion and respongbility. Consequently individuas and whét they do are
much more vishble. And the increasingly widespread use of teams underlines the criticd role of
individua performance, snce the success of teams to surpass individua ability and effort is
paradoxically founded upon the abilities of individuas to cregte that synergy. Thisisdl the more
true as the membership of teams becomes more transent and there is no longer the luxury of
‘bonding’ and developing over time. Indeed, the trangent team scenario requires that we challenge
the notion of teams as primary units of organisational intervention. When teams form and reform
depending on the task and business activities to be undertaken, and where individuals take on a
wider range of roles and responsibilities smultaneoudy in anumber of teams, the devel opment of
individua team membership skillsis rather more relevant than team devel opment.

So far this growing significance of individua contribution to organisations has had little impact on
organisationa development. We would argue that thisis primarily because organisationa
development is il understood to be an intervention largely focused at the organisationd levd. By
contragt, the starting point of individual management development as organisationa development
requires explicit recognition and acceptance of a particdar organisationd redlity; onewhichis
anything but neat, holigtic, corporate or easily controllable. It isaredity which many managers
experience, because it is one that they often see hgppening about them. It is organisationa change
creeted by individuds taking initiatives, sometimes uninvited, with political consequences, and which
create good practice, often in isolated pockets to begin with. It is not top down organisationa
development, and it does not take the organisation as its direct starting point.

In many respects this notion is entirdly consistent with the requirement on managers operating in the
complexity of new and emerging organisationa forms. That being 0, management development as

! Naishitt & Aburdene, 1990.
2 Morgan, 1989; Drucker, 1995; Naisbitt, 1995.
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organisational development could be described as anaturd evolution because it is aform of
intervention gppropriate to the contemporary organisational order.

In order to explore thisidea more fully, the remainder of thisfirst part of the report will seek to
outline the changing role of managersin the light of new organisationd forms, and discuss in some
depth the nature of the development process needed to use individua as organisationa development
effectively. In this context, the Cranfield Management Development Programmes will be presented.
Part |1 describes the research study undertaken using the programmes to investigate this
development process and its effectiveness in creating organisationd change through individuas.

2. What isRequired of Managersin Contemporary Organisations?

In the indugtrialy developed world we are in the continuing process of fundamentaly redefining how
wework. One outcomeis that the managerid role is now truly seen as critica to organisations; and
management competence itsalf can be adistinct competitive advantage® The advantage does not
rest on the nature of these competencies themselves, asthey are not inherently core competencies,
nor are they unique to specific organisations. The advantage comes from actudly achieving
managerid competence becauseit is so hard won.

One key reason it is so difficult to achieve is because the way in which managers add vaue has
fundamentally changed. Management is no longer there primarily to control resources and act asan
information channd. Itsroleisto focus and release the energies of people insde the organisation, to
create an enabling context for performance. We no longer have the luxury of managing
organisations in terms of ample control, smple order, or smple logic. Organisation theorists
recognised this long ago, but the changing organisationa order is compelling management findly to
accept it. Organisations, more than ever contemporary organisations, represent aworld in which
individuas continualy make choices about how they behave, where they focus their energies, who
they dign themsdveswith. Different coditions of individuds, particularly managers, form and reform
around common aims, activities, preferences, etc. In the midst of competing demands for resources
it isincumbent upon managersto ‘fight their corners, to create protected space for others, to
manage the palitica dimensions of initiatives and projects.

This changing role has clear implications for the required competencies of managers. Organisations
have put much effort into describing the managerid competencies that they require, now and in the
future. No ‘magter list’ has been universally accepted, but there are congstent themes coming
through both from management writers and the many organisationd initiatives. These are
summarised in Table 2.

That said, the debate about management competence has been characterised by alack of clarity and
coherence. Thereisa certain tendency for each organisation to ‘re-invent thewhed’ in an attempt
to define management competencies unique to themselves. The results are frequently abstract

® Drucker, 1992.
* Barham & Rassam, 1989; Schroder, 1989; Morgan, 1989; Drucker, 1992.
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descriptions of menta processes or persond ‘quaities. These‘lists of manageriad competencies
aso have atendency to be remarkably smilar from organisation to organisation. Probably the most
useful outcome so far of competency programmes has been the raising of managerial awareness of
the imperatives to perform - there is sparse evidence of effective development of the competencies
themsdlves.

Table 2. Summary of Themesin Management Competence

1. The ability to manage turbulence: to have flexibility of thinking and action, aswell as
tolerance of ambiguity and differences.

2. Theability to read the environment and take a very broad focus. understanding the
business, relationships with othersin the business and the outside world, in the
broadest sense; scanning and anticipating change; being able to see the impact of
decisions on others; being able to play an integrative role.

3. The ability to manage complexity of relaionshipsand roles: vertical and horizontal,
different functions and business units, customers, supplies, alliance partners, etc.
without formal authority; having clarity of objectives, roles and responsihilities.

4. Being receptiveto theideas of othersand adept at consensus-building: openness and
ability to see things from others’ points of view, especially with other cultures; being
ableto work in avariety of team situations effectively.

5. Demonstrating leader ship based on responsibility and personal integrity: broadening
the leadership process by giving power to others; creating and communicating a shared
vision and values; embodying those valuesin behaviour.

6. Being ableto handleinformation flowswithin the or ganisation: managing knowledge,
understanding the technological tools available to process and disseminateit, using I'T
asatransformative force.

7. Being able to manage self-development and the development of others: taking arole of
teacher, facilitator, coach; the ability to “reframe”; the ability to foster attitudes of
openness, self-questioning and optimism toward learning and change; the ability to live
with mistakes and failures of self and others.

8. Having a proactive mindset that leadsto action: taking responsibility and initiative,
being motivated by achievement, taking decisions rapidly with “real time” information.
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One of the great impediments to progressisthe lack of clarity about the nature of competence® Itis
extremdy difficult to capture the essence of effective management through interminably detaled ligts
of behaviour and kills, or through poorly defined generd labels such as ‘leadership’ or ‘influencing’.
It isdso dear that judt training individuas in specific skillsis no guarantee that those skills will be
used appropriately. Many things keep us from using our skills - lack of confidence, unwillingness,
being carried away by strong fedlings, and other didractions. These inhibit our learning capability,
and keep us from recognising when we need to learn new sKills.

Where does dl thislead? We are driven towards the conclusion that manageriad competencies
required in contemporary organisations are generic rather than organisation specific, and that they
cannat be usefully specified in terms of neatly identifiable, observable, or measurable behaviours.
Manageria competencies cannat, therefore, be usefully understood primarily in terms of acquiring
and deploying more knowledge and skills.

Many managers recognise this concluson. They often express a hedthy scepticism about the
development of competencies, but then much of their experienceis of training for new skillsand
knowledge, which they subsequently do not use. Understandably, they do not recognise the crucia
digtinction between training and devel opment, that development is much more demanding because it
involvesincreasng saf-knowledge and improving what we would cal ‘ meta- abilities’ - those
persond, acquired abilities which underpin and determine how and when knowledge and skills will
be used.

Our concept of meta-ability builds on the ideas of severd writers. It is grounded in the notion that
managerid performance is afunction of the manager as awhole, complex human being acting in a
dynamic environment with other complex human beings® Schroder, for example, describes
underlying characteristics of effective managers which include ahigh level of avareness of
themsdlves, others and their environment; trust and self-control. Similarly, Pedler et d describe
“meta-qudities’ in their modd of effective management which include credtivity, mentd agility,

ba anced learning habits, and salf-knowledge. They aso focus on managing the “inner processes’ of
thinking, feding and willing. Burgoyne describes * meta- competencies’ which dlow managers to
creste and adapt specific competencies for specific Stuations. These include aptitudes for learning,
changing and adapting. Goleman describes his concept of “emotiond inteligence’ asa“meta
ability” which acts as a master gptitude, supporting or interfering with the use of other kinds of
intelligence and skills

We define ameta-ability as an underlying learned ability which plays an important role in engbling a
wider range of management knowledge and skills to be used effectively. For example, the meta:
ability of *cognitive complexity’ is essentid to reading the broad business environment, understanding
one' simpact on others, managing complex roles and relationships, seeing things from others' points
of view and managing diverse information flows within the organisation.

® Collin, 1989; Pye, 1991.
® Burgoyne, 1988; Schroder, 1989; Pedler et &, 1994; Goleman, 1995.
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The concept of meta-abilitiesisinextricably linked to the ideathat a manager’ s underlying
psychologica development is essentid to effective performance. Meta-abilities such as persond
grength, emotiond resilience, saf-discipline, confidence and sdf-awareness dl form part of the
required managerid profile. It isbut asmal step to recognise that this has significant implications for
the process by which managers are developed. But there is afurther implication ill. If the
requirements now on managers demand far more of them organisationally, demand that they become
responsible for creating pockets of good practicein (at best) loosaly governed organisations, then
management development becomes critical, and the development of meta- abilities the point of
departure.

3. Implicationsfor Management Development

The need for development of meta- abilities has important implications for management development,
for it questions the very boundary of the discipline and necessitates a very particular devel opment
process. There are those who would argue that thiskind of development is either impossible or
ingppropriate for management development to address. Impossible, because persondity isfixed by
adulthood and no attempt should be made to change it. Inappropriate, because ‘fundamental
change of this nature belongs in the reim of therapy and should not be applied to hedthy managers
in the norma course of development. Our experience, based on over ten years of working with
individua managers a the meta-ability levd, isthat thisis not the case. Meta-ahilities are not
personality traits, nor do they require therapy in order to be improved. What they do requireisa
process of development which is digtinct from the acquigition of knowledge and skills, and which
goes beyond traditiona experientia learning.

The Concepts of Experiential Learning and Developmental Change

Managers, as do most adults, tend to gpproach learning as a cumulative or incrementa process,
each new experience or new piece of information building on what has come before. Modds of
experientia learning, such as that developed by Kolb (Figure 1),” describe a cycle of learning based
on action, reflection, formulation of theories, and testing, which describes one particular way that the
learning process can be understood. Learning of this type happens agood ded of thetime. The
focus of thistype of learning is incrementa development through experience. To make sense of that
experience, it hasto beintegrated into the individua's existing understanding of themsdves and the
environment in which they operate. Without this ability, individuas would congtantly be rearranging
and questioning everything, rardly achieving congstency and coherence, and thus unable to function
in any productive way.

Asaresult of this fundamenta requirement for consstency, managers build up stable views of
themselves and the environment around them, into which most experience can be integrated and new
experiences explained and dedt with. This sability alows individuas to build up and refine
behavioura drategies - ways to achieve the desred effect which they know generdly succeed.

"Kolb & Wolfe, 1979.
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Over time, these Strategies become habitud rather than conscioudy practised, dlowing more
complex stuations to be encountered and reserving conscious judgment for unfamiliar and unclear
circumstances. Itisof course often the successful gpplication of these strategies that leads to
achievement in atechnicd or functiond role and hence promotion into a manageria position.

Fiaure 1: Model of Experiential Learnina

e

TESTING REFLECTION

K THEORISINGJ

It isaso precisaly these habits which need to be challenged and changed in the face of new and
more demanding Stuations. Such amgor developmentd step commonly involves changes in meta:
abilities. In such change, individuals understanding of themsdlves and their environment is of
necessity cdled into question and has been defined as “adiscontinuity in a person’slife space’.® It
implies apositionwhere an individua’ s habitua pattern of behaviours, based on current skills and
outlook, are inadequate for anew stuation. Old habits and thelr rationale need to be let go of and
unlearned, and replaced by a different way of interpreting and dealing with the world and itsrelation
to onedf. A trangtion of this nature inevitably impacts on an individud’ s sense of stability and thus,
sense of sHf.

Developing Meta-abilities: The Transition Curve

The idea of trangition has been developed by severd writers, many of whom agreethat it is
characterised by different stages. Our experience concurs with the ‘ Trangtion Curve model
origindly proposed by Adams et d (Figure 2),° which implies seven generic sages which will typify
the experience of most: immohilisation; denia (or minimisation); depression; acceptance of redity;
testing; search for meaning; and integration. These sages involve both the emotiond and
behaviourd reactions to the change during the period of adjustment.

In stages one and two, the need for change will most likely be triggered by asurprise or *criss
which dertsthe individud to the posshility of the need for change. Theindividud then preparesto

8 Adamset al, 1976.
® Adamset al, 1976.
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adjust to the change, often minimising its percelved impact through a process of denid that it is
indeed required. Some, for whom the adaptation process appears too threatening, will fiercely resst
al further movesto change, preferring to direct their energy to providing confirmatory evidence that
the current state is adequate, or asserting that the percelved need to change was, in fact, mistaken.

Figure2: THE TRANSITION CURVE
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Those who do not get ‘stuck’ by such tactics will then experience a phase of encountering the redlity
of the change, where such redlity can no longer be denied and some acknowledgement of the need
to change is recognised (Stage three). Thereis at this stage, however, no understanding of the new
behaviours required or any psychologica commitment to them. Theindividua naturaly experiences
this phase as uncomfortable, as the self starts to adjust emotiondly to the consequences of losing the
security of old habits, without the confidence in the new habits to be developed. Once acceptance
has truly been reached (stage four), then the individual beginsto ‘let go’ of or ‘unlearn’ past habits
and the psychological/emotiona attachments to them, and to accept the new redity with postive
fedings. They will sart to consder new scenarios, looking forward to whét is positive, rather than
lamenting aloss. It isa this point that the ‘reshuffling’ of the sdf and sdlf-views is able to happen.

From the time that the individua has reached such an underlying emotiona acceptance of the change
they can gart to rebuild actively their views of themsalves through a process of behavioura testing,
using the cycle of experientia learning and feedback. During this fifth stage they may well continue
to experience frugtration and anger in trialing new behaviours which fed uncomfortable and
unfamiliar. Gradudly, through the experience of behaving differently and seeing new resulits, the
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individud garts conscioudy to integrate the new learned behaviours with his view of himsdf (Sage
gx). Atthefind stage, the new behaviours and sdlf-views are fully integrated into the individud’s
own identity, so that they mesh with important attitudes and values and become part of that
individud’s habitua repertoire of approaches.

The process of trangition described hereisintegra to the development of meta-abilities. 1t will
undoubtedly affect a manager’s sense of sdf and view of the world, persond resilience, and
underlying motivations. It can open up new ways of thinking, increase flexibility, and give new
clarity. The development of meta-abilitiesis a criticd part of the redisation of ‘new potentid’ often
associated with this kind of persond trangtion.

Key Characteristics of the Transition Process

There are four key characteristics of this process of trangtion which it isimportant to stress here.
Hrstly, it is by nature a discontinuous, poradic process, that cannot be seen in clear, logica steps.
There are periods when development remains a an unconscious level, or conssts of deding with
emotiona issues, so that no overt behavioura change will occur for sometime. At times, an
individud will seem to be surging forward, and at others ressting the discontinuity of performance
that development implies.

Secondly, the trigger to achieve the cycle of trandtion gppears to be some sort of crisis or surprise,
whereby theindividud is confronted with a disconfirming view of themsalves, such thet thereisno
going back once development has taken place. Thusthe role of anyone aiming to facilitate
development is multi-faceted, being at once able to trigger such atrangtion and then provide the
required support to alow the individua to progress through the trangtion. Although the crisis can be
engineered through carefully managed environments, in order for the individud to achieve trangtion it
has to become an experience of persond ingght which has meaning and relevance for the individua
in their own terms.

This need for criss leads on to the third point - that the unlearning phase of the process will
necessitate a destabilising effect on the individud’s sense of self and comfort. One main reason for
resstance to the developmenta processis the natura resstance of a self-perceived ‘ mature’ person
to experience thiseffect. Individuas are, of course, only able to function effectively because they
have built up stable patterns of attitudes, habits and knowledge. Attemptsto change this stability,
however well intentioned, can make people fed vulnerable and therefore defensive, which can then
block further progress.

The fourth aspect relates to the emotiona response to development, linked to the notion of persond
indght or discovery. In order to have indghtsinto behavioura potentid, individuas must be
prepared to experience aleve of discomfort, to see themsdvesin a painfully different light.  Whilst
passing through this phase of development, however, it is not uncommon for the individud to
guestion the very process itsdlf, as the response demands an emotional release. Indeed, our
experience isthat in the mgority of cases, there must be an emotiond response a some leve in
order for an enduring change to be achieved.
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Developing Meta-abilities in the Workplace

In summary, the development of meta-abilities goes far beyond the learning process inherent in
acquiring new skills and knowledge. It isfounded on the process of gaining sdif ingght. Some might
even describe it as the development of character. 1t can potentiadly involve a process of persond
trangtion in which individuas call into question aspects of themselves or the way they go about doing
things which are no longer gppropriate. In order to change and to release new potentid, individuas
must let go of atitudes or ways of thinking which have served them well up to thispoint. Thereisa
ggnificant emotiona dimension to the experience, and the process needs to be managed with the
appropriate balance of chalenge and support.

This has important implications for the manager, mentor or facilitator who is hdping an individua
develop a work. It appearsto be extremdy rare in organisationd life to find individuas capable of
providing this impetus and support. To develop, individuas need high qudity guidance, help and
chdlenge from line managers and colleagues. How many people (gpart from the lucky few) fed they
can speak frankly and openly with their manager about their performance? How many managers
find the time to think effectively about their role in someone e se's development? Even with the best
intentions, there is often not the time or continuity of relationship to help individuas make sgnificant
progress. The very limited success of most ‘mentoring’ schemes sharply illustrate this. And of
course, there is the congtant pressure to perform, so that expectations for short term results create a
low tolerance for persond reflection time and experimentation.

The consequenceis that, whilst a manager’ s job can offer myriad opportunities for this potentia
development to take place - thereisno lack of sufficient chalenges - those opportunitiesarerardly
used effectively.

Using Public Programmes to Develop Meta-abilities

In practice therefore, there are limited ways in which these meta-ahilities can be developed interndly
to the organisation in an effective and systematic manner. Given this, organisations understandably
turn to externd intervention to provide that devel opment experience, most commonly, open or
public management development programmes. These programmes potentidly offer aunique
environment which can be used to strong effect in development of the individual manager. They
offer the opportunity for avivid socid comparison process which can be actively used in the
development processin away which would be very difficult in the workplace or on company
Specific management programmes. Managers rub shoulders with awide range of other individuas
with different experience and perspectives. They can benchmark themselves, perhaps for the first
time, againg this diverse group and they are often curious about how they compare with their fellow
delegates. Public programmes aso create scope for managers to be much more open with each
other about how they experience working together. Unlike a work, there are lesslikely to be
hidden agendas or jedousies, or smply areluctance to be frank with each other because of the
persond stakesinvolved. Managers are often eager to get relevant, honest feedback about how
they work, asit is so difficult to get ingde their organisations. When managed well, an open
programme crestes an environment in which individuas both learn from and stretch each other, and
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serve as modd s for others' approaches and styles. Above dl, public programmes offer chalenging,
critical thinking which is essentid in order for managers to look at themselves and their organisations
objectively. It isimportant that they learn to question and chalenge themselves and what they see
going on around them; that they develop their own critical judgment in assessing people and
gtuations.

Having said dl this, it gppearsrare that the full potentid for individud development isredised in
many public programmes. This probably accounts for the criticism often levelled at such
programmes that materid isirrdevant, the desgnsinflexible, and that managers do not do anything
differently having attended them. To achieve ahigh quaity of development puts heavy demands on
both the design of programmes and the role that the tutors play. Not only must the content be highly
relevant, presentations engaging, and debate critica, but the learning process has to be a highly
persona one, reflecting atrandtion in meta-abilities. Tutors must be prepared to refrain from
offering pat solutions, to provide ‘open’ and much less predictable experientid learning, and to
generate frudtration or even anger on the part of the delegatesif necessary, for it isonly in so doing
that they will chalenge individuds sufficiently to examine themsdves and their practice in amore
citical way. Itisfar more difficult, yet essentid, to accompany and guide individuasin the
development of their meta- abilities than it isto present ‘ sate of the art’ thinking or teach specific
techniques. It isan ambitious undertaking.

4. Development of M eta-abilities Through Public Programmes. The Cranfield
Management Development Programmes

What are the Cranfield Programmes?

For some ten years now, the Cranfidld Management Development Programmes have sought to
deliver thislevel of development ambition. They consst of a suite of four genera management
programmes reflecting different manageria career stages, each with the objective of creeting the
potentia for organisation development through the development of meta-ailities.

The Developing Managerid Competence Programme is aimed at high potential managers making the
initid trandtion into amanagement role. The Advanced Development Programme is for those
aready in management roles, but who are on an accelerated development path and expected to
make a ggnificant move into senior management within the next two to three years. The Generd
Management Programme for Specidigtsis for those managers established in senior roles,

respongible for specidist or functiond contribution to their organisation. The Senior Managers
Programme isfor those who are currently moving into or areedy in, senior generd management
roles with a strategic emphasis.

Because of the highly developmenta nature of the programmes the numbers on each are restricted
to amaximum of 24 participants. Inthisway each delegate is able to receive the high degree of
persond atention necessary in the development of managerid meta-ahilities.
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Key Assumptions Under pinning the Process of the Programmes

The development process which provides the foundation for the Cranfield programmes reflects the
process needed for meta- ability development described in the preceding section. It is based on the
acquisition of knowledge about the sdf, through making inferences from direct behavioura

feedback. Data gathered through interpersond management interaction is presented to the individua
by both peer members and tutorsin explicit verba form, in the context of understanding the impact
of behaviour on others and increasng managerid influence. Theam isto givetheindividud a unique
opportunity to receive what has been described as“atantalisng glimpse” *° of one's behaviour as
seen by others, in the absence of distorting processes such as self-serving biases. A fundamenta
assumption is that, through gaining a more complex understanding of the self and behaviourad impact,
and through augmenting exigting sdf-knowledge, individuds will have the desire to change thelr
behavioura strategies in those cases where the outcomes are not desired or required.

A second assumption concerns the use of an externa event to foster a developmental process.™
The unique environment calls upon powerful socid learning processes of peer and group
‘benchmarking’ and modelling in order to trigger development. In our experience, delegates are
rarely faced with ingghts that are completely new and ‘out of the blue'. What is different isthat they
are able to understand the extent of their inability to influence, and to contextudise previous
behaviourd feedback in aclearer and more meaningful way. It dlowsthe creation of a hedthy and
ambitious developmenta climate, free from the norma cultura and politica congraints of the
workplace. Thus delegates are aole to place themsdlves in pogitions of potentid vulnerability and
experimentation, safe in the knowledge that by the end of the programme they will have sufficient
opportunity to test and practise new srategies, and that the persona risks of trying untested
behaviours on the return to work are greetly reduced.

A third assumption is that the role of the programme tutor as facilitator isthe criticd factor in reating
the programme design to an individua development process. The facilitator, through both
observation and intervention, carefully monitors individuals, coaching, chalenging and supporting as
needed. Theroleiscomplex, with the tutor at times being prepared to help the individud trigger a
developmentd ‘criss through the disconfirmation of a self-view, but aso fostering experimentation
and rebuilding. The dudity of this relationship has been described as * friends who act as enemies .
The facilitator dso ensures the setting of clear boundaries. Thisis particularly important in focused
developmentd experiences such as management development. The facilitator can, both through
direct intervention and persona example, set the tone and depth of discussions.

Lagtly, we clearly see the process of development as development, not therapy. The experiences
and behaviourd inferences are clearly grounded in the context of increasing managerid effectiveness.
We assume psychologica ‘hedth’. Painful disclosure of past experiences which might be
gopropriate in a thergpeutic setting we regard as largdly unnecessary and unhelpful in a management

1 Hampson, 1988.
" Temporal, 1981.
2 Pedler, 1985.



Page 20 DEVELOPING BUSINESSES THROUGH DEVELOPING INDIVIDUALS

development context. The implication hereisthat if athergpeutic intervention is necessary to hdp
an individua manager, because of hisor her current state of mind, then this must take place outside
the context of the programmes.

The Cranfield Model: Development Across Sx Competency Sets

The four Cranfield programmes, each having a particular focus, seek to develop different and very
specific competencies, for example ‘ strategic thinking' on the Senior Managers Programme.
However, dl of the programmes are underpinned by six broad competency sets, four of which are
meta-abilities.

The sx competency sets are: managerid knowledge, influencing skills, cognitive kills, sif-
knowledge, emotiona resilience and persond drive. The first two sets are groupings of specific
competencies which are pertinent to the managerid role. The remaining four are what we would
term meta-abilities, and so capture important underlying psychological factors which are essentid to
the performance of more specific competencies.

Managerial knowledge: Mos management devel opment programmes focus primarily on the
acquisition of knowledge and so thisisawell trodden path. The areas of knowledge which
managers require obvioudy shift in line with changes in the business environment, but thereis dways
afundamental need for managers to keep abreast of current developmentsin *best practice
methods and principles.  They need to develop and maintain an integrated view of their organisation
and its externd environment, understand organisational change processes, and have a ‘tool kit' of
techniques for analysing, problem solving and decison making.

Influencing skills: Since knowledge doneisif little use without the ability to use it in working with
others and to influence Situations, this competency set refersto the specific skills of overt managerid
effectiveness. These are grouped asfollows:

core communication skills (which essentidly underpin dl the skill groups)
assartiveness and dedling with conflict

persuading others and managing organisationd politics

developing others (delegating, coaching, counsdlling)

Cognitive skills: This competency set congists of the key thought processes required to ‘read’
Stuations and which can be used to understand and resolve problems or issues. They include but are
not solely defined by intellectud capacity. The range of cognitive skills are:

cognitive complexity - the ability to take multiple and integrated perspectives, to recognise
and hold conflicting concepts in mind;

cognitiveflexibility - the ability to shift perspectives, remain opertminded and consider
possihilities

visonary ability - thinking in along term perspective and envisaging a strategic direction
ganing daity - usng information effectively; the ability to sort, prioritise and anadyse data



DEVELOPING BUSNESSES THROUGH DEVELOPING INDIVIDUALS Page 21

perceptud acuity - the ability to notice and interpret what is hgppening in interpersond
interactions

Self-knowledge: Thisindudes sdf-knowledge, self-awareness, and the awareness of one’ simpact
on others. Managers who bring a high levd of sdf-knowledge into a Stuation are better positioned
to use their skills and knowledge flexibly, make better judgments about what needs to happen, and
are more ready to see arange of behavioural options for themsdves. It isonly through the
acquisition of knowledge about how the self acts towardsitsalf and others that behavioura habits,
often long-standing and subconscious, can be reveded. Furthermore, theindividua can gain an
understanding of the impact of these habits, particularly where they limit effectiveness. Thisisthe
firdt step towards developing flexibility in dedling with diverse and complex managerid Stuations.

Emotional resilience: This competency set is made up of

sdf-control and sdif-discipling,

the ability to manage emotions gppropriately,

persond resilience (coping with pressure and adversity, ‘ bouncing back’)
abaanced view of the self (both postive and criticd; ided and reditic)

These qudlities are inevitably more important in a business world where turbulence and change exact
demanding leves of performance over extended periods of time. Often cdled upon to ded with the
results of pressure and stress on others, the manager requires the resilience to be able to retain an
objective view of hisor hersdlf. Furthermore, empowerment and development of staff necessitates
the ability to trust and vaue others as well as onesdf, especidly difficult for those who have
developed a strong need to retain control.

Personal drive: This competency set refers to persond achievement orientation and motivation. It
addresses the area of persond ambition for responsibility and implies an ability to motivate self and
others as well asto take persond risks.

5. Summary of Part |

Top down, corporate wide organisation development is becoming less congstent with contemporary
organisation forms. The requirement on managers to dedl effectively with more complex
organisations and environments places a greater premium on individua contribution, which in turn
relies on the development of meta-abilities. This srongly impliesthat individua (management)
development is becoming a more gppropriate sarting point for organisation development.

The development of meta-abilities, by definition, cannot be addressed through management training.
Training focuses on the acquisition of skills and knowledge, whilst meta-ahilities are those
competencies which make possible the assmilation and gppropriate use of skills and knowledge.
Meta-dbilities are very difficult to develop, particularly within the context of an organisation, and
open (public) management development programmes represent a sgnificant dternative intervention.
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However, these programmes are often used as training events, because organisations do not
understand well their development potentia. Equaly, such programmes themselves are frequently
unambitious in development terms.

The Cranfidd Management Development Programmes seek to make management development the
point of departure for organisation development by focusing on key knowledge, influencing skills
and, above dl, meta-adbilities. Ther amisto develop managers so that those individuds, especidly
when well chosen by their organisations, will personaly come to influence those organisations.

The research described in the following pages has sought to assess the vadidity of the case for
individua (management) development as organisationd development. The Cranfield programmes
are taken asamodd of meta-ability development. The study investigates the development of meta-
abilities and ther rolein creating organisationd change through individuds.
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DEVELOPING BUSINESSES
THROUGH DEVELOPING INDIVIDUALS

PART Il: THE RESEARCH PROJECT

6. Description of the Project

As outlined in the preceding section, the research project was designed to explore the impact of the
four Cranfield Management Development Programmes as away of testing the development of meta:
abilities, and invedtigating their role in creating organisationa change. The question posed was.

“Given that the programmes expresdy set out to develop meta: abilities, to what
extent do they enable individuas to add vaue to their organisations?’

‘Vdue was defined ontwo levels. Firdly, it was seen as being based on increased persona
effectiveness (the modd of sx competency sets). Secondly, it was based on persona impact on the
organisation. Outcomes were potentialy expected at four levels.

Improving Personal Managerial Practice: Impacting the organisation through improved
persond effectiveness as amanager, particularly in the context of managing within one’'s own
team or department;

Extending Personal Sphere of Influence: raisng theleve of individud impact within the
organisation;

Providing a Critical Perspective: Being chalenging of the organisation; encouraging the
exploration of multiple and wider perspectives, offering ingght and critica judgment;
Changing the Organisation: Putting into practice ideas from the programme which aimed
to improve organisationd performance. This could include improving teamwork in the
department, improving communication with other departments, restructuring, putting in place
improved systems or procedures, and initiating or supporting wider change programmes. In
essence, establishing pockets of good practice which play acritica part in changing the
organisation.

The design adopted was a follow-up gpproach, using self-report questionnaires (Appendix A) and
interviews. The data from the questionnaires were from two arees.

1. Open questions focusing on individua impact, such as gain in knowledge, changein
organisationa perspective; ability to remain objective under pressure; and changesto
persona manageria approach.

2. Open questions focusing on organisationa impact, such as implementation of action plans;
persond impact on the organisation; and the value to the organisation of attendance on the
programme.
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Lastly, post- programme interviews were conducted on arandom basisin order to add detail and
richness to the understanding of the post- programme experience. Thiswas vauablein gaining
information particularly about organisational outcomes. Sdected follow-ups to post-programme
responses where a so undertaken where more specific detail was needed. The project involved 267
managers across dl four management development programmes, over an 18 month period. Within
this group, more focused, detailed follow-up involved 96 managers.

The project focuses solely on quditative data. This decison was taken for a number of reasons.

Firgly, there is recognised difficulty in attempting to ‘ objectively’ measure an adult development
process. While a pre-post-test measurement gpproach can be vauable in the evauation of
training, i.e. the acquisition of specific knowledge and skills, it is not applicable to the persond
trangtion described as underpinning the development process. Thisis because the processisa
uniquely individua one and can involve change in varying combinations of underlying persona
factors.

Secondly, there were a number of practica congraints inhibiting the application of a detailed
measurement gpproach. Measurement of meta-abilities, where possble, would have required a
range of separate psychologica insruments. It would have been necessary to subject managers
to a battery of psychologicd tests before and after the programme. We viewed thisas an
unacceptable imposition, both for the individuad and for the process of the programmes.

Thirdly, part of the development processis characterised by changesinindividua perception,
reasoning and judgment. The best way to access these changes is through individuas describing
how they view, andyse and make decisons about Stuations. These descriptions would have
been lost in more conventiona quantitative data collection techniques.

Lagtly, the project was consdered to have an exploratory natureto it. It wastherefore
gopropriate to seek the richness and individud diversity which quditative data would provide.

The questionnaire uses rating scaes a the beginning as a mechanism for heping managers enter into
the sdf-evauation asked of them and to provide a structure to discussions. These were not viewed,
however, as ‘accurate’ measures because, most often, the view that individuas had about what the
scales were measuring changed as aresult of the attending programme. Additiondly, semantic
interpretation of a scde would vary from individud to individud.

During the course of the project data was dso collected from sponsors, who were most often line
managers to the delegates. While in some cases this was helpful, in the great mgority of cases
collecting data from sponsors had a number of inherent problems:

It was not dwalys gpparent that there was someone who could act as sponsor. Senior
managers, for example, did not aways have aline manager above them, or someone else
with development respongbility for them.
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The qudity and consstency of responses varied greetly. Thismay well be an indication of
variablelevels of interest. While some sponsors obvioudy took a developmental
respongbility with regard to delegates, others saw their role as more of an adminigtrative
one, or were just happy to ‘go through the mechanics without much thought.

Sponsors were hot dwaysin a position to have a clear view about a delegate' s performance
or needs. In many cases they did not work enough with the delegate to be able to
comment; or indeed had just started in the role which gave them responghility for the
delegate and even with the best of intentions were not in a podtion to comment usefully on
their performance.

In some cases, the relationship between delegate and sponsor was not agood one. This
created further tensons when we involved the sponsor in the pre- programme assessment,
and cast doubt upon the quality of the data.

It was common for managers to change roles in the six months subsequent to the
programme. This meant that sponsors would need to be different, and new sponsors rarely
fdt in apogtion to ‘make a comparison’ for research purposes. Nor were delegates
necessarily comfortable with this.

We were familiar with many of these issues because we seek to involve organisationa sponsorsin
the development of delegates as a matter of course. However, the systematic nature of the research
project highlighted these problems very strongly. Aswill be seen later in discussing the data, the
difficulties encountered with sponsors reflect the same redlity described by delegatesin implementing
their action plans, which was characterised by alack of organisational support. Furthermore, the
literature on evauation of training and development indicates that others have encountered these
same issues.

There is dso some strong support for the vaidity of sdf-report, particularly when it is obtained
through a thinking process which reflects the ‘ scientific method', in thet it uses descriptions of
examples and evidence.** It was therefore decided to focus on self-report, but that particular
vigilance would be gpplied to asking for examples to support individua assessments, including
feedback from bosses or colleagues.

3 Hogarth, 1979.
“ Burgoyne, 1988.
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7. Discussion of the Data
Introduction

Asoutlined in section 4, the view of individua as organisationa development can be described
through sx dimensions which influence the impact thet individuas can have on their organisations:
manageria knowledge, the meta-abilities of cognitive kills, salf-knowledge, emotiond resilience and
persond drive, and influencing skills. The way in which these dimensons relate to each other are
illugrated in Fgure 3.

The Relationship Between Individual and Organisational Development

. VI eta-abijlities
Indvidusl | &Aﬁgﬁ?;éae' |- Cognitiveskills
Development =S Eknewedge
" - Emotional' Resilience
- Personal Drive
SinkencingiSxlis
| ndividualflimpact enithe Organisation
' = [mprovinopeisonalipractice
gg'm - extending sphere of influence
- providingacritical perspective
- changing the organisation
Figure3

As shown in the diagram, knowledge and meta-ahilities strongly influence the way in which an
individud interprets, analyses and makes judgments about a given Stuation. They equdly influence
the range of behaviourd srategies that the individua will consder, and the actions he or she
ultimately decidesto take. Thelevel and range of influencing skills an individua can cal upon will
determine how well or in what way these actions are teken. It isthese individua actions which, by
influencing the attitudes and behaviour of others, ultimately impact on the organisation and determine
its devel opment.
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In the research project, we were interested in building a picture of both of these levels of
development: how the six individua dimens ons were affected by the programme, and whet this
development then alowed individuasto do within their organisations.

The description of the data will reflect these two levels of interest, and follow the structure of the
diagramin Figure 3. Firgly, data concerned with the individua development processwill be
described, looking at knowledge, meta-ahilities, and influencing skills. Following this, data relating
to the implementation of action planswill be discussed. The latter part of this section will then focus
on organisationd development: the impact that individuds were able to have through improving thelr
persond manageria practice, extending their sphere of influence, providing a critica perspective,
and creating change within their organisation.

7.1 Individual Development

An overview of the responses indicates change across dl six sets of the individua development
process, as shown in Table 3:

Table 3: Development Acrossthe Six Competency Sets

Influencing Skills

Managerial Knowledge

Personal Drive

Emotional Resilience

Sdf-Knowledge

Cognitive Skills

1 1 1 1 1 1 1
0 10 20 30 40 50 60 70 80 90 100

Per centage of Managers

Thereis enough evidence to indicate that the programmes can and do affect the development of
individuas across dl four meta-abilities and, indeed, across dl sx dimensons. Whether they do, or
even need to, at the individud level depends on variation in individud levels of development and the
objectives of each programme. Not every individua would be expected to cite examples across dl
gx dimensgons. Some, for example, would dreedy have ahigh level of sdf-awareness, or a strong
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persond drive, but need to increase their cognitive flexibility. For others, the focus may need to be
primexily in developing reslience in order to better use their existing cognitive skills. The
improvement of one area can greetly improve the use of the other dimensons. Managershighin
persond drive, for example, can better apply their energy and motivate others when they are much
more aware of what is hgppening around them. Or clear thinkers who have very little impact can,
through the development of sdlf-ingght and resilience, use their darity to influence organisationa
decisons.

What is sgnificant isthat the design of the programmes are cgpable of facilitating development
across the full range of dimensions, and that tutors are skilled at using that design effectively to target
individua needs.

7.1.1 Managerial Knowledge

Not surprisingly, every manager described acquiring new knowledge as aresult of the programme.
Gaining knowledge is mogt often the driving force for individuals to atend management devel opment
programmes of thistype.

The most common impact of theincrease in knowledge is afeding of being ‘broadened’. 93% of
managers described this as an outcome. Exposure to the full range of functiona disciplines provides
an overal undergtanding which helps managers fed more comfortable working outsde their
gpecidism, and builds their sense of confidence. It can spur interest in broader issues. For example:

“From the programme | have gained a better insight into how businesses are run and what kind
of pressuresthere are from the marketplace, etc. Thishas given me more of an interest in
issues outside of HR and given me the confidence to question more in business meetings.”

“I now have a much better understanding of the structure and processes of other departments
within my company, and | feel better able to place the company within the global business
environment.”

“1 am more confident than before in having afoundation for my views and have more tools to
examine situations and implement decisions.”

An enlarged knowledge base dso leads to managers being able to contribute more effectively
outside of their department or group, and to make a better quality contribution to broader
organisationd discussons. 62% of managers pecificdly cited gaining a grester understanding of
business disciplines which helped them to make better decisons or participate in awider
organisational domain, for example:

“Since attending the programme | have become more involved with wider business issues by
attending business management meetings and have been able to contribute more fully on
issues outside my own function.”

“| continue to be at the centre of my operation’s decision making. Therefore | am called upon
to make contributions outside my immediate specialism. Due to the expanded knowledge base
and experience | gained on the programme, | feel these contributions are much more effective.”
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“I now have amuch better understanding of business strategy, finance and marketing which |
have been ableto usein the formulation of strategies for my organisation to deal with new
entrantsin the Kenya beer market.”

7.1.2 Meta-abilities: Cognitive Xills
Asoutlined in section 4, the dimension of cognitive skills is made up of five dements.

cognitive complexity - the ability to take multiple and integrated perspectives; to recognise and
hold conflicting conceptsin mind,

cognitiveflexibility - the ability to shift perspectives, remain opent minded and consider
possbilities;

visonary dhility - the ability to think in along term perspective and to envison a dtrategic
direction;

ganing daity - usng information effectively, the ability to sort, prioritise and andyse data;
perceptua acuity - the ability to notice and interpret what is happening in interpersond
interactions.

Development in cognitive complexity contributes to managers moving beyond *black and white' or
‘right or wrong’ thinking to gppreciating the complexities of organisationd life and manageria
problems. They are able to understand and not react defensively to ideas which are in conflict with
their own. They become better at seeing both * parts and wholes' - for example, understanding
persond and departmental agendas in the light of the bigger organisationa picture. They can ded
with competing tensions and priorities, such as the cost/quality trade-off, in more sophisticated ways.
They see more angles to problems, and have a more complex understanding of issuesinvolved in
organisationad performance.

On the programmes, the development of cognitive complexity is fostered through a variety of ways.
Tutors, through class discussion, help delegates to explore the complexities of busnessissues. Case
studies are used to surface and debate issues, not to provide prescriptive answers. Models are used
to identify and analyse issues, to help provide clarity and aid a manager’ s judgment. They are not
presented as a subgtitute for the individua decision-making process. Many examples from business
life are used to demondtrate how different organisations gpproach smilar problems, in order to
widen managers perspectives.

On an interpersond level, as part of the process of working with each other, managers are hel ped
by tutors to see people and their behaviour in more complex terms. They are helped to andyse
managerid Stuations so that they can gpproach them from a variety of perspectives. In addition, the
experience of working with and getting to know awide range of managers who are not necessarily
‘cut from the same mould’ as onesdf can greatly enhance the ability to gppreciate multiple
perspectives. Conversations go on throughout the programme which ‘ open managers eyes’ to
other views and experiences. The compaosition of course groupsis very rich in diverse functions,
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industry sectors, regiona and nationd cultures, and background. The sharing of persond experience
is a potent factor in developing cognitive complexity.

72% of managersindicated improvements in cognitive complexity, such as.

“1 am more aware of other people’s contribution to the business. | offer and solicit ideas, and
value other opinions, even when directly opposed to my own. Before the programme | had
never really taken the time to consider different perspectives- | was very goal-driven and a bit
competitive. The programme, and particularly working with the wide range of other managers
on the programme, helped me to see and appreciate other views.”

“The programme has helped me in managing teamwork, the recognition and use of personal
agendas, and dealing with conflicts and differences. It has helped me to focus on outcomes
and gain commitment from people with diverse interests or agendas.”

“The SMP has changed my thinking from being black/white, right/wrong to recognising
relativity - there is not necessarily right or wrong answers, and you may never know what the
‘right’ decision or course of actionis. Itismoreimportant to use your best judgment after
considering all perspectives and then focus your energies on implementation.”

“The programme has hel ped me to understand and appreciate the complexity of interpersonal
relationships. | spend moretimetrying to identify common ground and seeking consensus for
important decisions.”

Cognitive flexibility is closely related to cognitive complexity, but whereas complexity refersto the
nature of the underlying cognitive structures, flexibility says more about how those structures are
actively used. Although an individua may be very cgpable of building up acomplex view of a
gtuation, if their thinking isrigid it impliesthey are less capable of shifting between these complex
perspectives - for example between strategic and operationa views, persona and other views,
marketing and production views, etc. They can come across as harrow-minded, quick to judge, or
tending to get ‘suck’ inaview. Asmanagers develop greater cognitive flexibility they are more
ready to cdl into question their own view, they can more easily put themsdvesin others positions;
they are seen as being more flexible and adaptable in discussions.

Both cognitive complexity and flexibility underpin the development of acritica perspective, which
will be discussed more fully later on.

Many of the dements of programme design used to develop cognitive complexity also contribute to
the development of cognitive flexibility. In addition, managers are given opportunities and
encouraged to actively take perspectives which are different from their own, or that they are less
comfortable with. In case sudies and smulations, for example, individuas can take a functiond
perspective which is outsde their experience - an engineer can take a marketing perspective, an
accountant a production perspective, etc. Smilarly, individuals who become aware of a strong task
focus can take ‘executive’ roleswhere the focusis strategic, and vice versa. The persond
experience of ‘living’ an dternate role in asmulation can be very powerful - managers very quickly
make links to the way they gpproach colleagues and saff in their own organisations; or begin to
understand why a department is acting asit is.
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Additionaly, tutors use discussions, on both the group and individud leve, to help managers
become more fluid in shifting perspectives. Individuas are encouraged to * put themselvesin the
places of other delegatesin order to understand their perspectives. Managers are asked to
caefully examine the judgments they are making in the light of awhole range of data, and
encouraged to explore Stuations from a variety of angles.

62% of managers described changes related to the development of cognitive flexibility:

“1 am more open with people and will listen to their points of view.”

“| am better able to shift into strategic thinking when | need to, and be operationally-minded
when | need to be.”

“Asaresult of the programme | recognised that | was often trying to structure things too
much, and once | went down my chosen route it was very difficult to shift me! | have
fundamentally changed the way | use structure with my team - it hasto support what we're
doing, and | need to stay flexible with it. | have been amazed at how much more creative we
can be.”

“1 am far more aware of reacting differently to different situations. One size doesn't fit all.
Before the programme | had some really preconceived ideas about what managing and leading
was all about. | now realise how important flexibility isin the way you approach things.”

Visonary ability builds on both cognitive complexity and flexibility, in dlowing managersto ‘think
drategicdly’. Itisparticularly gpplicable to being able to create, maintain and communicate a wider
or longer term vision.

Visonary ability is developed by helping managersto be able to stand back, consider the bigger
picture, and think more long term. Some of the knowledge content of the programmes focuses on
wider trends in the political, economic and socid environment and considers the managerid rolein
the context of this broad perspective. Frameworks for strategic thinking are used. In case study
discussons, managers are helped to keep awider perspective in mind while still being able to
consder specific issues.

In group exercises, individuds are dways encouraged to congder their own impact and that of
othersin awider context. They are helped to ‘ see the wood for the trees', so to speak, even as
they are occupied in detailed work. They are encouraged to find, work out and express what they
see aspossible - the exercises are not *closed’ in the sense of requiring asingle or limited range of
‘answers (as many team exercises can be). Managers need to create together a‘vison' of how
they are going to tackle particular tasks - whether the overdl focusis operationd or Srategic.

Managers with visonary ability can maintain their focus on longer term goasin the midst of short
term pressures. They can use the *big picture to focus others attention on what is important, and
mediate conflicts of interest through the consideration of common gods. They anticipate events, and
their understanding of the externa environment alows them to develop with others aredidic vison
for their organisation or department.
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87% of managers commented on the development of visonary ability; for example:

“1 am now starting to anticipate change in our environment. It can have a big impact on others
when you show you have thought through strategies for dealing with things that might

happen.”

“The programme changed my focus from tactical to strategic. It has made me look ahead and
rather than just worrying, to think about the next decision in terms of where were trying to
be...we then based our objectives on that. It's made thingsalot easier.”

“1t has without doubt made me more proactive rather than reactive, focusing on issues that will
give long term benefits to the business rather than firefighting the day to day issues.”

“Whilst still maintaining a wide perspective on my company, | examine external drivers more
actively and have more scope to use external examplesto influence decisions.”

The last two groups of cognitive skills have to do with taking in and using information well, whether it
is‘hard’ datain the form of financia figures, reports, policies, etc., or ‘soft’” data such asthe
subjective perceptions and judgments of an interpersond dtuation. The firdt, perceptual acuity,
describes the extent to which managers see and register what goes on around them. This means
“seaing” in avariety of ways- not only reading the surface content, but picking up emotiona
undercurrents, assumptions and motivations, keeping awide focus, noticing interpersond sgnds,
and continuoudy scanning their environment. It includes being aware of the impact that their
behaviour is having on others. Gaining clarity refers to the ability to make sense of thiswide range
of information, to be able to sort it in ameaningful way, andyse it appropriately and focus on what is
most important. Managers who have both of these skills are seen as perceptive and inaghtful. They
are better informed in choosing and adapting their approach to situations, rather than just reacting,
and more astute in reading paliticd implicationsin an organisationd Stuation.

These skills are developed on the programmes in anumber of ways. Perceptual acuity isfostered
through much of the process work that takes place throughout the programme. A group dynamic
formswhich isinevitably seen by some managers and not others - and will, of course, be viewed in
different ways. Process debriefs of group exercises are used by tutors to make the group process
more visble, and help individuds to increase their awareness. Through the sharing of perceptions,
managers Sart to appreciate their rdative ‘blindness' and become subsequently much more curious
and observant. Tutors modd ahigh leve of awvareness in conversations with delegates and in their
behaviour, and delegates also start to appreciate and seek to emulate those among them who are

more perceptive.

I ncreased awareness helps managers to make better judgments about what actions to take. They
can see Whether a given approach isworking, and change it if need be. It alows them to take into
account factors which are less obvious, but critica to success. Awarenessis essentia to effective
influending - gaining understanding and commitment from others, and using the palitica processin
organisations.
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89% of managers described becoming more aware, both of people and events around them and of
their impact on others:

“1 am always aware of my behaviour and input now. | feel that | have a more considered
approach and am less likely to “leap in” for the sake of it!”

“1 am surprised by how much more | see, going back into my organisation. The programme
definitely increased my awareness of others' behaviour and got me to think more about * what
isreally going on’. It has helped me to stop making snap judgments based on superficial
impressions.”

“The programme has helped me get out of the *task-focus’ | tend to adopt under pressure, and
helped me to see and understand other people’ s behaviour. | feel much more aware - and this
helps me to be able to bring people along with me.”

“The major factor in what the programme has done for me is being more able to see and
understand the impact | can and do have. It has given meinsight into how my colleagues
above and below me might perceive my behaviour. | have also become more adept at spotting
political foxes!”

“Since the programme, | am more aware of events around me and don’t now tend to get sucked
down a path or arguments that weren’t part of the brief or agenda. | tend to think before | open
my mouth better than before.”

Gaining clarity is developed through the andytica process used throughout the programme -
whether it be during business discussions, case studies, smulations, group work or persond
reflections. Tutors are very active in heping individuals see more, but also to sift and prioritise this
information so thet it is meaningful and helps the individua focus on what isimportant. This process
is modeled in many different ways, S0 that delegates quickly begin to help coach each other in this
regard. The action planning process which results in an ambitious but focused persond action plan
by the end of the programmeisacasein point. Individuds leave with aclear idea of what they
personally need to do to develop further, and of what they wart to accomplish in their organisations
and how they are going to do it.

Managers who deve op this ability are seen as clear thinkers who help others direct their energies.
‘Clarity’ may mean aclear view of on€ srole; having the appropriate level of information and
knowing how to organiseit; or knowing what needs to happen when.

73% of managers described gaining greeter clarity as aresult of the programme:

“1 now find it easier to concentrate on what | believe are the priorities and reject/del egate the
lessimportant matters. This has enabled meto ‘rid myself of clutter’. | feel much more
effectivein directing my department.”
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“ Attendance on the programme has greatly helped me to have a clearer perspective on my role.
| now don’t let myself get sucked into things | shouldn’t get involved with; and | push myself
to do those things | don’t like but need to do.”

“1 think that the overall impact of the programme has been to help me see things more clearly.

| realised during the programmethat | had very little impact because | was often confused by
the level of detail | wastrying to maintain. | now find it easier to think about where | should be
focusing my attention and this has helped me to see clearly where we should be going.”

“The programme has helped give me amuch clearer perspective on what | am doing. | now
better apply my time, better use the information available to me, and better use others (i.e.
delegation). | need less, but better selected, information in order to get an overview. | feel that
| am controlling things the way that | should be.”

7.1.3 Meta-abilities: Slf-knowledge

Research has shown that ahigh level of sdlf-knowledge and sdf-awareness is important to
managerid effectiveness**, and this sdlf-knowledge is the powerful complement to the cognitive
skillswe have just described. After dl, managers need first and foremost to manage themsdves. I
they can couple their complex understanding of others, the world around them, and their impact with
an equdly clear knowledge of themsdlves and why they react the way they do, they are extremdy
wedll-placed to navigate and strongly influence the complicated organisationa Situationsthey are
faced with every day.

Sdf-knowledge is gained on the programmes through persond reflection and feedback. Persond
reflection can take the form, for example, of analysing one' s role and evauating one' s performance;
or of becoming clearer about the persond values and motivations which drive certain types of
behaviour. Feedback can be through formalised instruments or questionnaires, such as persondity
or leadership inventories. These are often used as afirst step to gaining an objective view about
onesdf.

However, the most potent factor in increasing sdf-knowledge as it relates to managerid
effectiveness is through the use of persond feedback, which is akey feature of dl of the
programmes. The programme is presented as a manageria process, where individuas performin a
wide range of ways. Individuas are asked to relate to 15- 20 other managers and to work with
them effectively. Inevitably, a manager’ s characteristic gpproaches become very visible. In the first
part of each programme, managers curiodty about their impact and how others might view them is
raised; at the sametime, the group develops to alevel where they can give each other frank and
honest feedback. Tutors play akey role in managing the feedback process, and providing their own
view as appropriate.

Asthe programme progresses, group activities are debriefed in away which alowstime for
persond feedback and reflection. Thisisthe cornerstone of the persona devel opment process, and
through it managers begin to understand the nature of the trangtion they need to make, aswel asa
clear view of how they want to experiment in order to develop new skills. Asthe picture becomes

1> Boyatzis, 1989.
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clearer, they discover insghts about themsalves and gain a degper understanding of why they behave
the way they do in given Stuations. They can then use the activities and process of the programme
to experiment, and get further feedback. This process hdpsindividuadsto experience themsdvesin
new ways, tapping into new potentid, and expanding their view of themsalves.

88% of managers described increased sdlf-knowledge as an outcome of the programme. This
increase in saf-knowledge helped them in a number of ways. Sdlf-knowledge improves managers
judgments about how to gpproach different situations by helping them to distinguish between their
personal needs and the needs of the Stuation and of other people. This can enable them to see how
to change their gpproach, or even push them into action when they would have otherwise done
nothing. For example:

“Following the programme | now have a better understanding of myself and what causes meto
act theway | do. Armed with this knowledge I now have the ability to understand the impact
my actions have on others and in doing so | am able to make a conscious decision about
whether | am happy with this outcome. If not, | now have the opportunity to do something
about it.”

“ | have aclearer view of myself and the impact | have on others. People saw me as closed,
with atendency to get wrapped up in what | was doing and have no time for other people. As
a consequence back at work | have made more time available to my staff and become more
open with colleagues.”

“The programme has made me more self-aware. | am more able to stand back, think about what
| am doing, and catch myself when I’ m getting pulled inappropriately into technical detail or
losing my perspective.”

“By understanding what drives me, and what that |ooks like to other people in my behaviour, |
have been able to ‘let go’ of needing to compete al thetime. | recognise why | do it, and that it
isactually counter-productive. | don’t feel so driven to prove myself now, | am happy and
confident in what | can do. This has helped enormously in building relationships with other
departments and gaining the trust of my colleagues.”

“The course helped me to gain a better understanding of my character and how to be more
effective. Attendance has resulted in agreater self-awareness which prompts me into action
more than in the past.”

“| feel alot morelaid back and confident, and more self-aware. | am not trying to impress as
much as previously, I’ ve stopped wasting time in seeking reassurance and | just get on with
thejob.”

Increased sdlf-knowledge aso helps manages to vaue critica sdf-examination, to continue to
eva uate themsalves back at work in order to maintain a current picture of their srengths and
weeknesses. It can help them vaue and use the Kills of their staff and colleaguesin more
complementary ways.

“1 focus more on evaluating myself and my performance. Sincethe course | have devised a
structure for evaluating my performance in meetings- a checklist of categories- which | then
use to make judgments based on the responses | have had from other managers and the
outcomes of the meeting. | am now more effective and lessimpulsive.”
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“The self-awareness | have now got has hel ped me to understand that to get the most out, you
need to have back-up. | am creative, impactful, inspirational. | need people to finish things off,
who can deploy other resources. It has helped me set up complementary teams- and to
appraise them differently.”

“The programme has given me the opportunity to critically examine myself and | feel that asa
result it has opened up my mind. | know myself better, | feel more confident, and | know my
reactions to stressful situations.”

“An important consequence of the programme isthat | am now more honest with myself -
mainly through having the ability to make self-assessments more easily.”

Understanding on€e' s reactions to pressure was, not surprisingly, arecurrent theme. Organisationa
life crestes many stressful Stuations for managers and it isimportant for them to understand their
own reactions and find dternative gpproaches which help them remain effective:

“The programme has hel ped me recognisemy personal traits under pressure or when I’ m facing
new situations, and the impact of these on others. Thisisreally helpful in making surel don’'t
fall into the sametraps. | now know very clearly what it feelslike when | am overcome by my

frustration, or get into ‘tunnel vision’.

“1 know | manage conflict better, I’m not so gung-ho. Thelarge self-image | had would have
made me steam into things. Now | am more focused on trying to make the outcomes positive.”

“1 now realise how controlling | can get when under pressure and how thisreally switches
people off. | have worked hard at ‘letting go’ when | most want to keep things to myself and it
has been paying off.”

“The programme gave me amuch better understanding of how | feel and why | act as | do

when facing new situations. The ‘transition curve’ has particularly helped me cope with the
new responsibilities| have taken on since.”

Sdf-knowledge aso includes being clear about persond gods:.
“The programme gave me the inputs and, importantly, the time and environment, to establish
my own personal objectives. It also brought home to me my position as a senior manager and

my impact on others.”

“The programme helped me to clarify my medium/long term ambition to lead a department
withinmy organisation.”

“| have agood idea of what | would like to do in the future and the programme made me think
about this and discuss thiswith my employer. | am certainly more confident and proactive
than before the programme.”

7.1.4 Meta-abilities: Emotional Resilience
Emotiond reslienceis made up of four dements.

sdf-control and sdf-discipling,
the ability to manage emotions gppropriately, and maintain objectivity,
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persond resilience (coping with pressure and adversity, “bouncing back”)
a balanced view of the sef (both positive and critical; ided and redidtic, congsting of a hedthy
confidence),

Emotiond reslienceis essentid to effective management. Managers by definition are in arole where
they act both as buffers to external pressure and as focad points for conflicts and tensons. They
need to have the persona strength to ded with conflicts without persondising them, to be chdlenging
of their saff and colleagues, and to maintain a heglthy confidence which prevents defensive, sdf-
seeking behaviour. They need to be capable of objectivity and discipline evenin highly charged
circumstances, lest they alow themsalves or their Saff to be distracted or manipulated. Reslience
a0 alows managers to cope effectively with mistakes and failures - both their own and others' -
and to know when to let go of the past in order to concentrate on the future. Emotional resilienceis
often associated with some sense of ‘ maturity’, and the sdf-objectivity which dlows criticd
feedback and sdf-examination.

Many of the design dements aready described aso contribute to the development of emotiona
reslience. Objectivity is built up through the taking of different and wider perspectives and through
criticd andyss. Sdf-examination in the light of feedback, aswell as coping with and understanding
emotiond reactions during exercises or other activities, help individuals to gppreciate how to manage
emotions gppropriately.

Fedings that individuas have about their own performance and contribution are often a strong
catdys in the development of discipline, and in building their sense of confidence. This can bethe
case whether the performanceis good or bad. Despite the potential for uncomfortable or even
panful sdf-indghts, the development process usudly results over time in a tremendous building of
confidence. In the case of disgppointments, individuas are spurred to make important changes
which can unleash potentia and improve effectiveness consderably. As success, even in subtle
ways, is experienced, confidence is built. On the other hand, it can also be avery powerful
experience for managers to redise the regard in which they are held by other, previoudy unknown,
managers who have worked closely with them in avery concentrated environment. They themsdves
dart to gppreciate strengths which others have seen in them, but of which they have been unaware.

The overdl experience of stretching themsdves in a demanding environment often helps managersto
‘grow’ inresilience. They become more confident in their ability to cope with new environments,
difficult individuds, conflicting demands, limited resources, etc. They have often used the sefety of
the programme to take personal risks - to experiment with styles or gpproaches which fedl
uncomfortable, for example - and have seen the results. Thisincreases their confidence in taking
caculated risks.,

84% of managers described increases in emotiona resilience as aresult of the programmes. For
some, the focus was on sef-discipline

“| feel my self-discipline hasimproved and | recognise the need to prepare better and not to
sell myself short at meetings, presentations, etc.”
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“1 am more aware of the effect my attitudes and lack of self-discipline have on people, and this
has spurred me to improve. | now enjoy the feeling of being more disciplined, and | don’t feel
like | am letting people down.”

“| tend to be more in control of myself and others. | feel likel ‘carry more weight’ and my
colleagues respect me more.”

For other managers, the impact was on how they managed their fedings. Fedings, when
appropriately managed, are an important part of engaging other people, energising situations, and
taking action. “Appropriate management” was, in some cases, a maiter of reducing the volaility and
dominance of emation in behaviour while, in other casesit was more about learning to express
fedings rather than suppressing them:

“The programme has helped me to be much less emotive, but still committed! | find that others
respond much better now, whereas before | think | tended to put people on the defensive or
frighten them.”

“1 lose my temper later now! When | do, itismore considered and | don’t just fly off the
handle. | do it to make apoint. Although, if I'm honest, | do still sometimesloseit when |
shouldn’t.”

“1 have found channels through which | could express my anger instead of keeping it under a
tight lead and feeling worthless. It isnot easy for me, but aslong as| do not keep it at a
personal level, | find that | can remain objective and self-disciplined. In these circumstances|
am at my most creative.”

“1 am able to contain my emotions and remain calm. This has made a big differencein thinking
clearly and not letting my ‘ buttons be pressed’ by other people.”

“Since the programme, | can now stay more calm, del egate more effectively, and feel more able
to stand back and not divein. | don’t et my emotions run away with me, and asaresult | feel
much more competent and influential at senior level management.”

Many managers described being able to remain objective and self-disciplined under pressure asa
result of the programme:

“Learning to remain objective and self-disciplined under pressure has been the main benefit for
me. | dways thought | was objective and could handl e the pressure of meetings. | did not
understand until the programme how bad | really wasat it! Since the programme | have had a
number of comments about the change that | have shown.”

“The programme has definitely helped me remain objective under pressure - | feel much better
able to deal with the stress of an impossible schedule, work backlog and instituting new
initiatives - all of which | faced immediately after the programme.”

“1 work in an extremely pressurised environment, but | have found it easier to retain asensible
and realistic perspective on life since attending the DMC. What is also important is now
recognising that it is not advisable to dump the pressures on those below you.”

By far the most dominant theme in responses about emotiond resilience concerned persond
confidence. Managersfelt a great dedl more confident as aresult of the programmes. As described
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earlier, during the programmes individuds are considerably chalenged and encouraged to take
personal risks. It was clear from the responses that this hard-won progress provided a significant
boost in confidence which helped managers to face and ded with difficult Stuations more effectively,
and to be more able to apply their skills and knowledge at these times:

“The biggest impact of the course was on my overall confidence level, which rose significantly.
Previously | had been very nervous of treading into the unknown and getting out of my
comfort zone. | wasintolerant of criticism and avery poor listener. Now | openly invite
criticism and do not find it so difficult to deal with- | don’t take it personally and feel | can keep
amore balanced perspective. The stress session on the course | also found very helpful.”

“The main impact on my personal approach to management has been on my confidence. The
development part of the programme was very important. Y ou learn that you have the resources
yourself to try different things and think laterally. | learned to become more flexible and take
morerisks.”

“| feel less stressed than before because of the gain in confidence. My presentation skills
have improved and meetings where | have to present do not fill me with so much dread now!”

“| don’t think the programme changed my ability to remain objective as such, but it has
certainly enhanced my confidence in my ability, which meansthat | useit more.”

“The biggest improvement | have felt isin my level of confidence. This hasincreased
considerably. | respect my own views now - and as such it has allowed me to more fully
respect other views. People are seeking out my opinion/advice more - especially the senior
management team. | have now accepted a promotion that | declined 6 monthsago. Allinall |
find it hard to believe that so much personal progress can be made in so short atime - but there
itist”

“1 have more confidence to speak out and make decisions...but equally have more confidence
to be more consultative. Infact, | pay more attention to people who work for me than | ever
did. | understand what leading by exampleisabout. | was never as aware as| am now that
people watch you!”

“| have increased personal confidence in my own abilities. Coming back to adifficult boss and
ademoralised work situation, | was able to defend apparent poor performance, get to the root
causes, and demonstrate what my team was doing about it. | wasin effect able to turn the
situation around and take theinitiative, with impressive results.”

“ After returning from the programme | was given anew role with substantial responsibilities.
There was amajor reaction of surprise to my appointment which, prior to the course, would
have frightened me to death. However, with what | learned on the course | was able to turn it
to my benefit.”

7.1.5 Meta-abilities: Personal Drive

Persond drive refers to a manager’ s determination and drive toward action, and hiswillingness to
take persond risks. It helps managers to be challenging of themselves and to be proactive.
Managers who have wdl-devel oped persond drive are able and willing to use their persond impact
actively and amhitioudy to influence the way things hgppen in their organisations. They do not shrink
from vishility, they can lay themsdves on the line when gppropriate, and they act as role modelsto
others.
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Persond drive is developed on the programmesin a number of ways. The design of the
programmes are chdlenging in terms of both content and process. Thereis, of course, intdllectud
chdlenge; but managers are aso given opportunities in working with each other to stretch
themsdves. Tutors play akey rolein chdlenging delegates - through the use of indghtful questions,
pointed feedback, role moddling, and the examples of other delegates. Taking individua
respongbility and making a vauable contribution are important themes which are highlighted again
and again on the programmes. Thereislittle tolerance for “coasting” or self-indulgence. Although
this may sound hargh, it is an important way to hep managers redise where they are setting their
own boundaries, and come to redlise the strength and impact that they are capable of.

81% of managers described changes equated with persona drive. The development of personal
drive was evident in managers responsesin two ways. in how they viewed their persona gpproach
to management; and in what they were able to achieve in their organisations. The latter will be
discussed more fully later. Interms of persona gpproach, managers felt more able to make a
difference. Underpinned by the new sense of confidence that most spoke of, managers felt much
more able to take control, be proactive, get outside of their comfort zone when needed, and be
more chalenging and visble to others.

“1 have more personal impact than | thought | had, and | have become more comfortable with
that fact. | actively seek to have the impact, whereas before | was afraid to take therisk. | feel |
have become *bolder’ - more willing and able to push things through at key points.”

“1 have become more demanding of my managers and |ess receptive to their willingness to
‘dump’ on me.”

| have become more aware and accepting of my position as a senior manager. | am amuch
more vociferous advocate of the importance of management behaviours, particularly at a senior
level. | have taken more of alead rolein projects, volunteering rather than waiting to be
asked.”

“1 used to be essentially reactive; as a consequence of the programme | am becoming more
proactive. | am more prepared to exp eriment now and certainly don’t rely in the way that | did
on having lots of analytical backup before | do anything.”

“1 am able to move out of the safety zone, and be more outward looking with a greater ability to
influence others to perform better what | have delegated. Being ateam leader | now act asa
role model, and | am more able to ask others what they think about my performance.”

7.1.6 Influencing Kills
The specific killsare:

communication skills (which essentidly underpin dl the skill groups)
assartiveness and dedling with conflict

persuading others and managing organisationd politics

developing others (delegating, coaching, counsdlling)
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Improvements in communication skills relating to al four of these areas were widdly reported by all
managers. 92% reported changesin generd communication skills, 86% improvementsin
assartiveness and dedling with conflict; 87% changes in persuading others and managing
organisationa poalitics, and 73% improvements in their skills of developing others. These can be
linked to improvementsin the meta- abilities just discussed. Improvements in cognitive skills helped
managers to formulate their ideas and inputs more clearly, while being much more aware of how
these related to others. Keener awareness of the interpersond processes of communication and
organisationa Stuations helped to inform judgments about style, timing and emphass.
Improvements in emotiond resilience and persond drive hel ped managers to be more assertive,
more able to dedl with conflict, and more objective yet empathic in coaching and counselling.

Influencing skillswill be further evident in discussng a more length what managers have been able to
dointhar organisations. However, the following examples give aflavour of the improvements
described by managers.

“My behaviour was being marginalised at meetings. | then decided to behave more
strategically in meetings, | listened more intently, thought about my timing, and made my
contributions more relevant to the thinking of others. This has definitely improved my
performance.”

“| feel | have significantly improved my communication skills- | now work harder to get a
clearer message across, and | make more of a point of sharing the thought processes and
reasoning which are behind what | am saying.”

“| feel | listen alot more now and give better feedback. I'll aso approach things more tactfully
and ask myself, ‘Am | actually getting through? Now | have learned to ‘ get through’ in a
variety of different ways. It's more about letting people get on withit- | used to bombard
them, now | carry on listening and let them come to me when they need me.”

“When | have decided on acourse of action, | am more assertive and less likely to back down
in the face of objections (unless they add to the decision). | am now far more ableto resist
‘manipulation’ now that | am no longer trying to accommodate everyone at my own expense.”

“Before the course | didn’t deal with conflict well. | often took things very personally. Since
the course | can control that tendency far more. David (the course tutor) pushed me hard on it
during the course and now | can say thereis adefinite change. | feel much better within
myself. | can take more distance, sit back and look at things more objectively. | don’t get
defensive, | can assert my ideas, and | can listen more readily to others’ points of view. It has
helped me to use conflict productively.”

“Because of the course | now realise how crucial theinformal network is. Before, | felt it was
‘all politics' and tried to avoid it. Now | understand that if you want to introduce something,
you’ ve got to do the groundwork first. | am now much more aware of stakeholders and their
motivations, and this has helped me to introduce potentially controversial projects as joint
proposals with others through bringing them in earlier, discussing it and being open to their
concerns and ideas.”

“1 now feel | am much better at coaching my staff. | don’t bombard them like | used to, but
allow them to get on with things and come to me when they need me. | listen much better, and
| have been told they now find me more approachable and receptive to their problems.”
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“On returning from Cranfield, | insisted that my number one report comein, sit down, and
thought about what he was trying to achieve. He has now started delegating more and has
worked hard at improving communication and skill levelsin histeam. He appearsto have
gained as much from my visit to Cranfield as| did.”
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7.2  Action Plans: Focusing Development Over theLong Term

Every manager leaves the programme with a persond action plan, which outlines what he or she
wants to accomplish, both personaly and organisationdly, as aresult of the programme. The action
plan provides a critica focus over the longer term for continuing persona progress and, of primary
importance, being able to trandate that progress into organisationa changes.

87% of managers fdt they had been between 70% and 100% successful in implementing the
persond leve of their action plan. This part of the action plan was seen as easier to accomplishin
many way's because, athough it may require perseverance and courage, it was within their own
contral. Although there were il difficulties of maintaining focus and discipline, and getting support,
by and large managers felt successful at making the changes to their persond style and gpproach that
they wanted to make.

One of the issues of greatest concern was getting and maintaining support, and getting feedback on
performance. In some cases, individuas received a high leve of support from colleagues or
supervisors, for example:

“What has been key in helping isthat some of my peers and my immediate supervisor have
attended the same or similar programmes, and therefore understand the process | have been
going through.”

“Helping factors have been: tremendous support and encouragement from my manager;
increasing willingness of my team to challenge and discussissues;, anew MD who isopen to
my challenges regarding organisational structure and strategy.”

However, it was much more common for managersto fed very little support from their
organisations, particularly from their own managers. Aswe had found when trying to involve
sponsors, comments indicated that for most managers the norm is not to have developmenta
support from their managers, or enjoy much organisationd interest in what they have done. 1t was
aso very difficult for people to obtain the qudity of feedback that they would have liked. For
example

“The feedback from colleagues was very helpful even though they were unaware of my action
plan. | would have liked to have been able to confide in someone who | worked closely with so
| could have some support. Although my functional HR manager has been good at giving me
positive feedback, my boss does not seem to be that interested and has made no comments.”

“1 have had support from two colleagues in terms of them providing “agood example” and
good feedback, although one of theseis unaware of my action plan. The organisation
(Personnel Department) has been very poor at doing anything to create follow-up to my
attendance on the programme. 1t is sad that the organisation (apart from my own department)
has not shown interest in the value | have gained from the programme. | have to conclude that
itisstill very much my own responsibility to develop myself.”

“Implementation of my action plan isongoing. However, the ability to obtain more relevant
feedback has been more difficult than anticipated.”
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“The attitude of my superiors has made implementation of my action plan more difficult. The
success | have achieved has been due to my go-ahead, self-driven approach. Although | have
been assigned a mentor, he has no understanding of or interest inthe development process. It
isawaste of time for both of us.”

A very clear message coming across was that individuals had to take the responsibility themselves
for achieving their action plan goas and could expect little organisationa support. Factors for
success, therefore, largely conssted of persona factors such as personal confidence, self-discipline,
persona commitment, stepping back and planning, using increased awareness effectively to
undergtand one's impact, and achieving success in making changes.

Mot managers found implementing the organisationd level of ther action plan more difficult,
athough many aso acknowledged that their gods were very ambitious. 73% of managers indicated
between 70-100% success, and 17% indicated between 50-70% success. Organisationd factors
played akey role in determining success, not surprisingly. Demands of workload and operationa
issues were amgor hindering factor, as were attitudes of senior managers, lack of organisationd
commitment, and organisationd or job changes. Conversely, changes were aso seen by many asa
beneficid factor; they provided opportunities to drive through specific changes or to increase
vighility and influence. Some commentsindude:

“In terms of the organisation, hindrance is easier to describe than help. The organisation, by
nature, is difficult to change asit is very unresponsive to change, being avery traditional
merchant bank.”

“Organisational barriers, and the lack of commitment and continuity from other Directors have
been amajor problem.”

“The time to implement changes and put into practice new skillsis very limited in such a busy
organisation.”

“A change of role and anew boss provided the opportunity to implement my ideas. | now
have more responsibility and visibility - this has helped in achieving my action plan goals.”

A smadl percentage of managers had little success with their action plans, on both persona and
organisationd levels. At the persond level, 7% felt they had achieved between 50-70% success,
and 6% fet they had achieved less than 50% success with their action plan. Thiswas due to severd
reasons.

Personal choice about development: Maintaining the momentum of a persond
development process requires perseverance. For some managers, the effort was too
greset, or they saw the development step astoo daunting. For others, it was too easy to
revert back to aformulaor approach which in their eyes was responsible for their
successto date. Despite gaining an understanding of the limitations of their style, once
back in the workplace it was often more than they wanted to do to risk changing. The
discomfiture of following through with the change was too greet.
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Low level of organisational support: As described earlier, on average organisationd
support was not very high for managers returning from the programmes. While some
managers responded to this by persevering a any rate, finding other support
mechanisms, and growing stronger through the experience, others struggled to maintain
their focus. Lack of interest from line managers or senior managers was often cited asa
reason for losing momentum and motivation.

Distractions. Workload demands, job changes, mergers or take-overs and generd
organisationd changes were dl cited as factors which hindered the implementation of
action plans. While for some managers, these factors represented opportunitiesto be
used in their development, for those who had less success these things distracted them,
causing them to lose sght of their development gods.

At the organisationd level, 10% of managers fdt they had achieved a success rate of |ess than 50%.
Thisisdue, in part, to the level of ambition demongtrated in the goas they set for themselves, aswell
asthe factors outlined above. However, one finding that was very clear isthat those managers who
hed difficulty implementing their persona gods aso had little success in achieving their organisationa
gods. At the sametime, many of those managers who were successful at the organisationd leve
emphasised successes in making persond changes as essentid to achieving their organisationa godls.
Thisfinding isSgnificant in thet it renforces the crucid rdationship between development a the
individua level and successful organisationa impact.

7.3  Thelmpact of Individualson Ther Organisations

Through the development of individuas, the programmes aim to contribute Sgnificantly to the
development of client organisations. Thisis done through the impact that these individuds are able
to have on their organisations following atendance on the programmes, due to the development of
the sx dimensionsjust described. The ways in which individuas then impact on their organisations
arethrough: improving personal managerial practice, extending their personal sphere of
influence, providing a critical perspective, and changing the organisation..

7.3.1 Organisational Impact: Improving Personal Managerial Practice

Due to improvementsin the individua development dimensons outlined in the preceding section,
managers felt able to make important changes to their own manageria approach. 93% of managers
described improvements in their persond approach to management. In many ingances, this
conssted of acombination of managing their time better, delegating more effectively, and
empowering their own teams or gaff:

“| have delegated and coached team members and therefore become detached from day to day
issues which are dealt with by my team without reference back to me. They in turn feel valued,
trusted and have enhanced performance but enjoy their work much more also. | am quite
prepared to let my team members take aleading role and not only influence but make key
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decisions. We meet as ateam frequently to discuss our operating relationships and jointly
criticise what we do badly but put in place actions for improvements. Equally we celebrate
when we do well!”

“1 have reduced my project work to approximately 50% of my time, giving more time for
management; | have delegated certain routine management functions giving more time for
forward planning; | am encouraging longer term business planning; and | make better use of
my secretary and the senior staff in my team.”

“| can now contribute to cross-functional meetings and projects; | have restructured my own
areato create amore balanced team; | delegate more and more effectively, and I’'m willing to
give my team more responsibility. Theresult is amore effective team who value their own
responsibility.”

“1 have more involvement with my work. | feel | am ableto direct my staff’ s activity to amore
productiveresult. | am better able to manage staff performance through an objective approach.
| am better able to explain how and why things need to be done a certainway.”

For many managers, persona improvement was strongly linked to improvementsin their
relationships with their boss or other important colleagues. These improvements resulted from
delegates targeting these rdationships in their action plan and outlining specific actions they were
going to take to improve them:

“Upon returning from the programme | had a frank exchange with my boss, and now have a
100% improved relationship based on more openness and information flow. | have produced
and had accepted a strategic plan for each of the areas under my responsibility. | have
redefined responsibilities/accountabilities of an able but difficult subordinate. Thisworking
relationship has also improved 100%. | have also taken time to show ageneral interest in non-
work issues and allowed more levity!”

“My staff have noticed changes- | am much clearer and not so interested in petty issues. | am
able to cope better with my seniors and have tried to react more positively to criticism, which
has led to much better working relationships.”

“| have improved relationships with the primary workforce even though | have taken a stronger
stance onissues. Thishas mainly been achieved by spending significantly moretimein the
plant talking to people. A less structured approach to problems has lead to better and more
effective solutions being delivered and greater buy-in from my team..”

“I have without doubt improved 100% in my ability to discuss and understand my staff’s
perspective and as aresult of this they have commented that they find me far more
approachable. | aso feel far more confident in my own abilities, which has prompted both my
boss and my colleagues to say that they have noticed a change in me, which has contributed
to better working relationships.”

7.3.2 Organisational Impact: Extending Personal Influence

One of the themes of the programmes is hel ping managers to think about how they can extend thelr
persond sphere of influence within their organisation. This can include understanding organisationd
politics, stakeholder andlyd's, networking, raising on€'s profile, extending one' s knowledge base and
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building key relationships. It requires managers to draw on their development across dl the
dimensions previoudy discussed - in fact, it demondtrates the effective use of meta-abilities.

83% of managers commented on having extended their persond sphere of influence. This could
involve raisng ther profile and vighility, taking alead in important organisationd initiatives, creating
wider discussion forums, and influencing key groups or individuals outsde of their own department:

“The programme has had a high impact on what | have been able to do in the organisation.

Some examples are:

~ | have arranged fortnightly departmental meetingswhich have been very well received as a
forum for business and strategy discussions;

~ |l amincreasingly being asked to comment on issues of a company-wide nature and my
comments/advice are well received;

~ | took alead rolein amajor IR dispute and felt able to do this powerfully and sensitively
and have been commended on this by my peers and by the Board,

~ My boss had named me as her successor.”

“ Attendance on the programme gave me some personal credibility and | have used thisto gain
an understanding of areas previously not understood, and to influence more in these areas.”

“1 have increased success in influencing among my peer group - in my recent performance
review my boss commented that peers saw me as aleader and looked to me for input and
direction. | have been asked to contribute to a number of major company initiatives, e.g.
customer serviceinitiative. | have been commended personally by my Executive Director for a
report produced for the Executive Board and accepted by them. | am now looking to extend the
level of influence | have with my peersto Divisional Director level, in order to be better able to
drivereal change through the organisation.”

“My increased level of self-confidence has allowed meto ‘ participate more’ with senior and
middle management. | have been able to use positive influence to help our cultural change
programmes - and work on a one-to-one basis with senior management. In the Operations
Committee | have been told | add a dimension outside of my functional HR remit - thisis very
encouraging.”

“The programme has definitely impacted my ability to influence effectively. | have been ableto
be much more compelling in influencing the Senior Group of the need for change. | planned
out my approach and went in with aclear strategy.”

7.3.3 Organisational Impact: Providing a Critical Perspective

The third area in which the programmes specificaly aim to help managers contribute to their
organisationsisthrough providing a critical perspective. Wefed thisis of increasing importance
in the current and future business environment. In order to ensure the qudity of their own
development, organisations need individuals who are willing and able to move outside of the current
way of doing things and the assumptions upon which that is based; who can grasp the bigger picture,
look for new angles, and chdlenge the status quo. They dso need individuas who can ‘ see through’
much of what goes on in organisationd life which clouds important issues or digtracts important
resources and energy. Managers arein fact driven by most of the organisationd redlities around
them to only focus on those things that will contribute directly to performance, such asthe
achievement of targets, or the winning of business. Therole of critica thought israrely recognised,
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much less vadued. Individuaswho ask the awkward questions, make explicit hidden processes or
agendas, or criticise the current approach can be seen as mavericks.

However, the busness world is facing phenomenait has never faced before, a an unparaleed rate
of change. Just aswith products, the life cycles of organisationa gpproaches are shortening.
Competitive advantages are becoming less and less sustainable over the long term. Organisations
need continudly to question their ways of doing things. Developing managers who are comfortable
with and capable of providing acritica perspectiveis crucid.

Thiscritical perspective isfostered on the programme largdly through the role of the tutors, who
demondtrate awvareness and insight which is often very sriking to delegates; and who encourage
critical thought through the use of questioning. Delegates practice taking amore critica gpproach in
their discussons, group work, and persond reflections.

63% of managers described changes related to developing a critical perspective. These conssted of
being more chdlenging, having higher expectations of colleagues, being more discerning and being
willing to be controversd.:

“My relationship with my HR peers has changed - | am more challenging now. Beforethe
programme | would usually just go along with them and allow them to take the lead.”

“l am lessin awe of certain business colleagues and have refused to drop a particularly
controversial issue from my agenda - arequirement to address the organisational and business
process implications of aspecific product strategy.”

“Mainly | am more focused on important issues- | used to try to have ago at most things. | am
morecritical. | amlooking at improving standards throughout the company - there are too
many things going on.”

“| have gained an appreciation that things are not always as they may at first appear. Different
people/functions al have their own agendas and often these conflict with your own. By
understanding these agendasiit is often possible to find mutually successful outcomes- win
win solutions.”

“| have devel oped a better understanding of what | can only describe as ‘ organisational
dynamics’, which influence one’ s ability to ‘operate’ at any level. | am more committed to the
battle for resources - and more aware of the forcesinvolved.”

“| have been noticeably outspoken in driving change through the business. In recent steering
committee meetings | have had the courage to openly disagree with senior management when
convinced of my team’ s position.”

7.3.4 Organisational Impact: Creating Change

Individuals who have devel oped in the ways we describe are crucid to changing ther organisations.
The development process they have experienced, often with little or no support from their
organisations, provides a persond strength and level of influence which can be used to greet effect in
accomplishing organisationa changes.
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71% of managers described outcomes which exceeded the areas of persond improvement
described above, and conssted of awider impact on the organisation. The scae of these changes
varied from the implementation of specific ideas or projects (ingde their department or across
functions) to fundamenta changes in the focus of business, organisationd sructure and organisationa
culture.

Two key themes running through the responses are the gpplication of strategic thinking, and the
generd improvement of communication and relationships across the organisation. The wider
perspective gained on the programmes hel ped managers to view problems and issues from an
organisationd viewpoint.

Examples of specific projects, ideas or decisons which resulted from the programme are:

“The programme has definitely helped me have a greater impact back at work. A CD-ROM
project is now under devel opment because | argued the importance of electronic publishing for
some of our products. New procedures in production of the Basin Analysis Group have
resulted from my analysis- lowering costs and leading to fully digital productsin the future.”

“Because of the programme, | have been able to successfully implement the Swiss Reinsurance
Asian Trainee programme and the blending of traditional/non-traditional reinsurance products
to gain a competitive advantage in the marketplace.”

“The Product Support Operation is something | have been able to move forward, and it is
breaking new ground. It wasanideal had had for some time, but the course helped me to
realise how to push it on and get organisational support.”

“One of the outcomes of my action plan was the timely completion of one of our engine lines
through effective project management in 1996, for which | have been responsible. Thiswill
enable the plant to commence its £360 million investment on time.”

“Asaresult of the programme and my new promotion, | was in charge of managing the release
of amajor computer system, in which the software alone was worth over £8 million to the
company. We achieved the project on time and on budget - it was the first time we achieved
both of these things.”

“One of my action points from the programme rel ated to the management of information
systems. | and my team have been able to develop computer systems to extract valuable
marketing data and establish a database; and | have been able to re-organise my areaof the
businessin order to use the information appropriately.”

Many examples related to what managers had been able to do in their own teams or departments,
such as

“Sincethe programme, | have tried to increase strategic awareness in my team. This has helped
significantly and the results have improved. We have our goals set way out from when we
used to - it used to be all about the next deal. Now we think more long term. There have been a
number of projectsthat | have started that have been rolled out. For example, the BPR project
that we have done, | piloted in my area. | also started the move to a culture of continuous
improvement.”
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“The programme gave me | ots of ideas and the confidence to implement them in my
department. Communication has been abig thing - so | have made some improvements. For
example we now have our PCs networked, with internal mail, voicemail messages and all diaries
on computer. Also we are starting to measure and trace our building maintenance efficiency
on PC.

I’ve also started “ staff time” on a Monday afternoon to help sort problems out. It gives me an
open door and stops me being interrupted all the time in the week. 1’ve managed to get lots of
personal issues sorted out. | also now circulate a quarterly report to al Heads of Departments
so that they know what is going on in other parts of the Estate. | have worked hard to
integrate what we do with other areas.

The management restructuring has been important. Both the Assistant Agent and | are ‘flat
out’ with just keeping our heads above water in day to day management. We need moretime
for longer term thinking. | have been successful in persuading my boss to have a new property
manager. Asadirect result of my Cranfield experience we have looked in detail at every part of
the Estate and drawn up a strategy document Analysis has helped improve maintenance, staff
morale, and financia returns.”

One of the managers, a Finance Director in aretal organisation, faxed a‘mini-case study’ to usin
lieu of atelephone interview:

Team Working Within Accounts Department - 60 People

Thiswas atypical Accounts Department, with an autocratic style of management, with
information compartmentalised and the attitude that information was power and that the more
you keep to yourself then the less likely you were to be fired.

On return from Cranfield, | mandated that the department had to change and that we would be
moving to a more open style of management. This caused afair degree of “ suppressed” panic
in the senior people.

The specific actions taken were:

The two senior people devolved tasks down theline.
They were both sent on week long team management development courses.

An “open” day was held for the department facilitated by the HR department, where people
were encouraged to speak their mind about the workings of the department.

The outcome has been:

Weekly team meetings are held to discuss issues.
The teams now understand the department priorities and are focused on improving cash
resources by speedier clearing of credit claims on suppliers.

They are now making suggestions on how to improve the workings of the department and
the division.

Work processes and problems with the computer system have been identified by the teams,
with suggestions on how to fix (one system has been running for eight years and no one
had thought to point out how much time it wasted due to poor screen handling
techniques).

New employees are picked by theteam. To replace our Financial Accountant, the three
candidates had to spend time in the department, going around the staff and discussing the

company/specific tasks. The staff’s recommendations on which person to recruit were
implemented.
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One of the side effects of the process has been that the confidence level within the department
has risen considerably. The staff from junior to Chief Accountant seem to have recognised
their worth and are less fearful about the “big bad world out there”. (If they all start to leave
for better jobs| may have to reverse the process!)

Apart from initiating the process, | have had little to do with the day to day implementation.
The teams have simply got on with it and seem to be building on the initial success.

Other examples demondtrate the gpplication of srategic thinking and improved organisationd focus:

“The thinking and tools used on the programme hel ped me to decide to exit some bad business
(approximately 15% of my turnover). This has created opportunities for my team to utilise
capacity for more profitable work. Future strategic projects have been put in place with the
opportunity to reshape my business completely in 5 yearsto double turnover and return on
sales. Action plansarein place and significant progress made in a short period of time.”

“The strategic thinking and marketing that | did on the programme has | ead to arefocussing of
the business. | am much more receptive to customer needs. An understanding of marketing
concepts and especially the impact of competition in the beer market in the country hasled to a
re-appraisal of our servicelevel to our customers. We are re-engineering our sales systemsto
be more responsive to customer needs, customer image of the company and servicelevel in
terms of order processing, quality and speed. The response of our customers has been
positive and our employees are realising amore satisfying relationship with the customers.”

“| have been able to restructure my group effectively. The structureis more customer-focused
and has encouraged communication between groups.”

There are examples of involving other groups or departments across the organisation in solving
problems, improving partorganisationa communication, and making better use of organisationa
resources.:

“Wetook ideas from Cliff’ s book (the strategy text on the course), but approached it from the
standpoint of how can we compete with other departments? For exampl e there was a hotline
group set up which operated in arather grey areawith ourselves. | said that we ought to be
ableto work more collaboratively. We put al the factors together and got the whole picture. |
realised that we have alot of engineering resource here. | presented thisto senior
management, that we needed to sell ourselvesmore and be proactive about supporting the
strategy. Aspart of this| said that the engineering resources could be better used. That got
their attention and got them thinking about the group and me positively. In fact they were very
keen - it seemed to bring out their own needs and concerns. We have now set up the
Engineering Council Group, of which | am a member, to manage these resources better (onein
six of the staff hereis an engineer).”

“The programme has had a big impact on what | have been able to do inside the organisation. |
make better decisions now, and am more aware of the relationship of my business to the Group.
| have developed personal networks- before | didn’t have much of aprofile. Our business was
looked at abit suspiciously. | now try to identify win-win situations. The strong culture of the
Group has affiliation benefits. Greater interaction has helped the business overall. For
example, one company was having difficulty acquiring sites. We sat down with them and
worked out afinancial framework that would give them an acceptabl e position for the Group
and allowed them to have an advantage in the market. Without doing that, they wouldn't have
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been able to achieve that advantage.”

“Asaresult of the programme and my action plan, | have lead an initiative to change and
standardise our business planning process. The business planning process we designed was
devolved down to al the Directorates, and it was widely recognised that the whole process
worked much better thisyear. The format has become more meaningful, is more
enthusiastically used. We spend much less timein putting together and considering business
plans, yet the quality is better.”

Many managers described taking part in or leading wider organisational change initiatives as aresult
of attending the programme. These are examples of effecting the style, culture and/or overal focus
of the organisation:

“Apart from the review of 1S competencies which was part of my Action Plan, | have instigated
or becomeinvolved in anumber of other significant change initiatives, e.g. areview of models
of IS management which is having organisational impacts; the Customer Service Initiative and
business process modelling which has resulted from this. The course helped me to realise that
| can take alead role in such changeinitiatives.”

“ Subsequent to my attendance on the programme, | was promoted to MD, and changing the
culture and style of the company has been my main project. Asaresult of the programme | feel
I have amuch heightened awareness of interaction around me, and of the impact that | can
have. | have been more active in using images and symbolism in what | am trying to do. One
way | did thiswasto put forward acase at group level for amajor training initiative. The
symbolism of thiswas strong as away to demonstrate valuing staff, building trust, and
modelling the new culture based on aflatter organisation. Another example wasto put forward
acase at group level for improved communications, which was implemented in the form of a
director’ s conference which brought together 80 senior managers from acrossthe groupin a
relaxed forum where we could discuss strategy. It was very well received and conveyed a
strong message of encouraging dialogue between levels.

“Since the programme my involvement in divisional initiatives has become more active, more
open, easier and of ahigher quality. | have participated in a project to gain SO 9000 approval,
andinaBPRinitiative. | reorganised the division and created one group dedicated to
improving both information systems and quality. | feel | have been successful at creating a
subculture of autonomy and responsibility in my division. | have taken a development
approach, improving HR practices and increasing the training budget. | have been successful
in maintaining amental attitude myself and fostering it in others which makes coping with
change easier - including tolerating mistakes and encouraging the learning and experimentation
process. | have also found a support network with other managers in the company who have
attended Cranfield programmes. My relations with them have become more supportive and
tolerant, with much more open conversations and a higher level of trust. | have continued to
use Cranfield for the development of other staff in order to maintain the quality and continuity
of approach.”

“1 have been very active in driving forward a strategic project which has fundamental
implications for the way that we do business. Asaresult of itsimplementation, our main
operational focuswill change to helping our customers manage their workload in order to
maximise the use of the legal allocation of noise levelsto the airport while coping with large
and growing volumes of traffic. | have key responsibility for the process of educating our
departments about the issue, and in creating acommon vision for the future of the airport. Itis
my strong belief that the programme, as aresult of its strengths and my personal ambition to
learnfrom it, has contributed significantly to the success of my department in managing the
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changeinitiative. We have managed to turn the threat of capacity constraints at Schipol
around and make it an organisational success, both for ourselves and the other stakeholders.”

In summary, we found that individuas had immense impact on their organisations. They were able
to establish * pockets of good practice’ within their organisations, to initiate and lead projects which
were responsble for improving organisationd performance and achieving more srategically
beneficid pogtioning; and to be insrumenta in the success of mgor cultural and srategic change
initiatives. Moreover, it is cear that the qudity of individud performance in thisregard is linked by
delegates time and time again to the development of meta-ailities, which underpin their confidence,
flexibility, perseverance, open-mindedness, and ability to chalenge the organisation; in short - their
persona power.
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8. Concluson

We have st out the case here for dismantling organisation development as a top down, corporate
wide endeavour. We have argued the case vigoroudy, and make no apologiesfor that. 1t seemsto
us that S0 much experience of organisationd life is anything but corporatdy rationd - organisationd
forms are evolving increasingly towards decentralised, business unit political arenas, managers are
actively encouraged to create culture pockets within their spheres of influence; and organisationa
boundaries themsdves are becoming blurred by customer - supplier dliances. All of thisis driven by
onesmplerationae - the surviva imperative - and organisationd survivd istherationde for dl
interventions. So if aform of intervention itsdf is found wanting it ssemsto us that strong statements
become necessary to redress this shortfall.

The dterndtive is to recondtitute organisationd development, not abandon it. We have argued that if
emerging organisationd forms are creating afundamenta shift in emphasis towards the contribution
of individuds, above dl individuad managers, then that must be recognised for interventions to be
worthwhile. The garting point for organisationa development becomes individua devel opment.
However, this may be adifficult shift of viewpoint to make, not just because of itsinherent ‘ anti
corporatism’, but aso because much that fals within the framework of individua (management)
development is best described as training for knowledge and skills.

We have argued here that the key factor in individud development as organisationd development is
the development of meta-abilities: underlying, learned abilities which underpin the use of other
manageria knowledge and skills. These meta-abilities are cognitive skills, emotional resilience,
self-knowledge and personal drive By definition, these eements cannot be developed through the
acquisition of new knowledge and skills; they develop through a process of persond trangtion which
involves gaining saf-ingghts and unlearning old habits in the face of new chalenges.

This study has investigated the development of meta- abilities through the Cranfidld Management
Development Programmes, and sought evidence of organisationd development as an outcome of the
devel opment process.

It isclear from the study that the programmes can and do develop managers meta-
abilities. Over 80% of managers described changesin one or more of the four meta-abilities.
Devdopmentsin cognitive abilities, reported by 88% of managers, were broadly spread between
the 9x subsets of cognitive complexity, cognitive flexibility, visonary ability, avareness and clarity.

Developments in these areas resulted in managers being much more sophisticated and flexible in their
gpproach. They valued multiple, and even conflicting, perspectives, and were more able to shift
gopropriately between perspectives themsalves. This heped them in team management, decison
meaking, and gaining commitment from individuas with diverse interests. They were better able to
see and take into account the complexities of organisationd life. They reported being able to think
more clearly, and more strategicaly, which alowed them to focus their energies and those of others
more effectively. A high percentage of managers described being much more aware of their impact
and of the dynamics of stuations, which improved their judgement in making choices about how to
manage those Stuations.



DEVELOPING BUSNESSES THROUGH DEVELOPING INDIVIDUALS Page 55

Increasesin salf-knowl edge were described by 88% of managersin the study. This knowledge
was important in heping individuds to understand ways in which they were limiting or undermining
their own effectiveness. 1t helped them digtinguish between their own needs and the needs of agiven
gtuation or other people, thereby clarifying dternative gpproaches and improving thar flexibility.
Together with the awareness of impact described above, salf-knowledge helped managersremain
effective under pressure, and continue to critically examine their own performance back at the
workplace.

Deveoping emotional resilience was described as an outcome of the programmes by 84% of
managers. Thisinduded improving sdf-discipling, managing emotions gppropriatdy, building
resilience and becoming more confident. Changesin these areas led to managers feding more

ba anced, developing ‘ gravitas, and feding more ‘ competent and influentid’. Developing per sonal
drive was reported by 81% of managersin the sudy. Asaresult, individuasfelt more ableto be
proactive, to take the initiative even when it required taking persond risks, to be more visible, and to
be more chalenging of their staff, colleagues or bosses.

The second key finding of the study isthat, once development has been initiated, individual
delegatesinfluence their organisationsin significant ways. Initidly, the development of meta-
abilities results in improved persond influencing skills. Over 90% of managers reported developing
their generd communication skills. Between 70% and 90% of participants described improvements
in assartiveness and dealing with conflict, persuasion and managing palitics, and developing others.

However, the development of meta-abilities does more than just improve skills. 1t contributesin
important ways to managers being more astute and ingghtful, able to make better judgements and to
see more dternative actions. As such, they are better equipped to navigate dynamic organisationa
environments and influence effectively within them.

One way in which individuas influenced their organisations was through improving their own
personal practice as managers. Thiswas described by 93% of managersin the study. They
reported being able to delegate, empower their staff, contribute to cross-functiona decisons and
improve important working relationships.

The second sensein which individuas had an important impact on their organisations was through
extending their personal sphere of influence, Thiswas reported by 83% of participants. These
managers were successtul in raising their profiles and initiating ideas which involved others outside of
their department. They reported being more able to influence key people across the organisation.
As managers increased their influence, they effectively served as role models to others and so began
to influence the wider organisationd culture.

Thirdly, managers contributed to organisationd direction through providing a critical perspective
63% of managers described being more chalenging of their organisations, having higher expectations
of colleagues and being more discerning. Such a perspective acts as a Sour to organisational
development - questioning implicit assumptions, exploring new possihilities, and directing energies
toward higher standards.
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Lastly, managers changed their organisations. Asaresult of the Cranfield programmes, 71% of
managers described being able to make specific changes to their organisations. These changes were
the result of individud initiative and action - for example, the creation of new products, the
introduction of new processes, the better use of information systems, improvements to organisationa
structure and focus, and the achievement of higher standards of service. Impact on the organisation
aso consagted of ggnificantly improving the focus and effectiveness of the individud’ s own team or
department, reorganising the business and digning it more closdy to the customer, and involving
other functions and departments in the solving of pan-organisationd problems. Managersfelt that
the initiatives they implemented contributed to influencing and changing the culture, style and
direction of their organisations. The nature of these changes was that they were individudly driven,
at times fragmented actions, which succeeded in cregting subcultures, demonstrating new
approaches, and influencing attitudes within the organisation. They were underpinned, not by
corporate control or widespread campaigns, but by an understanding of the complexity and political
nature of the organisationd influencing process. Above dl, they were driven by individud belief,
commitment, enthusiasm and perseverance.

The nature of these changes strongly emphasises the third key finding of the study related to
individuas being able to implement changein ther organisations: manager sdo it on their own.

The evidence indicates overwhe mingly that managers get very little developmenta support from

their organisations. Thisideais strongly reinforced by two findings of the sudy. Thefirg isthat the
experience of getting high quality data from sponsors was an extremey difficult one. Therewasin
many cases no clear sponsor, that is, someone taking developmenta responsibility for a delegate.
Where there were designated sponsors, thelr interest varied, they were not in a position to have a
clear view, the relationship with the delegate was not a good one, or there was no continuity of
relationship over time. The second finding was that managers described taking sole respongbility for
the implementation of their action plans at both the personal and organisationd levels. Taking action,
in many cases, involved overcoming the resstance of bosses and colleagues. Delegates fdlt little
support and found it difficult to get vauable and meaningful feedback about what they were trying to
do. Thelir comments echoed our own experience - Sponsor interest varied or was norn-existent,
developmenta relationships were rare. Factors for success were persona ones. commitment,
perseverance, avareness and discipline.

Moreover, success at the persona level - the development of individuad meta-abilities - was
inextricably linked to success in changing the organisation. This relationship was cited invariably by
managers themselvesin describing their success. Those who did not succeed in having the desired
impact on their organisations aso struggled with their individua development. 1t would gppear that
the very process of having to take responghbility and persevere in one' s own development in an
environment full of distractions and resistance contributes significantly to successin the pursuit of
organisationd change.

What are the implications of these findings? Firgt and foremogt, organisationd development is about
the creation of pockets of good practice. The findings of the study reflect the emergence of
organisationd formsin which the respongbility and actions of individuds are becoming primary.
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Thistrend should, in any case, be caling into question * corporatdy driven’ views of organisationd
development and draw us toward the more dynamic and less homogeneous * pockets of good
practice’ mode.

Secondly, pockets of good practice are established through the commitment and capabilities of
individuas and are therefore founded on the growth of individud meta-ahilities. These meta-abilities
are difficult to develop within the work environment. Despite a wedth of opportunities, the
chdlenging role of facilitating this development is rarely provided in work stuations. Our findings
indicate that public programmes such as the Cranfidld Management Devel opment Programmes have
amuch more important role than they have been credited with higtorically. They are capable of
providing a unique environment in which individua development, as organisationa development, can
be the focus. Not al public programmes do this, and the extent to which they add vaue should be
judged by the successful development of individua meta-abilities. Sponsoring organisations would
help themselves enormoudy in the value adding process by careful sdlection of attendees on such
programmes. Frequently they do not, and that must be taken as further evidence of the same issue -
the lack of understanding of how individua development can condtitute the core of an organisation
development drategy.

With thisin mind we would end on a note which is paradoxicaly deegply pessmigtic and highly
optimigtic. A lack of understanding of the power of individua development must in part explain the
goparent lack of vadue placed on it. Much to the incomprehension of management thereisdways a
szeable number of individuas in many organisations who are of the view that * people do not
matter’. They are referring not to their own beliefs, but those of management. * People are our most
vauableresource’ isahollow statement to them - amanagerid myth. It must follow that any
organisation which can find the time, money and above dl managerid commitment and energy, to
make individua development centrd to its aims, will have huge advantage. The development of
meta-abilities would be seen to contribute directly to the organisation, its ‘ bottom lin€, its continued
exigence. And the vibrance of organisationa experience, normally reserved for limited periods of
intense growth in the organisationd lifecycle, might become a more enduring feature of day to day
work.
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APPENDI X A: Questionnaire Used in the Research

Identicd questionnaires were used for al four programmes. The sample below comes from the
Senior Manager’s Programme. There was aso a pre-programme questionnaire used in which
delegates were asked to rate themsavesin areas of skills and knowledge and talk about what they
wanted to gain from the programme. Thiswas soldly used as areference point for the post-
programme questionnaire and interviews. As the relevant parts of the pre-programme questionnaire
areidentical to the post-programme in format, it is not included here.

POST-PROGRAMME QUESTIONNAIRE

Senior Manager s Programme: 17 - 29 June 1996

Name:

Organisation:

This questionnaire is designed to help you describe the impact that attendance on
the Senior Managers Programme (SMP) has had on you and your organisation.
In some cases, you will be referred back to the pre-programme questionnaire you
filled out, and asked to comment on any changes which may have resulted. We
recognise that these measurements are not absolute by any means. They are
designed to serve as a benchmark to you in making judgements about your own
performance. Itisyour judgement that we are interested in.

1. Before coming onto the programme, you rated your level of knowledge in the following
business areas. Can you please rate yoursdf again according to your current leve of
knowledge, based on what you learned on the programme as well as any further learning which
has been stimulated by interest or understanding gained on the programme. Please usethe
back of this sheet to comment on any changes you fed have taken place:

Limited Fair Satisfactory Excellent
Business Strategy 1 2 3 4
Finance/Accounting 1 2 3 4

Operations Management 1 2 3 4
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Marketing 1 2 3 4
Information Systems 1 2 3 4
Human Resource Management 1 2 3 4
Organisationd Change 1 2 3 4
Team Management 1 2 3 4

2. Similarly, you rated your skill level in the following areas prior to attendance on the
programme. Can you pleaserate your self again, taking into account what you learned
on the programme and your development back at work asaresult of the programme.
Again, please use the back of this sheet to comment on any changes:

Limited Fair Satisfactory Excellent
Delegating 1 2 3 4
Coaching 1 2 3 4
Dedling with Conflict 1 2 3 4
Influencing 1 2 3 4
Seeing problems from
arange of perspectives 1 2 3 4
Andysng information 1 2 3 4
Communicating information
to others 1 2 3 4
Problem solving with
others 1 2 3 4
Sifting and prioritisng
relevant information 1 2 3 4

Decison-making 1 2 3 4
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Being able to grasp
complex problems 1 2 3 4

Organisng informetion

appropriately 1 2 3 4
Managing your time 1 2 3 4
Being ableto shift

your own perspective 1 2 3 4
Leading ateam 1 2 3 4

3. Beowisaseriesof statements. Pleaseratethe extent that you feel they apply to you,
accor ding to the following scale:

a) the statement is definitely not true of you; in other words you never behave or feel the
way indicated by the statement.

b) the satement is sometimes true of you; in other words you sometimes behave or feel the
way indicated by the statement.

c) the statement isgenerally true of you; in other words you quite often behave or feel the
way indicated by the statement.

d) thedaement isalways, or very nearly always, true of you; in other words you usually
or always behave or feel the way indicated by the statement.

| am better a implementing well-tried solutions than experimenting with new ones.

My medium- and long-term ambitions are not clear.

If | fed uncomfortable in ameeting | will tend not to voice my opinion, evenif | fed | have
an important point.

| find it difficult to persevere when things aren't going well.
| need to baance initiative with caution.
| actively seek to behave as arole mode to my staff and colleagues.

When working with others, | take responsbility for what should happen, even if it is not
part of my own area of activity.

| tend to be reactive rather than proactive.

| am the kind of person who takes ahigh level of persond respongbility for my actionsin
everything | do.

| prefer to follow established plans and procedures rather than rely on my own initiative.
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In what way (if any) has attendance on the programme had an impact on the way you
respond to these statements? (Please comment on individual statements, if

appropriate).

4. Which of these statements best describes your own organisational viewpoint since
attending the programme?

My focus is both on operations and issues within my own organisation and the externd
influences which are important in my business (i.e. markets, competitors, legidation,
economic trends, etc.).

| am very aware of other functions and departments aswell as my own and | tend to view
problems from an organisation-wide perspective.

My attention is mostly directed toward my own department or function and the problems
or issueswhich arise within it..

In what way (if any) hasyour per spective changed asaresult of your attendance on
the programme? (Continue on the back if needed)

5. Hasattendance on the programme had any impact on your ability to remain objective
and self-disciplined even under high levels of pressure? If so, please describe.

6. What impact has attendance on the programme had on your personal approach to
management?

7. Looking back over thelast six months, what overall impact do you feel attendance on
the programme has had on your personal effectiveness asa manager?

__ Noimpact __ Medium impact
__ Magind impact __ Highimpeact

Can you describe any improvements you have experienced, drawing on work
examples and feedback from your boss, colleagues and staff?
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8. Towhat extent do you fedl you have been ableto implement your action plan
successfully?

What factors (personal and organisation) have been key in helping or hindering the
implementation of the plan?

9. Inyour view, what impact have you been able to have on your organisation asa
result of your attendance on the programme? (Please use specific examples, or refer
to above examples).

10. From your organisation's point of view, what value has been gained to justify your
attendance on the programme?

Thank you very much for taking the time to respond. Please return the questionnairein the
pre-paid envelope provided. Alternatively, if you would prefer to express your responses
verbally, please contact Penny Harvey or Sally Atkinson on (01234) 751122.
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APPENDIX B

LIST OF ORGANISATIONSWHO PARTICIPATED IN THE
RESEARCH PROGRAMME:

3M Hedlthcare Ltd

ABB Vecto Gray UK Ltd

Addenbrookes NHS Trust

ADM1 Consultancy

Akwa Ibom State Water Corporation

Amgterdam Schiphol Airport

Artex Ltd

Aspect IMTC Room 201

Aurora Forgings Ltd

BAAPLC

Bank of Iredland Corporate Banking

Bank of Irdand Internationa Finance Ltd

Barbados Agriculturad Management Co Ltd

Barclays Bank Plc

Baxter Healthcare SA

Bayer Diagnostics Manufacturing Ltd

Bendficid Bank PLC

Berger Paints Jamaica Ltd

Berger Paints Trinidad Ltd

Bond Helicopters Ltd

Booker Tate Ltd

British Sted Engineering

British Tdlecom

BT

Cable & WirdessPLC

Carlsberg-Tetley Brewing Ltd

Cdlular Communications Network (M)

Chevron UK Ltd

CMC Conaultants Ltd

Compair Reavell Ltd

Courage West

Cranfidd Conference Centre Ltd

Cranfield School of Management

Cranfield University
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CSO Vduations AG

CTC Eagle Star Insurance Company Ltd

Dalas SysemsPLC

Datapag Ltd

De Beers Industrid Diamond Divison (Pty) Ltd

Department of Defence Indusiry

Department of Petroleum Resources

Department of Petroleum Resources Personnel

DHL Internationa KenyaLtd

Disctronics Manufacturing (UK) Ltd

Don & Low Ltd

Dunn and Bradstreet Ltd

Eagle Star Life Assurance Co Ltd

Eagtern Electricity

Ecophon Pilkington Ltd

Education Review Office

Electricity Supply Board

Elf Petroleum Nigeria Ltd

Employers Reassurance Internationd Ltd

Eveready Batteries Ltd

Federd Ministry of Petroleum

Federation of Family Planning Associgtions

Fenchurch Internationd

Fenchurch PLC

Firmenich SA

First Bank of NigeriaPLC

Ford Motor Co Ltd

Greenham Construction Materias Ltd

Greenham Paving

Greenham Trading Ltd

Guiness Brewing Worldwide Ltd

Hampstead & Highgate Express

Hero CyclesLtd

Home Counties Newspapers

Howegarden

HoyalLens UK Ltd

Hunting Aviation Ltd

|.M. Properties PLC

ICL

ICL Enterprises

IM PropertiesPLC

IMI Y orkshire Fittings

Ingtitute for International Research Holdings Ltd
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Insurance Corporation of Barbados

Intel Corporation Iberia

Intermortgage

International Factors Ltd

John Heathcoat & Co Ltd

John Menzies (UK) Ltd

KenyaBreweries Ltd

Kleinwort Benson Investment Management Ltd

K orea Electronic Power Corporation

K PN-Vastgoed

Kvaerner John Brown

Life & Pendgons Assurance Co

Lloyds Bank PLC

Lloyds Bowmaker Finance Group

Lloyds of London

LloydsTSB

Lombard Business Equipment Leasing

Lucent Technologies Wirdess Ltd

Lydmet Ltd

Magnox Electric

Manor Bakeries Ltd

Marbo Ltd

Marine Harves McConndl Chile

Matthew Gloag & Son Ltd

MD Foods

MeritaBank Ltd

Miles Ltd

Minigtry of Finance of Brunel

ML Electro Optics Ltd

Mobil Oil Corporation

Mobil Producing Nigeria Adminigtration

Mohbil Producing Nigeria Unlimited

More O'Farral Pic

National Westminster Bank PLC

New Zedland Embassy

Nichols Asociates Ltd

Nigerian Agip Oil Company Limited

Nigerian National Petroleum Corporation

Novamedix Services Ltd

NPI

Origin

Odghorn Sted Extrusions Ltd

Owens Corning Fibreglas (GB) Ltd
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Pandrol International Ltd

Petroconsultants SA

Philip Morris Europe SA (EEMA)

Pioneer Concrete Holdings PLC

Plateau State Water Board

Polarcup UK Ltd

Port of Tyne Authority

Pro-Bd Ltd

PTT Telecom

PTT Telecomdigtrict s-Gravenhage

Qatar Liquefied Gas Company Ltd

Railfreight Digribution Ltd

Reckitt & Colman Products

Redpath Engineering Services

Richmond Twickenham & Roehampton Hedthcare

Roffe Swayne

Rolls Royce Motor Cars Ltd

Royd Hight Oman

Sandvik Saws & Tools

Santa Cruz Operation

Schindler SPA

Scottish Daily Record & Sunday Mail Ltd

Scottish Hydro-Electric PLC

Scottish Nuclear Ltd

Sedgwick BV

Sims Food Group PLC

Sr William Halcrow & Partners Ltd

South Essex Recorders Ltd

Staveley Indudtries Pic

Sun Microsystems Ltd

Sunley Inc

Sunsarvice UK Ltd

Sunsarvice-NE IT Operations

SWALEC Plc

Swiss Reinsurance Company (UK) Ltd

Tdfab Building Products Ltd

Taylor Woodrow Civil Engineering Ltd

Taylor Woodrow Construction Southern Ltd

Taylor Woodrow Facilities Management

Taylor Woodrow International

Taylor Woodrow Management Engineering Ltd

Taylor Woodrow Management Ltd

Taylor Woodrow PLC
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Taylor Woodrow Property Management Co Ltd

Taylor Woodrow Services Ltd

Taywood Homes Ltd

Tetley Group Ltd

Texaco Ltd

Textured Jersey UK Development

The Advertisng Company Ltd

The Audit Commisson

The Benfield Group Ltd

The Hulton Getty Picture Collection

The Nationa Trust

The Rainbird Group

Tota

Totd South Africa

UAP Provincid Insurance Company Ltd

Urban Land Authority

Vanderlande Industries Nederland BV

W.S. Atkins (Services) Ltd

Welmed Ltd

Worldwide Petroleum Services Ltd

Y orkshire Electricity Group PLC

Zeneca Agrochemicals

Page 67



Page 68 DEVELOPING BUSINESSES THROUGH DEVELOPING INDIVIDUALS

REFERENCES

Adams, J, Hayes, J& Hopson, B (1976). Transtion: Under standing and Managing Per sonal
Change. Pitman Press.

Barham, K & Rassam, C (1989). Shaping the Cor porate Future. Ashridge Management
Research Group. London: Unwin Hyman.

BoyatzisR (1982). The Competent Manager: A Model for Effective Performance. New
York: John Wiley & Sons.

Burgoyne, J(1988). “Competency Approaches to Management Development”, paper given at the
IMP Conference in Harroggte.

Coallin, Audrey (1989). “Manager’ s Competence: Rhetoric, Redity & Research.” Personnel
Review, 18 (6).

Drucker, P (1995). Managing in a Time of Great Change. Butterworth-Heinemann.

Drucker, P (1992). Managing for the Future. Butterworth- Heinemann.

Goleman, D (1995). Emotional I nteligence. Bloomsbury Publishing.

Hampson, S (1988). The Congtruction of Personality: An Introduction. 2nd ed. London:
Routledge.

Hogarth, R (¢.1979). Evaluating M anagement Education. Wiley Publishing.

Kolb D & Wolfe, D (1979). “Career Devdlopment, Persona Growth & Experientid Learning”, in
Organisational Psychology: A Book of Readings edited by D Kolb, | Rubin & JMclintyre.
Prentice-Hal Publishing.

Morgan, G (1989). Riding the Waves of Change: Developing Managerial Competenciesfor
a Turbulent World. Jossey-Bass Publishers.

Naishitt, J (1995). Global Paradox. Nicholas Bredey Publishing.

Naishitt, J& Aburdene, P (1990). M egatr ends 2000. London: Sedgwick & Jackson.

Pedler, M, Burgoyne, J& Boydél, T (1994). A Manager’s Guide to Self-development. 3rd
edition. London: McGraw-Hill.

Pye, A (1991). “Management Competence: The Fower in the Mirror and the Moon on the Water.”
Chpt 8in Competent to Manage, Mick Silver, ed. New Y ork: Routledge.

Schroder, H (1989). Managerial Competence: The Key to Excellence. Kendal/Hunt
Publishing Co, USA.

Tempora, P (1981). “Creeting a Climate for Self-Development” in M anagement Self-
Development: Concepts & Practice, edited by T Boydel & M Pedler. Gower Publishing.



