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APPENDIX ONE

Methodology Issues

A1.1 — Specimen access letter to life assurance HR managers

Mr XXX XXXXX
Personnel Manager
Highland Life Assurance Co
);0,0.0.0.9.0.¢

XXX X

XXXX XXXX

NAPIER UNIVERSITY RESEARCH PROJECT
ON
BARRIERS TO LEARNING FOR MID CAREER MANAGERS

Dear Mr XXXXX 21 February 1997

We are writing to you to invite members of your organisation to take part in a research project we
are conducting into barriers to learning for mid career managers. After an initial meeting with the
Personnel Manager of Borders Life, he indicated that he will lend his support to the study and also
suggested that we contact yourself with regard to conducting research at Highland Life.

The research project will cover all the major Scottish based Life Assurance offices in Scotland and
the opinions and comments of mid career managers in your organisation will contribute invaluably
towards the development of a current picture of management learning and development in this
sector in Scotland. The information you provide will also influence future teaching on Institute of
Personnel Development (IPD) courses at Napier University and therefore benefit many people in
your profession.

The enclosed Research Brief summarises the aim and importance of research into the learning of
mid career managers and also indicates how the research is to be conducted, i.e. semi structured
interviews with around five to ten mid-career managers in each of the Life Assurance Institutions.

We would like to stress at this point that this is 2 non-commercial research project and the findings
will not be open to the public. All data and the identity of individuals concerned will be treated in

the strictest confidence.

Whilst we appreciate the demands on your time, we would be extremely grateful if we could meet
with you to discuss carrying out research at Highland Life and the practicalities that it may involve.

We shall contact you in the coming week to gauge your initial thoughts on these matters and look
forward to speaking with you then.

Yours sincerely

Martin McCracken MA Mary Wallace BA MIPD
Research Assistant in Management Studies Sentor Lecturer in Management Studies
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A1.2 Sampling Frame for Lothian Life

The Personnel Department at Lothian Life supplied a list of 48 managers’ aged between
35 50 years. From this list 20 managers were randomly chosen to participate 1 the
research. Table Al.1 below illustrates the departments to which these managers were
attached and also their gender. The Lothian Life Personnel Department did not disclose

the managers’ ages and therefore this factor could not be used in selecting the sample.

Table A1.1 Sampling Frame for Lothian Life

Department | No. of | % of | No. No. No. to No. No.
MCMs | Total | Male | Female be contacted | agreeing
selected | (Random to
selection) | interview
Administration 6 12.5 4 2 2.5 3 1
Investment 5 10.4 5 0 2.08 2 1
Accountancy 5 10.4 2 3 2.08 2 1
Information 9 18.75 7 2 3.75 3 3
Systems
Marketing 7 14.60 6 1 2.92 3 2
Actuarial 3 6.25 2 1 1.25 1 1
Sales* 3 6.25 3 0 1.25 0 0
Compliance 1 2.10 1 0 0.42 1 1
Personnel 1 2.10 1 0 0.42 1 1
Pensions 8 16.7 6 2 3.34 4 2
Total 48 100 37 11 20 20 13

Although attempts were made to make the sample representative on the basis of gender
and department, from the twenty managers contacted, only thirteen indicated their
willingness to participate on the research. Unfortunately only one female was included in

this group.

* It was indicated by the Training and Development Manager that it would be very difficult

for anyone in the Sales department to participate due to their work commitments.




Appendix One

A1.3 Questions and Checklist for Mid-Career Managers

(I would like to stress the confidentiality of this meeting and assure you that no one
else apart from myself will have access to this cassette. The purpose of taping this
meeting is in the first instance to allow it to flow and secondly it helps to prevent
me from quoting you incorrectly.)

Introduction

Brief explanation of what exactly I am doing, and the purpose and structure.

e In general a study into Management training and development as part of the
requirements of a PbD thesis.

e Particular focus on barriers or obstacles in taking up learning opportunities’
o This meeting should take no longer than 1 hour, however at this point I would like to
invite you to take part in further discussions at a later date which pethaps may be

used to talk about some of the more salient issues raised here

The broad structure of the interview will be as follows:

1. Firstly, I would like to discuss some issues relating to your own experiences
and perceptions of learning.

I1. Secondly, consideration of some specific organisational issues.

111.Lastly, I would like to clarify some Personal Details with you.
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Interview Checklist

l. Personal Experiences and Perceptions of Learning

Give details of your previous experiences of formal education, and also other

learning activities.

Clanfy as all expertences i.e. (Primary, Secondary, Further and Higher and al 0 work related )

Follow ups:  Any event or aspect which stands out?
Had an affect on decisions regarding further study?
Anything else, e.g. involved in any, Projects, Outward Bounds, School
Board of Governors, Leisure Activities...
How are you finding it - enjoyable, a bind (something to be put up
with), valuable, difficult, easy....

Why did you undertake this activity?

Follow ups: Was it self initiated, by Line Manager, Department, Company?
Funding of it?
Is doing it expected of you? - Why?
Have you seen any implications for your career aspirations as a result of
(not) undertaking such an activity?

What learning styles have you experienced?

Would you say you had a preferred personal method or style of learning.

Follow ups: Which formal approaches do you find effective? (E.g. Lecture based,
group discussion, informality, team-based)

Were there any factors which inhibited your participation in any learning activity?

Follow ups: Which do you think are the hardest to overcome? Why?
Elaborate with examples?

How important is learning and development to you?

Follow ups:  Are there any major factors ot events which have influenced this?
Origins of such perception towards education and training?
Would you regard yourself as a risk-taker and self-starter?
Have you heard of the term of Lifelong Learning - what would you say this
meant to your

Were you aware of other relevant learning opportunities (specify) - Did you
consider any alternatives?

Follow ups: Would you know where to look for opportunities that may be relevant to
you?
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How do you see your career developing in 2, 5 and 10 years time?

Follow ups: Is it formalised
Does the organisation have a clear career and succession policy for
management?

Where do you fit into that?

Il Organisational and Environmental Issues

What in your opinion are the most important external pressures on this industry at
present.

Follow ups:  Any affect on your perception on learning and development?
What effect do you think this has on the training and development of your
colleagues?

How do you perceive these external changes to have impacted on employment
practices in this company?

Follow ups: Emergence of a2 ‘New Deal’
Shift in Psychological Contract
More pressure on managers - increased working hours
Not taking as much leave, need to be present more?

How would you describe the Organisation Culture.

Clarify (Basically talking about the way things are done around here, the best way to think about it
would be to consider another organisation that you haye worked with in terms of general atmosphere of
superiors, subordinates....)

Follow ups: Could you give examples of this in everyday terms?
Do you feel there has been any changing in culture?
Is there Trade Union representation here?

More specifically could you describe your perception of the culture in relation to
management training and development?

Follow ups: How is learning and development viewed by the organisation?
Are you aware of a company strategy on training and development -
Does it exist in writing and could you obtain a copy if you wanted one?
Is Mgt. Development actively promoted and supported here?
What resources are made available to support development activity?
Is there a specific person who can be approached on development
issues? e.g. Your immediate boss (typical of most?), training liaison?
How are these people viewed by you - by others?
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What constraints do you feel are present in the organisation in relation to

management development?

Follow ups:  In your own personal experience? - Can you elaborate on these?
If you wanted to go on a coutse within the company is there a difficult
process to justify it?
Have others ever communicated any other courses to you that you
may not have experienced?
Would most managers in your situation have similar experiences?

Are others in a similar position to yourself embarking on management development
and training opportunities?

Clarify: (Also talking about things like secondments, attending conferences, time in another department,

divisional...)

Follow ups: What kind? Are there others which could be described as something
else? (other than MD)
Does this influence you in any way? Is it expected of them?

II1. Personal Factual Details

Clarify: (At this point I would like to just finish off this meeting by confirming some personal factual detasls
with you, however if you feel that some are too intrusive then I'll understand if you decline to answer them)

........................................................................................................................

........................................................................................................................

........................................................................................................................

........................................................................................................................

........................................................................................................................

........................................................................................................................

........................................................................................................................
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IV. Conclusion

At this point I would like to thank you for taking part in this stage of the research and your
valuable comments in this discussion. In the immediate future I can provide you with a
transcript of this meeting, and I should also like to in the future perhaps come and visit you
again with a view to clarifying some of the issues that were covered here.

Thank-you again for your interest and co-operation in this study.
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A1.4 Interview schedule for Training and Development Manager

(This meeting is confidential, no one else apart from myself will have access to this
cassette. The purpose of taping this meeting is in the first instance to allow it to
flow and to make sure I do not interpret your answers incorrectly.)

Introduction

e In general a study into Management training and development as part of the
requirements of a PhD thesis.

e Particular focus on barriers or obstacles in taking up learning opportunities’

o This meeting should take no longer than 1 hour, and is designed to allow me to ask
about the Training and development strategies for managers in Central Life.

The broad structure of the interview will be as follows:

1. Firstly, I would like ask about the company structure, culture and the
bierarchy which exist in the company.

11. Secondly, 1 would like to discuss some issues relating to organisational
strategy and management development.

I11. Thirdly, consideration of some specific issues in relation to the HRD
processes.

IV.Lastly, I would like to about management development and performance.
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1. Company Structure, Culture and Hierarchy

Could you briefly outline the structure and hierarchy of the company?

Follow up: Decision making processes
Communication processes

Could you describe the corporate culture here?

Follow up: If change apparent who have been the major drivers of it?
Would you say there was a culture of learning present in thus
otganisation?

Empowerment and experimentation a feature of this culture?

2. Organisational strateqy

Does organisational strategy influence your MD?

Follow up: What determines your strategy for MD?
Can you give me some concrete examples of how MD links with
organisational strategy?
Do departmental strategies also influence MD? (Examples)
Could MD be linked more closely with organisational strategy? How
might this be done?

Who has some responsibility for MD?

¢ Individuals?
e Personnel/human resources
e Line managers?

e Others?
What is the responsibility of each?

3. HRD Processes

Has the organisation’s MD, ot broader training and development strategy, been recognised
in any of the following ways:

Yes/No

* Investors in People status
* National Training Award
*  Quality Awards (e.g. BS 5750, ISO 9000)
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Is any such application in progte s or does the organt ation intend to apply for recognition

in the near future?

To what extent is MD competence ba ed?

Are some, or all, HRD systems and processes based on national occupational stand_rds
(1.e. the Management Standards developed by MCI)?

When did you begin to adopt the Standards?
Briefly:
e Are the Standards used in recruitment and selection?
e Are appraisal systems designed to support achievement of the standards?

o Are reward systems related to achievement of the standards (or on individuals achieving

other qualification (MBA)?

e Are the Standards used in management training?
e Are personal development objectives defined in terms of the Standards?

If no (to any) what is used instead of the Standards in each area?

Are all managers expected to participate in their own MD?

Are all managers expected to contribute to the MD of their staff?

Who decides what MD is appropriate for an individual?

How are goals of MD for individuals established?

4. Performance outcomes of competence-based management
development

What aspects of individual performance do you measure?
* Achievement of individual targets

* Individual managers' portfolios of evidence

* Appraisal reports

By what means are these monitored?

What aspects of team or departmental performance do you measure?
* Achievement of departmental and team targets

* Departmental productivity/effectiveness

* Reductions in waste, returns, complaints etc

10
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By what means are these monitored?

What contribution do you believe MD has made towards improvements in performance
under the following headings?

* Individual performance

* Team or organisational performance

How can the benefits of MD be identified in these areas, and on what basis can
improvements be attributed to MD as opposed other factors?

1
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PERSONAL BARRIERS +ative / -
ative effects
TYPE CODES DESCRIPTION -+
PERCEPTUAL | PERTL- Perceptual barriers to learning
BARS
PERTL- No problems at moment so not
PROB going to do further development
PERTL-NEG | Negative view of learning and -
development
PERTL- Never thought of doing such
THOUGHT | development
CULTURAL CULT-BARS | Cultural barriers to learning
CULT- Home life cultural - family (parents) |- / +
HOME
CULT-ORG | How organisation impacts on life -/ +
CULT-INDY | How industry impacts on life > -/ +
induce barriers
EMOTIONAL | EMOT-BARS | Emotional barriers to learning
EMOT- Fear for ones security in the future -/ +
FUTURE
EMOT- Fear or embarrassment > inhibits -
FEAR participation in learning
EMOT- Emotional petsonal traits which may |- / +
TRAITS affect participation e.g. shyness
EMOT- Regrets about the direction of ones
REGRET career
EMOT- Emotional event which may have -/ +
EVENT caused a realignment in perception
of needs
MOTIVATION | MOT-BARS | Motivational barriers to learning
AL
MOT-SELF | Motivating yourself to participate or
get most from the learning
MOT-WANT | Simply don’t want to catry on with
more learning - formal or informal
MOT- Rewatds (not) worth risk of taking -/ +
REWARDS | up learning experience
MOT- (Not) worth risk of being proved -/ +
WRONG wrong in learning expetience
COGNITIVE COG BARS | Cognitive batriers to learning
COG- Last learning expernience affects -/ +
EXPER decision whether or not to
participate again
COG- Last learning experience - glad to -
FINISH finish it, for any reason
COG- Don’t think could find anything -
EXPECT again to meet expectations after last

learning experience

12
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INTELLECT- | INTEL- Intellectual barriers to learning

UAL BARS
INTEL- (Un)limited in learning styles, eg /
STYLE correspondence
INTEL- Level of learning skills, eg /
SKILLS crammer/well otganised

EXPRESSIVE EXPR-BARS | Expressive barriers to learning
EXPR-COM | Ability to communicate need /
EXPR- Past expetience in communication /
COMSKILLS | skills

13
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EXTERNAL ORGANISATIONAL BARRIERS
TYPE CODES DESCRIPTION -
+
SITUATIONAL | SITU BARS Situational batriers to learning
SITU-ORG Availability of relevant opportunities | -
in the otganisation /
+
SITU-EXT Availability of relevant opportunities | -
in the external environment /
+
SITU-CAR/ORG Availability of opportunities in -
ptesent cateer in organisation /
+
SITU-AWARE Awareness of relevant opportunities | -
/
+
SITU-COST Cost of opportunities to organisation | -
/
+
PHYSICAL PHYS-BARS Physical barriers to learning
PHYS-PRESSURE Pressure to achieve objectives -
/
+
PHYS-TIME/ORG Availability of time - driven by -
organisational demands /
+
PHYS-TIME/EXT Availability of time - driven by -
industry at present /
+
PHYS-TIME/HOME | Availability of time - driven by family | -
demands /
+
PHYS-LOCATE Perception of availability of -
development oppottunities in /
vicinity +
PHYS-COST Cost of travel/accommodation -
/
+
SPECIFIC SPECIF/ENV BARS Specific environmental barriers to
(CULTURAL) learning
SPECIF-BOSS Level of support from boss for -
further development /
+
SPECIF-COLS Level of support from colleagues for | -
further development /
+

14
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A1.6 Segment from Coded Fieldwork Interview

COG-EXPER

PHYS-
PRESSURE -

MOT-SELF +

EMOT-TRAITS
+

PHYS-
PRESSURE -

MOT-SELF +

MOT-SELF +

EMOT FEAR -

Interview with GL 2

1. Personal Experiences and Perceptions of Learning

MM: Could you give me some detasls of your premous excpersences of formal education and also
other learning activstees - really since you have joined Scotti b Widows?

[1] GL 2: I was in a local authonty school up until I was 18 and I was waiting to
hear about - because in Scotland you get 2 years to sit highers and I sat them m
fifth year and got a good string of highers but I didn’t get the one I needed in fifth
year, and I had to wait - 1t was the only one I was waiting for and I joined
Grampian Life as a temp student and they asked me to stay on, - I got 1t — I got my
place i Edinburgh, but I stayed at Grampian Lafe.

[2] Since then I have gone and done some ACII work - at night school and at the
moment I’'m doing a ... I saw a post advertised for how to get the best out of your
direct reports and the person you repott to. The Company has been through quite a
lot of pain and strain in the last few years and I felt I needed to become more
proficient in getting people to wotk for me and managing my boss if that is the
right thing to say, and it has actually gave me quite a lot of confidence and it is fun.
The unfortunate thing is that it is on a Saturday and that is my weekend - but it was
quite good for me because I have got the label of being a2 workaholic but I am not,
I’'m sure I’'m not, but Saturday is a quiet day and you can get an awful lot done and
it actually focuses you, for a long time we were on permanent overtime - my
department is on permanent overtime and I always came in and now I find I'm not
as good every second Saturday if I've been in in the moring - I’'m not sure if 1t is
something else that has been organised in terms of my free time but I get quite a
lot out of it.

MM: So what was your main reason for andertaking that?

[3] GL 2: It was because we have been through an awful lot of change and we have
turned into quite a dynamic company, that females are sensitive to far more than
males, and I think I looked at myself and said that I needed to be able to look at
myself. I seem to be getting into confrontation a lot with my direct report for
whatever reason that when challenged about it he didn’t know he had done it so it
was either me being sensitive about it or him being insensitive so there was that and
I thought that this was maybe a good thing and I know I have some feedback that I
work too long or I work too hard or whatever else and I thought trying to get the
best out of the people who report to me or direct repotts - maybe that is just what I
have got to learn and I’'m getting better at it.

MM: So it was something that really seif initiated then - identified what you perceive as a
problem?

[4] GL 2: Yes - I didn’t want to go to an 1n house one.
MM: Any reasons for that?

[5] GL 2: No I wanted to do something for me, not for Gramptan Life. I wanted to
do something for me and actually it was my brother in law who wotks for
Edinburgh who told me about this and I thought this was quite good. I was sent
away on a three week course to Sunridge Park once and it was something very very
stmilar and what I found was the confidence level I'm not the most confident
person - the confidence level goes up when you are dealing with people who you
don’t normally deal with, you are not watching your Ps and Qs and 1f you make a
mustake you don’t get so embarrassed and I found 1t a better learning platform to be
honest and that was me personally an I’'m not saying there 1s anything wrong with
Grampian Life either, I know that.
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[6] I don’t know 1f you know my background I am the New Business Underwnting
Manager and the department has got about 175 staff and Grampian Life have got 2
lot of awards this year and I think that a lot of 1t 1s down to us not all of 1t but we
have contnbuted a bit we centralised 2 years ago and shut 21 outlets which was
quute a stormy time and we brought it in and 1t all ceased last June and 1t has
actually worked which 1s good because we are now actually getting the rewards and
part of my remit was to ask staff to change and adopt their working practices - we
have got a thing called ‘plan time’, plan time should actually be a partnership but it
just turned out that people worked their ime and would take the day off - they
mught work from 8 o’clock, but the work does not come in unti 10 - you know that
kind of thing. So we changed that within our department and now 90° o of our staff
start at 10am and finish at 6pm because that is when the mail is opened and there is
actually work to do and that is a huge culture change at Grampian Life. So with the
result of that - that was 18 months ago and the attitude survey came out quite low
for my department so I've now been sent to do a relevant course.

MM: So you're gotng away for one now?

[71 GL 2: I'm going, not very sure which one mind, they’re trying to select one
because of me “not really being a people person”.

MM: So it's really been the company who has initiated this one rather than yourself? Do you see
any kind of implications for your career aspirations as a result of doing this - any development?

[8] GL 2: We’ve all got something to learn and I hope I can learn. If in an
organisation, in this building we have 2,200 people, I think that’s the right figure.
P've got a lot of overtime in this department and they all feel quite strongly about it.
Every Friday or Saturday a circular goes round which tells me how many people are
in each department. You know, on Friday there was one or two at 5.05pm, but in
New Business there was 146. What I'm fighting for is to get staff reward, you
know, it’s all very well saying, “ah but that’s when your hours are” in the
department but when you see all the other departments packing up and going home
for the weekend, so personally I would dispute that I'm not a people person - 'm
very direct.

MM: I can totally understand what you're trying to do. I mean if the work’s there at that
time...What other kind of learning styles have you excperienced?

[9] GL 2: I've been in lots of classtooms. The Grampian Life training department
used to be a talk - at learning style where I actually don’t thunk this is the best way
for me to learn.

[10] I learn better in workshops when you actually have to try it out and it’s the
same in the department. I can remember when I started, I'll relate this to when I
did hughland dancing - you obviously get trained the steps and that’s fine, you only
notice the person that’s training you, and I always have to read about it, get shown
and practice 1t - you know so I'm the person who has to get involved and get my
hands dirty, make the mistakes and learn from them.

MM: So that's your preferred method then?
[11] GL 2: Yes.

MM: What about other more medsa based type things, like the CBT or internet things, Video
conferencing. Do you get tnvolved with things like that?

[12] GL 2: No, well, CBT I do. IfI find the subject interesting, CBT is super. But
1f you go on a health and safety CBT, or something that’s really boring, I find 1t
low. The intemet fascinates me, I have 1t 1n my office, but I’ve never had the ime
to go into 1t in the office. I find the things I have to go nto it for, I use it in my
own time at home which is not the most cost effective thing to do, but you know....
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MM: So do you find formal le ture based things like, tutorials for example, useful or would you
rather, as you say, get your hands dirty?

[13] GL 2 Rught, I sat at a genetics forum the other day and the speakers in the first
half were superb and I really caught a lot I think but because there was no, yes there
1s discusston ...well there’s a hundred of you 1n a hall, there’s discusston, but 1t’s not
the same, and I found that after coming out of it and sitting with the geneticists
over dinner, and getting interaction, I leamned more. Now most of this came from
the lecture, but because you were asking specific questions, you were going that
step further and they were making you think “oh but what about this and that” so I
found that better learning.

MM: Aye well it's very hard, you need 1o be a special type of person to put your band up in a hall,
and for learning in that type of environment it's very hard for a lot of people. I know that, me
personally, I wouldn’t like it.

[14] GL 2: And I know that I have to write to learn, yes you get the notes or you
get a handout. Say you get a handout after you’ve taken notes, your notes are your
understanding of what was said and sometimes the two don’t marry. If your taking
notes, you put question marks that make sure you focus.

MM: Are there any factors that have inbibited you from taking up learning opportunities or
inhibited you when you are actually at a learning activity?

[15] GL 2: Well, I think I’'m quite shy and I have always regretted not going to
University, always regretted it. I think I was one of the few female managers when
I was made a manager and I wasn’t an actuary and I'm the first underwriting
manager who hasn’t been an actuary. You know, I’'m married to an actuary and I
take off my hat off to them. What Sunridge Park taught me, when I was promoted
to be a manager, I didn’t know if I wanted to be one. There was a select group in
Grampian Life of grade 12s, there was 12 of us, and these were people who really
should have been managers and I was one of these and I found this to be a less
intimidating group than managers, and it’s funny, whenever I went over to be a
manager, I was asked to be a manager and at the same time I was asked to go away
on a career development so you were asked to be a manager but you stll had to do
this career development, which was actually super because it was out of house. But
you were never trained to be a manager. You know what I mean, you weren’t
trained to be a manager I can remember when I first ran the budgets as an
assistant manager. We did a lot of groundwork but we didn’t get to see the nuts
and bolts of things and all of a sudden it was budget time. I can remember
someone saying to me, you’ll have to do your budgets and I thought well now.

[16] I was very lucky because I was a Saturday girl in Woolworth’s when I was
young and I used to do their accounts for extra money and this was quite a few
years before, and all of a sudden I was doing a budget - it was kind of different. I
can remember thinking to myself, how the hell do I do this, and I looked and
thought, there’s no help ot nothing, so I phoned up and asked for some training
that I could go on quickly or a book to read and was told “och, just copy what the
person did last year and up 1t by whatever you think”. I thought, no, you’re talking
about big money and I said, how?, and he said, “just see what figure comes up”. So
I went to the previous manager of this, who you’ve spoken to and said what I'd
been told and she says “I’ll go through my assumptions with you” and I said, “what
were you told, and she said exactly the same as you”. But Kay’s an actuary, she’s a
bnght gitl and because she kept on her own file all the assumptions she had made,
1t was totally different from just copying, you could see what the assumpttons were,
and you knew what you were talking about, but since that, I have had some budget
training.
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APPENDIX TWO

Central Life Assurance Company

Central Life (CL) is a leading Life Assurance and Pension provider in the UK market.
When the data was collected for this study there were approximately 2000 employed at the
head office which is based in a large town located in the Scottish central belt. Central Life
was established in the first part of the 19t century and since then has gtown, based on
mutual ownership!, to become one of the largest life insurets in the UK. In March 1997 it
was reported to have £14 billion funds under management. Another indicator of its size
was quoted in the company’s official web page in October 1998, which stated that CL
‘looked after the savings, investment, protection and pension needs of around 2 million
people’.

Undoubtedly the most important event to have happened in CL’s recent history was
the take over? by the latgest life assurance and pension provider in the UK, - Take-over
Company (T'C), who at the time of the acquisition were reported to have over £110 billion
funds under management. This take-over, amid considerable press coverage, was finally
completed in March 1997, when an offer of £2.87 billion was accepted by CL’s board. In
terms of this study, the most significant aspect of the take-over was the intense speculation
surrounding the employment and job security of existing employees at the head office. On
this issue, CL management stated that the bid from the take-over company contained ‘a
guarantee that job levels at the Scottish Head Office would be maintained for three
years...[and that] ...we [Management Team] expect to increase the number over time’ (The
Scotsman 26/03/1997). The issue of future job security (patticulatly for those managets in

the middle level and mid-career stage) was of predominant interest in this organisation.

A2.1 Organisation Context

In an interview with the Training and Development Manager (T&D Manager), questions
on a number of issues were posed to gain an insight on the organisational context.
e CL was taken over in March 1997 and this was viewed as the most important event

to have happened in the company’s recent history.

! Central Life ceased to be a Mutual as a consequence of the 1997 takeover.
2 The data collection took place immediately after the takeover by Takeover Company (TC)
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e There have been deliberate strategies to streamline the organisation’s communication
and decision-making processes, which in the past were very bureaucratic and
complicated.

e Radical attempts have been made to change the culture so that managers were not so
grade or status conscious and the tendency to ‘blame’ others was removed.
However, it was noted that there were still many inconsistencies in relation to these
goals.

e A lack of support from top managers in relation to Human Resource Development
(HRD) was desctibed (Scepticism towards Investors in People (I7P) award). The
T&D Manager rated senior management support as critical if HRD strategies are to
be successfully implemented.

e A HR policy was to allow managers take more responsibility for identifying and
participating in their own development. However it was still trealised that the

e Company had a responsibility to provide appropriate assistance. Efforts were being
made to support managers’ development by linking skill requirements with
opportunities available in the Learning Resource Centre.

¢ The reward strategies of CL were focussed on the managers on the actual
contribution to the organisation and to have this contribution rewarded accordingly.
The practice of giving a cash bonus for successfully completing learning activities

(mostly formal vocational qualifications) was deliberately being eroded.

A2.2 Intrinsic Issues and Learning

In the following sections those barriers to learning that could be manifest as a result of the
managers’ inttinsic attitudes, behaviour and experiences are discussed with reference to the

findings from the first part of the interviews with the fifteen managers in CL.

A2.2.1 Perceived need for participation — Perceptual

a) Managers in low category (unlikely to participate in leaming activities)
Table A2.4 highlights the general findings relating to perceptual issues and participation n
learning activities for the fifteen mid career managers. For five managers who were placed
in the ‘low’ category it was concluded that, for various reasons they did not petceive a real
need to participate in more learning or development activities.

Two main themes emerged from the interviews with the five managers considered as

having perceptual barriers to learning. Firstly there were those who simply felt that they
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‘knew enough already’. In effect therr opinions mmplied that more learning and
development would not enhance thejr professiorlﬂl lives in any way. The following
remarks from one of the managers illustrates such a view:

Pve probabl been around for so long here that I f el [ know enough thank you very much, which 1 not
dealing with the case, because the wotking world 1s changing rapudly, our indu try 1s changing rapidly
So probably 1t’s a mental atttude and willingness to chan € to be hone t that are the barners CL 4

Another managet’s comments similarly illustrated some apathy towards participating
in learning and development activities:

The other barrier 1s I know a manager should not be talking about this but 1t 1s almost as 1f you are
wating for someone else to do it, where someone comes up with a good idea and we all jump on the
bandwagon. ...Most people are too busy running their own departments to think about traung and

development of others. So I am apathetic 1n myself and I am going to get everyone else apathetic as
welll (CL 8)

The second major issue surrounding these managers who were placed in the low

category was connected to perceptions on the actual benefits derived from taking part in

more formal development opportunities:

Intermewer: So you really learn through experience then?

Yes, I mean when you go on courses (Outward Bound Management Development), I don’t find you
really learn very much from that. I put a lot of effort 1n but when I come out, I think, well what have I
learned and I guess I learned that I really enjoy abseiling and the company - we had a few good laughs
together - but did I learn anything?.... I think the course took itself too seriously they tried to do a
deep analysis of you, your strengths and weaknesses...bollocks really. It was great fun but I wouldn’t
particularly want to do 1t again, once you’ve done it once, I don’t think it benefits you to do 1t all agan

(CL10

It was important to ask if the personal characteristics and circumstances of these
particular managers offered any clues in explaining why they may have held such views on
learning and development participation. Four of the managers 1n this category were male
and in terms of age profile, most (four) of these managers were relatively young, being
either 40 or below. Three were in fact 35 or 36 years old, whilst the other manager 1n the
group was 47 years old. The fact that the majority of these managers are still relatively
young is interesting because one may have expected that such managers would be more
proactive and receptive to developmental opportunities.

All of these ‘younger’ managers had high formal qualifications. Two of the managers
wete qualified actuaries, one was a chartered accountant and the other manager, aged 36,
held a BSc Computational Science degree. The fact that it may take up to five years
intensive study to qualify as either an actuary or accountant perhaps helps to clanfy why

such managers are not particularly interested in further formal development.
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As well as looking at the qualifications of the managers 1t was also important to
compare their home life citcumstances. All but one of the managers were married but,
interestingly, only two of the five had children (one with a pre school child and the other a
primary school aged child). This fact is enlightening because often a manager’s domestic
situatton (particularly if they have young children) may be used to explain a lack of interest
in further development. In terms of responsibilities or hobbies outside of work, there were
no real indications that any of these managers were particularly active in their spare time,

which may have explained a lack of interest in participating in learning activities.

b) Managers in medium category (some prospects of participation)

The observations made by the seven managers in this ‘medium’ propensity group indicated
that perceptual barriers to learning could potentially be present for them. The following
statement illustrates the common predicament which managers at this stage in their career
may have in relation to balancing participation in more formal learning and development
with other life and work activities:

Interviewer: Have there been any maor constraints for you that have inbibited your taking up of learning activeties?

No, it’s finding time to do things that I want to do so there’ve not been any barrers. It’s just..I mean
I’d quite like to do an MBA and there’s loads of things I'd like to do, but they all take time and because
work is so busy these days and because people work longer hours and you've got to spend a bit of time
with your family, then that doesn’t leave a lot of tme. (CL 5)

Thete were four male and three female managers in this medium group. Five were
under 40 years old (aged 35 or 36), while the other two managers in this group were 46 and
50 years old. All but one (CL 12) was married and only she and another female manager
(CL 9) did not have young or dependant children. Three of the younger managers (35 or
36 years old) had caring responsibilities for children who were either of primary or pre-
school age. The more mature managers had older children, the first (46 years old) with
three from a previous marriage as well as two younger children (secondary school age .
The other manager (50 years old) had three grown-up children who had all been to
University, which by his own admission ‘has cost him an arm and a leg!’ (CL7). Such
petsonal circumstantial facts are interesting because they are consistent with the reasons
that these managers gave for not participating in further learning activities.

The qualifications held by these managers were also high. Two of the managers had
specific industry qualifications (35 year old manager was an actuary, 46 year old held a
Financial Planning Certificate), whilst the others were mostly educated to degree level or
held another professional qualification (Chartered Accountancy and Institute of Personnel

and Development). In terms of spare time most of these managers had fairly standard
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hobbies and pastimes except for the oldest member of the group (CL7), who participated
in various activities including folk singing, chanty work (Save the Children) and the local
bowling club (Director . It 15 important to understand that, apart from this manager, these
managers did not have many activities outside of work. In fact one of the managers
indicated that she did not have any pastimes at that particular juncture, pointing out that

chances to read were limited: Reading — (laugh because I just work just now!” (CL 9, emphasis
added)

c¢) Managers in high category (good prospects of participation)

After analysing the comments made by the other three managers from CL, it was
considered that they had few real barriers to learning and were, in fact, very proactive in
identifying and participating in further development activities. These three managers were
therefore placed in the ‘high’ category and the following extract typically illustrates the type
of attitudes they had towards participation:

Interviewer: How about other learning a tivties that you have taken part in.

I have done courses for personal development and man management and I have been on a fair number
of those and most recently partly for my own development and partly to give some support to the staff
as well I did the FPC ... which we offer to the staff here as part of their ongoing development. I have
been mvolved 1n quite a few of the man management and personnel type courses both from the pomnt of
view of bemng in them and also from having to organise them for some of the other team managers. CL

3)

The three managers who were classified as having few perceptual barriers to learning
were slightly older than the average age in the CL sample (40 years old). The oldest was a
48 years old male actuary, another was a 47-year-old female lawyer and the youngest was a
39 years old female, who had joined CL after Higher examinations. The fact that this 39-
year old manager, who was now about to embark upon the FPC, had relatively low
qualifications perhaps explains her desire to participate in this professional course. All of
these managers were married and all had two dependant children (one full time student .
An interesting additional comment made by the other more mature manager was that she
was ‘hooked on evening classes’ (CL 15 . An important point to be made here is that the
managers in this high category are in similar positions and have similar famuily, personal and
work responsibilities as the other CL managers, yet appear to be more interested in

participating in personal learning and development activittes.
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A2.2.2 Emotional Factors and Learning

In this section the aim 1s to identify whether emotional bartiers to learning such as those
described in Chapter Four were present for this managerial group in CL. An additional
objective was to find why mud-career managers were ‘fearful or insecure’ and how that may

affect their participation in learning.

a) Managers in low category (unlikely to participate in leaming activities)
Table A2.5 highlights the general findings relating to emotional factors and how they may
affect participation in learning activities. Three managers were placed in the ‘low’ category
because their comments dlustrated that emotional barriers to learning were present. Two
main issues became apparent.

Firstly, these managers conveyed views illustrating their fear of becoming ‘exposed’ in
learning situations or of moving out-with their comfort zones. The views expressed below

sum up how such negative emotions may affect participation:

Interviewer: Are you involved in anything at the moment that you would define as learning.

I went on that MD course on my own and away from everyone else in the company and I found that
useful because I had a personally challenging expenence - personally threatening at times and it was
good not to have any colleagues there around to be exposed to. So I enjoyed that process but at the
same time I came back and got absolutely no support and no one else had a clue what I had been
through because I think I was the first person in fact from the company who ever went on anything like
that, so no one had a clue. (CL 2)

Similarly, another noted:

I think the area I am not a nsk taker in is in moving outside of HR - if [ was offered the opportunity of
going and managing a team of people in the pensions area I just don’t think I could do it, or would want
to do 1t. Because I would just think could I do a job like that and all those people because here I have
got a smallish team and specialist and I am quite familiar with the HR environment so I don’t now how
nrisky I am 1n that respect. (CL14)

The interesting aspect about these two statements is that not only do they outline the
managers’ emotional fears about both participating in learning activities and taking on
another role that may offer developmental opportunities, but also they show a percerved
lack of support and structure within the company. Indeed, for one of these managets, it
was suggested that in his experience certain colleagues made him feel guilty about being
away on developmental courses because, to them, he was ‘away playing’ (CL 2) when he
was not at work. Although a number of the managers in CL mentioned the fact that they
had some anxiety regarding the future of the company (this issue is described in more detail
in the next sub-section) one manager (CL 2) in particular was negative regarding career

direction.
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b) Managers in medium category (some prospects of participation in learning)

Eight managers were rated as having a medium propensity in relation to emotions that they
displayed towards participation in development activittes. The most important issue for
these managers were their anxteties surrounding the future. The recent acquisition of CL
by a larger company was mentioned by almost half the managers in the sample and 1t

appeared to invoke some trepidation for two managers in this group:

It 1s difficult to say in the medtum term exactly what that [Take over] 15 going to mean, we clearly have 2
bigger focus on expenses than we did 5 years ago ... I would be surpnsed if it does not tmpact in the
next 2 or 3 years. I can’t see why the Take-over Company would take us over without actually trying to
change the way we operate. (CL 1)

The vast majority of the managers in this group pinpointed a shift in the company’s
treatment of employees in recent years and for some, the take-over was an integral factor in
this change. This issue is discussed in some detail when extrinsic factors are considered
but, at this stage, it is important to outline how these perceived changes could induce
emotional barriers to learning.

For managers in either the ‘medium’ or ‘low’ categories, it was noticeable that some
lamented the passing of the old, and more paternalistic, ways and the security that they
ultimately provided. In general the difference between those managers classified as being
medium, as opposed to the low, was that whilst they did not necessarily welcome the
changes taking place in the company, they did acknowledge that they were inevitable and

necessary.

Interviewer: How would you describe the organisation’s culture?

CL has catapulted itself forward and has become more commercial, more aggressive, more like a
company of the 90s, so we’ve got rid of a lot of that paternalism. I'm not saying the company doesn’t
care, 1t’s had to move with the tmes modern companies do care, but they do demand a lot more. (CL
6)

c¢) Managers in high category (good prospects of participation in learning)

The remaining four managers were felt to have higher prospects of participating in learning
activities. After analysing their responses to the various questions, no real emotional
barriers to learning were found. For the most part the managers in this group wete
emotionally assured about changes that were both happening in the organisation and
indeed in the wider environment. Both the recent take over and the changes in the
company’s atmosphere were perceived as favourable developments, which would present

further developmental opportunities in the future.

Interviewer: How do you 5 ¢ y ur career developin and what part do_you see training and d v lopment playing in thar?
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Now we are part of the Takeover Company group the pos ibilities are much greater than they were
before, we have eliminated a lot of the constraints that we were operating under so given a reasonably
fair wind we could see some dramatic expansion in CL Per onally I would like to see myself b ing part
of that and therefore moving up the career ladder withn CL. To do that you have got to demonstr te
that you have been successful where you are and if that 1s on an element of man management or getting
a department operating efficiently within budget then any learning opportunities that would help along
these things I am all for st. CL 3)

A2 2 3 Motivational Issues and Learning

The aim in this subsection is to understand what motivates managers in CL to take part in
learning activities to categorise managers by levels of motivation in terms of traimming and

development.

a) Managers in low category (unlikely to participate in learning activities)

As can be seen from Table A2.6, three managers were placed in the ‘low’ category. It was
felt that these managers illustrated relatively little motivation or desire to participate in
further leatning activiies. Two main themes undetlined the comments made by the
informants. For two of the managers (CL 2 and 10) there appeared to be a lack of
ambition relating to upward movement in the organisation. These managers appeared to
be concerned that, if they were to take positions further up the organisational hierarchy,
they would risk damaging their current lifestyle.

Continuing to work on up is another option but I think that that is a goal that I don’t have, simply
because I think that there is a lot more to life than wotk and when I look at the committed and
dedicated lives that executive and corporate managers lead where they really do not eat, breath or sleep
other than CL. You know ] Bloggs the Managing Director was saying the other day at lunch that he
was playing golf at the weekend and he hadn’t played for 18 months or something like that and I said
that’s sad. (CL 2)

For these managers, the perceived ‘personal sacrifice’ in moving further up the
organisation was undesirable at such a point in their careers. Interestingly, two managers
wanted to continue with their jobs while avoiding the very developmental opportunities
that might lead to promotion. An additional theme to emerge from the other manager (CL
4) in this low category relates to the potential rewards available after participating 1n
learning and development opportunities. Through her comments, this manager illustrated
her confusion and ambiguity about what exactly the potential benefits might be in the
company.

It is interesting to note that the three managers who communicated motivational
barriers to learning were also placed m the ‘low’ category when perceptual barrters to
learning were explored. This factor clearly illustrates that there is an overlap between the

different intrinsic factors. As has already been outlined, barriers to learning are ‘not

3



Appendix Two

mutually independent but [...] they may exist in a closely interrelated state of combination.’
(Temporal and Boydell, 1981: 16).

In terms of the personal characteristics and circumstances for these managers, it was
interesting to note that two of the three managers who displayed low motivation to
participate in learning activities were either 40 years of age or younger (the other was 47
yeats old).

These personal circumstantial facts are not as one might have expected and therefore
questions are raised as to why exactly such managers, who are relatively young and have
few domestic responsibilites may not be motivated to participate in further learning
activities. The most important of these questions is related to the effect the unpredictable
external environment may have on the perceived learning and development needs of mid-
career managers in this organisation. Having discussed the comments from three managers
from one of the organisations studied, it would appear that there is frequently no real

desire for the increased pressure and responsibility that comes with progressing further up

the organisation.

b) Managers in medium category (some prospects for participation in learning)

As can be observed from Table A2.6, the majority (nine) of managers in CL were placed in
this medium category in relation to motivational factors and participation in learning.
Essentially, for such managers, although they clearly communicated their desire to
participate, certain factors (most often connected to work pressures or family
commitments) appeared to constrain or temper their motivation for learning and
development activities. As communicated by many of these managers when the other
intrinsic factors were investigated (perceptual and emotional), participating in learning
activities proved difficult for these managers at this stage of their careers due to family
responsibilities. Although they appeared to understand the need to continue to participate
and continually move forward in their careers, the risk of participating (‘setting oneself up

for a fall’) appeared to be too great because of the potential disruption of extrinsic factors:

I think I recognise as 2 woman with family commitments you do have to compromise for something
and I know that 1s straying away from leaming but 1t is a very very real issue for me and for my
contemporartes in the same situation and I think we — we women have engineered 1t Twenty years

ago 1t was expected that you stay at home but now you are expected to go to work and trying to have 1t
all, [ don’t think 1t 1s possible. CL14)

As well as the above factors relating to the potential disruption which family and
working life might cause, certain other managers (CL 8, 12 and 15) cleatly had problems

connecting rewards with learning. For these managers, such problems arose because they

32



Appendix Two

were unclear about potential rewards or future career direction that mught accrue from
participating in certain learning activities:

I enjoy learning and I have taken th imtiative myself to do Law Soci ty Continuing Profes 1on
Dev lopment cour es where you have so many hours to put 1n every y ar . . Howev r Iral
don t know where my career 1s going from here. I find 1t quite hard to pin point courses or actvitie
what specific training I need and what I could get where the gaps are — do I need more financial
knowledge, do I need more specialist management skills .. at a sentor level you do 1t for your own staf
but no one really does 1t for you, you are expected to look after your own career but I don’t know
where you would go for the courses. (CL 15)

c¢) Managers in high category (good prospects for participation in learning)

Three managers were grouped together in this high category after analysing their interview
comments, which illustrated that they had no apparent motivational batriers to learning
Perhaps the most important findings related to this fact are that not only did they
communicate their commitment and enthusiasm for learning through their statements, but
that they actually provided concrete evidence through their actions. In the case of two of
these managers, this was particularly apparent because they had either recently completed
or were about to embark upon the FPC qualification. As the following quotations illustrate
both of these managers felt that there were personal rewards for doing the qualification
and, although they were likely to have faced the same potential constraints from both work
and family responsibilities as others, these factors did not appear to deter them:

My main motive for doing the FPC was to give the backing to the people out there (Staff), I viewed that
as important to do that, but at the back of my mind I thought well maybe someone 1s looking for an
actuary with a FPC along the line and if I have stuck a flag up saying I'm your guy (CL 3)

And:

I have thought about 1t (FPC) for the last couple of years and you never get round to 1t, and I thought
well we are expecting staff to do this and I am thinking well how can you ask staff to do this when you
are not prepared to put yourself out and do 1t yourself.... That will be a challenge for me to do 1t
because I have a busy schedule, and trying to slot something like that mn will be difficult for me ... 1t 1s
always easy to stay within your comfort zone. CL 13)

For the other manager who was placed in this group, although he did not have the
same evidence to illustrate his participation in learning and development as the other two,
he communicated very clearly his motivation to develop through undertaking a mentoring

type role in the organisation.

A2.2 .4 Previous Learning Experiences— Cognitive (General)

The aim 1n these final subsections was to discern whether barrers to learning wer
appatent as a result of previous learning expeniences. Furstly, their experiences of learning

from compulsory up to third level higher education are analy ed 1n this section and, in
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Section A2.2.5 their work related learning expertences are discu ed. Tables A2.7 and A28
summart ¢ what the vartous managers said about both the compul ory or third level

learning and also more vocational work related learning.

a) Managers in low category (unlikely to participate in learning activities)

Table A2.7 illustrates the three categories of previous experiences of compulsory education
and learning activities up to third level higher education. From the table, it can be seen
that only one manager was placed into this low category as a result of comments on
compulsory education, where previous experience had deterred her from attending
unversity:

Interviewer: Is there any kind of aspect of particular event that stands out in education?

... Probably situing exams, the highers, that was pretty traumatic and 1t put me nght off gomg to
untversity to be honest. I would have been intending to do that but I thought I can’t be bothered doing
any more of thus. (CL 4

These comments show how a poor expetience of formal compulsory learning can
inhibit progression to higher level education. It is interesting to note however that this
manager intimated that she had participated in ‘some professional qualifications’ (CL 4),
although she did not state whether this involved taking formal examinations. In general, a
theme highlighted in the interview with this manager was that she felt informal learning
activities were more appropriate for her and, hence, valued practical developmental

activities such as secondments.

b) Managers in medium category (some prospects for participation in leaming)
Six managers were placed in this medium category and the general view of these managers
was that, although they were glad they had gone through third level education, they were
relieved to have finished their courses and appeared to dislike certain aspects of university
life. The most important was related to the emphasis on formal examinations and the
relatively unstructured learning methods employed, which often appeared to be at odds
with the way things were learnt at school.

For one manager in particular (CL 14), such experiences influenced her approach to
managing employees in her department. The comments below illustrate her desite to
ensure that future learning activity for her team is better structured and that employees

understand the learning outcomes:

So we have just pon ored 3 more people to do IPD courses one who 1s reporting to me and 2 others
1 HR and the first thing we have said to them 1s that we n ed to sort out a learning contract and wh t
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do you need from us and what can we expect from you? How are you going to try to apply the learning
to our office so I think that 1s really important and I w1 h I had had that level of support when I wa
doing mine (CL 14)

¢) Managers in high category (good prospects of participation in learning)

It can be appreciated through simply referring to Table A2.3, outlining the CL managers’
profiles that the vast majority of these managers are very highly qualified. With this in
mind, it is not surprising that very few of these mangers forwarded comments to illustrate
bad experiences in formal educational activities (including third level higher education).
Therefore, few barriers to learning were detected:

I was educated 1n what we might call private school all the way through. I was 1n the top layer the whole
way through. I never found that I had to try all that hard and learning was something that came fairly
eastly and knowledge stuck fairly eastly, and it was pretty easy gomng for me most of the time. I went
through the Enghish O Level, A Level system, where I emerged with something like 11 O Levels and 4
A Levels all at the top grade. Then I went on to the University of Oxford to study Mathematics. ... It
was the natural flow and I guess I arnived at University without ever having thought about 1t. (CL 2)

As well as illustrating the extent to which the majority of these managers were well
qualified (all but three went to university), the statement above also highlights an important
point. For the majority, failure was an alien concept. In fact, the above manager who
volunteered the above comments also divulged that: ‘the first shock that ever came to the system
was failing my driving ltest for the first time, because up until then 1 really had had no problem with
learning’ (CL 2).

A2.2.5 Previous Learning Experiences— Cognitive (Vocational)

a) Managers in low category (unlikely to participate in learning activities)

Three managers were placed in the low category as their previous experiences of work
related learning activities were felt to have the potential to inhibit participation in further
developmental activities. Two of these managers spoke of theit reluctance to undertake
further work related learning activities because they were too heep dippy’ in nature and
hence did not address individual skill requirements. The comments below neatly illustrate
this view:

My least favoured training 1s the in house traming programs, which are not about spectfic technical
1ssues. They are about being a better manager, and 1t is a case of making one size fit all and I just don’t

think it 1s practical enough. It 1s too many people sitting around in classtooms theorising when we all
know what the theory 1s of what makes a good manager. CL 9

As Table A2.8 reveals, the two other managers (CL 2 and 10) displayed different
problems regarding their previous work related development activities. For example, one

(CL 2) revealed how he felt unsupported (similar to comments forwarded in emotional
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1ssues section) following participation in a work related management development course
and how this made him reluctant to undertake such an activity again. All three of these
managers were well educated, to at least degree level, and two had professional
qualifications (actuary and accountant). This would indicate that there was no 1ssue 1n

terms of ability levels regarding these more formal types of learning interventions.

b) Managers in medium category (some prospects for participation in learning)
Nine managers were located in this section as a result of their comments regarding
experiences of work related learning activities.  Although their vocational learning
experiences had been quite varied in nature they could potentially inhibit further
participation. For three of the managers in this group, who held professional qualifications
(CL 1, 5, 8), their experiences of correspondence type courses (the main delivery method
for actuarial and accountancy qualifications) was mixed. As the comments from one of
these managers illustrated, one of the main problems with studying for these exams was the
work-study balance issue: T goz a job as an actuarial sindent at Britannia Life and started doing
actuarial studies in 1985 and that was easily the hardest work that I had to do because I had to stndy and
work at the same time.” (CL 5)

Another prominent issue relates to views on the actual usefulness or otherwise of
certain company otganised MD courses like Outward Bound or Leadership Development
coutses etc. Of those managers (approximately half of the sample in CL) who had been on
these types of company initiated management development courses, the general consensus
was that real life management skills were not enhanced through such activities. Even
though the majority did enjoy such activities, the implication was that, given the choice,
they would be reluctant to participate in them again.

In terms of personal circumstances and characteristics it was hard to find any real
patterns emerging, because this group represented the majority of informants. In terms of
age and sex for example the managers ranged from 35 right up to 47 years old. There were
six male and three female managers in the group. These managers held a wide range of
educational qualifications, from those who had joined straight from school, through to

those with higher education examinations and finally, actuaries or accountants.
c) Managers in high category (good prospects of participation in learning)

As can be seen from Table A2.8, three of the managers were placed in the high category

with respect to wotk related development issues. In the main, these three managers were
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positive about both the in house training courses and external learning activities, which
they had encountered. It was felt that no barners to these managers continuing to
participate in learning and development activities could be attributed to their previous
experiences of work related learning events.

As can be appreciated, these three managers were adjudged to be generally positive in
their attitudes towards learning. However, as can be seen from the narratives attached to
each manager, they also suggested that these activities could have been improved in several
ways. For example CL 3, who had undertaken the actuarial qualification expressed that, in
the past, the courses were not delivered very professionally. It is interesting to note that he
has performed the role of tutor since qualifying and he felt that his own experience has
helped him in this capacity. For the other two managers, although keen to participate
further in work related activities, there were perceived problems with guidance and support
in the organisation, which might compromise certain activities (These aspects are returned

to in Section A2.3.2, when the MD culture is discussed).

A2.3 Extrinsic Issues and Learning

A2.3.1 Organisational culture

In this subsection, the manager’s views in relation to CL’s culture are explored in detail.
The most important aspects that each manager communicated about the organisational
culture are shown in Table A2.9.

There was unanimity from all managers in CL that the culture was continually
evolving and that this process of change has accelerated over the last decade. In very
simplistic terms, the culture appeared to have moved from a traditional financial services
organisation model, based on paternalism and job security for employees, to something
more akin to those found in other industries. A feature of this modern culture is that
employees no longer benefit from such a benevolent atmosphere, where their positions are
not so secure and, their performance more closely monitored. The way that the managers
viewed this culture change was felt to have a bearing on their propensity to participate in

learning.

a) Managers in negative category (organisation culture inhibits learning)
As mentioned above, the main issue surrounding the organisational culture in CL is its

rapid change over recent years. For the seven managers (see Table A2.9) placed in the
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negative category, two major themes emerged from their comments regarding this rapid
culture change.

Three managets appeared to be particulatly wary about the implications of the culture
change for employees. One of these managers felt that, 1n his 18 years of employment at
CL the culture had moved in a negative direction and employees, 1n his opmion, appeared

to be less important in the general scheme of things:

Interviesw r: Could you perbaps ust describe the organsational culture?

It has changed a lot 1n the 18 years since I have been with the company, it used to be a small famil
caring atmosphere and we are having to change because of external competitive pressures. But we are
becoming very much more business results - profit focused and very much less people focused, we say
we are customer focused but we are not really doing that and it 1s profit focused at the end of the
day ... 1 think we are doing a lot of things that look like we are people focused, skills profiling imtiatives
which you might have heard about, Management Development courses, Learning Resource Centres.
We're not actually providing people the space to do these things because we are focused on the shifting
the work. So I’'m afraid the culture is now very much based on results and profits and we have done a
number of things that have sort of distanced the company from the people side of it, all in the name of
efficiency. (CL 2)

Another manager had similar concerns about the effects that the change and
increasing emphasis on costs were likely to have on employees. He could sense anxiety, in
terms of job-security, amongst middle management, where the pressure to deliver was
greatest. This manager felt that managers in such positions were too pre-occupied with

performance to actually think about their own development and future ambitions:

Certainly I think probably there are pressures on the middle management in the sense that they mught
not be as marketable as they think they are. So it is just a matter of trying to keep your nose clean which
mught stifle all your ambitions as well, because when you are too busy looking over your shoulder you
are more liable to walk into a lamp post one day. A wee bit of a fear factor, in that the older a person is
there may be more fear and it will take a few years here to tell people that we have been through worst.
It has not helped maybe 2 .5 years when we did do a restructuring and delayering exercise and you
know it takes a long time to get back that confidence as well. (CL 7)

A third manager in this group illustrated the very complex nature of the organisation
culture in CL, which appeared to be riddled with inconsistencies and ambiguities. What
appeated to be particularly disturbing was the particularly ruthless nature in which some

managets had been dismissed:

Intervew - Have you got any e eryday examples of the culture.

In the last 2 3 years there have been 3 or 4 out of the 8 (Senior Managers) who have been 1n the office
at 4 o’clock and they were gone by 5 That was completely alien to the Central Life culture and nothing
like that had ever happened before so people here would point to those examples and say ‘oh this
company here they are becoming so ruthless’. I would say how much were those people earning and,
how much value were they giving and, I would say well 1t 10 years overdue, so that 1s one example of
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the new culture 1t 1s getting ke America 1n that. At the same time we still have a manager’s car partk,
we still have directors bathrooms... we are stll going through a transition, which 1n this case was on one
extreme very old, fashioned and paternalisic and commercially enviable because of that. That’s an
extreme, but I think 1t 1s inevitable that you can swing too much the other way. I mean I d 't want ¢
w rk for an organi ation where people ju t di appear, so 1 hope we will swing back the other way and we will
get the balance somewhere 1n the muddle. CL 9

Although some of the comments from the other managers in this negative propensity
category were similar to those outlined directly above, the general perception of four
managers suggested that the culture change did not extend far enough in the company.
For example, two of the female managers (CL 12 and 14) felt that elements of what they
described as the ‘blame culture’ were still present, even though there were deliberate
attempts to remove it. For these two managers, the existence of such a culture stifled
innovation and was an unfavourable climate for development. They mentioned the fact
that there was still too much grade consciousness and that more senior managers, in
patticular, were still reluctant to let go of power and control, which again negatively

affected employees:

The culture of CL is very dated - very difficult to move out of the rut I would call it. Anything you
would want done or changed takes absolutely ages because you have got to get it through the red tape
machine, and it gets to the frustrating stage and you think why bother. I think a lot of 1t 1s lip service to
get anything done and I don’t know sometimes I think you have to concentrate on the trivia and forget
about the important 1ssues and what is going to bring the company forward. (CL 13)

Interviewer: Do you think there has been a change in contract for people at your level - in the mddle to senior
management?

Undoubtedly - the company wants its pound of flesh and more. Especially 1n the service areas here
where people are working silly hours ...definitely presenteeism is rife and it is first in and last out and I
feel quite strongly about that. I don’t believe people can give their best with a 12 hour day 6 days a
week. It takes 1t’s toll on them and also on the quality of the work that they do, some people may be
prepared to do it at a certamn point in their career ...to get to a particular level and have that on your
CV. I can see why people might have these short term objectives. But to have everyone working in
that culture all the time 1s very damaging to morale I think - 1t shouldn’t be necessary with proper
resourcing (CL 15)

b) Managers in neutral category (elements of culture undermine learning)

Six of the managers were placed 1n the medium category in relation to their perceptions of
the company culture and its effect on participation in learning activities. The distinguishing
feature separating them from those who were placed in the ‘medium’ category was their
pragmatism regarding the culture change in the organisation. Basically, these managers
appeared to realise that there was a real need for change in the organisation and that,
although at imes such change could be potentially uncomfortable for both themselves and
their colleagues, they appeared to realise the necessity of change in today’s tough financial

services environment.
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The essence of the comments forwarded by these managers regarding the culture
change in CL was the percewved need for balance. It became apparent that these managers
could effectively see that there were positive and negative tepercussions for the employees
as a result of the planned efforts to change the culture. For example one manager (CL 1
felt that, as a result of the less paternalistic nature of the company, staff/management
relations had undoubtedly suffered. In the interview with this manager the most insightful
thing that he said about this was that, from his view, employees were ‘treated fairly.....[but
that]... I think the staff have moved away from that being a given and they are always
looking for the hidden agenda of what we do.’

¢) Managers in positive category (organisation culture facilitates learning)

It was notable that only two managers were placed in the positve category with regards to
the culture that was in place at CL.. What was interesting was not only their pragmatism
about the need for change in the organisation, but also their enthusiasm for the shift in
culture, which they appeared to believe was wholly appropriate for the future benefit of the
organusation. In essence, both of these managers felt that the company had a good balance
between the old traditional elements of the culture and those that would make it more
commercially successful in the future:

I would say we still are a fairly paternalistic company although some things are getting chipped away at
the edges although that is a matter of coutse - just operating in the current wozld that we are working in.
We still have a final salary pension scheme whereas other companies might have swapped from final
salaries to contribution where the employee rather than the employer then take the risk. ... I don’t
know really how much further we really should be going, because we can’t afford to be lax. On Fnday
there we were having a discusston on team managers ... compulsory overtime was something that w
never really contemplated ... I certamnly don’t want 1t to be an Alcatraz but it cannot be a holiday camp
because if it is like that it will not be a business very long. So it cannot be a holiday camp and everybody
thanking 1t is a great laugh because it is not a great laugh there are demanding policyholders out there,
who would be abhorred to think we were treating 1t like that. (CL 3)

And similarly:

Int rvewer: Would you describe 1t as being pat rmal: tic now or not?

I would say 1t is still - T think it 1s less paternalistic than it was but 1n companson to other compantes
there 1s stll an element of paternalism to it, and people stll feel differently about CL to other
compantes. I think the people who have been here for a while think of it as an old family rather than
stmply place of work. ... You just have to go out and speak to the people in (the local town) and the
perception 1s that CL 1s a good place to work and 1t looks after it’s people. CL 5)

A2.3.2 MD culture

In this section some of the cultural issues ate taken further and discussed more specifically

with respect to learning in CL (See Table A2.10).
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a) Managers in negative category (MD culture inhibits learning)
From Table A2.10 it can be seen that the comments from seven of the managers illustrated
negativity towards the management development culture in place in CL. One of the main
issues raised by these managers was the provision of opportunities in the organisation.
Actoss the sample, the term ‘sheep dip’ arose frequently as a description of the type of
MD opportunities available in the organisation. For the managers in this particular group,
such activities were perceived to be poor for both the managers involved and the
otganisation as a whole. Several pointed out that such ‘sheep-dip’ type development
programmes were inadequate on two levels. Firstly, the participant may have a negative
experience whilst actually partaking in the activity which could affect future participation.
Secondly, the fact that training was perceived to be ‘sheep dippy’ could ultimately cause

reluctance to participate, as it was not tailored to their needs:

A couple of years ago there was another fairly major MD program which was pretty sheep dippy in it’s
approach in that the company identified 12 areas that they felt the good managers in CL should be
successful 1n and sent us on a 3 week course which was picking up certain aspects of that. Basically
everyone went through the program and that 130 managers maybe. ... It was the same program so it
was very vartable attention and interest in various bit of the program. For example our sales staff for a
few bits of it, you could see them turning off because at the same time they were going through a
similar program which was covering a few of the same things. (CL 1)

The type of MD culture that some managers perceived to be in place was poor, where
programmes atre neither followed up nor supported well enough for them to work
effectively. In general, these managers thought support from both senior management and
colleagues in their departments for participation in learning and development activities was
inadequate. Often the term ‘lip-service’ arose when managers were asked to describe the

support the company gives to learning and development:

Interviewer: How would you describe the culture in relation to T&rD?

Maybe not lip service, it is maybe being generous to say lip service, 1t was really left to me to have a look
at my departments tramning needs etc. which I think 1s probably the same elsewhere. It is not high on
the agenda - they talk about people and in the business plan there are several areas the People, the
Performance, the Sales, which is a big issue. They talk about the people but they don’t subdivide the
people mnto other headings like developing the people or the type of people who we actually need
throughout the organisation. Which is lip service because they mention People but they don’t actually
formally talk about how to train them (CL 8)

In terms of more specific issues, several of the managers were particularly concerned
about the perceived level of support for managers who were involved in informal
mentoring schemes, or 1n tutoring students taking professional examinations (CL 2).

Several managers (CL 1, 7, 10 & 13) mentioned the lack of support received from

senior managers in relation to mentoring responsibilities. It is interesting to note that the
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manager from the HRM Department (CL 14) also acknowledged the failings in the
organisation in relation to the issue of mentoring proposing that this may be due to the
lack of a formal policy. As far as she was concerned, these long serving managers did have
a lot of expersence that th y ould] bring’, but she felt their skills were under utilised in terms of
mentoring, the attitude being that 9 is almost like people are waiting on th m to retire’. (CL 14)
The main concern for two others was the general lack of opportunity and, by

implication, encouragement to get involved 1n secondments:

I went and moved on a secondment initially to Central Life Investment Managers and that was in 1993.
I stayed there for 4 years and I've actually just returned here, at the end of 1997.... So that in 1tself was
a very good learning expetience, it got you away from the environment here which to an extent can be a
bit narrow 1n 1ts focus...and that’s just natural because we can’t have 100 managers sitting round a table
saying well what are we going to do today.... Unless you give yourself a kick up the backside to go and
do that, you don’t get the opportunity. (CL 10)

b) Managers in neutral category (elements of MD culture undermine learning)
The comments made by seven of the managers in the organisation indicated that, similar to
those in the previous category, they had certain reservations about the culture in terms of
learning and development. However, these managers, did not appear as negative towards
the culture as their colleagues discussed above in the previous category.

The most significant aspect to emerge for these managers was their realisation that
much of the onus was on the individual when it came to participating in development
opportunities. Although all of the managers in this grouping acknowledged the importance
of self-development and accepted that they needed to be proactive, some still felt that the
organisation could assist by clarifying the general direction that they should take. As the
following statements illustrate, the managers felt that, while support and direction was
getting better, it was still not perfect:

Interviewer: In terms of Management Development and Training how would you describe the culture?

It is getting better, at least on paper the apprasal system and the objective setting system are taking mto
account personal development for the first time. For the last yeat or so we have been encouraged to
treat that as a fairly important part of staff development but not to managers particularly. I think 1t

tends to be up to managers themselves as to how they see their career developing and what training they
want. (CL 15)

Another manager intimated that the organisation already utilised a2 good model to aid
the development of managers, 1.e. that for actuarial students. This manager hinted that the

model could be used across the organisation to develop others:

Actuanal students have always been taken very seriously. ... They have always had a mentor system,
they have certain career paths that they go on, they have a formal secondment program which I think 1s
a great way to learn. They have a very clear career path and career progression and I think that is lackin
in other areas ... I thunk 1f we were to apply the prnciples which we apply to the actuanal tramning and
development we would not be far short because a lot of 1t 1s 1n place for them. (CL 12)
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Other managers in this grouping had concerns about the opportunities and level of
support that was given to learning and development. Although not as concerned as those
who were placed in the negative category, two managers in particular did feel that there
was undoubtedly potential for improvements. For example, one manager thought that,
whilst the recently established Learning Resource Centre was generally good for learning,
there was still a need to address other fundamental provision and structural issues in
relation to learning:

Interviewer: In terms of management development and training how would you describe the culture?
I think there 1s a fair dedication to development and tramning ... there is a real intent that managers have
got to be trained and developed.

Interviewer: Say for example - taking that disaphnary thing - would you ever go down to the tratning resource centre to try
to find something relevant for it?

I wouldn’t go down personally - I would phone and maybe ask if they had anything useful or related to
it, but 1deally it 1s much better - thinking from my own pont of view - it is much better if you can s t
down with someone and lead them through it and explain from personal experience about what you
have got to be aware of when you are doing 1t.... Ideally you want a course that a person can ask the
questions and they don’t understand that bit or look at another example. (CL 3)

¢) Managers in positive category (MD culture facilitates learning)
Only one manager was placed in the positive category in relation to the organisational
culture sutrounding managerial learning and development. Essentially, as far as this 47 year
old female manager from the Life Setvices Department was concerned, there were no real
batriers to learning that could be traced back to the level of opportunities or support
available in the organisation. From Section A2.2.1, it can be seen that this manager also
felt very positive about the culture in general.

An interesting aspect of her comment was the assertion that in her perception,

learning opportunities were more than adequate for employees at all levels:

Interwewer: In terms of formal faculsties for these looking a2 these things, say you or any of your managers wanted to ok
at these courses is that well provided for here?

Yeah, tradittonally we had a large traiming and development department - 1t 1s not large n size now but
in scope. ... We also have just recently started up a learning centre, the stuff 1s available and, in addition
to that we have external suppliers who are constantly sending information in so there are external
semunars (CL 4)

In terms of learning, this manager felt that, particularly at Team Leader and Team
Member levels, there was a great deal of learning taking place and that managers at that
level were very keen to participate in anything that was available. As far as she was
concerned, the effects of the more insecure external environment had meant that
employees were much more willing to participate in learning. She stated that she used to

have the ‘evils own job trying to get people interested in doing, for example, Assocated Institute of

Chartered Insurance exams’. (CL 4)
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-

A2.3.3 Physical Resource issues

The amm 1n this section 1s to attempt to understand whether these managers felt that factor
relating to physical resources (time, geographical location, and costs played any role in
explaining non participation in learning and development activities. Table A2.11 illustrate

briefly the various viewpoints of these managers in relation to physical resoutces 1ssues.

a) Managers in negative category (resource issues inhibit learning)

For four of these managers, physical time constraints were felt to be the major factor that
superseded all others 1n explaming why they felt negative about the whole 1ssue of having
sufficient physical resources to participate further in learning and development. These
managers were largely concerned about the imited time for development because of the

number of hours spent working:

It’s just higher and higher pressure during the day here where you tend to come in eatlter and go home
later and there 1s weekend working to be done, certainly no half days off or tume out to reflect. It really
is just a constant slog and therefore when I get home at might I'm tired. (CL 2,)

In such an atmosphere, it was not surprising that managers were inevitably forced to
sacrifice training to time pressures:

Interviewer: Do you think there is anything that inhibuts your learning activity or has done in the past?

Time is always a factor when you are working full time 1t is always difficult ... you must take ame to
do these things, very often it 1s the first thing to go, and your boss is the first person to say you can’t go
on that course or they stll expect the deadlines although you have got all thus pressure. (CL 12

Although time constraints were cited as a physical resource which was in short supply,
there were other physical resource factors which appeared to influence the decisions of
managers. Many courses and opportunities were located in geographically challenging
locations, while the expense involved was often considered a disincentive to attending. In
the main, there appeated to be a perception amongst managers across the entire sample in
CL that there was a clear bias for external industry seminars and courses to be located in
London or the South of England. There was no clear pattern with regards to this issue, as
most of the managers found this scenario to be at worst prohibitive and at best, an
inconvenience. The comments from one manager in this negative propensity group
suggested, there had been no real effort to find potentially useful courses due to time
pressures (CL 9). Another manager in this negative category underlined the geographical

problems:

Well I have never been to a conference 1n Scotland and I think that sa st all In my entire profes 1on
career in fact I have never been to a cour e i Scotland, 1t would be great 1f we could because 1t would
make 1t a lot more accessible and easter for me. CL 12
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During the interview, the managers were asked to comment on the most important
external pressutes for the industry and how they impact on the company. Essentially, the
responses summed up why many of the managers felt the way they did about the physical

pressures present for them:

There 1s a shortage of chartered accountants across all industries but in particular the Financial Services
industry, ... in the main the brunt of that has fallen on middle managers and the first impact was 1f ou
like that motre and more of us have started working 12 or 14 hour days and 6 and 7 day weeks. (CL 9)

b) Managers in neutral category (certain resource issues undermine learning)
The six managers who were considered to forward neutral views found that resource 1ssues
related to time and cost were a hindrance to their further participation. However, they
exhibited a more pragmatic and positive approach towards the future than those in the
previous group did.

In common with many of their comments on the changes that were taking place in the
company’s culture, there was an inherent understanding of the need for balance. Many of
the managers realised the need to work harder and put in longer hours, but also recognised
the need to have time for both their own development and their personal lives as well. The
main message was that the effects of time constraints were prohibitive to enhanced
learning activity and frequently attending to ones work took precedence.

The comments of two of these managers sum up the situation concerning physical
resource (time) constraints. In the first example, the manager acknowledges that he
becomes too caught-up in short-term issues and, hence, his participation in learning and
development suffers:

Interviewer: Conld you sum up any of the constraints that you feel are present both for yourself and in the organisation in

terms of development?

I would say from a personal pomt of view I would need to discipline myself to brng traming onto the

agenda because I get embroiled in fire fighting and trymng to be proactive in terms of selling this

department and making sure that people are doing the work that needs to be done. So I am almost a

barrier to myself because I don’t think enough about what I need - I think too much about other

people. (CL 8)

The other manager (CL 5) also acknowledged that, in the past, time constraints had
prevented his participation in learning activities. However he was hopeful that, as the
otganisation moved into Zalmer waters’ (CL 5), thete would be a chance for him and others
in the organisation to refocus and redtess the balance in relation to both learning and

personal lives.
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The 1ssue of costs and logt tical problems were apparent for managers acro s the
categories. Severy] of the managers 1n this ‘neutral’ group 1n particular, felt that the fact
that many leamlng events were geographically removed from them was a problem:

Interv wr Wiy , Yurvw flearmn pportunsties f ry ur ff n terms f munars and on ren  nth S ot h
cenralb t and wp CL 15 sstuat d?

Most of them are ortentated 1n London and 1t costs an absolute bloody fortune You get the odd one
whi h are usually at a lower level like negotiation semtnars and day courses and they are great and they
are based 1n Stirhing or Aberdeen or other places and they are very good value for money . . S me of
these conferences are extortionate for what they are CL 7)

And:

You can bet that 95 o of 1 m are held 1n London and I think 1's fru trating and srmitating and they'’re v ry expensive
70 go 1o, ... you can’t ju tfy gomng down to London 2 or 3 times a month for a semunar If 1t was in
Edn urgh st w ud ¢ mu b eass r to ju 1ify g ing  you can take out the cost of airfares for one thing. So they
can easily cost over £10 0 for a one day semunar and to justify that 1s very difficult CL 6)

c¢) Managers in positive category (resource issues not a factor for learning)
Although acknowledging that time and resources were often scarce for participating in
learning activities, as relatively senior managers, they ultimately had a responsibility to deal
with such constraints.

In effect, these five managers were unwilling to use lack of time or other physical
resource issues as an excuse for non participation in learning and development activities.
The following comments were indicative of the general feelings that were apparent
amongst managers in this high propensity to participate grouping;:

If learning becomes part of 1t, you just set a time in your time manager and you do 1t. So 1t’s an excuse to
say you haven’t got time rather than to just confront the real situation which is that you have got other
things that you are making a higher prionty. (CL 3)

And:

For me personally 1t 1s down I guess to a busy schedule time constraints and what you have got to do
to deliver here. So I guess that 1s a personal thing that I have got to overcome 1f I want to develop
further, and trying to get a balance between work and home is always a problem. (CL 13)

As can be seen from these comments, the managers in this category exhibited good
prospects for participating in learning and development activities, as they were pragmatic
enough to realise the importance of continuing development. The key challenge for these
managers and their colleagues was to elevate the status of learning activities to a level

equivalent to that of day to day work.

A2.4 Summary and Conclusions

This section summarnses the key findings and conclusions in CL 1n relation to:

e Intrinsic 1ssues
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Final remarks

Appendix Two

A2.4.1 Intrinsic Factors: General Conclusions

Table A2.1 below illustrates the position of each manager in CL in relation to propensity to

learn according to each of the intrinsic factors and learning. From the table some

interesting conclusions can be drawn regarding intrnsic factors and their affects on

learning. Each barrer is now discussed in turn in order to extract the main ponts of

interest:

Table A2. 1 - Intrinsic Factors and Learning for Managers in Central Life

Mgr Petceptual Emotional Motivational Cognitive Cognitive Ratings
(General) (Vocational) (Total)

CL1 L[] M [2] M[2] H [3] M (2] 10
CL2 L[1] L [1] L[1] H [3] L[1] 7
CL3 H [3] H 3] H [3] H [3] H [3] 15
CL4 L[1] M (2] L[] L[1] M [2] 7
CL5 M [2] H [3] M [2] H 3] M [2] 12
CL6 M [2] M [2] M[2) M2 M [2] 10
CL7 M [2] M [2] H [3] M [2] M [2] 11
CL 8 L[] M [2} M [2) H [3] M [2] 10
CL9 M[2] L[1] M [2] H [3] L[1] 9
CL 10 L] M [2] L[] M [2] L 1] 7
CL11 M [2] H [3] M 2] M [2] M [2] 11
CL 12 M [2] M 2] M [2] M [2] M [2] 10
CL13 H [3] H (3] H [3] H [3] H [3] 15
CL 14 M [2] L[1] M[2] M [2] M [2] 9
CL 15 H [3] M [2] M [2] H [3] H [3] 13

H- 3[20°] H 427 4 H=3[20 o] H=8[53 ] H 3[20 ]

M= 7[47°] M 8[53°] M 9[60 o M—6 [40° ] M 9[60°0]

L=5[33 ] L~ 3[20°] L=3[20 ] L-1[7° ] L—3[20° ]

a) Perceptual

e Majority of sample in medium (47° o) or low (33° o) category.

e Common features of low and medium category ~young managers under 40 years

old) with high formal qualifications.

e Negative perception of potential outcomes and ‘knew enough already’ attitude for

those 1n low category.

e Small percentage of sample 20 o) 1n high category — more mature managers with

dependant chuldren.
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b) Emotional

Majorty of sample in medium (53° o) category.

Barriers for low category — fear of exposure, working outwith comfort-zone
(Generally young, matried managers)

Issues of job security following company takeover for medium category — long
serving managers with job specific qualifications.

High category managers (generally young males with transferable qualifications)

confident of opportunities within company as result of takeover.

c) Motivational

Only 20% perceived no barriers (high category) — Incorporated oldest managers in
sample, all at Grade 11 in organisation’s hierarchy. Motivation due to competition
for limited positions.

Managers in low category (20%) - issues with life work balance, negative cost
benefits analysis of rewards.

Majority in medium category (60%) — issues with lack of direction from

organisation (generally youngest managers in sample with dependant children and

highly qualified).

d) Cognitive

Majority (53°0) in high category in terms of compulsory learning experiences —
High achievers with positive experiences of formal education.

Barriers detected (medium and low category) — university seen as ‘means to an end’,
vanable experiences of examinations.

Only one (7°0) in low category — older female with no children who did not attend
university due to negative school experience, yet attained Grade 12 in organisation.
Work related vocational barriers — majority (80°0) experienced bartiers (low and
medium categories) relating to poorly focussed, non job specific courses, which
were not sufficiently tailored for their needs (especially leadership or team

development courses).
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A2 .4.2 Extrinsic Factors: General Themes and Conclusions

Table A2.2 illustrates the aggregate findings relating to the extrinsic factors influencing
participation 1 learning. This table enables some interesting conclusions to be drawn
regarding extrinsic factors and their influence on learning for the managers interviewed in
CL. Each bartier is now discussed in turn in order to extract the main points of interest

from the interviews:

Table A2. 2 - Extrinsic Factors and Learning for Managers in Central Life

Mgr Org Culture MD Culture Physical Ratings
Resources (Total)
CL1 2] -[1] \ [2) 5
CL2 [1] - [1] -[1] 3
CL3 + 3] \ [2] + [3] 8
CL4 \ [2] + [3] + [3] 8
CL5 + [3] \ [2] \ [2] 7
CL6 \ [2] \ [2] \ [2] 6
CL7 1] 11 \[7] 4
CL8 \ 2) -[1] \ 2 5
CLY9 - [1] - [1] - [1] 3
CL 10 \ [2) - [1] + [3] 6
CL11 \ [2) - [2] + [3] 7
CL12 -[1] \ [2) 1] 4
CL13 -[1] -[1] +[3] 5
CL 14 -1 \ [2] \ [2] 5
CL 15 -1 \ [2] - [1] 4
+ = 2[13° ] +=1[7° + = 5[33%)
\ = 6[40%] \ = 7[46.5% ] \ = 6[40°0)
= 7[47°0] = 7[46.5° 0] = 4[27°4]

a) Otrganisational Culture

e All fifteen managers in the sample mentioned deliberate attempts to transform the
culture in order to respond to the more turbulent external environment.

e The majority (87°0) either displayed their outright negativity towards the culture
change or at least some concern about certain elements of it.

e Negative managers — two conflicting views explaining negativity: Firstly company
over zealous efforts to change the culture resulting in strict cost controlling,
increasing pressure on employees. Secondly, certain elements of the traditional
culture still in evidence, undermining central messages of culture change in CL.

e Neutral managers — mostly younger who though culture change was necessary to
compete in competitive chmate, but fear of losing positive elements of the
traditional culture (staff loyalty, elements of paternalism).

e Positive managers (13°0) — culture now more professional whilst retaining positive

aspects of culture.

49



Appendix Two

b) MD Culture

Only one manager (7°0) of sample positive about MD Culture  as an older
manager with many years setvice had noticed a lot more learning activity especially
at team manager and team member level.

Rest of sample (14 managers or 93°0) were either neutral or negative about MD
Culture.

Neutral managers — accepted need to be more proactive with self development
but felt opportunities, structures and support could be improved to enhance the
learning climate (both young and older managers).

Negative managers — perceived there to be ‘sheep dip’ type approach to provision
as well as ‘lip-service’ paid to development issues by more senior managers who
were disinterested in mentoring or coaching younger managers (mostly younger

managers with longer setvice).

c) Physical resoutces issues

A more even distrbution found between managers with negative (27°0) or
positive attitudes (33° o), but majority (40%) had neutral attitudes towards physical
resource issues and effect on learning.

The neutral managers, who were mostly younger professionals with young families
— said they craved more attention to be paid to work/life balance issues.

Negative managers — felt that time constraint were the number one issue
preventing both them and their colleagues participating in learning activities.
Positive managers — were much more pragmatic about the need to continue to
develop and viewed learning as part of their everyday duties so time was not an

issue because if learning required, it most be done.

A2.4.3 Final Remarks

The two managets with the highest ratings in relation to intrinsic aspects, (CL 3 and 13

were rated as having high prospects of participating in learning and development activities

in telation to all the issues investigated. An analysis of their interviews essentially

highlighted no significant barrers to learning.

Interestingly both these managers were involved with the Fmancial Planning

Certificate (FPC). One had recently completed the qualification and the other was about to

embark upon it. This fact actually illustrated how serious they both were in relation to

participation. It was also interesting to note that, in terms of personal circumstances and
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characterstics, these managets were very different. CL 3, was male, qualified actuary and
pensions manager who had attended university. He was married with two children, was
relatively old for this sample (48 years old) and had a sertes of rather tme consuming spare
time activities. The other manager (CL 13) was a 39 year old female who was married with
two young children. She was Head of the New Business Department, had jomned the
company after completing higher examinations and had worked her way up to
management level.

For those managers who were felt to be impeded by batriers to learning, one CL 2) 1n
particular emerged due to his low ratings in terms of patticipating in learning activities,
having been classed as low’ in four of the five issues covered. From his comments, it was
obvious that he had little motivation to patticipate in learning activities that would upset his
current lifestyle. As well as this, he showed signs of being unhappy with the current
cultural changes that were happening in the organisation and also had experience of some
rather poor work telated learning activities (especially connected to organisational support).

In terms of personal characteristics and circumstances, this manager was relatively
young - 40 years old. He was also very successful a qualified actuary with an impressive
educational record. However, from his comments, it became obvious that in recent years
he had become somewhat disillusioned with the roles which had been allocated to him in
the organisation. In essence, this manager appeared to show symptoms of a ‘mid life
crisis’. For the test of the managers in CL, it became obvious that their comments often
appeared to defy logical categotisation. However if one pattern did emerge, it was related
to the influence that the organisational or external environment had on training and
development participation.

In terms of extrinsic factors and how they may affect learning in the organisation only
one manager (CL 2) appeared to display 2 negative in relation to all three extrinsic factors.
This manager was negative about both the general culture of the organisation and the more
specific issues relating to management development. He felt that time pressures were
having a detrimental effect on both his and his colleagues ability to participate in learning
activities. It is interesting to note that this same manager was rated as having a low
propensity to learn actoss four of the five intrinsic learning issues. This is discussed further
in the summary and concluston to this appendix. Three other managers (CL 7, 9, 15) were
also placed in the low category in relation to two of the three extrinsic factors. For

example, CL 15 communicated her concerns about the effects of both an ‘insular’ culture
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and the severe time constramts, proposing that these issues could cause potential
disruption to learning.

None of the managers were placed 1n the positive category 1n relation to all three of
the extrin 1c factors, although two managers did rate highly in two of the three. The
comments made by CL 3, for example, illustrated his positive opinion of the general
culture in CL and also suggested that time should not be used as an excuse 1f one wished to
patticipate in learning activittes. However, he did appear to have reservations surrounding
the level of provision of certain courses for his staff and, hence, was placed in the medium
category with respect to this factor. CL 4 was also placed in the high propensity to
participate category for two of the issues — MD culture and physical resources — but she did
voice concetns about the effect that the culture change may have on the family atmosphere
in the organisation.

The other managers in CL generally appeared to occupy the middle ground in relation
to these extrinsic issues and their potential impact on learning and development. The
general feeling seemed to be that the changes in culture, the opportunities and support
available and the physical pressures present made participation in activities complex.
However, they did appear to be relatively pragmatic about the potentially negative effects

of the extrinsic environment and acknowledged these issues required to be dealt with.
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APPENDIX THREE
Lothian Life Assurance Company

Lothian Life (LL) specialises in the provision of life assurance, pensions and investment
contracts. At the point of data collection, there were approximately 1250 members of staff
who were either located at the company’s Head Office in Edinburgh or at one of the 18
branch offices throughout the country. Lothian Life was established towards the end of
the 19" century, with the most important milestone in the company’s recent history being
its conversion to a mutual company in the late 1960s.

Since then LL has grown to become an important player in the Scottish Financial
community, offering a varety of products including pensions, mortgages and investments
and, in December 1997, was reported to have funds under management exceeding £6.8
billion and tesetves of over £675 million. This growth has been based on the central
commitment to the Independent Financial Advisor marketplace rather than by dealing
directly with the general public. As an illustration of this commitment the company have
consistently received Five Star Service Awards in the annual sutvey of IFAs as conducted
by Financial Advisor and the IFA Association.

The achievement of the Investors in People standard for the first time in 1997 is an
important event to have occurred, in recognition of the broad range of training offered to
staff at all levels. In 1997 LL attained the status as an approved centre for granting Scottish
Vocational Qualifications. To counter this, however, there appears to be an ethos of
vulnerability surrounding this particular company as a result of increasing media
speculation about the future independent position of smaller mutual life assurance

companies in Scotland.

A3.1 Organisational Context

In an interview with the Tramning and Development Manager (T&D Manager), questions

on a number of issues were posed to gain an insight into the organisational context. The

main issues which arose in that interview are shown below, but for more detailed

information on the organisational context please see Appendix Seven.

¢ One of the smaller Scottish mutual companies which operates firmly on the principal
of carrying out business with Independent Financial Advisors only.

® As a result of smaller size, felt to be relatively vulnerable to take-over in UK and

European life assurance markets.
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e There have been recent improvements in company decision making and
communications process, which were acknowledged to be not particularly well
developed.

e Culture was described as being ‘traditional, conservative with small ‘c’ and paternalistic’,
but there was acceptance that many of the principals of LL’s culture would continue to
be eroded under the directorship of a New Chief Executive.

e T&D Manager acknowledged that in terms of training and development there was still
some way to go before a truly learning culture was established and all aspects of
development, (not just gaining professional qualifications) were equally valued so that

managers skills were matched with career aspirations.

e In terms of rewards for taking part in developmental opportunities, although gaining
certain professional qualifications such as actuarial, accountancy or law ensured that a
certain level of status in the company was guaranteed, the practice of giving cash
bonuses was being deliberately eroded.

e The responsibility for providing sufficient MD opportunities lay with T&D
department, but ultimately it was up to the individual managers with the support of

their line managers to ensure that they participated in development.

® Gaining [iP accreditation helped to formalise some of the procedures already in place
in the company like annual appraisals for example, which were the most important tool
in determining what development managers’ received.

e Competency frameworks being used for performance management, but not fully taken

up as yet.

A3.2 Intrinsic issues and learning

In the following sections those barriers to learning that could be manifest as a result of the

managers’ intrinsic attitudes, behaviour and experiences are discussed.

A3.2.1 Perceived need for participation - Perceptual

a) Managers in low category (unlikely to participate in learning activities)

Table A3.4 highlights the general findings relating to perceptual issues and participation in
learning activities for the thirteen mid career managers. Five managers were adjudged to
have low propensity to participate in further learning or development activities because

they did not perceive there to be a real need for them to do so.
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In effect, the comments from two of the managers (LL 7 & 11) indicated that they
had reached a stage in their careers where they were content and hence did not think that
further development was worthwhile for them. One manager (LL 7) for example, felt that
doing an MBA or similar formal learning at her career stage would be ‘worthless’. The
sentiments from two others (LL 6,12) cleatly illustrated the perception that taking on more

developmental activities (outside of wotk) would cause considerable upheaval in their lives:

Since I qualified however agam, ... lets say that I'm comfortable with what I’'ve got at the moment
Perhaps I'm looking to live slightly out with my comfort zones if I want to get any further and the
bereavement (of father) did hit me quite a lot and 1t did focus me on what I was trying to do. (LL6)

And:

I have to say that I find in the evenings I don’t particularly want to study - I think that the mental
energy gets used up during the day and in the evening I tend to do things of a more physical nature and
I am quite a keen sportsman. (LL12)

Through his comments the other manager placed in this low category, LL 9 illustrated
that he also had low perceived need to participate in further MD activities. He clearly felt
that, unless the learning activities could provide conctete business benefits, then there was
little point in taking time out from one’s job to participate:

Interviewer: What is your view personally on management development and learning?

Personally I am not convinced by it to the same extent that when you are younger you do need to leatn
and develop - I think whenever you are into management there would need to be business advantage in
domng it and if there isn’t clearly business advantage then don’t do it you are wasting your time and you
are better off doing your job. ... So it is a vicious circle, if it is learning how to run your business better
there is absolutely nothing wrong with that that’s entirely helpful, it has to be entirely business related
once you are management ... we are not sort of queuing up to go on training courses for the sake of
them, but we have been to other skills based courses which are not in the least bit academic. To be
honest I think from where I sit I am not clear that there is business advantage 1n attending these I am
very sceptical about the worth of them particularly about these sorts of leadership courses. (LL9)

b) Managers in medium category (some prospects of participation)

The comments extracted from the interviews with another five managers from LL
displayed some evidence that perceptual barriers to learning could be present and hence
could hinder their participation in development activities. Essentially two major themes
came to the fore for this ‘medium’ category: the impact of career stage and the effect of
conflicting commitments in other areas of life. For three in particular (LL 4,5 & 10),
although clearly there was some desire to continue to develop, there was also confusion
about the development activities they were expected to participate in. The comments from

LL 5 clearly sum up how such confusion may impact on their desire to participate:

An MBA crossed my mind but ... there’s no evidence that the company treats that in a particular way.
You might think for someone with an MBA and someone without one, that should be the first pomnt,
but there’s no guidelines or feedback from management or personnel that it 1s something they
recommend. I know that Highland Life, for example, promote MBAs, they’re quite keen on that and
therefore 1t’s an mcentive because the management recognises that and the individual does that 1n the
knowledge. To do that here, where there 1s no guidelne or regulation, while there’s talk of a
recommended way forward, there’s no guarantee to what extent they recogmse 1t. (LL5

68



Appendix Three

The second main theme to emerge amongst these managers was that their percesved
need to participate was affected to some extent by other factors their work or famuly life

commitments:

I had the di ciphine to do the ACII before I was married and when I could hut myself away without
interruption and cram to get the information nto my head...with 3 young children, I'm not convinced
how much time I would be able to devote. There never seems to be any time for anything 1n the house
let alone 1 the office... I'm learning but I'm not learning as much as I could, I'm bogged down in
admini tration and paperwork quute a lot of the time that 1s preventing me from developing 1n other
areas (LL5

c¢) Managers in high category (good prospects of participation)

The three remaining managets in LL were considered to have no real perceptual barriers to
learning and, in fact, their comments indicated that they realised the need to continue
patticipating in learning activities. These three managers were interested in pursuing
approptiate development activities and had been actively involved in initiating recent
interventions. For two of the managers, these development interventions appeared to be
geared towards helping them to petform their managerial roles in a more effective way.

The following intetview segments illustrate their views:

I am very keen that I get that training because there are certain skills and abilities and weaknesses that
we all need to 1mprove on to make us more efficient and better at our jobs really, so I suppose I am
very positive about it. (LL 8)

Also:

Interviewer: So your manager has initiated most training and development?

In most cases yes. Last year, I imitiated a lot of my own training through my manager, which tends to
happen the further up the tree you get, then it becomes easier to put recommendations forward on your
own traming. We've completely revamped our own traiing programme in terms of requirements
whereby the training was set on objectives set by our line manager. They said you need certain training
for certain tasks but in some cases it was a case of this knowledge 1s required for me to perform my duty
therefore I need to get thus training organised. (LL 2)

The other manager, placed in this high propensity category, was at the time of the
interview undertaking a MBA qualification. When asked why he perceived there to be a
need to participate in this course, this manager indicated that he had rather more longer

term objectives:

I felt that I didn’t have a strong management training background. I had some tramning ...from one
outward bound course and a couple of intemal courses on apprassal interviews, ... I didn’t feel that I
had a wide enough management training background or that there was enough training. At the time I
was thinking about moving on as well (LL 3)

A3.2.2 Fears or Insecurities surrounding Learning Participation - Emotional

In this section the aim was to identify whether emotional barriers to learning were present

for this managerial group in LL. An additional objective was to examine the reasons
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behind why mud career managers were ‘fearful or insecure’ and how that may affect their
participation in learning. Table A3.5 hughlights the findings in terms of emotional factor

and how they may affect participation in learning activities.

a) Managers in low category (unlikely to participate in learning activities)

From Table A3.5 it can be seen that five managers (LL 3,5, 6, 10 & 11) were felt to indicate
that as a result of their comments in relation to emotional fears of insecurities they would
have a low propensity to participate in further learning.

The dominant and recurring theme to emerge amongst three managers was the
uncertainty surrounding their future careers within the organisation. These doubts
appeated to be exacerbated by a general lack of guidance from the company in terms of
enhancing their career stability. For LL 3, for example, a certain amount of frustration and
disappointment was detected in his comments as he felt that the company had not taken
full advantage of the fact that he was studying for an MBA. This had served to dishearten

and alienate him:

As I'm being sponsored by the company, I’'m asking for input to the sorts of things they think I should
do ... I've tried to lay out the courses and the ones I want to do, but trying to get feedback is very hard.
It’s a case of OK, on you go or what is this course, what does it mean and I’m finding it difficult in that
respect. Dissertation wise [for MBA], well I have a lot of thoughts on that area but getting people to stt
down and say, that’s OK, well I'm just carrying on regardless.

Interviewer: It must be frustrating for you?

It is, yes. One of the dangers is my expectations, I had an expectation that doing an MBA would widen
my experience and should widen my opportunities. If opportunities don’t exst here, then I'm going to
go, so I'm interested in why they sponsored me - is it just because they think if they don’t I'll do it and
leave, I don’t know, but they haven’t managed my expectations very well. All along I’ve stressed that
I’ve gained from it and that Lothian Life can gan from it if they actually plan and think about what I'm
going to do and how I can be used and I haven’t seen any evidence of that. (LL 3)

As has been discussed in Section A3.2.1, manager LL 5 clearly had similar problems
LL 3 in relation to actual support and guidance from the company. In his (LL 5’s) case
there was a reluctance to commit to participating in further development. As far as he was
concerned, he management development in this company is poor in that there is no structured
duscussions on career development, on where you're going, on what you need to do to get there sooner, [or
what you need fo develop to become a more effective manager.”

For the third manager in this ‘low’ category, similar sentiments regarding the suppott
and guidance received from the company, particularly when he undertook the APMI
qualification, were displayed. He felt there was o formal support as there was with the a tuaria

exams, or with ACII and 5o it has been very much a self motwating process.” In this manager’s case,
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the propensity 10 participate further 1 learning activities appeared to be further
Compounded by the death of hus father.

Int you wer: How wonldy u s your care rd eloping?

Following my father’s d ath .. 1n 1986, I a ked myself that very same qu tion and 1t did lead me to
apply for voluntary redundancy la t year I mentioned that I was 1n a previous role, which was very low
in dect son making, and I could not see my elf continung 1n that for 10 y ars certainly, 5 years unlikely
and 2 years at the very most. I have therefore been looking at posttions elsewhere 1n Lothian Life and
this has been made known to my managers, ... Even 1 my current role, I'm still not seeing a future 1n
this company 1n the long term There was a job opportunity that came up in another area of the office,
which I thought with my qualifications and background, I was reasonably suited for, but I was not
chosen for that job. That was somethtng that 1 thought could have been something longer term but I
think I 1l just have to wait and see what happens. There 1s 2 change 1n the company coming soon, from
the very top, and I think 1t depends on whether there are any structural changes, as to whether there’s

anything for me (LL 6)

The other two managers (LL 10 & 11) in this category were somewhat different in that
they were so complacent that they would not particularly want to participate further in
learning and development activities. The following quotation from one of these two
complacent managers neatly sums up the typical views held when asked about how they

felt their future career would progress:

It’s very hard to say, I would say that I'm at a level where I may or may not go any further in the
company, I think I’'m past the stage where I can assume, given time and 1f I keep my nose clean, where I
can progress higher. It’ll partly depend on opportunities, 1f a vacancy arises and I'm seen to have done
well, then I may go a little higher, but probably not too much further. I'm reasonably satisfied with the

job I've got. (LL 10)

b) Managers in medium category (some prospects of participation)

Seven managers were rated as having a medium propensity to participate after drawing out
aspects relating to their emotions. For all these managers, although there were a vast array
of different opinions gwven in their comments, the general unifying theme was that they
had some trepidation regarding their future either within Lothian Life or indeed the
external labour market. For two of the managers in particular (LL 4 & 12) there were
clearly some fears about what exactly their future career held for them and their anxiety of

becoming boxed into a ‘corner’ became apparent:

The only alternanve 1s to move completely out of IS and into something completely different, maybe
marketing and I’d like to see that kind of thing happen more often but I think the realsty 1s that 1t won t
happen for myself. I think I am unfortunately 1n too much of a comer, more of a corner than I'd like to
be but that’s just the way thin s have developed for me (LL 4
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LL 12 communicated similar sentiments about in the future:

I feel that I ve got quute a pres urised and a responsible job and I don’t particularly crave more of that
so from that pont of view I am happy enough doing the job that I'm doing but equally the thought of
dotng 1t for the next 15 or 20 years. I think I might want something different and change that way At
this stage I am 1 a bit of limbo because [our departmental] boss retires thss year as does our Chief
General Manager and the structure of the organisation mught change so I think just now there’s a httle
bit of wait and see what happens really. There will be some 1mpact, ... if 1t doesn’t I wall be sa 1ng, ‘Oh
God I will be here for the next 10 or 20 years’. I will have a different view of 1t but nght now the job 1s
demanding and challenging . . so I don’t have a problem with it and I don’t feel I need to be domng
something else (LL 12)

For three other managers (LL 8, 9 & 13), although certain comments describing their
future career prospects were tinged with trepidation, it appeared that these emotional
barriers were not strong enough to halt participation completely. The following comments
describe how two of these managers had already been receiving calls from recruitment

consultants about potential opportunities:

I was promoted to management at the beginning of last year so I suppose the next few years will be a
petiod of consohdation. The difficulty is that ... we are getting a new chief executive next month, we
are always subject to speculation about de-mutualisation or getting taken over and it is hard to know
where we will be in two or five years time. It is difficult to know if that will present opportunities or
threats, we’ll have to wait and see. It’s interesting to note that because I have been promoted I have had
morte headhunters phoning me than befozre so there are still opportunities out with Lothian Life to take
your career to a different level. (LL 8)

Also:
I've been in the technical role for about ten years - and I've gained a lot of experience so to that extent,
I mean at the moment we’re a bit strapped for resource and experience. I'm the most expertenced guy
on the floor apart from my superior, and he’s right at the top of that particular limb of the tree, so I
think it depends - it’s a few years before he retires - ... it’s impossible to say. One never knows what's
round the corner but by the same token, the phone goes from time to ttme with headhunters and one of
them might make me a great offer and I mught be the nsk taker. (LL 9)

The other two managers placed in this ‘medium’ group also exhibited various fears
surrounding participating in learning and development activities. Manager LL 2, for
instance, indicated that there was an element of risk involved in asking for more

development activities due to the perceived views of management:

The training that I need now 1s harder to organise and quanufy. A lot requires to be justified and 1t’s
hard to find because 1f you look at the requirements of the more sentor people, they have less and less
training. They may have an interest in something else and 1n a lot of cases, it’s difficult to get that
because a lot of people think that 1f you're given career progression opportunities, you'll move
elsewhere. (LL 2)
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LL 7 expressed that the organisation should address the 1ssue that certain emotional
traits might inhibit participation in learning:

I didn’t particularly enjoy being videoed on a two-day cour e, and tanding up 1n front of people
because 1t’s not really a thing I like doing, but I felt I needed to do 1t, so I forced my elf to do 1t. Now
there are other things that I would be less keen to do, but somebody hould be there to nud e me
towards things that I need to do to improve my performance and I think that's lacking .. I had to d
presentations and they were agony and I knew I was bad at them, I mean really bad at them, so 1t’s a
question of which 1s the lesser of two evils, but there are some people who would just avoid 1t totally
and I used to be more like that - I'm more pro learning now than I used to be (LL 7)

¢) Managers in high category (good prospects of participation)

Only one manager was placed in this high propensity to learn category. This manager LL 1
was assured in his current positions, and had little real worries or insecurities about either
participating in learning activities or about future career prospects, but still perceived there

to be a need to continue to participate:

I see myself developing further within the group pension area, which is where I'm currently assistant
manager and I would like to be in charge of that area. Currently I'm reporting through the applications
services manager and I feel 'm a key person there anyway, there’s a lot of leeway there and I’'m quute
confident. So I see myself developing hopefully to be a manager assuming the senior management feel
I’'m capable. (LL 1)

A3.2.3 Motivation to participate in Learning Activities — Motivational

The aim in this subsection was to understand how motivated the managers were to take

part in learning activities and hence to categotise them according to their motivation.

a) Managers in low category (unlikely to participate in leaming activities)

As can be seen from Table A3.6 three managers were placed in the ‘low’ category. It was
felt that these managers illustrated relatively little motivation or desire to participate 1n
further learning activities. Essentially the message of complacency in terms of their current
situation in the organisation became apparent. Two of the managers (LL 10 & 11) were
clearly aware of the lack of motivation and suggested any development undertaken would
be purely for consolidation. For example, when asked if he would regard himself as a self-
starter in terms of undertaking learning, LL 10 commented that he was, probably a bit gurly
of carrying on with what he had] got, it probably [did] take someone else to come along and tell him] to go
on a course or find out about this and that.” Interestingly both of these managers were placed in
the ‘low’ propensity category when emotional issues were discussed. This fact helps to
enrich the general understanding of the position of these two particular managers who

appeared to be fairly content with their cutrent position in the organisation.
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Due to the political nature of the company, LL 6 felt there would be few teal rewards
(promotion) for him at this stage in his career and felt that participating further would not

remedy this situation:

Int roe w r Are you awar  fany ar rpath or su cession p lcy that perate here?

Yes there 1s a very clear path, 1f you’re 1n the nght place at the nght time and that’s the only policy that I
can see. There are certain managers that have been made managers in the last few years some I agree
with and some I don’t but 1t seems to me that it’s being at the r1 ht place at the night tme, not based
on quality of the individual (LL 6

This sensitive subject of to how political factors may influence learning and
development activity of mid career managers is discussed in greater detail later in Section

A3.3.1, exploring the organisational culture.

b) Managers in medium category (some prospects of participation)

Eight managers were identified as having a ‘medium’ propensity to participate in learning
and development. Essentially, these managers were inhibited from undertaking learning
due to various restramning factors and thus, while they were not averse to participating,
there was limited likelihood that they would. These factors restricting the motivation to
participate can be split into three broad categories. While the first set of managers
described the indicators in terms of the pressure of work and family commitments, the
second category could be defined as those who were concerned by the ambiguities of the
outcomes or rewards gained from such participation. The third group identified the
ineffectiveness and inappropnateness of formal development as being a potential inhibitor
to their participation, generally due to previous negative expetiences in this area.

The following quote from LL 5 provides an example of the first category, illustrating
how the pressures of work affect motivation to learn; So, arguably I should be saying, well 1
want to get train d on this to be ome more effective in that but in actual fact, I'm trying to a hieve deadlines
and getting the d pariment to a hieve deadlines all the time.” These views were supported by LL 9
and LL 13, who also intimated that work pressures acted as inhibitors.

The three managers (LL 8, 9 & 12), whose comments illustrated the ambiguities
surrounding the outcomes of development, described their confusion over the company’s
reward strategy, the potental links with career development and the general
approprateness of opportunities on offer. For example, LL 8 described his frustration
over the rapidly changing work requitements and the seemungly impossible task of
achieving the targets which are set: {He did have some kind of plan about where b want d to b

but the goal posts are always hang'ng and you g ¢ to that stage and things have moved on and you want t

£ 4 1o that next sta e.’
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Two managers (LL 1 & 7 fit into the third category described above, becau e of their
common dislike for participating in formal development activities. 1.1, 7 based his views on
previous experience, while LL 1 opined that he would be more likely to update his skill
through more informal avenues, such as reading from textbooks. He stated that he was %7
a stage in my career where he had got the tools 1o do my job well 50 much of the learn ng is tuning’
These factors provide an insight into why managers may be shightly less motivated to

participate in further formal development activities.

¢) Managers in high category (good prospects of participation)
Only two managers (LL 3 & 4) were felt to display very high motivation to participate n
learning activities. For LL 3 the fact that he was currently undertaking an MBA was
concrete evidence of this. The main reason this manager gave for undertaking this
qualification was to both improve his position and because he felt he %idn’t have a strong
management training background’. In addition to this reason LL 3 cleatly saw the potential
‘exchange’ value in undertaking this qualification because, at the time, he ‘was thinking about
moving on as well.’

For the other manager placed in this ‘high’ category (LL 4), although he was not
involved in anything as formal as an MBA, his remarks implied that he was motivated to
continue to participate in any learning and development activities which might help him in

his position. He stated that he would find a way to negotiate any potential obstacles:

Interviewer: Is that fact that you work quite a long day an obstacle [to participation in learning actwities ?

Not really, I think 1t would be fair to say, having said that, I spend a lot of my time these days keeping
up to date with technical manuals and business documents. I suppose 1if I was to start thiking about
doing correspondence courses now, it could be a little more difficult. ... I suppose now you might say 1t
would be more difficult but if I had a particular goal in mind, I don’t think 1t would stop me I would
find the tme. (LL 4)

A3.2.4 Previous Learning Experiences — Cognitive (General)

The aim in these final two subsections of part two investigating intrinsic issues and learning
was to establish if barriers to learning were manifest as a result of previous learning
experiences. Firstly, in this section the managers’ experiences of learning from compulsory
up to third level higher education were analysed. Secondly, in the next subsection (A3.2.5)
their work related learning experiences are discussed. Tables A3.7 and A3.8 summarise
how the Lothian Life managers felt about both the compulsory ot third level learning and

vocational learning connected to their jobs.
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a) Managers in low category (unlikely to participate in learning activities)

Table A3.7 ilustrates the three categoties of previous experiences from compulsory
education and learning activittes up to third level higher education. After analysing the
interview comments of these managers, 1t was felt that no managers fitted into this
category connecting reduced participation 1n learning activities to compulsory education
experiences. In effect, there were four managers (LL 4,6,7,8) who communicated that they
had particularly negative expertences at school or university. However these managers
were placed in the ‘medium’ category because, in each case, their poor experience of
compulsory and third level education appeared to refocus their attention on further
vocationally oriented learning. These managers are therefore discussed in more detail

under the ‘medium’ propensity section below.
prop

b) Managers in medium category (some prospects of participation)

For the seven managers placed in this ‘medium’ category, the unifying theme was that,
although they all appeared to have not had very good experiences during their full-time
pre-work education, they were not inhibited from proceeding with further vocational type
qualifications. Although one may consider that the previous experiences which they had
could potentially affect their participation in the future.

Two of the managers (LL 7 & 8) cleatly intimated that their experiences of
compulsory (school) education was negative. LL 7 related how her poor perceptions of the
school which she had attended, which she felt had farly poor academic standards’, had
influenced her decisions regarding further education to the point that she was, to some

extent, discouraged from attending university:

I wanted to be an accountant, tnutially I was not going to go to university because 1n those days you
could join a CA practice and do an apprenticeship where you only went to university in the second year
I think ot 9 months. I went to interviews and I got a job with Thompson now KPMG but they sad
that it [accountancy] was becoming a graduate profession and that I may have regretted not going to
univer ity. So I just applied at the last minute and got a place and when I thought about 1t, I thought
ma be I would regret not going 1f I didn’t take the chance. (LL 7)

This manager went on to explain that she was ummpressed with univetsity and was
‘shocked quite frankly when 1 got there and it was so poor - you know I was expecting something much
better than I had experien ed at school - I was disapponted I think.” The second manager, LL 8,
also mntimated that he ‘didn’t really enjoy school and therefore [he] wasn’t really very
commutted to 1t at that time’.

Although not mentioning his actual experience at school, LL. 4 communicated that
probably not g tting my d gree at unzver 1ty that’s a negat ve one’ was the most sigmificant event for

him in terms of full tme educaton. This manager however, along with LL 8 and LL 7,
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appeared to have used past tribulations in pre work education as a catalyst for undertaking
further vocational study. All three proceeded to successfully complete professional

qualifications. LL 4’s viewpotnt 1s summed up below:

Intervt w + Has anything aff ¢ d your d ct 1on  regardsng furth r study, for xample, not omp ting y ur de r ?

Yes, I think 1t forced me 1nto taking some form of professional qualificatt ns. I may not have done that
1f I hadn’t finished my computer course so 1 think, from a personal pomt of view, it’s been a one da
situation until I took the professtonal qualifications which 1s something to regret, but now I'm quite

balanced about 1t. (LLA4)

In a similar fashion, LL 2 has developed preferences in terms of learning styles as a
result of vanable experiences of university education. He communicated that he would

now be inclined to learn through practical experiential learning:

I would now find it hard to go back to that environment [university] and I much prefer learning from
expenience and finding things for myself. Although there’s a place for the classroom teaching, I find
practical experience and personal skills tend to go hand in hand. Most of my knowledge has come
through experience and learning the hard way. (LL 2)

The fifth manager in this section, LL 6, was also considered to have a ‘medium’
propensity to continue with further study (especially of a formal nature) due to his variable
expetience at university whete he did not achieve the upper second grade that was initially
expected. However, as in the case of the other managers above (LL 4, 7 & 8), he still
proceeded to attain a professional qualification (APMI) whilst working at LL. In effect,
aspects relating to his experiences with respect to the vocational courses (Actuarial then the
APMI) seem to have influenced his decisions regarding further study. Issues relating to
these experiences for LL6 were discussed in some detail previously, where it was observed
that he was now more inclined to participate informally in non-work related learning
activities.

The common theme relating to the two remaining managers (LL 10 & 11) in this
‘medium’ propensity group was that their pre-work educational careers were characterised
by uncertainty about future career direction. Both had changed their courses of study to
enable them to follow a different career route. For example, LL 10 gave up an established
career as a Chartered Surveyor (1n which he completed a degree) to return to university and
study for an Economics degree, while LL 11 switched from majoring in History to
Economics at university. It is interesting to note that LL 11 decided to pursue the ACII
qualification when he started working at LL purely for advancement and a fast track to promotion’

LL 10 consolidated his career by participating in various courses:

I've been on a number of courses various times either directly to do with mvestment or probably things
like PC tramning and certatn management skills. It’s been mostly on the job tramning by other people
around me, superors, and ad hoc courses from time to time, nothing very formal. (LL10)

77



Appendix Three

c¢) Managers in high category (good prospects of participation)
As with the majonty of the managers in the other ca e organisations studied, those
interviewed at Lothian Life were well endowed with academic qualifications. The six
managers 1n this ‘high’ category i particular forwarded comments that illustrated that their
expetiences in full ime education were good.

In effect, the main theme prevalent amongst these managers was that learning per se
did not appear to present any difficulty for them and was something that came almost
naturally. As can be observed from Table A3.3, all but one of these six managers were
graduates. When asked about their experience of education, the following responses from

LL5 and LL9 were typical:

After leaving school in Edinburgh I did a 4 year course 1n Actuarial Maths and Statistics at Heriot Watt.
I then joined Lothian Life after I graduated and started sitting Actuanal exams and after some years I
qualified as an actuary, FFA, in 1988 and that was the end of the exam taking, the formal education part
of things. (LL 9)

And:

Well, when I was at school I did 10 O’levels and 4 A’levels and I went to Brstol University and did a
joint honours degree in French and Philosophy, which 1s why I'm 1n msurance [sarcasm], and jomned
here 1n August 1985 and qualified ACII in 1988 and that’s basically it for formal qualificattons. (LL 5

In the main, these ‘high’ managers enjoyed their experience and realised that, although
courses were theoretical and exams often irksome, they were something which had to be
done to move on in life. In fact, one manager (LL 13) related that part of the reason why
he undertook the FPC qualification was to ‘test [himself] to see if [he] could still pass

exams’.

A3.2.5 Previous Learning Experiences— Cognitive (Vocational)

a) Managers in low category (unlikely to participate in learning activities)

Two managers (LL 3 & 6) were identified as having a low propensity to participate further
based on their experiences of vocational learning activities. The key issues here appear to
be the potential consequences of negative experiences which, for both managers, could
impact on their willingness to continue with further vocational training. In the case of LL
3, who was at the time of data collection undertaking an MBA course, there seemed to be
1ssues surrounding the delivery methods used for such courses which would appear to have

tempered his ambitions to participate in the future:

Intermewer: Do you have any preferred learning style ?

The traditional classtoom method of a lecture standing up doesn’t work very w 11, there has to be a
combination of case studies and interaction as well One of the caticisms I have of Edinburgh Unu
Lecturers are that they lecture for 9 weeks solid and there’s very little interacion (LL3
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The second manager also experienced problems in balancing work, life and study. He
talked at length about his failings in terms of achieving results through formal study; these
experiences having led to his decision to concentrate on more informally based learning.
LL 6 describes this sea change in his opinions, after having finally attamned the APMI

professional qualification:

Since then, there has been no formal study as such I am actually studying informally out with
Lothian Life and out with academic subjects, purely for letsure - I'm studying beginners Spanish at
the moment, linked more to family hobbies, holidays etc. (LL 6)

Both these managers attested that the lack of support from the company, in terms of
undertaking vocational qualifications, contributed to their negative perspectives. This issue
is discussed in more detail in the section relating to the Management Development culture

in Lothian Life.

b) Managers in medium category (some prospects of participation)

Six managers were located in this section as a result of comments connected to their
experiences of work related learning activities. The most important theme centred on
experiences relating to professional vocational type courses. Three of the managers had
completed the insurance-based qualification (ACII) one had studied to become a Chartered
Accountant and the other had completed actuarial qualifications (FFA). Although all
successfully qualifying in their chosen course, a series of issues arose surrounding the
potential effect of their experiences on further participation in learning activities.

In effect, all the managers spoke of the difficulty of balancing work, life and study
time. One of the managers (LL 9), whose actuarial qualification was delivered through
cortespondence, felt that working and studying was akin to %eep ing] all the balls in the air,
and 50 that’s a barrier to learning really.” LL 7 a qualified Chartered Accountant, again

provided evidence that the pressure of working and learning were patticularly difficult:

The homewotk exercises wete the only thing, 1n the CA course where you were given them on a weekly
basis and you had three or four exercises to complete. They were sent away and marked and sent back
agam and that was tough because you were working full ime plus overtime plus travel and 1t wasn’t
very easy to do.

Int rowew r: Very difficalt?
Yes and it would be even more difficult nowadays, I wouldn’t contemplate 1t, you couldn’t do 1. (LL 7)

Two other managers (LL 4 & 12), who had undertaken correspondence based courses
(ACIL and ACIS), specifically spoke about the isolation and loneliness that they had
sometimes felt while studying because there was ‘noz really the same opportun ty to bounce thing

off tutors’ (LL 4). In fact, LL 12 found it necessaty to find an informal mentor mn the
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organisation. He stated that he Yended very mu b just to do it him lf] and s ek an expert within th
organisation lo work through a probl m with of he didn’t understand it.’

As well as these negative issues, these managers also emphasised that the
correspondence method of delivery had redeeming features in that 1t allowed them to learn
at their own speed and at a time that was suitable for them. For example, LL 4 felt that the

correspondence method was suitable for him at that stage of his career:

I suppose 1f I was to start thinking about doing correspondence courses now, 1t could be a little more
difficult. ButI did that at the nght tme 1n my bfe, the famuly were young and when I was baby sitting I
was able to look over books and things like that. (LL 4)

¢) Managers in high category (good prospects of participation)

In terms of experiences of wortk related and vocational training, five managers in LL were
placed in the ‘high’ category. In the main, these five managers were positive about both
the in house training courses and external learning activides. With this in mind, it was felt
that there were high prospects of these managets continuing to patticipate in learning and
development activities as a result of their previous expetiences. In effect most of these
managers appeared to be relatively flexible about further participation in wotk related
learning and could see the virtues in most methods of delivery. The following quote from

LL 13 typified this view:

Interviewer: What is your preferred method or style of learning?

I don’t have any strong preference at all. Attending a seminar is great if you get a good presenter, good
contact but it would be very bad if you don’t. Correspondence learning has it’s advantages - you have
to be self motivating doing it, have the time to do 1t, and I find it’s not a difficult way to learn, I quute

enjoy it. (LL 13)
Although illustrating their relative flexibility in a similar way, when other managers

were drawn on a preferred learning style they indicated a preference for the more

practically orientated and interactive learning methods:

Interviewer: What is your preferred method?
Definitely finding out for myself through trdal and error. It allows you to get more in depth
knowledge about the subject (LL 2)

And:
I'm 1nterested in the practical side of things and the fact that we were physically doing something
rather than mentally, I felt that was benefical. (LL1)

As can be appreciated from the narratives attached to each of the managers in Table
A3.8, most have had good previous expetiences in relation to work related training and
development. ~ The virtues of such activities, ranging from more formal ACII
correspondence courses to informal Outward Bound activittes, were expressed. For

example, LL 1 found that the Outward Bound course ave the opportunity for merging of
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managers from d ferent departm nts and he felt that this was interest ng’, while LL 8 expressed ht

satisfaction at participating 1n the ACII course:

I enjoyed 1t because 1t broadened your view of the life msurance industry because we wete all very
focused on our own jobs but thi broadened 1t a great deal and then when I got to the f llow hip, you
started to do exams whi h were more to do with the management and tht wa very intere ting (LL 8

A3.3 Extrinsic Issues and Learning

A3.3.1 Organisation Culture

In this subsection, the managers’ views in relation to LL’s culture are explored. The
narratives attached to each manager in Table A3.9 convey the most important aspects,
which they mentioned about the organisational culture.

As with the managers in Central Life (see Appendix Two), the most impottant theme
apparent was that, as the company has grown and changed, the culture too had evolved
Like CL, different managers seemed to have varying opinions about the changes, which
had taken place. In the subsections below, the managets are categorised according to
whether they displayed ‘negative, neutral or positive’ attitudes towards the organisational

culture.

a) Managers in negative category (organisation culture inhibits leaming)

Six managers were placed in this negative category as a result of theit comments on the
organisation culture. For five of the managers, the central message was that, although there
had been inevitable change in the organisation, LL was still ‘guite old fashioned in some of 1t'’s
procedures and habits’ (LL 10) in the compatison to other otganisations. For those who
expressed this opinion, the dominant theme was that the culture was such that it would
have a detrimental effect on learning and development. For example, one manager (LL 2

described the culture being %nsular and cliguish’, whilst another (LL 11) felt that, although
actuaries were not as powerful as they used to be, it was still a ale domnated’ traditional
and conservative culture. The following comments from LL 2, who had a particular issue
with how new technology issues were been dealt with, again illustrate the negative attitude
towards the culture:

[The culture is] ingrained in the past I would say...I talked about technology but I don't think our enure
management have got signed on to the technology and how we can use 1t and understand that 1t needs
resourcing  They want to use 1, they won’t put the resources behind 1t, but they still expect you to get
the job done which is not really very fair They would be better to stand back and listen to the staff who
are working at the lower level and see what they think should be done but they seem to have pushed
their will too much. (LL 2
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As can be seen, LL2 mentioned the fact that more senior managers appeared to be out
of touch with the needs of employees at lower levels in the organisation and that this was
influential in producing a negative culture. Other managers (LL 3, 12), expressed that the
style and actions of managers higher up in the organisation succeeded in perpetuating thi
o/d fashiwned’ type culture, which ultimately stifled managers further down in the
organisation’s hierarchy:

Intervewer: Could you give some excamples of ths culture?

Well it’s amazing the interest that those at high levels have on the staff. It may be done and dusted,
where an employee would be dealt with and maybe sacked or whatever, and [in other organisations] 1t
would never get above the line manager. In this organisation 1t very often gets to the very top and they
will look at the issue and 1t will come back and I think that more or less sums up the culture i that
there’s too much control. We are encouraged to make decistons but they are often questioned and often
1t goes to the very top and sometimes people see that and say, well what’s the point in making decisions
unless they get the view from the very top because they might change 1t. (LL 12)

LL 3 made a similar point about the effects of this ‘control’ type culture:

The traditional management style from the top, which is what you see, has been characterised by lack of
trust, which has affected the way people expect to do their jobs, they don’t expect to be given
responsibility and they really want it. ... For the culture m terms of managers being paternalistic, its
lack of trust, it’s the inability to let go. (LL 3)

In essence, these managers felt the culture in place in LL had not changed for the
better and, hence, vital cultural elements (particularly the control element from senior
managers) could cause problems in relation to learning.

The last manager (LL 6) in this low’ group conveyed another perspective on the
organisation culture which suggested that the organisation had moved too far from its
traditional paternalistic roots. In his opinion, the organisation had certainly moved away
from a friendly 1o a less friendly office’ and he went on to describe two instances where he felt
colleagues had been poorly treated. For example, he recounted how a colleague with 28
years expetience was ‘advised’ to take voluntary redundancy because, as far as he could see,
the person’s face did not fit’. He went on to point out that this manager proceeded to be very
successful for a competitor company of LL. As can be observed by reflecting on Tables
A3.4-A3.8, this manager was consistently located in the ‘low’ category in terms of intrinsic
issues. The fact that he was relatively negative throughout could be an indication of his
dissatisfaction with the LL culture and, in effect, he readily admitted that his views on the

culture could possibly have been ‘Yainted by his own situation.’

b) Managers in neutral category (elements of culture undermine learning)
Four of the managers were placed in the neutral category in trelation to their perceptions of

the company culture and its effect on participation in learning activities. The distinguishing
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feature separating them from those who were placed in the ‘negative’ category was their
pragmatism regarding the culture change in the organisation. Basically, these managers
appeared to think that some changes had improved the organi ation culture, there was
nevertheless a need for the organ1 ation to address 15sues and to en ure it could compete 1n
the modern financial services environment.

The common fear for these four managers was that, as the organisation changed,
some of the positive aspects, which may have initially attracted them to work for LL, could
have been lost 1n the process. Perhaps the biggest fear was the potential disruption to
staff/management relations in the organisation. The comments of LL5 sum up the typical
view:

The company used to be more of a..well we're a small to medium sized company, much smaller so 1t
was the kind of company where you knew everybody and you felt. ..well family atmosphere is the
wrong term, 1t was a company that people felt quite proud to work for and you’d defend 1t 1n public .
you felt quite loyal towards them I think the culture of the company since it became more
commercialised, ... that the humanity that singled out the company 1n the past 1sn’t as much ther
anymore. Because 1t reduces everything to statistics, people are in danger of becoming small cogs 1 a
large machine rather than being tapped for their individual potential. ... But it’s culture mtemally 1s
that 1t’s having to be more cut throat and whether you have to do that to achieve that end [commercial
success] I don’t know, but from a man management point of view, that’s not the best way to nurture
the staff and keep them loyal to you The question of loyalty 1s less important, ... but this ime round,
there’s the feeling that no one’s indispensable. (LL 5)

The comments of LL 7 and 8 were very similar, in that they mentioned how
employees were now more Guestioning of management’ and always seemingly looking for
wlterior motives. . .behind decisions’ (LL8). For LL 13, issues surrounding the increase in
deadlines and work pressures were the main concerns. However, his comments echoed the
other managers in that a certain amount of pragmatism was apparent regarding the need
for change in the culture. In essence, the comments of LL 7 appeared to encapsulate the
general pragmatic mood amongst managers. While she understood the anxieties of both
staff and managers alike, she also felt that the culture of LL was: paternalistic but less so than it

p rhaps u d 1o be, becanse you have to fa e real ty’.

¢) Managers in positive category (organisation culture facilitates learning)

The three remaining managers (LL 1, 4 & 9) were all upbeat about the culture. They
conveyed that the culture was now more balanced between the commercial realities of the
market and the need to care and nutture staff. LL 9 felt that the organisation was ‘more
reactive now than hitherto, the sleepy mutual image [being] dead and buried’. He went on
to illustrate how the organisation had taken the right path to change. Ultimately, the needs

and viewpoints of the staff were considered integtal to this:
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So we’re a conststent employer, you mught say, employees might not always like the answer they g t
back but there’s some business decisions and we’re looking for answets to questions but I think on
balance, we’re a faitly caning organisation  There are staff commuttees and they’re It tened to. (LL 9

The other two managers (LL 1, 4) were also quick to defend the organisation’s culture,

pointing out its good record on communicating with employees and managers and the

.

genuine caring attitude which it had for its employees:

For example there’s a girl who’s just fell pregnant and she’s only been with us a few months and they’re working
out 2 plan s0 she can take maternity leave so there’s a lot more flexibility People maybe don’t reali e how much
effort goes mnto that but it’s a lot. I think more so than any other company I've worked for. (LL 1

A3.3.2 Management Development Culture

In the subsections below, the managers’ comments in relation to the learning and
development environment within LL are discussed in more detail (See Table A3.10). As
before, the thirteen managers from LL are separated into three groups according to their
comments regarding the MD culture in place in the organisation. In these sections,
patticular emphasis is placed on how the informants rated elements such as senior

management support, structures in place for learning and the availability of opportunities.

a) Managers in negative category (MD culture inhibits learning)

As can be seen 1 Table A3.10, three managers were displayed particularly negative
attitudes towards the learning and development culture. Essentially the three managers
were cynical about the level of support that they received for learning. Perhaps the best
example of this was LL 3, who at the time of the intetview was undertaking a part-time
MBA. Although this activity was sponsored by the organisation he was less than happy

with the level of commitment or support given by the company:

As I'm being sponsored by the company, I'm asking for input to the sorts of things they think I should
do, say for example we do 16 courses, 7 are core and 9 are optional and we choose 9 from 35. I've tried
to lay out the courses and the ones I want to do, but trymng to get feedback is very hard It’s a case of
OK, ‘on you go or what is this course, what does it mean’ and I'm finding it difficult in that respect
Dissertation-wise, well I have a lot of thoughts on the area but getting people to sit down and say, that’s
OK, well I'm just carrying on regardless. (LL3)

When LL 3 was asked to describe the MD culture, his comments cleatly indicated that
there were few opportunities and that hings that have interested me in the course are things that w
don'’t do at all here. One of my hopes is that when the [present Chief General Manager retires or 1

replaced that this will change.” He summed up the MD culture in the most negative tetms:

It’s a case of drowning as well, 1f you come to the company and look like you’re good and can do the
job, they just keep pulling you out to deeper water until you start to struggle and they leave you there for
a while, giving you very little traming. (LL 3
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The other two managers effectively purveyed very similar views about the culture mn
relation to MD, with LL 2 intimating that he would find i dyffi uit to convn e’ s hn
manager of his need for development. LL 5 forwarded opinions which showed that he wa
less than enamoured with the support in place in terms of guiding managets to potential
beneficial courses, stating that often ‘o were lft to your own devies’ in relation to
development. Another important point which he made was that he got ‘%ogged down in short
term work, printing information and other management actwittes and had little time to think he wa

not evaluating him  self enongh which means he couldn’t identsfy the areas in which to develop.’

b) Managers in neutral category (elements of MD culture undermine learning)
The comments made by six of the managers in LL indicated that they had certain
suspicions about the culture in terms of learning and development. However, these
managers, who were felt to have rather neutral attitudes towards the MD culture in place
and did not appear as negatively disposed towards the culture as their colleagues in the
above category.

In the main, the general message from these managers was that, although the MD
culture did appear to be improving and moving in the right direction in terms of support,
structures and available opportunities, they did appear to have certain reservations. The
comments of five of the managers (LL 6, 8, 10, 11 & 13) indicated that while there was
mote activity and attention paid to MD, more senior managers were perhaps not as aligned

as others:

..-4 or 5 of us at my level went to a strategic management course - it's fascinating, very nteresting and
relevant and it’s very obvious who should be doing it but 1t’s not a priority as far as senior management
is concerned. (LL 13)

And:

I would say, as I said earhier, this has been gtven a much higher prionity over the years. I don’t know 1f I
would go as far as to say there’s a real culture of tramning and development, I think it’s comung, 1t’s
improving, you're never sure if it goes to the top or if they’re paying lip service to the idea. I don’t know
the answer to that, I think 1t’s half and half, it’s improving. (LL 10)

Other themes emerged surrounding the structures in place, with three managers (LLG,
7 & 8) being more than a little sceptical about the provisions for such eventualities. For
example, LL 6 found it difficult to describe the MD culture because he felt that, at his level,
he could not see an ‘vbvious impetus ... coming down [from next level of management to say you mu t
L0 on this or that or you must improve. So it’s difficult to know what the culture is from bis lev . 118

suggested that the best description for the MD culture was ‘ad hoc™:

I tend to watch what other people do, I watch what my boss does, what our general boss does the top
man and you think, oh yes, that’s interesting I could do that or you think I wouldn’t want to do 1t like
that. So you try and leam by copying people, but 1t’s a bit ad hoc really.
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Int rview r: But there ¢ n m nt 1?
There 1 0t I suppo e i some respects, [my bo s 1 ] my mentor and I try and learn from h r but 1t

more an nformal thing, 1ts just becau e of our relation hip I think 2 mentor would be really o d

althou h 1t depend how ood your mentor1 (LL 8 - .
c) Managers in positive category (MD culture facilitates learning)

The remaining four managers (LL 1, 4, 9 & 12) were placed 1n the positive category 1n
relation to the MD because any constraints present did not arse from lack of structure,
support ot opportunities to participate n learning activities. These managers felt that a
more realistic culture in relation to managerial development was 1n place now than mn the
past. LL 9 pointed out, ‘nobody will stop you learning or trying to learn, as long as you get
the job done, that’s the first thing.’

Although these four managers cited performing their daily duties as their principal

objective, they also felt that there would be no barriers restricting them from partaking n

development opportunities.

A3.3.3 Physical Resource Issues

The aim in this section is to attempt to understand whether these managers felt that factors
relating to physical resources (time, geographical location and costs) provided a batrier for
mid career managers. Table A3.11 illustrates the managers’ perspective in relation to how

physical resource issues impacted on their learning and development activity.

a) Managers in negative category (resource issues inhibit learning)

For six of the interviewees asked the question ‘what factors do you think have inhibited your
participation in learning’, the response was related to time pressures. The most important
element for these managers was the freeing up of time to take part in developmental
activities. The following comments from LL 9 and LL 11 starkly sum up the situation for

managers at this mid career stage:

Now though the barrter to learning and further learing 1s without doubt the office activity I'm bu ter
now than ever before and there’s no sign that that’s going to diminish, and that’s just the market place
we’re 1n now, if you're not running very fast to do your job, there’ll be some guy that’s running fa ter
behind you and he’s going to get 1t ...Other than the thin s I've spoken about, I think the workload 1s
the significant and main barner, almost exclusively, I don’t think there really 1s anything else (LL 9

And:

Yes I suppose really over the most recent pa t I think it has probably been the pre sure of work 1tisa
definite factor and the company line 1s that tmé must be gtven for tramning mmnatves. [But] I have been
a signed to go on cour es and I have had to drop out just because thin s could not wait and things hav
cropped up that needed attention, so that’s 1t really . I think that s probabl 1t and nothing really else
comes to mund (LL11
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In their interviews, these managers clearly related how they experienced imevitable
time pressures. For example, LL 12 spoke about the phy 1 al trredness at the end of the day’ and
admutted that the thought of undertaking more development was unappealing. Simularly,
LL 2 felt that the level of physical pressures being put on employees was ‘not b althy and it

wa  working right through all the staff grad s This manager also felt that, especially at
managerial grades, 1t was a %ase of information overload, with managers not having] enoug time to
answ r the huge amounts of e mail they recerve - it’s just technology gone daft whereas with bits of paper, at
least 1t was controll d.’

For these managers’ time and physical resource problems were high on the agenda in
terms of barriers to learming. However it was worth noting that at least two of these
managers strongly communicated that due to the geographical location of certain
developmental events the problem of freeing up time to participate was exacerbated. An
extract from the interview with LL 2 clearly illustrates the typical problems in relation to
this issue:

Interviewer: In terms of Scotland as a geographucal region, do you think there’s enough provision for learming for your j 67
I don’t think there 1s, no. Most of the training courses are down south, obviously because that’s where
the greatest collection of people are. It makes tramming harder to organise because 1t’s more expensive
to go away. I would like to see more things organised for the central belt.

Intermewer: So it doe put y u off then?

Yes, 1t’s a lot ea 1er to organise a course 1f you're doing it n Edinburgh. You don’t have hotel expenses,
you can stll see your family and sull take part in things in the evenings whereas 1f you're going away
from the office and the family you’ve also got the additional expense and 1t’s definitely a factor. (LL 2

LL 13 also outhned the problems inherent with having to travel long distances in
order to get to a course. His comments show that the cost of attending events was

prohubitive for managers — especially 1f such events were based in the South of England:

A lot of the conferences you get are in London and every day I will get mail about one or more
conferences. In terms of 1t being relevant to my job, yes, 'm involved i the contribution schemes but
i my view they don’t have a future and it’s not worth my while spending £8 0 for a conference to tell
me that, especially if 1t’s 1n London. If 1t had been a half day seminar 1n Edinburgh at a normal cost I
mi1 ht have gone, but I can t afford to take a day out and spend £8 to go to London (LL 13

b) Managers in neutral category (certain resource issues undermine learning)

Only one manager (LL 7) showed a neutral attitude towards the question of resources. In
common with majority of the sample, she found that resource 1ssues relating to time and
cost were a huindrance to further participation. However, she exhibited a fairly pragmatuc
and positive approach towards the future in comparison with those in the previous group.
Although she cited ‘time factors’ as being high on the list of inhibitors, 1t was appatent that

other factors also influenced her levels of participation:

87



Appendix Three

Int roiew r Are th re any fa tors, wht b have inhibited your a tty in any learning a tivihs ?

Lack of time, lack of knowledge of what 1s out there 1n some areas - 1 management development typ
of area you don’t really know what 1s out there and you don’t know how good 1t 15. Technical stuff you
have a gra pon that’s really what inhibits you, having to do your job and not having the tme

Int vt w r= In terms of not knowing what 1s out th re - i that relat d to not having other colleagues w o0 can ba1aly
advise you informally.

Yes with the presentation skill course other people had been on 1t and had said 1t was worth going on
But I mean I have been to all the basic sort of ime management, how to run a meeting, report writing
and all the basic stuff I did all that ...while I wouldn’t pretend that there 1s not an awful lot more I
could learn about 1t the sort of availability of courses for people ke me where you are wanting
something that 1s more advanced or is going to teach you different things I have no 1dea what 1s out
there. I know there are MBA programs and things like that, but what someone like me would be more
interested 1n would be courses which last for maybe 2 or 3 days because you could probably make the
time for that 1f you were convinced that 1t was going to be worth it. ... I actually think [MD] 1s quite
important but it is a question of being convinced that you are going to do something that 1s worth it and
knowing what it is that you could be doing where you could go to leam thss kind of stuff. (LL 7)

The above comments from this manager are consistent with earlier remarks about the
MD Culture in LL, where she outlined the lack of opportunities both within and out-with

the organisation.

¢) Managers in positive category (resource issues not a factor for learning)
Although six managers from LL were placed in this positive grouping, it should be noted
that, as with the majotity of managers across the five case organisations, they also felt that
time and other physical pressures were important factors when considering participation.
However, they felt that the onus was on them, as managers, to try to address the problems
that lack of time and other resources could pose.

In effect, thete was an undetlying reluctance to use the excuse of lack of time as a
defence for non-participation. Five of the managers held the view that where worthwhile
developmental activities existed, they would be keen to participate. LL 4 summed up this
viewpoint, stating i I bad a particular goal in mind, 1 don’t think it would siop me I would find the
time.” LL 3, while acknowledging that time issues were still the main ‘constraint’, illustrated
his ability to evade such obstacles by studying part time for an MBA: The man reason _for m
doing 1t through lectures is that I have 2 young children and I need time to go away and focus on le tures.
Pressures at home would be too much to do it by correspondence’. (LL 3)

LL 1 felt he could overcome time constraints in a logical way through discussion with
his line manager: Tn terms of personal education he tended to plan what he might require and dis u
it and find how it can be a b eved personally or otherwise. (He dudn’t feel time constraints, be didn’t fe /
there were any risks.” (LL 1)

Two of these managers (LL 5 & 6) suggested that the responsibility for personal
development should lie with the individual, LL 5 stating the he should ‘grab things [hus own
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development] by the scruff of the neck more’. LL 6 forwarded a simular view as he
desctibed the “ouble edged sword’ of development and work related tasks. This manager
indicated that as a result of the increasingly changeable organisational culture his priorities
may change, and development may have to be moved higher up his agenda, and time

difficulties would have to be surmounted:

From a personal pont of view, my opinion has changed in recent years in that I am now looking after
number one. Certain expeniences within the last few years concerning staff give the impzression that the
company has lost 1ts caning attitude. It’s simply that which has led me to think about looking after
number one.... (LL 6),

The last manager in this group held a unique view about the effects of time pressures
on his participation in learning and development activities. The following statement shows
how physical resource problems relating to time and costs had spurred LL 8 into

undertaking more learning and development:

Yes, they have [time pressures had an effect on learning] and ironically, in a positive way because I think
that Lothian Life is very conscious, So they’re always looking for the staff to become more effictent and
part of the way they’re doing that is having them better trained, trying to get them more motivated. So I
think this has had a positive effect because they see training as a way of achieving that - making them
more efficient, better quahfied and mote competent at their jobs so I think this has had a positive effect.
There is always the pressure of time and I think they’re very conscious of that, they’re trying to make
time for people to learn. (LL 8)

A3.4 Summary and Conclusions

This section summarises the key findings and conclusions in LL in relation to:
e Intrinsic 1ssues
e Extrinsic issues

e Final remarks

A3.4.1 Intrinsic Issues: General Themes and Conclusions

Table A3.1 below illustrates the position of each manager in LL in relation to propensity to
learn according to each of the intrinsic factors and learning. The rationale for constructing
these tables is discussed in Section 4.3 of Chapter Four. From the table some interesting
conclusions can be drawn regarding intrinsic factors and their affects on learning. Each
barrier 1s now discussed in turn in order to extract the main points of interest from the

Interviews:

a) Perceptual

e Only 3 managers (23°0) displayed a particularly high perceptual need to continue to

patticipate, the majority of sample in medium (38.5° o) ot low (38.5° o) categories.
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Managers in low category (5 managers or 38.5%0) - perception that formal learnin
would not enhance careers at this stage of life (all relatively young mn age range 40
43 years and three with young children), fact that very highly qualified actuary,
accountant and three professional qualifications) already also a factor.

More pronounced realisation of need to continue from managers in medum
category, but appeared to lack knowledge or guidance about what development to
undertake to do to reach next level

Managers with highest perceptual need also youngest and in possession of highly

technical skills — desire to develop managerial and people related skills in main.

Table A3.1 - Intrinsic Factors and Learning for Managers in Lothian Life

Mgt Perceptual Emotional Motivational Cognitive Cognitive Ratings
(General) (Vocational) (Total)

LL1 M [2] H [3] M [2] H [3] H [3] 13
LL2 H [3] M 2] M [2] M [2] H [3] 12
LL3 H [3] L [1] H [3] H [3] L[1] 11
LL4 M [2] M [2) H [3] M [2] M[2] 1
LL5 M [2) L 1] M [2] H [3] H [3] 11
LL6 L [1] L [1] L [1] M [2] L [1] 6
LL7 L[1] M [2] M 2] M[2] M[2] 9
LL8 H [3] M [2] M [2] M [2] H 3] 12
LL9 L[] M 2] M 2] H[3] M [2] 10
LL10 M [2] L[1] L 1] M (2] M [2] 8
LL11 L [1] L L M[2] M [2] 7
LL12 L [1] M [2] M [2] H 3] M [2] 10
LL13 M[2] M[2] M [2] H [3] H [3] 12
Totals H=3[23 o] H=1[8°0] H=2[15%] H=6[46° o] H=5[38.5°]

M=5[38.5%] | M=7[54°0] M=8[62%)] M=7[54°0] M—6[46.5° o]

L=5[38.5%0] L=5[38°0] L=3[23%] L=0[0° ] L=2[15°]

b) Emotional

e Majority (54%) of managers in medium category, displaying a degree of uncertainty
regarding future career direction, whilst managers with more marked emotional
barriers related either to fears and insecurities, or in contrast over complacency
accounted for 38°%o.

e Main factor for young managers with young families (35, 38 and 40 years old) in
low category was related to the feeling of insecurity and frustration at the
insufficient knowledge of which potential learning activities to participate in at this
stage. For the two older managers there appeared to be complacency and security

but as a result a low likelihood of further participation.
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Representative of the insecurity felt 1n this organisation was that the majority (53
were uncertain about future career direction, but could still draw reassurance due to
fact they were highly qualified and held marketable skills.

Only one manager 8°0) in high category was assured and ambitious for future and

did not display emotional factors that may inhibit participation.

Motivational

Only 2 managers (15°0) of sample appeared to be very motivated to undertake
further development — one young manager (35 years old with young children)
illustrating motivation through MBA participation and older manager (47 years old)
wishing to progress further and hone skills.

Majority of managers were either in medium (62°0) ot low (23°0) of sample
indicating low or constrained motivation for many.

Low motivation and propensity — not very old (40, 44 & 43 years) yet complacent
and not proactive enough to participate further or de-motivated by potential to get
embroiled in politics further up hierarchy.

Medium managers — constrained by host of reasons: lack of time due to family
commitments, ambiguity of rewards accruing from participation and, poor

petceived quality of MD events.

Cognitive

No managers in low category indicating that rest of sample in either positive ‘high’
(46° 0) or ‘medium’ (54° o) categories in relation to formal educational experiences.
Managers (46°0) in high category in terms of compulsory learning experiences —
High achievers with positive experiences of formal education, and formal education
methods came naturally for them.

For medium category managers — school and university seen as ‘means to an end’,
not particularly enjoyed and fact that majority (5 from 7) went on to get more
professional examinations indicates a deficiency in formal learning.

Work related vocational experiences — sizeable minority (38.5) who were mostly
indicating good experiences relating to work related formal (two completing ACII
successfully) and mnformal work based learning.

Only 15%0 were very negative about work related learning — one of whom was

currently undertaking an MBA whilst working, but was disappointed with lectures
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method of delivery. The other manager completed professional qualifications but
only after failling actuanal first which was impossible to complete whilst working.

e Largest proportion of managers (46.5°0) who were mostly professionally qualified
(actuarnal, accountancy, ACII), but felt that working and studying was difficult and

could have been facilitated better by organisation.

A3.4.2 Extrinsic Issues: General Themes and Conclusions

Table A3.2 illustrates the aggregate findings relating to the extrinsic factors influencing

partictpation in learning.

Table A3.2 Extnnsic Factors and Learning for Managers in Central Life

Mgr Organisational Culture MD Culture Physical Ratings
LL1 + [3] + [3] + [3] 9
LL2 -[1] -1 -[1] 3
LL3 [1] -[1] + [3] 5
L14 + [3] + [3] + [3] 9
LL5 \ [2] [1] + 3] 6
LL6 [1] \ [2] + [3] 6
LL7 2] 2] 2] 6
LLS 2] 2] 3] 7
LL9 +[3] \ 3] [1] 7
LL10 (1] 2] (1] 4
LL11 [ \ 2] (1 4
LL12 (1] + 3] (1] 5
LL13 2] [2] -[1] 5
Totals +-3[23 + 4[31 o +=6[46 ]

=4[31° ] \ G6[46° ] —1[8° ]

=6[46° ] - =3[23° ] =6[46° ]
a) Organisational Culture

All thirteen managers in the sample could detect that the culture was changing to some
extent to enable LL to be more competitive.

The majornity (77°o) either displayed their outright negativity towards the culture change
or at least some concern about certain elements of it.

Negative six managers 46 o) — five felt that there needed to be more movement 1n
culture spectfically 1n relation to more senior managers who were too control oriented
whilst one thought company culture had been damaged irreparably through change
efforts and had lost famuly atmosphere.

Neutral managers 31° ) mostly younger who acknowledged that conservative and
paternalistic culture was no longer viable, but still feared losing elements that had made
company good to work for staff loyalty, caning and friendly atmosphere).

Posittve managers 13°0) culture now more professional and realistic for modern

challenges whilst retaining most positive aspects.
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b) MD Culture

Posittve managers accounted for (31° o) and those who were negative (23 o) 1n relation
to the MD culture in place.

Rest of sample (46 o) was neutral - MD Culture was improving but deficient 1n places,
especially in relation to senior manager support.

Negative managers (consistently negative throughout and two from IS department) —
‘lip-service’ paid to development issues by more senior as well as line managers, where
there was no learning culture present (managers often found out-of-depth without
appropriate skills).

Positive managers — never experienced any problems in participating in whatever

development thought to be appropriate (two from IS department)

Physical resources issues

An even distribution found between managers with negative (46%) or positive attitudes
(46° o), attitudes towards physical resource issues and effect on learning.

Only one neutral manager, who was very senior (Assistant General Manager level) and
felt that other factors also caused as much of a problem as having lack of time (desire
to develop further).

Negative managers — felt that time constraints were important but the managerial
occupational hazards of ‘information overload’ and physical tiredness at end of day
hampered them and colleagues participating in learning activities.

Positive managers (all with young families) — were much more pragmatic about the
need to continue to develop and viewed learning as essential and time had to be

allocated even though it was difficult

A3.4.4 Final Remarks

The manager with the lowest rating (6) in terms of intrinsic factors and how they affected

his propensity to learn was LL6. This manager who was 40, married with three children,
professionally qualified (APMI) and who had worked within pensions in Lothian Life all

his career, communicated several things that illustrated his low propensity to continue to

participate in learn. One of the biggest factors appeared to be the death of his father,

which had refocused his attentions on the more important things in life, like having a

balanced work and home life. In relation to extrinsic issues it was interesting to note that

he was also very negative about the changing nature of the organisations culture, which he
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felt had meant that the family atmosphere had been lost, and he did not feel particular]
loyal to it anymore.

Another manager who was consistently placed in the low category was LL 11, a 43
year old Assistant Marketing Manager married with two young children and professionally
qualified (ACII). The main flavour that atose for this manager was his apparent
contentment and complacency that indicated that he would not be likely to participate in
much further learning at this stage in his career. Interestingly in terms of the extrinsic
factors this manager was also rated lowly (4), where he felt that the organisation culture as
well as the physical pressures he had inhibited learning.

It was interesting to note that LL1 had an aggregate score of 13 for intrinsic factors
and the maximum (9) for extrinsic which illustrated that he was very satisfied with both the
culture overall and more specifically in relation to MD in LL. He also communicated that
he would not let physical resource issues hamper his learning if it was required. For LL 1,2
42 year old BSc graduate from the IS department who had four children, there was a good
amount of confidence and ambition found in his comments. Although not allocated the
highest ratings in terms of his perceptual need or motivation, it was clear from his
comments that if learning were required to take him to the next level in the otganisation he
would participate.

Finally in terms of notable differences in LL, it was interesting to note that both
managers LL2 and LL3 were rated highly in terms of inttinsic factors and their propensity
to learn, yet much more negatively in relation to extrinsic issues. LL3, (35 years old,
married with two children and educated to BSc level) clearly illustrated his perceptual need
and motivation in the fact that he was cutrently undertaking an MBA. However it was also
interesting to note his emotional insecurities hete too in that he felt that he was getting very
spatse support from his managers. With this in mind it is not surprising that he rated both
the culture per se and more specifically relation to MD inadequate. For LL 2 (37 years old
graduate, married with two children) it was a similar story. He was particularly negative
about the extrinsic factors, feeling there was inadequate suppott or time to participate 1n

renewed learning within a “iguish and insular’ culture.
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APPENDIX FOUR

Grampian Life Assurance Company

Established in the early 19" Century, Grampian Life was Scotland’s first mutual life office
and, at the time of data collection, had grown to be the UK’s sixth largest provider of
Pensions, Life and Unit Trust products. Employing over 2500 people, the heart of GLs
activity is based in Edinburgh where a new Head Office has recently been opened. In terms
of gauging the size of the organisation, it is important to note that, with a chent fund base of
over £28 billion covering 2 million policy holders, GL is the second biggest Pensions and
Life office in Scotland.

One of the reasons for Grampian Life’s success has been its ability to diversify into new
markets in line with the changing face of the industry, which has been achieved due to the
forming of strategic alliances with other large organisations. It has moved from traditional
products, such as Pensions and Retirement Planning, to newer but complementary activities
including banking and electronic commerce. For example, a banking division was launched in
1995, offering products such as policy loans and flexible mortgages. This initiative is
indicative of Grampian Life’s multi-sales channel distribution strategy, which utilises
Independent Financial Advisers, Direct Sales and Direct Marketing.

At the time of data collection, the company was committed to continuing with its mutual
status. The company had gained a 5 star award for service from Financial Adviser’s IFA
Service Awards and had been notified of the retention of their Investors in People
recognition status. In order to ensure continued success, the organisation had recently

undergone a major downsizing and restructuring exercise.

A4.1 Organisational Context

In an attempt to obtain an understanding of contextual factors, particularly in relation to the
company’s HRD strategies and practices a semi structured interview with the Group Training
and Development Manager (Group T&D Manager) within the organisation was undertaken.
The broad findings from this interview are summarised below, however a mote detailed
discussion of these issues is shown in Chapter Five.

® Scotland’s first mutual hife assurance mnstitution and since inception has grown to be the

sixth largest hife assurer in the UK through a strategy of diversification.

* A two way communication system has been introduced from top management to lower

levels and vice versa (staff and management conferences a feature)
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e Culture changed to reflect GL movement for life assurance organisation to ‘financial
services otganisation’ - described as being ‘very business and customer focussed’.

e  Central objective of culture change to ensure that managers were more empowered.

e Training and development - very competency driven but professional qualifications
also encouraged.

e Responsibility for traiming and development now with individual but mechanisms to
ensure suppott is given by line-managers and the T&D Department.

e Essential aim in moving for IiP - ensure good practice in relation to T&D was
formally embedded in the company.

e No tangible benefits (monetary rewards) for completing formal development activities
like ACII or MBA, but in theory such qualifications should help one to achieve

objectives which ultimately drive the reward system.

A4.2 Intrinsic issues and learning

In the following sections, issues relating to the thirteen managers’ intrmsic attitudes,
behaviours and experiences are discussed with reference to the findings from the first part

of the interviews.

A4.2.1 Perceived need for participation - Perceptual

a) Managers in low category (unlikely to participate in learning activities)

Table A4.4 highlights the findings relating to perceptual issues. After analysing their
comments, in contrast to the other organisations studied, none of the managers in GL
displayed any marked perceptual barriers to learning. To some degree or other, all the
managers perceived the need to continue to participate in further learning or development

activities.

b) Managers in medium category (some prospects of participation)

The observations made by seven managers indicated that certain issues related to
petceptual barriers to learning could potentially be present. These managers tended to
communicate that prioritising their time could be a reason from non-participation. For
four of the managers in this ‘medium’ propensity cohort, their desire to conttnue to
undertake learning appeared to be tempered by pressures arising from work and home lives
and, thus, impacted on their perceived need for gaining new skills and knowledge. For

example, GL 9 clearly summed up the problem that he faced:
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Int rview r: Moving on to partiapation, wonld y u  ay there was anythin that has b n a barr r to your takin up
! arning opportumits ?

I think pressure of work and having the opportunity to take time out. I certainly would have liked to
have been able to incorporate further study and professional qualifications but 1mply the need to be
here x number of hours a day to a tually achieve the business objectives 1s too much GL

Similarly, while GL 4 exhibited the desire to continue to develop, he found the
pressures of work to be problematic. Ultimately, he realised that it was his responsibility to

attempt to remedy this situation:

I do 1n my job about 12 hours a day and Saturday mornings, so I work quute a lot of the tme I think
my fate to a certain extent 1s in my own hands because if I organise myself better, then I can probably
go on these traimng courses. So I've actually got the answer myself, so the biggest barner 1s
overcoming the thing that there 1s appropnate delegation or mote delegation. (GL 4)

For three of the qualified actuaries, (GL 5, 11, 12), the pressures of work also
appeared to play a major role in determining their participation in development
opportunities. They fully realised the importance of Continuing Professional Development
(CPD), yet they had a bias for participating in activities (especially going on courses) which
would provide them with practical information, which could be quickly incorporated into

their jobs:

MM: In these courses, you've obviously experrenced a lot of different learning styles, what is your preferred method of
delrvery?

Expentential. I've been on loads of coutse where you’ve come away with the course trophy, a stack of
handbooks. ... they go into the cupboard and they stay there because as soon as you get to your desk
there’s a stack of other things that come along and going back and reading that stuff is a luxury that I've
never found.

MM: So would you say 1t's a sort of need to know style that is most effe tie?

Yes, I would go and learn stuff myself for things like new computer packages. In any of those courses
there are a lot of things that you know already but sometimes 1t’s a good opportunity to sit back and
question whether or not you're putting it into practice. (GL 5)

And:
Time 1s always a problem and you certainly go on some courses and find you don’t use 1t for ages. I
went to a course on dealing with journalists at one stage and came back and 1t was probably 3 or 4
months before I actually got involved with that but at the ttme I wasn’t the front line person for domg
it. I mught have got a lot more from that course had I started doing 1t immediately There’ve been
others like that. GL 11

For the other two managers GL 8 & 10) in this ‘medium’ propensity category,
another issue emerged connected to their perceptual need to continue learning. When

asked about her views on MD, GL 10 stated:

A lot of 1t . [ mean 1n the company there’s the traditional things you get about being a sup rvisor I
think what I’'m looking for now 1s something outside, more in a wider sense, 1t’s not people skills 1t’s
on a wider scale. Like the MBA type thing, I don’t really know what that 1s. But you find that you go
along to the e things and you think, ‘well I know that already’, 1t’s how you put things nto pracuc

when you come back there’s the difference GL 10
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The key issue for these managers was the need for them to be convinced that they will
learn something worthwhile or gain new knowledge. The other manager (GL 8) mntimated
a clear desire to continue developing. However as she had recently taken on a new role in
the organisation, she was having difficulties in priontising her development:

MM: Do you see any implications for your career aspirations as a result of thes  hang in role in GL ?

I’m stll trying to dectde that - I guess it is a broadening expenience and a broadening of my CV but I
also worry that in my orngmal chosen field I am missing out on development there and I'm going to
have a problem going back to it. There are a lot of opportunuties well in both fields really but I'm
wondering 1f my opportunities may be better in the field where I was previously . (GL 8)

c) Managers in high category (good prospects of participation)

The one ptedominant theme that emerged amongst the six managers who were classified in
this ‘high’ propensity grouping was their realisation of the need continue to learn and
participate in development activities. In their statements it was obvious that each of these
managers had thought about what was the best way forward for them to develop in the
future. For three of the managers (GL 1, 6, & 7) undertaking an MBA was something that
they had either considered or actively investigated. For one of these managers participating
in an MBA illustrated how ambitious he was and he saw this as a clear way of moving

forward:

I’m working my way through the Chartered Insurance exams and I kept on putting off doing the last
one because the industry said you had to do a Financial Planning Certificate (FPC) 1,2 and 3 and now
advanced so ’'m busy with that I just have to work on my advanced. Once I'm finished - the game plan
is - T will use the ACII as a platform to get my MBA because that 1s what I want to do. My wafe, she’s
got an economics degree and you know how much work is involved with studying so the 1dea now is
that I’ll crack on and do mine now. (GL 1)

The other two managets were interested in pursuing an MBA qualification for more
complex reasons connected to enhancing their skills for their current or future roles in GL,

as the below statement from GL 7 illustrates:

Well I have looked 1nto doing an MBA and there seem to be a huge range of things you can do, but if I
was going to do something 1t would probably be distance leaming or Intemet based. I don’t want to do
an MBA for the sake of doing an MBA but I would like to do some structured development on MBA
type sssues perhaps in conjunction with an external partner. GL 7)

The comments of the other three informants in this group illustrated their perceived
need to continue learning to enhance their skills and career development. For example GL
2 communicated how she had identified a suitable course to enhance her skills, after

discussions with her manager:

I saw a post advertised for how to get the best out of your direct reports and the person you reportt to...
I felt I needed to become more proficient 1n getting people to work for me and managing my boss 1f
that 1s the nght thing to say, and 1t has actually gave me qute a lot of confidence and 1t 1s fun .. I get

quite a lot out of 1t.
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In mwr owhatwa wurmammrea nfrund rtaking that?

It was becau e we have been through an awful lot of change and we have tumed mnto quite a dynamu

company, that females are sensitive to far more than males, and I think I looked at myself and said tha

I needed to be able to look at m self I seem to be getting into confrontation a lot waith m  direct repor
for whatever reason and I thou ht trying to g t the be t out of the p ople who rep tt to me or
direct reports maybe that 1s just what I have got to learn and I'm getung b tter at 1t

Similar views were also expressed by GL 13, who although being the oldest manager
i this sample felt that there was alWays a real need to continue to develop and learn or
enhance ones skills:

Intrewr: Ify u saw a cour e on 1t, what would you want from 11?

In general, if I see something that I think looks good, then I am nterested to go on 1t and I don’t think
well, ‘been there, done that’. I'd want to find out what the objectives of 1t were, who 1t’s atmed at, wh
it's aimed at a particular person and not others. ... I think there is a lot of good tramning for
management ot for other areas that can be used for all your life and you shouldn’t look at it and say
well I did that 3 years ago and there’s no point in doing 1t again. (GL 13)

The final manager in this ‘high’ category (GL 3) again illustrated how important
learning and development was for her and her comments showed that she was keen to
undertake developmental activities. However as will be discussed in the next section which
looks at how emotional factors may impact on learning participation, she clearly had
difficulties actually knowing what were the best things for her to do in terms of learning at

this career stage.

A4 .2 .2 Fears or Insecurities surrounding Learning Participation - Emotional

a) Managers in low category (unlikely to participate in learning activities)

As can be seen from Table A4.5 only one manager in GL was placed in the low’ category
in relation to emotional factors after analysing comments made in the interviews. In the
interview with this relatively young (35 years old) female manager who was educated to
MBA level, she indicated her fears and insecurities about what was the best ditection in
relation to learning and development activities for her in the future. She communicated
that potentially there was a danger that she would simply not participate in further learning
activities if she was not given more guidance about the best way to move forward at this

stage:

I have probl ms to be petfectly honest, and my problem 1s what’s next for me. I mean they’ve just
offered me a week down 1n Henl y for interpersonal skills for effective management, and I turned them
down and said well if I’ve got interpersonal problems then someone should be teling me by an
appraisal but no one’s coming back and teling me thus, so what’s the point. GL3)

Clearly a large part of the problem for this manager was related to the organisation and

how proactive her managers and others were 1n directing her towards appropriate learning
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activities. This issue is something that 1s revisited when the issue of the MD Culture within

GL is explored.

b) Managers in medium category (some prospects of participation)

From the thirteen interviewed managers in GL seven were placed 1n the ‘medium’ category
because it was adjudged that in their interviews traces of insecurity or uncertainty either
surrounding their own abilities or their positions in the future may affect their participation
in learning and development. Hence amongst these seven managers two major themes
were captured.

For five the main issue surrounded their future security and essentially how the more
turbulent environment may affect their positions as managers. It was interesting to note
that three of the managers who expressed such a view were actuaries who might have been
expected to feel more insulated than most from the effects of the environment. However

GL 7 cleatly noted that:

Interviewer: What in your opinion are the most important external pressures on the industry at present and how do you see
them affecting training and development and employment practices?

The pace of change. Obviously the pressures are driven by the bottom line it’s a2 competitive market
and there’s the threat from the many new competitors out there. The change from having a workforce
which most value 1s technical and moving away from that to one with more diverse competencies - this
is a threat to me as an actuary, the marginalisation of skills, and I see that as a threat. The majority of
people have technical skills, which may be superseded by technology so how to keep your skills up to
date becomes important. Management skills now have to be more geared to being able to support
people. (GL 7)

Also the fact that the organisation had recently gone through downsizing and
redundancies did not escape another of these actuaries. GL 11 pointed out that there was
still a feeling of insecurity, he didn’t] think [anyone] feels [their] job is safe and couldn’t guarantee there
wouldn’t be another clear out next year — [be didn’t] think there will be, but it could happen again’. 1t
was also mentioned by other managers (GL 12) here that with this insecurity around in the
organisation elements that they took for granted in the past like staff loyalty were being
slowly eroded. Such issues surrounding the general climate of GL are discussed in more
detail when the organisational culture is discussed in more detail later in the chapter.

In terms of other emotional factors and their effects on learning three managers (GL
2, 7 & 13) did mention the effects that certain personality traits such as shyness, not being
politically motivated or fear of being exposed in certain situations could affect their
learning. For example GL 2 found that she did not have a lot of confidence in the group

situation especially with other GL employees present:
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I m not the mo t confid nt person the confidence level goes up wh n you are d alin wath p ople w o
you don’t normally d al with You are not watching your Ps and Qs and 1f you mak a mu take you
don t get so embarra ed and I found 1t a better learning platform to be honest GL 2

However these three managers acknowledged their faﬂmgs with re pect to their
confidence and shyness, through either undettaking some form of learning or moving to
areas out with their comfort zones to address these problems. For example, GL 7 and GL
13 summed up how they felt they had went some way towards surmounting such

emotional insecurities:

One of the things that the Dynergy [MD course participated in by several GL Manag 1s] programme
does 15 to encourage the qualities that you need, for example when you’re basically a courageous person,
courage 1s one of the key aspects of the course. People saw me as courageous and I saw my elf as not
betng so, and I thought well, be more courageous and I became a bit more confident and tried things
out. An example of that is that I moved from my comfort zone in actuarial to HR and I think that’s a
nsk. ... I see that this gives me the opportunuty to grow, to work for a bigger job, and I think thats a
risk. So I think I am more courageous 1n taking more risks. (GL 7)

As can be seen from the below segment from her interview GL 13 also stated that she

would now be prepared to move out-with her comfort zone more:

Interviewer: What I mean by risk taker in that context is would you be prepared to put yourself outside your comfort gone
to learn more?

I would probably be prepared to put myself in that situation, yes. But there’s always the question of
would I actually do it when the crunch came. For instance I moved into internal audit which was
potentially...it certainly wasn’t a downward step...but it was 1nto a completely new environment where [
had to start learning new things all over agan and that was fine. But standing up in front of 200 people
1s a completely different angle on moving out of one’s comfort zone. (GL 13)

c) Managers in high category (good prospects of participation)
Five managers from GL were felt to display evidence in their interviews that they did not
have any barriers to participation in learning activities as a result of any emotional factors.
In general these four managers were confident about their own abilities in learning
situations and also were optimistic (or at least did not express any fears) regarding their
future positions 1n the organisation.

Two of the managers GL 1 & 6) were considering participating in MBAs to increa e
their potential options for their future careers. Also there was clear indications that several
(GL 4, 6 & 9) were ready to accept challenges and would willingly move out with their

comfort zones if they felt that activities were worth doing:

Well I went on Outward Bounds and I was extremely unfit, but I went anyway and 1t was a good
learning expertence, I never mentioned that one earlier I went on one of those as well . But no I wall
actually, 1f I have made the decision to be mvolved in the learning or the tramning or whatever 1t 1s th n [
will throw myself 1nto 1t I am not afraid to stand up in the muddle of 1t and say, T actua by d n't und r and
what ouare ayn y uaregin to have to o ba kwards and tell me all ver aga n’ so I don’t have wornes about
that sort of thing GL 6
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And:

When th re 1s participation 1n the day and in the course that a lot of us done recently 1t was like every
2 munutes there was some participative event gong on) [ think you learn a lot from that. ... helps to
bring out the more open sort of tendencies when you are po ted these wee things and you have got
your role and you have got something to achieve. So you find a role within that and you g t used to 1t
and sometimes you are a ked to come out of your sort of natural safe and comfort role zone and do
other things, so I quite like that challenge. (GL 4

A final issue mentioned by one manager about the insecurity and uncertainty in today’s
environment was brought up by the relatively experienced GL 5. As someone who had
experienced the downsizing and restructuring in the organisation: T mean I know what it was
like a few years ago, 1 know what it is like now’, there is little to fear as long as you remain focussed on

delivering and keeping apace with change’. (GL 5)

A4.2.3 Motivation to participate in Learning Activities — Motivational

The aim in this subsection is to understand if motivational factors could potentially be
important in explaining managers in GL participation in leatning activiies. As with the
other sections here the managers are categorises by the levels of motivation, which they

displayed in terms of training and development.

a) Managers in low category (unlikely to participate in learning activities)

From the details in Table A4.6 it can be seen that only one manager in GL (GL 9) was
labelled with particularly low motivation. The main basis of his comments were that he
could not really see what the likely rewards would be if he wete to participate further,
particulatly in more formal learning activities. In the past he had dropped out of the ACII
course because he could really not see how the qualification could enhance his career at
that stage. In essence this manager felt that he had ‘exceeded’ his career expectations
‘without much imagination’. Therefore he was inclined to align to the view as he put it of
‘what’s in it for [him] and, if people don’t recognise the benefit in doing something, they’re

not going to do it’, when considering learning activities.

b) Managers in medium category (some prospects of participation)
Seven managers were placed in the ‘medium’ category because essentially they showed
characteristics of their motivation being constrained. Ultmately this could affect ther
likelthood of participating in further learning activities. Essentially three themes emerged
amongst these managers.

For three (GL 3, 4 & 11), issues were clustered around the general theme of getting

sufficient encouragement and guidance to actually get motivated enough to participate in
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further appropriate activities. For one manager in particular, GL 3, when a ked to sum up
what she felt were the most important barriers to her participation her comments
illustrated that motivation was probably the most important factor:

For me 1t s how motivated I am 1t s self motivation and dnve Sometimes drive can be ki k d out of
you and I'm finding that a bit of a problem with me and h nce, I've said drve comes from me and 1f I
didn’t want to do 1t, I wouldn’t do 1t. There will come a point 1n the next couple of months where I will
either go off and become a secretary, erther go off and do a part time manageral cour e or an
equval nt or I need something to kick start 1n another direction I'm very fri htened about becoming
complacent. GL 3

As was mentioned previously this manager had some serious reservations surrounding
the culture in GL both generally and with regards to MD and some of her motivational
problems could be attributed to her perceptions of support from the organisation for
development opportunities. For the other managers who felt that their motivation could
be constrained to some extent by lack of guidance, GL 4 for example expressed that as you
move through your career, if there is not much guidance, it is sometimes hard to
conceptualise how far one can progress. Therefore he felt that his motivation could simply

be constrained because there was some trepidation about how much further he could go:

The other thing you face 1s really how far you want to push your own career development. As you push
you are also getting on a bit and 1t’s my birthday today so I can actually say that, so you think well I've
got 10 years left 10, 15 or whatever and think what do I want to achieve in that ime. (GL 4

The second theme that arose for three managers (GL 5, 10 & 13) was related to
actually getting the time to participate in learning activities. Like other managers in the
other case organisations the majority in GL felt that they were working in pressurised jobs
and actually taking the time to participate in further activities could be a barrier. The

comments of GL 10 provide a précis of such views:

I think now I don’t think I could cope with so much study (formal qualification) wath long periods
away from work. I find a day or even a week 1 quite enough, so to get into that, has probably chang d
that way. I would probably go now for what I didn’t then which 15 more like business learning type
stuff. (GL 10)

The remaining manager in this ‘medtum’ category also illustrated that her motivation
was constrained because as well as working long hours and having a pressutised job the
area that she worked within (Cotporate Compliance) was fairly dry’. Therefore it was

sometimes difficult to get motivated to learn more about it.

c) Managers in high category (good prospects of participation)
Five managers were placed in the final category here, which indicated that 1n their interview
comments they were motwvated to continue to partictpate 1n learning and development

activittes. As has been mentioned 1n the section which discussed perceptual 1ssues and
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learning three managers expressed their interest in undertaking an MBA. With thus in
mind, these three managers were felt to have good prospects of participating 1n further
learning activities. However, although they were highly motivated to continue to
participate these managers showed their awareness of the potential pitfalls involved mn
undertaking such a formal coutse of study. Most of these concerns were linked to the
potental conflicts that could anise in working full-ime and studying.

The other two managers n this group were also felt to have high motivation, but their
interest was in more ad hoc development, whether in the form of relevant courses or motre
informal on-the-job learning. GL 13 clearly illustrates her high motivation in the following

statement:

What factors do you think have inhibited your participation in learning activities?

I don’t think anything has inhibited me really. Time and work. Certainly if there’s been something that
I’'ve wanted to do, it’s hardly ever been a problem, it’s not been prevented. I make a case for it and
then I go ahead and do it. (GL 13)

A4 .2 .4 Previous Learning Experiences — Coqgnitive (General)

In the section below the managers’ expetiences of learning from compulsory up to third
level higher education are analysed and, secondly, in Section A4.2.5 their work related
learning experiences are discussed. Tables A4.7 and A4.8 summarise firstly how the
Grampian Life managers felt about both the compulsory or third level learning and,
secondly the vocational learning which they have received up until now associated to their

jobs.

a) Managers in low category (unlikely to participate in learning activities)

As Table A4.7 illustrates no managers were placed in the ‘low’ category in relation to
experiences, which they had of compulsory or full-time higher education. As with the
previous case organisation studied, Lothian Life, there were a number of managers who did
relate poor experiences or regrets linked to their experiences (or lack of them). However
like the managers from LL these (two in particular, GL 2 & 3) managers appeared to use
these experiences as a springboard into taking up further learning opportunities. With this
in mind the circumstances of these two managers along with the other two who were

placed in the medium category are discussed below.
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b) Managers in medium category (some prospects of participation)
In essence two of the managers from the four in this group (GL 9, 13) here were faurly
neutral about what had happened to them when they were in full time education.

For example in the case of GL 9, who did not proceed to any further education after
higher examinations, there was an indication that moving into life assurance was something
that was not really planned. In terms of how the decision to not go any further affected
further participation it was interesting to note that this manager appears to have progressed
to the managerial level without finding it necessary to participate in any particularly formal
learning activities. Therefore one could speculate that because he has made satisfactory
progress up to now in his career, he might think that more learning (especially related to
more formal exam taking) might not be suitable for him. The below segment from his

interview summarises his views:

Interviewer: Do you think it [expersences in formal education] has influenced your decisions regarding further study? Say
Jor example taking exams?

I wouldn’t have said so, no. I think it was more a case of having no clear objective at the end of formal
education of what to do and then I started working in a life insurance company...which I think I fell
into and then from there, developed. I actually did do some insurance exams, passed a few and decided
there was no real benefit in actually studying relative to career progression, which could be made
through other ways. So I didn’t bother to persist with other examinations. So most of the
development type work in employment has been mostly focussed towards performance and what I was
particularly doing. (GL 9)

In the case of GL 13, who also displayed a neutral stance, she stated that with the
benefit of hindsight and if she ‘had known more about the world and work and so on’, she may
have chosen to take different subjects (IT related) instead of Mathematics and Chemistry.
However when asked if her learning experience had affected her decisions regarding
further study, she was adamant that it had had ‘no affect, positive or negative.’

For the other two managers, GL 2 & 3, as has already been mentioned previously,
there certainly were issues surrounding their experiences of full-time education. For GL 2,
there was a suggestion that because she did not proceed to higher education she felt

sometimes slightly inadequate compared to other university educated managers:

Well, I think I’'m quute shy and I have always regretted not going to University, always regretted 1t. I
think I was one of the few female managers when I was made a manager and I wasn’t an actuary and
I'm the first underwnting manager who hasn’t been an actuary. You know, I’m marned to an actuary
and [ take off my hat off to them.... When I was promoted to be a manager, I didn’t know 1f I wanted
to be one. (GL 2)

Although this quote illustrates that the feeling of inadequacy appeared to still exist,
there is an indication through other comments that she would be more confident in
undertaking other learning activities now. This is evidenced in the comments that she

made which were reported in the earlier sections related to perceptual and motivational
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issues that indicated that she was highly motivated to continue participating in learning
actvities.

The other manager in this group also forwarded some interesting comments 1n
relation to her previous experience, particularly related to her undergraduate period. She
stated in the strongest possible terms how she ‘hated’ her experience in the first (MA in
Languages) course she undertook at university ‘but loved [her] post graduate course’ (an

MBA). When asked to explain why it was such a bad experience for her she revealed:

It was the way it was taught, the culture of the departments. I mean I knew I wanted to go to uruversity
and I knew I wanted to do a general subject because I didn’t know what I wanted to do afterwards. ... I
was 17 when I went to untversity and there are vanous issues there, I might have been a little more
mature when I went back, but I got through it [but] I really found the culture in the department awful...
It was too aloof, very detached from reality; perhaps it was because I realised in my own self that I was a
very practical person. (GL 3)

Not surprisingly given the last part of the above statement, when she was asked why
she felt so differently about her postgraduate course (P-T MBA) she found the whole

practicality of the course more suitable to her style:

.... going into the part time MBA, even then I was pretty young, there was a tremendous spirit and I
loved feeding off people that were on the course.

Interviewer: So there were elements of networking as well?

I suppose networking 1s a good way of putting it, I feed off a lot of people. I'm not ashamed to say it
but I'm pulled on by the people I'm working with and it’s very important to me that those people are
significantly ahead of me so I can learn from them and get pulled on.

Interviewer: So you feel that's probably the best way of learning, from being mentored or coached?

In an environment like business environment, it’s exposure to certain circumstances that gives you the
experience and also seeing how other people react in those situations, that’s the biggest learning curve
for me. (GL 3)

As can be seen from these comments, the experiences that this manager has had of
university, both the undergraduate MA and postgraduate MBA, have made a major impact
on her. It may be concluded that she may be more inclined to participate in practically and

to some extent informal oriented learning activities in the future.

¢) Managers in high category (good prospects of participation)

In this cohort of nine managers classified as having a ‘high’ propensity to participate in
further learning and development, there were five qualified actuaries, one chartered
accountant as well a PhD qualified manager. Like the other managers who were placed in
this ‘high’ category in the other organisations studied, there appeared to be for many of
these managers an acceptance that education and formal examination taking, was

something that came naturally and which they did not need to think about. For example
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when asked to outline their expeniences of educatigy the re ponses of GL 5 & 11 were
typical of these highly qualified managers.
Formal education  econdary was a Jo al grammar SChﬁol, stak of OLev Is, Hig r and wxthY ar

Studie . Th n went to Ab rd n Unw £ 1ty whete I stugieq 3 by for 4 y ars and I got an Honour

degree and at the end of that I decided to come down tq Edinburgh to jotn Grampran Life Since th n
I've done the actuanial qualifications and was an actuaty 1, 1984 404 so there was an mntense amount of
study up until that ume. GL 5

And:

Fir t there was school and then I studi d Maths at Cambrid e Unuversity and 1 then did the actuarial
exams. And that’s aboutit GL 11)

For other managers in this group, for example GL 1, GL 4 and GL 8 who did not
possess such highly sought after professional qualifications there were other issues raised,
mostly connected to less certainty about their future career direcion. However, what
came to the fore for these managers, as with the actuaries and accountants in this group is
that there appeared to be nothing of any significance related to their previous formal

education that would affect further participation in learning.

A4.2 5 Previous Learning Experiences — Cognitive (Vocational)

a) Managers in low category (unlikely to participate in learning activities)
As shown in Table A4.8, after analysing the managers’ comments in relation to the
vocational and wotk related learning and development activities undertaken, no managers

from GL communicated such negative experiences to warrant their inclusion in this ‘low’

propensity category.

b) Managers in medium category (some prospects of participation)
Seven managers were included in this medium category after analysing their comments,
which outlined their experiences of work based, and vocational type learning. From the
seven included here, four managers (GL 6, 7, 9, & 11) mentioned their expertences of the
Correspondence Course delivery method undertaken to gain professional qualifications.
Three of the managers did eventually manage to pass their actuarial courses, but all felt that
it was a difficult way to learn.

The main issue here was that because these courses are primanly self directed without
much 1n the way of interaction and support, loneliness, isolation and laziness could inhibit

ones performance. To combat this two of the managers found it necessary to locate

117



Appendix Four

support mechanisms either formal or informal) 1n an effort to help with their studies. For
example GL 6 found that after @ tutoral syt m in the offie so b dd hav someone & nd of
prodding b r along to g t from A to B’ was set up she found the course better. Simularly GL 7
found that he needed to attend ‘@ two day re dent al revision course that he did for bt la t exam’
to get through the course.

For the other manager (GL 9) who did attempt the cotrespondence course ACII
qualification perhaps the biggest issue was the fact that he had dropped out of this
professional insurance course. In Section A4.2.3 it was shown that the primary reason he
gave for ceasing to continue that course of study was related to his perception that 1t did
not offer any real rewards, other comments illustrated that other aspects of the course were
also relatively negative. These negative aspects were primarily connected to the way that
the course was delivered, as the following comments illustrate:

Intervewer: Talking ab ut learning styles, you mentioned you ded insurance exams, how was that delvered o you and how
did you find the delvery?

We’te going quite a bit back now, delivered very badly at Napier by lecturers who had very hittle ability
to lecture and correspondence courses, which were very unexciting. So at that stage, the syllabus was
irrelevant to most people’s day to day activity. Other than very basic punciples, which were slightly
interesting, most of 1t had very little relevance, which is why I didn’t persist.

Interve wer: So st was really a question of getting a certificate then?
Yes. Plus I think if you were going to cram information, you'd probably be better learning about the
Chinese wall or something. That would be slightly more interesung! (GL 9)

However this manager did go on to point out that he has had some very good
expetiences in terms of work related vocational learning like the Institute of Management
Seminars (IMS). Also for example he found the ‘dynergy’ (internal MD Coutse) course
very good and communicated that:

I got an immense amount out of and I actually ended up doing a speech at the managers’ conference on
the virtues of this approach, which was mo tly a behavioural centred means of getting you to buy in and
get mvolved. (GL 9)

For the other three managers in this category, GL 2, 4 and 13, various 1ssues were
raised with respect to their experiences of vocational learning and development. For
example GL 2 felt that n GL the courses she has attended ultimatley failed 1n that they did
not really #ramn b r to be a manag r. Also GL 4 had had fairly poor experiences of being m
courses where you had to passw ly sit and li ten’ for long periods. Lastly GL 13 felt that even
with courses which were really enjoyable at the time, sometimes after taking up to three
days out 1t was hard to get back to them again after clearing the backlog of work. Perhaps

the most important message from these statements ts that for managers 1n this position
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short and very practically orientated courses of study are required which are directly related

to the manager’s role.

¢) Managers in high category (good prospects of participation)
Six managers were placed in this ‘high’ propensity category after reviewing their
observations in relation to the work and vocationally orientated learning activities. It was
shown that they were in the main very positive about particular vocational activities they
had undertaken and that their experience would not negatively influence further learning.

These managers were particularly complimentary about those learning activities that
allowed them to some opportunity to interact and learn in a practical way skills directly
telated to their jobs. With this in mind several managers felt that as a result of these
expetiences they would want to participate further, and they had a clear idea about what it
was that they were looking for now in learning activities. For example GL 3 felt that the
MBA had influenced her in decisions regarding further learning so that she ‘wow/d definitely
be wanting a lot of interaction from [her] peers and would also want it to be practical.’ Also for GL 8,
who had undertaken several practically orientated courses the ‘easiest [way of developing] is
actually on the job where you have to complete a task and you learn by actually doing the task, [she
thought] that’s the eastest’.

GL 10 also found certain learning interventions to be particularly beneficial which had
pushed her out of her comfort zone and, whilst not being enjoyable when actually taking
part, where things that one could look back at with pride because of their challenging

nature:

I mean there’s other courses that I remember, one in particular was a presentation skills course, which
was just awful - it was the worst two days of my life - but it was brlhant at the end because I got
through 1t and you could really see a big difference. But that was doing something that really....the way
it was done, it wasn’t particularly a comfortable course, but at the end of it, everybody had done really
well.

Interviewer: So you ound gong out ide your comfort one a really good way of learning?

Yes. GL 10)

Not surprisingly the two actuaries (GL 5 and 12) in this group drew simular parallels as
above in that they appeared to derive a great deal of satisfaction from passing the actuarial
exams. These exams were made all the much harder because they had to be negotiated

around full time working.
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A4.3 Extrinsic Issues and Learning

A4.3.1 Organisation Culture

In this subsection, the manager’s views 1n relation to GL’s culture are explored 1n detail
The most important aspects that each manager communicated about the organisational
culture ate shown 1n Table A4.9. As can be seen from this table it is particulatly interesting
to note that none of the managers from GL were particularly complimentary about the
otrganisational culture that was in place. In effect through their comments each manager
found at least one issue on which to criticise the culture and in certain cases managers

openly felt that elements within GL inhibited managerial learning.

a) Managers in negative category (organisation culture inhibits leaming)

Seven of the managers were placed in this negative category. When the managers were
asked to describe the organisational culture as they saw it, one of the main themes that
emerged was that there was still too much blaming by certain people. Four managers (GL
8, 9, 10 & 13) specifically mentioned the fact that there was a ‘blame culture’ in place and
for as a result of this there were a number of negative connotations. One of the most
petsuasive arguments made here was that as a result of this blame culture there could be a
decrease in peoples willingness to experiment, and be creative if continually there is the
potential to be blamed when things went wrong. GL 13 sums up the problems which

having such a blame culture may have:

We unfortunately do have what I would call a blame culture. We’re all working really hard, under a lot
of pressure and when you’re working under a lot of pressure, people make mustakes. One of the
improvements that we've tried to make ... we've tried to make the turn around so we get poli y
documents outside the door more quickly..all that sort of thing. So there’s a lot more pressure and
mustakes are made. Now, OK, you need to know why mustakes are made and 1f 1t’s just carelessness,
you need to say to the person, well don t do 1t again  But 1t needs to be much more looked on as, what
can we learn from that mistake to prevent 1t and at the most sentor levels of the company, they think
they do that, but they don’t. They have a very, very blaming culture - they point fingers, they stop
people’s careers from advancing and it 1s not healthy. (GL 13

It was interesting to note that as can be seen from the above statement from GL 13,
most of these managers firmly felt that those who held more senior positions 1n the
otgamusation who were mostly responsible for perpetuating this type of culture. For
example GL 8 and 9 whilst feeling that there had been genuine attempts to change the

culture but when things went wrong there was tendency to revert to the old culture again:

[The culture 15] a bit mixed at the moment we were trying to put in a culture chan e to make it mu h
more open, with empowerment and team working and that 1s working to a certain extent I think from
middle management downwards but I'm not sure that sentor management has bought into that and they
are stll of something goes wrong - ‘sack them’ I think there 1s still a bat of that and a b1t of fear bemng
brought 1n where 1t was meant to be reduced GL10)
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Also GL 9 also noted that with so much fear around at the present time there was

always likely to be a bit of the blame factor, especially further up the organisation:

I thunk the culture has got a number of elements to it. I think there’s defintely an element of fear
because people are concemed for the future and their jobs. Within that fear there’s an element of blame
because there are a lot of people who try and profess new culture and say, come and tell me if there’s
problems but that’s the same as saying 1f you come and tell me there’s problems, I'll shoot you Sol
think there’s a lot of concern about the culture from people within the organisation. (GL 9

GL 9 also felt that another feature of the culture now especially for managers, was
erosion of the job for life and continual movement up the organisation. However although
he personally did not have a problem with that, he felt there were serious problems for
certain managets because the organisation had not communicated that this new deal was in
place. Therefore he felt that there were still some people ‘playing their hearts out at the
wrong game plan ... saying well where’s [theit] promotion whereas where’s [their] job is the
new reward for being successful, plus bonuses, plus packages.

For the other managers who wete placed in this low’ category several issues also
emerged surrounding the organisation culture of which they were critical. For example GL
2 felt that the organisation was still very political in nature, which made it a very tough
environment for managers like herself who was not ‘@ political beast’. GL 3 and 7 perceived
the culture to be actuary and cost dominated which led to problems where those at the top
were poor at understanding that there was a vital role to be performed by non-actuaries.
However although this actuarial grip was still in place, GL 7 felt that at more middle
management levels there was evidence that more non-actuaries were beginning to become

mote prevalent.

b) Managers in neutral category (elements of culture undermine learning)

The remaining six managers in GL were placed in this neutral category. The general
unifying theme in their comments was that far-reaching change was taking place, which
could undoubtedly have an affect on managerial participation in learning and development.
However in comparison to the seven managers who were placed in the negative category
these managers were pragmatic in relation to the culture that was now in place, however
there were elements of regret and concern at some aspects of the culture in GL.

At least four of the managers spoke about the efforts that had been made to reduce
costs in GL. Ultimatley although these managers felt that this was a positive and necessary
step in order to realign the company to its markets. This development led one manger to
desctibe GL as ‘awak ned ... and] ... now a wolf in sheep’s clothing b ause we'’re now baswcally a Pl

operating as a mutual. For another manager there was a feeling that the company had
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achieved its objective and was now certainly more focused, but nevitably there had been
some casualties along the way, as he summed up:

Some people have left the organisation as a result of that process, however that was part of the proces
n order to g t our elve lean and mean’ I think 1s the phrase we wanted to u e So we had a clear ba e
point and we could launch some guiding principles about our costs and about how we could control
our costs with the growth that we expect to have. GL 4)

The comments of GL 6 also closely aligned to those above where she desctribed the
downsizing exercise:

--.700 redundancies or 40 o out of the cost base ... [which had]... tured the place on 1ts head
basically and that was a significant change and knocked the culture to hell in here. It was very plodding
before and it actually has moved up several gears ... There is actually very few of the people who have
been here for a long time still left unless they were people who were good and had the skills and not
the ones who were plodding along .... they disappeared in the great scheme of things so there 15 a
significant amount of new blood about the place ... there is a far greater urgency and speed i terms
of moving from A B, there is a higher level of - I don’t want to use stress because I don’t mean stress -
I actually mean...

Interviewer: Stimulation...

Yes exactly, you work at a much higher pace, there 1s a bigger buzz about what you are domng but you
are almost 1n catch up and you are moving very very fast and there is no lull anymore. There 1s not
much time for reflection these days. (GL 6)

Although the above comments show some of the positive side of the culture as it
stands now there was also a view that certain remnants of the old were still in place and
these were in the main negative influences. Several managers (GL 1, 5 and 11), talked

about the inadequate communication that was in place, like GL 1 who felt that:

We don’t communicate to our people particularly well so I'm not sure how many of my colleagues
would realise how far the organisation’s moved. ... Maybe it’s because I’ve worked with other PLC’s
that I'm aware of the culture change but I don’t think we have communicated the culture change across
the organisation. ...the organtsation has moved, it still has a way to go yet. (GL 1)

Amongst the other managers there were indications that certain other aspects of the
culture were present, which they found to be flawed. For example, GL 6 mentioned that
further up the organisation there was ‘quite a closed hierarchy ... there is very mu b a school-te
network which kind of leaves women out of that I would have to say.” Also GL 12 felt that primarily
as a result of the restructurning and downsizing thete was a great deal more msecurity
present amongst the staff and as a result:

A degree of loyalty has been lost from staff, where people would have supported the company and
stuck by the company. I no longer feel that the staff feels that the company will support them. It 1s
clearly up to them and I thunk that 1t 15 clearly the kind of culture that has developed but I'm not so sure
whether it has been totally beneficial, 1t does have downsides as well GL 12

These comments clearly typify the feeling of the majonty of managers in this cohort,
who although recognising the need for change in the company also had some reservations

at the same time about what the full implications were.
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A4 3 2 Management Development Culture

In this section some of the cultural issues are taken further and discussed more specificall

with respect to learning in GL (See Table A4.10 .

a) Managers in negative category (MD culture inhibits learning)

The comments made by four managers illustrated that they were negative about the
learning and development culture. In the main, the principal theme was the lack of
opportunities, support and structure.

A theme that was common in all the informants’ comments to some degree was
related to the amount of support that was actually present for managers In their opinions
these managers impled that there was an element of %p service’ between the rhetoric
surrounding training and development within GL and what actually happened in reality.
For GL 3 in particular there was a feeling that there was duel system in operation and
ultimately the ‘official party hne’ as she described it was not reflected in what actually
happened in the organisation. She summed up that %he policy line 15 that training and
development is an essential lubricant for the organisations development - that’s the party line’. She
lustrated that in her experience although taking such qualifications as MBAs is encouraged
in the end there was a clear bias towards actuarial qualifications and hence MBA qualified

managers may find it hard to realise their ambitions regarding further development:

Well Grampian Life didn’t know what an MBA was; they were frightened of it. It was taken in 1991
and they were very suspicious of them and didn’t give me any credence but that didn’t really bother me
because I came from a consultancy background where everyone had MBAs. I realised that I wanted a
more practical application ... But they don’t hike MBAs, they want actuanal qualifications, they don’t
know what to do with the woman who has stgnificant drive, who can achteve things and who has an
MBA because I'm sort of a what-do we do-with her type thing. If she’d had an actuanal type
qualification, maybe we could have done something with her. (GL 3)

GL 9 also cleatly felt that there was a gap between what the company espoused and
what was actually happening on the ground, particularly amongst managers who wete
under pressute to achieve ob ectives and hence often did not find development a major
ptiority. When GL 9 was asked about this issue of support for managers to participate his

reply sums up the situation neatly:

In roewer: Doy # think ot traiming and dev | pment particspation  m t in that’ a tw by upported?

No I'd say 1t s not. There 1s a2 Grampian Life Unwversity  a thing the training manager has been talking
about for a number of years and I think 1t’s yet to manifest itself, so there’s suppo ed to be thing | but
in reality, they’re not there  And they’re not accessible I think Comput r Bas d Tramning) CBTs are
the most accessible thing, which are taken by members of staff GL 9)

The other twO managers 1n this lower category pointed out that certain opportunities

wete not in place for managers in the organisation. For example when GL1 was asked to
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describe the culture in the organisation in terms of MD, he felt that the company could

derive a whole range of benefits if secondments were made available within GL:

Thete’s an opportunity there [to improve the MD culture] but I don’t think there’s anything in the
company. The sort of thing I would like to see happening 1s the encouragement for people to do more
qualifications but equally you would be able to exchange with organi atons. ... Equally within the
organisation, my previous employer had a system whereby people that they wanted to progress 1 the
organisation got to know the organisation instde out. They did this by spending a number of months n
different parts of the business we don’t do that here and I think there could be benefit in that. (GL 1)

Similarly GL 2 communicated that, particularly for managers, as they move from
position to position and further through the grades they seemed to receive little real
support and were perhaps just expected to adapt to their new roles without real training
and development. Her comments below illustrate this opinion:

I don’t think we’re very good at developing people from one stage to another in Scottish Widows m
that all of a sudden, they’re interviewed and they’re team manager which 1s a huge step absolutely huge,
and then from a team leader to manager - that is absolutely massive. (GL 2)

b) Managers in neutral category (elements of MD culture undermine learning)
For the four managers in this grouping their comments in the main indicated that the MD
culture which was 1n place was improving to some extent but equally there were still
elements that they felt could undermine learning and development. With this in mind
when the managers here were asked to describe the culture often they would mention the
positive side but when further pressed, other elements would be revealed that would
indicate a different picture. The main issue for these managers centred on the percerved
level of support they received particularly from their colleagues or direct line manager in
relation to learning and development.

GL 8 and 11 for example, whilst seeing some improvement in terms of the provision
of training and development for staff, through for example the GL college, and better
structures and support for line managers, still had problems in their roles with support and
direction. For example, GL 8 after qualifying felt that, %here was] no chance of getting coaching
Jrom her manager so she didn’t really have anybody fo train [her in the job in sitn. [she actually had
fo rely on her] staff to tel] [her] about the actual technical side of the job... she guessed that these are
barriers to learning the technical side of the job’

The other two managers in this category (GL 10 & 13) again acknowledged the
progress that had been made in raising development up the agenda. However they still felt
that there was room to improve, and they noted that in reality some of their colleagues
needed to change in order to facilitate further improvement in the MD culture. For

example GL 10 noted that:
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I think the opportunities are there and 1t’s up to the individuals to take them up We’ve changed
lt htly from saying that w ’re being developed for our current roles to thinking long r t rm I think
we ve got a wee bit to go tll we get there but I think that d veloping p ople for the out :de world 1
now important I think th re’s stll the feeling that you have traming done to you rather than take th
te pon 1biity GL 1

GL 13 also related two examples where she felt the company had not been supportive
to colleagues desiring MBA qualifications. In her view taking such qualifications was a
positive step as she pointed out that %he company has to ben fit from someone doing that kind o
study’, however in the end both the employees were frustrated because %he ompany wouldn’t
pay anyth ng’. Also, GL 13 noted that a perception existed among her colleagues that when
one was actually out of the office and taking part in training and development, was a perk’
With this 1n mind she related that she Yended not to advertise the fact that she was going to

Brussels, she] just said she was away on a course and they [colleagues] assume it’s London or Bristol or

somewhere like that.’

c) Managers in positive category (MD culture facilitates learning)

For the five managers who were placed in the positive category the general perception was
that the culture towards learning was very facilitative and (certainly on a personal level) they
had never encountered anything that would stop them in terms of support, structures or
available opportunities.

Perhaps the most interesting thing to note is that from the five managers here four
were actuaries and one had a very senior role within the organisations IT department and
was educated to PhD level. The fact that actuaries do obtain a vast amount of support was
not lost on these managers and the response from GLG6 was typical when they were asked

comment on the culture in relation to MD that existed in GL:

.. to d te I have never had a problem if the course was required being able to g t the resource from the training
department to be able to go on 1t - whether it has been mnternal or external . I have had a wide range of expenence
. I'bave spent time 1n IT and spent time project managing I've spent time working with management consultants
wh n we had the re engineering as well as doing admunistrative roles 1n a var ty of different areas and doing a
t hnical r le bke und rwnting and sort of effectively actuanial type w rk as well I have had a hu e amount of
expertience 0 I can move around quite ea dly I also worked out 1n the bran h network for 3 years as well so I got
very close to the sales side when I done that too, but you need that, 1t 1 vital and I would say that I am relativ ly
Ju ky because I have had that range of expertence (GL 6

However as well as noting the fact that as actuaries they may have a more structured
and supportive environment in which to develop, all these managers including GL 4, an IT
Customer Services Manager, felt that in general there were good opportunities available for

employees. The comments from GL 4 essentally sum up the general view here:
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Through our training department we have taken specific mnitiatives on board like the Learning Centre
and the Coll ge which are all about encouraging people to go and learn things like IT kills and giving
them the knowledge to go and do 1t but making them available outside of normal working office hour ,
so saying  the stuff 5 there for you - loads of books and CBT and feel free to use all of that’ So we are trying to
make things available to people so that there are no restrictions. Traming courses are formally planned
each year although things can crop up as I mentioned before but every person 1n Grampian Life has got
a tramning programme for the year which sets out what training they are going to get and how they are
going to get it. There is personal development and technical development certamnly 1n IT. GL 4)

A4 3 3 Physical Resource Issues

The aim in this section is to attempt to understand whether these managers perceived
factors relating to physical resources (time, geographical location, and costs) contributed to
the barriers which prevented them from participating in learning and development
activities. Table A4.11 illustrates briefly the perspectives, which these managers held, in

relation to physical resources issues and learning.

a) Managers in negative category (resource issues inhibit learning)

For two managers in particular the fact that they occupied pressurised positions and the
amount of hours that they had to put into the job were felt to negatively impact on their
actual and potential participation in learning and development activities. For GL 8, who
had recently undertaken a new position within the organisation the effect of having little
time appeared to be particularly acute. For example she asserted that she often worked a
10 hour day and that she could not femember the last time that [she] didn’t have lunch at her]
desk’. Also 1n her interview she admitted that often ‘there is more work there than you can
do in the day’ and it was hard enough to find the time to actually carty out her most
pressing duties, without the added activity of undertaking more development.

The other manager here, GL 10, also provided a series of examples of where the
physical pressures of carrying out her work had impacted on the amount of time that she
could spate for training and development activity. The most salient illustration is the fact
that a number of courses, had been cancelled because of wotk commitments:

.. 1t 1s pressure because when you’re working fairly hard and there is a course ..I find often you book
something up well in advance and by the time 1t comes, 1t’s just no use so you go for cancellation. ..

You really are working very hard and the Board is asking for something, 1t’s that sort of pressure - 1t’s

not that there 1sn’t time 1n the week, because you would fill 1t 1. It’s managing other people and other
prionities. Nothing else really. GL 10)

Both of these managers also had 1ssues with the fact that often opportunities and
activities, which were relevant for them, were not located in Scotland and therefore this
made it even more difficult for them. For example GL 10 starkly summed up the situation

for her:
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Interv wr- Doy uthink th re are n u b relevant opp riumties fory un S tlandasa  raphra re n?
I tend to have to go down to England TI've never been to anything here really

Int rov w r: Is that som thin that w uld put y 4 off?
Well there’s the cost el ment and that adds to 1t I mean you’re thinking 1n terms of another £3  to go
to som thing there so 1t make you think a bit more GL 10

b) Managers in neutral category (certain resource issues undermine learning)

The majonty of the informants in GL occupied the middle ground here in relation to the
restrictions physical pressures could have on participation. In essence they appeated to be
relatively pragmatic about the effects of such pressures, often implying that it came with
the terntory of being in relatively senior positions in this organisation. However there was
also clearly some dissatisfaction and frustration surrounding the impact that it had on their
continuing development. For example a common theme amongst all these managers
appeared to be the assertion that if time was not such a barrier for them they would

certainly be prepared to participate in more activities, as GL 11 sums up:

I think time, 1n both cases because even courses 1n the office, you're thinking of having to take two days
out to go on a course so 1s it really worth the effort, because you've got so much work piling on your
desk. I would probably do more 1f I thought I had tume for them. GL 11)

A second theme here that three informants (GL 4, 6, 11 & 13) specifically mentioned
was that the pressures impacted on them so much to render Yhnking’, ‘reflective’ or ‘creative’
time a luxury. Clearly a related problem to this, was actually making enough space to
follow up on aspects in relation to the learning event:

Interviewer: So y w're talking about follow up. Is that something you feel the people who are presenting the course could
b Ip you with?

Yes, they could but you have to make the effort yourself I went on a follow up Dynergy course just
before Chnstmas which was only a day and a half, with no follow up, and they tred to set up
something whereby, ... a sort of buddy system..whereby I and one of the other managers would
support each other and follow up, and none of us have done 1t, we just haven’t had the tme. It’s been
so hectic. It’s 1n my diary contact this particular person - and I just feel oh God, I haven’t got ime to
do that this week. GL 13

The final main theme that was mentioned by the man gers in this cohort was related
to the difficulty that they perceived there to be as a result of the geographical location of
certain developmental conferences, seminars, courses or general learning events. For these
managers the fact that such courses were often located 1n England or abroad was at best a
‘hassle’ and at worst led on manager to feel that § otland was treated as a kind of ba kwater’ GL
4). Essentially it was felt that often these managers had to justfy, not only to their
managers and the organisation, but also to themselves the real worth of attending

expensive events in London or elsewhere.
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¢) Managers in positive category (resource issues not a factor for learning)

Three managers comments illustrated that, although they acknowledged the pressutes that
were manifest in the current environment at the present time, ultimately they were not a
major factor in terms of barriers to learning. For these three informants there was a
distinct appreciation that as managers ultimately 1f they wanted to proceed further, part of
their job was to ensure that the pressures of the job did not get in the way of development.

The following segment from the interview with GL 3 epitomise this view:

Interviewer: At your level, you talk about the reorganisation in 1996, has there been the emergen ¢ of a new deal, a new
sy hologe al contra t of what's expected of mid-career managers now?

Oh it’s to perform. Don’t expect anything if you don’t perform, we need you as managers to achieve
your objectives and quite frankly that’s fair. It’s not appreciated further down the company and that’s
the message that 'm trying to get through to my people. (GL 3)

As the above quotation shows this manager clearly understood that a ‘New Deal’
existed for managers. This view was further reinforced in eatlier comments where she
underlined that it was up to her personally to ensure that time pressures did not impact on
her job. For example, she admitted that when she was involved in implementing a major
project in 1997 her ‘workload increased dramatically’ and time did become a problem.
However unlike other managers she appeared to feel that it was up to her to manage her
time more effectively. When asked if time was the major inhibitor in more learning then

she commented that, Yes, but then again you could argue that I let it inbibit me’.

A4.4 Summary and Conclusions

This section summarises the key findings and conclusions in LL in relation to:
e Intrinsic issues

e Extrinsic issues

e Final remarks

A4 .4.2 Intrinsic Issues General Themes and Conclusions

Table A4.1 below illustrates the position of each manager in LL in relation to propensity to
learn according to each of the intrinsic factors and learning. From the table some
interesting conclusions can be drawn regarding intrinsic factors and their affects on
learning. Each barrier is now discussed in turn in order to extract the main points of

interest from the interviews:
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Table A4.1 Intrinsic Factors and Learning for Managers in Grampian Life

Mgr Perceptual Emotional Motivational Cognitive Cognitive Ratings
(General) (Vocational) (Total)

GL1 H H H H H 15
GL2 H M H M M 12
GL3 H L M M H 11
GL4 M H M H M 12
GL5 M H M H H 13
GL6 H H H H M 14
GL7 H M H H M 12
GLS8 M M M H H 12
GL9 M H L M M 10
GL10 M M M H H 12
GL11 M M M H M 11
GL12 M M M H H 12
GL13 H M H M M 12
Totals H=6[46° o] H=5[38°0] H=5[28 o] H=8[61°] H-6[46° 0]

M=7[54°] M=7[54° o] M=7[54°q] M=4{39°0] M=7(54°q]

L=0[0°] L=1[8%0] L=1[8%0) L=0[0°] L=0[0°]

a) Perceptual

b)

No managers placed in low propensity indicating mote perceived need to continue to
participate. All managers illustrating their perceptual need to continue to participate
although seven or 54° o felt there were issues, which tempered desire.

Medium managers — generally older and well qualified (three actuaries included) from
sample with families found juggling work and home lives a difficulty, issues with getting
motivation to participate in CPD for actuaries even though a requirement.

Slightly less than half in high category (six or 46° o) — realised need as evidenced from
desite for MBA or more informal learning, managers split equally between older and

younger but clearly ambitious.

Emotional

Only one manager (8°0) in low category — young and ambuitious yet very frustrated by
lack of guidance and support for further career development which meant she was
insecure in position.

Majority (54°0) in medium category — showed some misgivings about future m
organisation, fact that redundancies had been made, added to uncertainty but appeared
to understand the new situation and the fact they were highly quabfied (three actuaries,
three graduates or post graduates) offered some assurance.

High managers — tended to be younger and highly qualified and optimustic about future
prospects in organisation and relished the opportunity of actively participating 1n

development which could take put them out of their comfort zones.
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Mottvational

Only one low propensity manager (8° o), who was young (35 years old) and had reached
managerial level without feeling need to undertake formal qualification (dropped out of
ACII) — hence saw little rewards in (formal) development at this stage (had exceeded
expectations).

Majority (seven or 54°0) from all age groups and departments in medium category
motivation knocked because of lack of guidance, busy schedules which meant one had
to be very motivated to take part in development activities.

Good proportion (five or 38°¢) in high group - three of whom were younger (35-38
years) and considering MBAs, but two older (48 and 50 years) motivated to patticipate

in informal opportunities wherever possible.

d) Cognitive

No managers communicated very negative experiences of either compulsory to third
level educational or more vocational learning.

Majority (69%) very positive formal educational experience (for example, in sample
total - five actuaries, one CA, one PhD)

Four managers or (31%) had certain issues with compulsory or third level education
including the often-theoretical learning, but ultimately these bad experiences turned to
good ones later in career.

Main issue for majority (54%) in medium category relating to vocational was
cotrespondence courses — made difficult by lack of close support and would need to
consider that route if to learn formally again, good and bad elements to consider about
other experiences

High managers (46°0) in relation to vocational learning experiences — particulatly
enjoyed interactive and practical courses, which challenged assumptions and moved

them from their comfort zones.
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A4.4.3 Extrinsic Issues: General Themes and Conclusions

Table A4.2 illustrates the aggregate findings relating to the extunsic factors influencing
participation in learning. This table enables some interesting conclusions to be drawn
regarding extrinsic factors and their influence on learning in for the managers interviewed
in GL. Each barrier is now discussed in turn in order to extract the main points of interest

from the intetviews:

Table A4. 2 - Extrinsic Factors and Learning for Managers in Central Life

Mgr Otrganisational MD Culture Physical Ratings
Culture Resources Total

GL1 + 6
GL2 4
GL3 - + 5
GL4 \ + \ 7
GL5 \ + \ 7
GL6 \ + \ 7
GL7 - + \ 6
GL8 \ - 4
GL9 - - \ 4
GL10 - \ - 4
GL11 \ \ \ 6
GL12 \ + + 8
GL13 - \ \ 5
Totals + =0[0°¢] +=5[38°%0) +=3[23 o

\=6[46° ) \=4[31°¢] \ =8[62° ]

- =7[54°] -=4[31°] - =2[15°9]

a) Organisational Culture

¢ No managers were particularly positive about the culture in same way, as some
managers in other organisations were — radically different from views on intrinsic
issues.

® Majority (54°0) was negative about culture because ‘blaming’ still 2 major feature —
tepercussions for creativity because of fear of experimenting. Managers were
representative of the departments in GL indicating that such political and blaming
behaviour was manifest throughout the organisation.

® Neutral (46° o) — costs main factor in culture now because now central message 1s to be
cost effective impact of development (good use of expenses), also poor communication

from senior managers about realities of GL now after culture change.

131



Appendix Four

a) MD Culture

e More upbeat about culture regarding development and learning (38 o or five manager
more sausfied because had received substantial opportunities, but realised as highl
educated four actuartes, 1 PhD they got best of training and development.
e Sull significant minonty (31°0) negative about culture because of mismatch between
rhetoric ‘policy line’ of senior managers and reality - learning culture not embedded,
not enough support for learning (especially non-actuaties, but still well qualified with

MBA and ACII qualifications) felt by mostly young managers.

e Neutral (31°0) — MD culture improving in terms of support and structures but certain

individuals (colleagues and senior managers) do not facilitate learning through attitudes.

b) Physical Resources

e Only two managers (15°0) very negative about the effects of having limited resources
to patticipate — two managers in very pressurised senior roles reporting to Board and
wotried about participating because it meant in effect that more work would be stored
up for later.

e Majority (62% or eight managers more neutral) — recognised the constraints in the
environment but some general acceptance that time was a problem for all these days
should be more proactive.

e Small number (3 managers or 23°0) more positive — very reluctant to connect non
participation with time or cost constraints because understood petfectly need to take

more responsibility (younger and more pragmatic).

A4 .4 4 Final remarks

It was interesting to note that two managets in particular emerged from the research in GL

as having a high aggregate propensity to patticipate in learning activities in relation to all
the intrinsic issues. These two (GL 1 & GL 6) were young in terms of the sample at 38 and
35 years respectively. It was also interesting to note that both communicated that they
were seriously interested in undertaking an MBA, even though they were well qualified
already, especially GL 6 who was an actuary.

However it 1s interesting to note that in more general terms in GL more than other
organisations for the managets to be more positive, proactive and motivated 1n terms of
learning and development. But as well as those who were positive consistently m terms of

the intrinsic issues there were also a significant number who were consistently 1n the
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medium categortes. In therr interviews these managers tended to, as well as outlining
positive aspects (eg. therr motivation), also noted that there were constraints. A particularly
important one, which arose on a number of occasions, was mn relation to support and
guidance for career development.

With the above in mind perhaps it 1s not so surprising that on the whole these
managets appeared to be more negative about extrinsic issues (culture and MD culture
espectally) than those in other organisations. For example, four managers (GL 2, 8, 9, 10)
only scored four in the aggregate rating on extrinsic issues out of a maximum of nine.
These managers, who did not conform to any particular patterns in terms of age,
qualifications (two professional and two highers) were all negative about the culture in GL
and how it had changed throughout their (long careers) at GL. Perhaps one of the most
important feature of GL however was in relation to the MD culture. It was clear that some
managers felt that there was a clear bias towards actuaries to the detriment of other
professionals, and for a number of managers this appeared to be a major barriers to

learning.

133



bel

sowmsed
Surreaqmy | saygor) pue [aaes], 8unjood w43 pue
Meqroo3 ‘4 3ns ‘odg 3pug op 03 pasn — Jjo5) ‘STUUR | “[[EqI00y pue Sumirry pawrof isn| Surrem sa1qqoH
JADp suTw 2amp | 99150 woy
SAUP SUTW ()] JO G S3W 7 AL SUNG G | ADPD SUTW GZ — S3W G SO G'| 0€ ST — Sopw G| Wem sunw gz | - Leme sapw z¢ ouersiq
s1894
01 sej 103
dnoin — TS — vor) K03smg
PP Y IO 132783 [[E — T 139183 e — 1) | 012 uredg — snowe g Sunmsuo) yq 139183 [[e T [erIUnI0)) 12238)
Jageuey
333euepy 133euey 133euepy sad1AIag 138euepy | Sumumispun 1a3euey
sigausg pue vonesuadwor) SID1ATOG J2Ww0ISNY) | 13FeUBJ SIONATSG JUI) BwoIsn) 11 S9IATAG SJUAN) | ssaumsng maN] | [evawdopaa( apn 810
AJIMISNOH —
YT - W *07) SoUEIMSU]
AIMISNOH — JOJENISTUTUSPE ueneqry — | uveneIqry W youas | wopednodo
‘g | m9omduy reorueyds — 4 uonesnpy — J 195mduy par) — 4 pa4ordws jpo8 vewy N o QN - A sjuared
uAPIYd
Jo a8weig
4 VN 9 Ayszaatsn ON 61 ‘81 121 | 100925 /38y
JmMasnoy W
JoqIom [enueN VN 1 I ON 4 C wapIyYy
sewordi(q
Arenady Lempdy £rendy Qud VN pue s1aydrg] 1DV ‘sfend)
)
Aq yuepunpas
apew ey
19Yde3) [ooyds Areunz ] VN 1udisa(y omydein VN | 391mud9[ Ayiszaamin - frenaoy Yoreasay asnodg
smels
paurepy 38uig panIepy PpadI0AI(T paurey ponrElN pouIepy eaep
N d W N A d 4 X3§
8¢ s vy Ly s 8v 8¢ 23y
LT9 919 §TO 19 €19 [0 119

S3[§O3Ig JOSEUEN 9JT'] UeIdWeln) ¢4y JIqe L,




sel

Suruspred $31q039¢E sommsed
‘umys ‘paen | Surwunmg ‘oury UIIp[Yd pue pue Jurfem “mo Gunea pue
108 €0 ‘opreny | ‘4oydoY ‘ysenbg | ssay) ‘Taprg yomyD ‘Bumnung Suryremry ‘stuua) ‘Fumyg satqqo
22150 WOy
feme soprw 9 SAWIp SUTW G SN € T83 - SIPW G Sopw ¢ SO G | aoueIsIiq
1awureisord
st parelg
-£ouelmsuvo)) 10
20UBINSU] [EI2UIL)
‘[edTPSIN ‘9§ IS0 19372 [IE IO $3[01 O
J0J payIOM OS[Y 1831 — (Sypw §) SNOKTEA ‘pEOIQE £303s1q
T s sxeaf ;| Agemq reag 9ideyg 19378 ¢ — IO IO e sxeaA 13378 [[E 1O paary ‘Wdl 3221)
123eUEy
Sunzoday 193euey 1a8euey
136Uy 138euey 123euep] Juswadeuey dmysuoneay aouendwon)
wpny 1sloig [eIendyY A8areng suorsua g dnoin) aryus A w0 22930 preH apn 810
ayuasnoH - ysideral
fwry | aymasnoy — W £reya1oog el - W yoaadg — Iy s1oyueq ysniy — N | uwonednooo
isifojoyped — g | IoWIOMpPIAMG — WEATDG [ArD) — Isnua(q — 4 pamas yog 10101 — 4 sjuared
uaIpnyd
jo ?8eig
8 zd pd ‘9d VN oN oN | 1oogog /33y
I £ ON ON ON i 4 L0
Aar0g SIS
1amdwon) ysuog jo sng w ewo[drp
JOQUISWS )EIDOSSY £rempdy Lrenypy DV s1ay3r peid 1sog ‘sfend)
r0£oAmg 123eue
VN 9JIMISNO] sidesaporsdyg paIa1rey) JURAIIG A1) 1andwon) asnodg
1ounred
P Juian swels
pasIoal(] pauTep pauTey pauIepy patIEN mq padzoarg [eae N
d W W A W d X3S
0 £ 6 o s 8y 3y
€1 1D 1o 190 ) 0119 619 81D




9¢l

[sz] 29lqn fueuo [Fue maueaq £ mafemas qaspEay  Aea
L) JUOP ‘3331 UIDQ B UT YURY) J0U S30p — Ised ayp i 3uop uaaq sey

1y Sunphue uo dn mofjoy pue aepdn Aentmuod 03 pPasu A $I2g [ (3
[6] 3uswdor3 1ap Sumunuod euenide jo
wed se a1ep 03 dn daay 03 sey — Sum YeLp 1 SPIAU L[3JBWMN PUE JIOM O] P2323UU0d Apsow uonedonrey 110
[9 6°¢] ySnous paundi 1 j0u
SEA\ 9 ISNEDIQ ISINOD [EULMIE 33 Op 01 Juo] 001 Juryes Jo 1sed ap i swd[qoid p Y SBH "SIUSURRULOD
pom pue Amwej jo sun w swalqoid axe 2391 ey S1935 A[Teas Inq Y UE noqe ySnoy | 1190
[ee] day Aqryadoy
s 3 Apsoys Sumpawos uo uiod — 3sa Sunpawos 10§ Furyoreag spasu 935 A[Teas puE 3t 30§ dUSEISTIUD
133 07 prey S3WGIWOS 08 ‘JBYI MOUY | JO SIUINOD UTELDD SUTPUINE USYM MDA 3 SBY SSWW WOS or'1o
[o1 ‘s1] Sunyoreas ur aanorosd 4jzaa0 usaq Jou sey 3dUIY Os I0M JO
aamss31d 01 parerosse sws(qoxd A are 191 Inq uonedyenb pue Aprus 15yumy a3esodioow 01 Y PO\ 619
v Ov ‘61 1] 3 4aojydu st | 3 mau
ST} 1 SIAPUOM U3)JO INQ — JI3TED UO Mata Uzl Suo| [ea1 O 3U0p 3q 1SN 31 usy qof 30§ Wed[ 0) pasu
pasu rerudaniad dn swms aanoadsiad sup Areay Sutures] au UO IYEI 03 PEY SEY 3 03 M3 01 PIAOR 819
U @ JIp PUT SNOO0J WIIA) 393UO| B JUTdO[IAIP
pue Juswdo|aA3p 10) pasu 3 395 [¢] 31 Jo ayes ay Joj asnl
Op 01 1UEm JUSI0P St 11 INOQE 0F 01 Aem 353q AP ILYM PUE [FIUI
[P 1B E A INOQE M3l JE3 3 € Sty — YN Ue Suwiop Sunednsaaug LD
TS O3 (R M BIU D O] [ 2SNEJAQ ISYUITY yonwi pa3 woid
198 01 JUEA\ 10U S0P IYS IBIR SMOUY — 313 SSIIPPE 03 suoasanb
UORIQWE O [E 37 31 3 32AIMOH [g 331n03 35IN02 dU3pUOdsaxIod
p> us i £ res s sey pue yg we 3wop Sunedwsuo) 919
[] ssumn 0> sum joasne  urede
PaYy2n03 1343U 38 e syooqpuey Jo Aydoxn, 3smod Y yoeq Surwod ur ywiod o 2udesd ojut sfump
ap aind pue yoeq swo  Arergde ues nok adYm | SIseq mOUY 0 Pa3u B 1O sSUTY ures| 01 SpPaAdu Afre Y 19
16 oz wowuomaua p wn  3d yiq
JU3IXD 3WOS 0} PIUTENSUOD St Ing 3397ed Wt dO[IAIP 01 P33 ST I3 JEY S]93) PUE PareAROW A]2AQE 23 [N 19
L 81701 6° ] wsunsedsp Juturen y3 o
P232AT3p ST $9SIN0D [euwIo) J0u  Judwdo[aAap J{as jo Aem urasodun
1ow Suu Jusw 2 053J0W PIIUIYS [33] PIALIUILO resndesd
yonw 3 A d A PO 3NUNUOD 03 P3IL B 3q 01 33 $3 13233 €19
[e2] swodasy np woiyy 3q 133 0) 3sINOD  UOREIUOIJUO LI J[3s3 Y
Sutpuy pue s oq Mdu Yim Sureap pue SuBeuew 01 parepas Awewnd
seare uread wijuswd A P IO PasU Sem I3 P P MY 719
[¢ 1] yFmquipg 18 ygW 1 3utop paiedn  awt
sey pue spunw A uoneaymenb D4, paduepe aup J03 Sukpras
11D

JOIpPPRU 1w 4JusLMD st dOj31ap O3 INUNUOD 03 PIJU I S 3§

qStH

wnIpdjA

M0

sjuewsoju] I5) Isduowre Juruzed | ur uonedonieJ 10§ §103dso1g pue sansst [emdadidg vV 2qeL

SIUBWLIOJU] WOX DUIPIAF Sunensnf] sa[qe I, 1] verdwern — [['vV-4'+V SAqeL




Lel

[0g°62] "uonoa3Tp 3331 3MMNY B YA dUEPMI
3O 10adse awos Wo3y Wauaq pnod ing uaip yuawdo[aasp Inoqe yump 03 Sura MY

*Spu@ 393/03d JUIIIMD UIYA 3ITUTY U3 UT 3303S UT 3q AL JEYM INOGE STE3) PUE SIIOM IWOS 0119
{1zl snuoq e si uawaaow 230w fue 0s  uomesUTII0
a3 wr 02 238 pmom 3y 3[3) 3y 3ym Furssedms
sey ay s[29) OS[y 2soya a[puey 03 padeld ySnous
1M st 3y 18 S[93) pure sadueyd u3aq dAey 3P
yep sxdoooe  aamisod amb  yoopno wi 970 aY] 61D
l61] a3mary aup 3o apews uaaq
sey uorspap Su ay J1 Suuspuom — eare Jo Fuidueyd 03 PaTedx S3010¢) [EUOTOWD 3OS 81D
[iz] "paseurdrew syrys pue poausieanp 3q PMOd Y30M [BUEIIOE USAI - SIFUEYD [Ed130[0UYD3)
JO Jnsaz € se - 32¢jd ur Huno3s IN0qE SWRDU0D Awos aq 03 Jeadde pinom azal aruny
oy spedas sy [G1p1]) WH SPFeMO0] 3U0Z LOJWOD [EUEMIIE JO INO FMAOW Sem STy 0) Pade[al
os[y “AITIqe UAO0 W7 JUSPYLOD 30w FuTL03q PuE 353y) FuTSSIIPPE SPIEMO) Aem Swos Suos
SEY 3Y §[23 19 $s9sIM02 Justwdo}a43p ySnonp urede inq ised Yy ur $10308] [EUONOWID SWOS L19
[rs] ai1qereae sanrumzoddo
Sunoas pue [EaUsWLdNS 330U ST YOIYM ‘IO
A3U ITITY S 10§ SXed) ON IYun yEnoyy uaAd
punog preaan( ‘3 5 [1] Suio8 SunpLue ayenspun
01 JUEM [[IA 230§233Y) PUE JOO[INO 32y UN [eIRA[eue
£33 239y dULdyrUBis AUE JO SI0IDEJ [EUOROW [€33 ON 919D
[8¢] sown >newmen [ress a3 ydnomp
P30 SEY 95NEIIQ STy} 0} UOQE[AI U SIUIOM Jolews
ou urtde Inq MoU 210w u0y33d 03 Ay NOL puE AINDIS
ss3 aze £ snpw ap ut qol s sasuBoaay “[0z'61)
w>q ad e £eas ou  juswdoppasp wa) 138u0)
IO UONIAIIP 13278 INOQE Yo YInoys A[Eas 32a3N ST
[oc] s wan e Zurures| 30§ 3u0z BOFUIOD
sy 3 o swod o1 Lirurazoddo ayp uaad aq 03 sarT 1 40)
T6S 9% ‘c¢] 2ouepm3 jo o] 03 SNp UORDINP 3Jueyd 01 pardwial stInq
‘wonoanp 1ySu aip w1 Sutaow 39932 19y daay pMod ays os Ajreuosiad
334 0] UORDINP JOWS Sem 2IIYI SAYSIA S PUE YSNOU []am pardaxp
Guaq 10U ST 3Ys S[39] 3Ys e St 3IAY JOIDE) [EUOQOLUD UTEWS Y],
-uonesued1o ay jo doy Ay 03 U aYEw 0 IUEm oy safeuews Junod v €19
[61°61°2°6°¢] 5393332 2anedou ay jo awos Apawar oy 3dwane 0y 13y Joj
juswdopaasp sayBny o1 mds g uaaq aey 03 readde asay Jo swos ey st Junp Junsazaw
ng -pasodxs aq 01 Sunuea Jou pue seaq [eonrod, € 3uiaq Jou ‘ssaudys Futpnpour
‘SI0]7EJ [EUOROWS SWOS Je I JEY) SMOYS JaFeUewl - MIIATIUT UF BORTULIOJUT JO 10] Y (40
Toz] =[8ue [euon ws woij uonedonred
[enuslod Sumda je afreas Sumpou 310533313 08 —
usdo are suondo Jeyl SIAN[AG MOU SI WY JOJ UORIINP
153 Y3 JEYM INOQE UTERIID A[[Eal 10U puE uonesredio
a3 wr Suruaddey saBueys are 2331 Jey sasruSooay 190

9S1H

wapay

M0

siueunoju] 10 1sSuowe Suruxed] ul uonedonred 1oy s1oadsoid pue s1030e) [EUOBOWH GHY Qe L




8¢l

[e¢] 212 suoneiuasard op 01 pey 31 — WD YoUTLD 93 BIYM, 31 INOQE
yunp 03 aaey Aews ySnoys UsAI 3UOZ LOJWOd YIM-Ino Futaow wr swajqosd Lue A[ess 10N

1190

lig'1e] anssioum

ay2 303 3da3va ‘yBnoy Juswidopaasp pue Furuea] SRY UO 193133 PAYIFEW ON] 33JJO UO 31T JTyl
sagrunusoddo aye) pue s|rys JnoA Jo 3s3q 3y ANBW 03 dAey noA Jey asow Jurseas axe Loy
nq “fefof jeas Jo SUIA UT — SIPISUMOP Sty JEY) pue Juasasd 1e punore und3Isu IO

(49 53]

[1¢l 230wiue

2MMO3s ey S[39) A[[eal 3UO-0U — 3SIDIFXI ADUEPUNPIJ OS[E I JFYE PUNOFe AJINdasw

30 32185p awog "3aL3[ 30 T 38 Le3S [t 3Y J1 — 3937eD s1y wr uaddey [pa Jeym pue uoRdANp
armny suy Inoqe uonepidan awos saey s30p 1nq ‘we(d 01 [[am A[ITe] Judm sey 19378

o




6¢l

[sz 61°81] s3 yao 105 sue d sty pue sasino  snouea ut Junedionred aq 03
sseadde pue Suidojaasp daay o1 Jurwodw] uonedidused woly yorq 19y

Surp o Sunpéue 2q o1 3¢ dde 10u s30p 3333 33YM JFrUEW PAIBAROW 1190
[1z0z°L1] "Apuwsey pue y10m a0q jo 5103333 ays £q paureny uod
193}39 wr Inq ‘GurdofaA3p aNUQUOD 03 PASU AYY) INOJE INSIE3I PUE I2FEUEW PIITATON (190
[0z 1] 23 sas7] Surprews
YA 39430q 30U sa0p - sanunpoddo y3nous Jo a3TAE JEYI J0U ST 3Y IEYI NSO YoyM
SIUSUILIOD UT PAJeXsn[ JAYITY St ST PUE I313E3S J[3S © JO DIOW 3q P[NOYS ITY} SIWPY 140
[zz91°8] pateausuo Aeansesd azow yonw 3q 031 35U pnoa
1 OS[e PUE JUOP 3q 03 sea SunpAUE J1 FuTUTEd| JO SUIOJ I[QIXIY SIOW INOGE YUNY 03 Ay
PINOM 3yg "3nsst 3w 3y £q 1UAAI U 03 PIUTENSUOD 9q 0 WIIS PINOA UOTE QoW 4[[eas
J0q ‘PIL I3 JO FTEME ST PUE SPFEMUO SNURUOD 0) PIIEAROW 2q 03 sseadde oym safeuey orTd
23ep
03 paurene uomisod yim £ddey a3mb  uondas [EuoOW
w no payutod se osTy [gpg] I wiol) Insa1 pmom
383 uotssaxdoad 1337ed au 395 J0U PIP ‘OSNEIIQ PIAYSILY
I2A3U 33 YOTYM ‘SWIEXD [[DV - 9]dwexa 159 J[qe[ese
SPIEAD3 01 UOTE[2] UT Wwa]qo3d [EUOREAROW PEY SEH 619
[zl v 03 vonejas ut 31y dofaAap PUT 3 Y25easal 03 UORTAROW J[3S
3I0W 30 P33U © S1 23 330§339Y, ], rrueu Aq LI1p Aprey, uraq sd>uenduwiod — ur yzom nok
e 399lqns [erde 2y Ut Iswe Jei swalqoid Ayl Aq PIUTENSUOD SIWNIWIOS ST UONEARO] 81O
[o1] 3sed ayp wr [eod oyyoads € Juaey
10U 4q Yyorq PPy U22q sey 3y Jeyd 3s333ns L[reas e sanssi sey OS[Y
€] Burures| paseq 1w 30 >UEISTP J05 Surjoo] S 3y Jeup 19adsaz
W JUR333JIP Inq ‘YN Ue Sutop oyut 3un{oo] st 3y Jey W [7T5) O3 JEpURS LTO
[o] Buidprus pue Junzom apym 253002 23
yaa uo 138 A[reryoe 01 paieAgow L13A 3q 03 PEY NOA PUE BORE[OSH Yonws
003 SEA\ 23911 333y Ised 213 UT SIS0 35u3puodsaiiod Jo pey ays e
aousuadas a3 £q pasadwal aq yJrw 31 Inssk UONEANOW E SF 333 J] 9719
0]
- SWENS 1541y AUE pIoAE, 01 £5udpua) € St 23213 IsNE2q ‘SINIAKIE [TLUI0) IOW 03 UORE[SI
ut 0s yonuw os 10u Inq Swrdo[aaap uo dasy 01 pareAnOW £]2ANE[AI 2q 0 UMOYS UG SEH] ST
[sz] "pua oy w1 30U Inq snozowse(d st Jeq
uondaduodsIu € ST UIPYO — 939 SIIUSIYU0D 0] [94EN 0] Uoreanows ySnous Sumyad
st ansst reonred € — sasmod justudoppasp uo mata w parexsn( *[g] pa1amyde aq Aemaoe
Ued JeyM pue 193583 Mok ut 1ty o3 o) uonesnow y3nous FumsF Furpunolms sanssy |40
Toz] 33qaa 3u2n (dwod
Bunuos3q 19y jo 338uEp ou st 2oy Ing 198 03 tueA A[[EaI AYS Yoy — 3937ED J3Y INOqE
usA13 ST 1B UORIITIP [ErIdE SYI INOQE UORESTUESIO Ay Wt wajqoid e st 213y asnedaq nok
JO INO PaYdTY, 3q UED UONEAROWI JEL]) SILMILIOS JEY) UOESIEI B St 313} INQ ‘PAIEAROW €19
338cuew € se 3103dun pUE UIT3| 01 INUTUOD 0 ANSIP [€33 € SITENST[] (4 0)
[s%] wry 303 353q 21 30U 2du3puodsaniod  A3[dwod
03195103 ], d reowsAyd e jo aurndiasip ay spasu 3y Jeys sasiufooas
VW ue uodn yrequs 01 noqe  JaFeurw pajeanouws AySry 119
yStH wnIpI Mo

s)urwIOjU] o) Issuowe Jurused] ut vonedronyed 10} s)03dsoid pue s1030¢) [EUONBABOI 9°HY 21qe ],




ovt

[¢2°1] uvoneonpa Aszaamum 30 £zosmdwod jo acusuadaa Jnoqe
aanedou 30 aamsod Sumphure fes 03 yonw Jou Inq ‘APUSIZFIP UOKIINP PUE SId3lqns

uasoyd aaey Aews JyFrspury Jo 1OUIQ YD YA 1EY S[33] YS 1B I 233Y Ansst [e AU €110
[¢] snooy az0ws 305 dUEYD € sEM 23313 asnEdaq I|dwexa 30 S]2A3] ¥ Ul Ja13q
yonw Fururea) JO 31418 sTY paIms AJISIAATUN J[9] ISYM UOKEINPI [ELLIO} JO MITA JANISO] 1o
[1] uonesymenb reurrioe 03 SFpuqure)
01 [ooyds wo1y L[resngeu 3wod 03 pareadde — uoREINPS [EUIIO] I JO 3dudadA3 2ATISO 1o
[€21] vD ap 03 uonasuuod
w 330w ‘voResnpa L1osnduios reuwoy yara sansst reas ou — urede uorssaiBosd pusoN (1)49 63
[¢2°1] (s7eaap 305 1ou 33s) — 333]dwiod 30U prp Inq sWeNd
[IDV 3Wos £x3 prp puE ‘ 3duransse 331 0wt (133, Isni A[esy wiy paidayye Apanedau
SEY JEL |39 10U S0P PUE A1sIzATUN 03 0F 10U PIP qO0YaSs — du3uadxa [ennau Apreg 61D
[8°s $Z] 231042 INOQE SIFPUOM SIWTIWOS — FUTPIUW
o1t 08 03 08 01 3u108 sem — (30120p € Ja13Ey) punoIZYOEq SSE|D F[PPIU WOIJ — A[[Eas
pa1dadoe 35l sea £as1a wrum 03 [00Y2s W3y 23003 [eIryey yInoays Juiod ~ sansst pauep 81O
POM3IAINUT SIUTETYIE JIYIO UBL) SINSST 330 — SWEXS [BLENIOE pue AIsIaann LTD
[p'€Z°1] pamataza)un saurenIde [fe Se Sansst JE[ILs — SIN0I
25uapuodsaniod ydnonp sreaf W surexs rewenoe Junsdwod pue 1834 g U frsIvArun
303 [00 s Sura®s] 31937eD [EUONEINPS [EULIO) [NYss320ns £3aa Aeardly — 67O 1 sy 919
[1] sows uayewapun sanAROE 3310
[9s 10q “us £q swexs jo y3nous pey aaey 03 paeadde se yonus se UT BOISIIIP PIdUSN[FUT
o e 3pya passed Inq prey Suwiaq se pastuFodas [EENDY PaUORUSW s39adse aagedau
OU YA J33TED AJISIIATUN PUB [0OYIS [ryssadIns A19a — punoidydeq adKy Arerade reard4 ], 1O
loe Z'1l ‘qud
ue Surytuspun Wo3) uaye) sey oy yorym sundostp 03 Funep $303dse 3400333, M
31 | Inq 35103 32185p 5UNS 1ANGWOI WOIJ YINU UILI] J0U PIP 3Y I[3] - Liszaarun
018 08 310J3q STy € 0] PAYIOM YO SEM |0OYIS — IIUILIAXS UOREINPI [PULIO) PITEA 15
[8%Z] ".paso], sem yomym 3smod ygW swm
1ed 2 WoIJ JUIIRP K194 1949MO0H KITESI WOIJ JUSWYIEISP PUE SSIUJOOTE ‘SINI[MD —
3 noqe SumpAIaas Jsowre parey, — 2smod enpeadiopun 3y Jo dusuadd J00d L3 €19
[s1°1] 03333 pinom Lremse ue Ljuo 1sed sy wn
yep uomisod e sardnaso mou ays 1w 1y 3 yua pasead aq o sreadde sys 33r9moH
SIUTTUDE 37E oYM SI3Feurw 1310 YPIm padej uaym xo(dwod Loenbapeur ue 1oy uaad
ISOWE SEY ST JBY} ISUIS © St 2191 pue {saaiun 03 3wiod 10u Inoqe s121821 awos sty (40
1T 3uswdoppasp sayuty 305 sue d pue Hd.y parzjdwod —
1a8euew a3 paayye A[aaneSau aaey 03 ye dde 10U S0P — UMOYS ST SE JaAaMOY — 333][0)
mo3se[0) W asIM0d § Iprus ssautsng 319(dwoo 03 30u Surpap sea 312y dusst [eal AuQ 1o

LLDT

wnIpajN

20

(fesduan)) syueunoju] o) Issuowe Surured] wr uonedionied 10y s1oadsord pue sansst aanuFo) £V dqe ],




Wi

[o%¢ ] soumawos 0F 03 axsap 19y s1adwal I JoEq S3WOI YS VYA SUOP 3q 03 SEY JeY) Yonw
0S ST 3331 JEY SPUY ING “JIoMm 0] UORE[RS Wi paredionsed SeY 3Ys SILMOD Y3 JO IsOw pakolus seH

1190

[01%6°L] "sansst reurenidE 03 pasefas

Sumures] 2d£) (D 30 PaIE|33 YoM IFYUTY 30) WSEISOPUD sy pasadus) 30 pardajje
Afreaz 30N Wiy 3oy aFueyd € seam Yoy ‘ s1amsur Fuoim 30 3y ou, 339m A5 ISNEI3q
As33ATUN 3 UL J9PIEY (3P POOS € WSYI PUNOJ I SWEND [BUEMOE A YInoxyl 109

(49 0;

[s°¢] "sausunmunuod Apusej jo asnedsq A0U JNMOYIP 3q pinom

Aprus 3(qrxayy sup uaA3 Wiy 30§ ySnoyape ‘Aprus 3[qrayy 3I0W JOJ MO[[E O3 ‘W 30J UOSEI 3Y) 32§ p[nod
Ing “asIN02 SWW [[ry Sy JO sundsIp S woiy eme seA Y Isneraq £ze| 3q 03 wmy pagenodus U
e 333 — uonedyTenb [EUENIOE 30§ UIYEI APTus JO asINO3 dupUdsa0d 3 Inoqe aanedau ApYySg

1O

[sz] sesmod uoneiuasaid 3 2 — uora dwiod 3335 Jutpremas
£334 1nq SuiBuajreya ua3q SABY JELR SISINOD JAPO U UIIQ SEY OS[Y  )N03 3SIMOD
swg red 2y UEY) 3912q I3y J0J POOT SEM SUIEND YD) Y 30J ISE[33 YOO[q JB PUNO]

orro

lorel swaw

st uo yo93ds  spews Arerguana — asmod £33oukp, a jo 25uamadxs pood L1aa € pey 39asmol (]
WY 03 JUEAI[SIIT 3q O3 3[9] — ,$ISIMO 30Uspuodsanio, Funmxaun pue s33:d3] 300d PN BOQMIKSUL
snuapese £q A300d £394 pazaATop 239M 3j33 34 YIMYA ‘SISIMOD [[DY [EUN0j 3y jo no paddoiq

61O

lez'iel

preasoy Sutaows jo Aem 153q st qol S uo Fumuses] A[renadE JeL os puey 1 qol 3y

01 pa3e 93 £POaTp q 03 P23U MOU ANSIP PO Ays FuTures] A[[Eas — SUOISP PaIdYJe Jt
ased au un paAjoAUr U33q SBY By Jeyl Furusea| pare(as YoM Inoqe damisod AjpaneRy

819

[9-1] 2u0z Boywo> mof jo o noi sa030 e WY 30) 33113q Y3
1 9502 a3 aanedonred sr0w IR T S SRR Jo [[e Woj punoj sey 3y Junp ap ey 300d usaq
SEY JUSIUO 3IYA SISINOD JIYI0 0] SWIEXS [EUEIIOE INPWNET) WOIJ SISINOD JO sauauadra paviy

LTO

[z1°] s3mary 33 i usea] 03 YUem ays Kea 3 INOQE SUOSSI] IYIne
SEY ST T, I UO PIALL Jys dn 328 SEM WIS)SAS [EUOIN] [EULUOJUT 3J0W B USYM JELR PUNOJ ‘P3IEIIPap
3q 0) pry — mat4 Jo Jurod uoREAROW € WOy INOYP AFEmonsed 2sM0d 35uapuUOdsaxIod Yl PUNO

91O

[s5°cZ] £17ea]> s25In03 ons Jur{elIapun J0j SUOSESS AUNUAS STy PAUTRNQO
myaySisun pue Suduayrey> Aeuossad wats punoy — 233y Suryrom SEym (sauo Jolews
USZOP € J[ey 1SE3] I¥) PIPUANE SEY Y SASINOD AP [[¢ UO dudadxa aamisod A[essusn

STO

Tog] suoz mojwoa Jo 300 Fwiod pue sanedionred 330w — HHUIAZ FUTUTES] WO SIUEM Y JEYA
SAOUY MOU 3Y B3 YONW OS UT UOISHIP Papdayt sty ‘Surussn Aep [T 3es nok a1aym — 1uass Jurures|
a w Lnatssed Yot 003 122 ALY Y A3y Ised a3 wr saousuadxs aanedau 3wos pey s

| 40

lo's¥] & © ed aq 01 spaau juawdo[aaap LUt os[e pue s392d WI03) UORIEINUI

303 PasU [E31 € ST 2191 313 JOJ JEYN SMOUY MOU JYS IEYI YONUW 0S U] JaY Padajje
sep] 32y Joy uape| L1021 01 3q 03 pareadde yomya ‘asInod Menpeadiapun dip woj
UI3J31p 10] B — PIP 3Ys 18 IIN0D VW 3P Jo ousuadra sjoym oy pakolua Areay

€10

232 5223pnq jJo suwa) w 3[dWwess 10j  I3JTUBLL € 3q O3, pauren
A[reraoe 35A9U sem 3Ys Jey S[33j ays 13y ‘spesd euseureus 03 payoword 103 STy AYs UIYM UO JUIM
3YS 181 $UO ISNIOY JO INO IO PUE 3sINOd [cuafeurws Yed a3pupung ay yua swopqoid swog

[*9°] wry o Ino 3s3q o 333 A[rerade o3 (VeW)
255m03 € jo aundidsIp [EnIde Y1 0§ P3du 3y 30 Jeap 5] uonedonred sayumy Aue
38ean0> 1p 03 pareadde sty Sunpiou pue Suruses] pare[a1 Y10 JO sOUALAAND 3ATSOY

10

ySiH

wnrpajA

M0TT

(San1AnOY [FUONED0A) SjuEuLIoyu] 15 sSuowre Surured] ur vonedionied 10y s103dsord pue sansst 3anUS0) 4V AL




[44°

[8¢ L¢] 22v(d w samynoqns
a3e 213y 230ja1ayl pue a81e] st uomesuedio Ay ey st wsqoad
— s1oypod wt [[am se aay sapis aamisod osfy jo pu 198 01 Jym
® 9Yel [ Yoy uoresruedio an wi a3e(d wr I Sure(q € [MS

(1] 63)

Tis‘1¥°0p] ‘paresistuy Jumad axe sjdoad os e sjdoad
P03 10U 2aey L2t Inq ULy 2P W mou uondo AJuo A Are s3A0W
re3asg] os[y  Auedwiod 3yl ur AU JOJ UI3DUOD St I OS e JO
N0 FwsUe Sure[q 03 Pra| UEd A[PIELUN[N ST PUE PUNOIE JE3,] 00}
sws|qoxd jo 10] © axe 339 a3 INq 3aWI3IQO puE passnooy r0W
st 3 sfem £uews W1 - S1UO3J JO JqUMU € UO FuBuTyd S AIMIND)

61D

[zs16] 'saveasnu ayew sdoad 395 03 31q¢ 3q

03 3AeY — sawnIWos Junue|q 03 YoEQ WA pUe 1 03w Jy3noq Jou
3y JUSWFEUTW JOTUIS 2I0W A 193J9 Wi Juasazd armmd awre|q
21 J0 SJUIWIJA Jwos [ug ayeidn spesods usaq £uo 1nq doy woy
a3ueypd 03 s3dwsne WUSWOUS 31 18 PIXTLU ST AIM[ND AU JEY) S|P3

819

-2 9A03dUR 03 JUOp 3q 01 SFUI [US _ SIIDUAISISUOIW
are 2y aso5a3ay], ‘fgz 9z) Ised wosy Zueyo e saeopwn
suomisod juswiafeuew oppru W souegdE $s3] Os[y  feusated
ms st 31 32w oddns jo 13auna, op sey [ms Auedwod sy s[a3y
3y swm sures 2y e PaM0H Auedwod jo sdueuy i uo dud
[€23  9DUEN] PUE [ELUEIYOE WO3) S[OAUO0D Atow  padueyd amymny

L19

[8¢] 28ueyp o1 JuEssisas
£33 are woym 3940 Y3 51doad Jo s1ae awios [Ms ‘dn 1PYRMY YOMIAU 3T [OOYIS PO I3 [MS
- aprsumo(q ‘[16°05'6p] mmumd Surzzng pue [yyINOA ‘eIsUN0d a3ow 0y Suppord, woiy sread
[e3943s dn 21 PIAOW PUE [{3Y 01 AFTUND PIYIOUY, YOI M ISIDIIXD UONINPa 3500 pue FuuaamGus-oy

919

[82°12] 2a01dun 03 spasu

[ms —3sed a3 UEL 3315q Y3noYe — UOBEILNURLOD St ‘YSnoy oy of 03 sey yormm 9oadse uy
*330wAUE 333y J0U St 69 MuUN qof ama3s i pue Sunakisas st asueuntopad Jeyy mouy mou sidoad
s158euew uo suogeidadxa pue uonINPas 1509 - uoneswEGIo sy ur 20eld usyes sJueyd Jo 10] v

19

"[1] vonesueSio aip wr 2a0ws
nofk dn oyquny sy eonrod 338 s3op 1 JE ST 319y pauoRUAW sIOWEY YO [L] Swizis umop
JO Bwnen 3y y1 asnesaq Auedwod sy ws 51doad 19y10 30§ $301385 2ANESU JWOS UG IATY Y
[ms ng dais aamsod v *,wesws pue uea], T Sumad jo ume oYy yum usvespun afueyd arumo Sig

19

e Lonoduanmd aeawad, Lremoe
01 Jeymawos aBueyd 03 sey A[[eas aITumd SYI JeY S[97Y S IY
M op 01 1By mouy A[[eas 10U sI0p uonesesio Y - swajqoid
are a1 A[euosidg AIMND W pauteidun [NS IS [EUBIOY

£10

leszs1s]
sjuounredop pue s1dfeurwz USIMIDQ IIPUOD S IR YA [O

ur armymo [esurod A12a e st 31 moy Jo sajdurena 1ayno a3 prp 394
— 19maq {pySs Sumoad inq ‘asramod sdar usuedspury, saquisaq

719

Trp 1#] 38uepd jo suorssnoradas s33fo1dws UML) 0) AEITUNUILIOS O AITTE] Si IPISUMO(] 0[]
e 2y Sumoe ABwsesrdw Inq eranwu s Bunpop s, daays ul oA, € SE 31 SIUISI(] 'SPIFU ITITY
a1 uo pasnsoy azow Fumsd mou  aFuryd dEIqUWS 03 pasow sey Auedwiod Kem Y3 INoqe [EANSN

10

2An1sog

TennaN

JanedaN

1D ur Surured] o 10edur] :(Ansnpur pue UONESIUESIO JO 2IMI[NY)) SINSSI [EININD [EUONESIUEIIO 6 HV dIqEL




eVl

Tev] Aqpareayqun Kiaa st yomym s1 Juy
SBunwiod, deay Lap yv 39930 suosiad € doys wes juswsFeurw
frewmy  Awgearnn pue voneusumuadis  ssap 01 Surpea)
— sgunp op ardoad moy 1oaz5e A[ress ued snp pue uonestuedio Y3

ur aoe)d W1 AIMTL JuTE q B [MS SIS ITY 9B Y1 INOqE \NESIN €119

Ti€‘0g] onsenplap 310W YN W03 ALY oY JJEIS oY1 Isquowse Lafeko]

$s3] £[231Uyap st 2391 230§2I313 pUE AUMd3s s3] pue dusned ssaf st 2131 124 INq JUaWwLFemodus
asow pue Suidoaaap s[doad asow — pood uaaq sey ey $309dsaz Auew wn pue pagueyd sey s (190}

"~ Tzg] 001 dunaosdun st uoneamwmuuod YInopre “sI3[0nu0d

13500 a1 4q ospe pue juswafeurw doy Aq pajeumuop yonw £1aa [us st ¥ Inq ‘oFe sreak moj
30 3anp 214 Loy ueyy Auedwod ap w mou Jarddey Kjqeqosd axe ajdoad ey 5323 sjoym a3 uO 140




124"

[sv v L1] 2uo urew 1iuawdojpasp

pue Suturen — suonsanb sey 2y sansst 11RO UO INQG ‘SIANEDNN JO IFWNU B UO JEID
fppwanxa ussq aary £31p JE IWPE s20p 3y ySnoyy YSnonp Sunwod 3o1AIas dq
30 JusWSIPP uE Ing “sSunp 3Buey> 03 3dwane sNOWIs T B3I SEY 33Y) LY} SISUF033Y
35ed w st yeyp asmumo JuswdofEasp pue Sururen s noqe [eondads pue aanedaN

61O

los‘cs “cz] 22x85p urearaa e 01 jyeas Jay

UO JUEN33 S[99) 230Ja3 Os FunoL0 JOJ S50q MAU 19y 0) 08
A[rea3 Jouued ays 181 S[23) YS JeY) 10¢§ 0) pAE[as st swajqord
aaey 3y3nu oys azay ) ‘seurunsoddo jusyyns apusoxd

pue qof pood e op jusunsedap Juswdoppasp pue Sururen

a1 S[23) 3YS ILYD UI AITQ[ND Y3 INOGE [EIINU A[[eIsuan)

81D

[62] ydnous 3umiad ur wajqosd e sqiews

2193 s3a8eurws Sundse, s19410 303 JEUR IqAEUI JBL) SISTESI pUE
Aremaae ue 19y 9 7O Ay ang ‘s3afeurws wosy ansap pue poddns
3O [eap 18218 € usaq SBY I3 UTYUM PIYIOA SEBY 3Y Jusunredap
332938y U] ‘UORESTUESI0 Ay UT (TN 305 3uasazd s1 Jeys 3IMIdOINS

ay se aas se poddns pue sonrurusoddo s noqe aamsod Afresauany

L19

89 ¢9] 22530

a3 punose way) 338303 03 £o10d 37833QT[aP € S I3 JEI UT IBUTIIO)
L334 st 9ys Arenyoe ue se 1eY) 210U S0P J949m0H sanrunuioddo
y8nous Fuia8 yua wajqosd € pey J2a3u SeY puE voREsTEESIO A JO
Jnd QN AP Spremo) aanisod K194 st 3[oYm A UO oym 3a3eueiy

919

To¢] dn sawos yeip Funpiue
J0 3 ow 3 Suryews axe saakojdws pue sanunuoddo jo Kuard are

215 e spPay  9ded w samd Sutures pue QW 2y noqe 1eaqdn

STO

[os‘6#] ssaunsnq ap 03 pajejas sunpiue anoqe

uzea] pue 01 3jdoad 0 sanrunusoddo pue uoisiaozd pood si 2z
2831102, 3y pue anuad Surures] ap ySnonp et s[e3 — Furures| pue
COA ©3 uonepas ia Auedwod ay Jo armmd 3y Inoqe anisod £1ap

Toy] a0ed = 03 s1 Bururea) Aue 31 Gundanp 32 0s 3q 03 SV

ays asnesaq pasumssazd [g1] 39y 30y s nrunuoddo 10 sa5IM0d Jo puR U Ay daEy 10U
Aqeasu [pa Aot 3E S[99) ays asnedaq Jusunsedap Sutures) oy tpim walqoad agoads

® sey oSy *[¢£29°Sz°cz] 210U © st uonesuESIo U puE $50q 33y tpoq woly Boddns
y8nous j0u s 3131 UAYO e yuRp 01 Teadde pmoa a8eurw sy T, 1O W Juswdo[3A3p
pue Sururen 03 uode(as wr 3w Lired [EYJO S SIIEYM UIIMIA] DU

¢£€10

Ti€ 0c62°91] owos op 03 pa123dxa st ays YINOLY UIA3 FJULIOJUIW UO ururen) fue pey
30 322383 19y W pazamodws fjremonred usaq 1aasu sey  [g¢] 38ueyd 1etp 30 Boddns
30w 138 pmoys s[doad pue suswasmbaz syrys w1 23ueyd Suizewe ue s1 333 A1AYM
spoas] 3a8euew 03 39pea] wel woij 3[doad Swdojaaap 1e pood L1aa 10U st T e [P

(40

[z2] 1oddns

uo Ao10d e3> € st 5191 YT 10U 20p puE JdWdo 3P JO LA W YoNW UO urpEqud
sanSeajo Auews A[eaz joN [£1] renprarpu s djay 03 wiisks (Sxpd) e resdde s ueqp
s30w op p[no>  uonestueSio ur uoistaosd Y8nous 10N “[p] 39112q ssausng A sMOUY
2041943 0s Auedwod 3yl PUNOTE SUIWPUOIIS IIOW WIOIJ AJIUQ PINOD vonesUEdI)

10

aanisod

TennaN

aaneSaN

19 U1 Surwaea| uo 1eduw] :(vonesmuesio ul ewrd Furused] sanrunuoddQ) sansst M) A 01°HV A1qeL




Shi

[81°S¥] ¢ased pase[ost — YN UE Op 03 andeaod & 30§ Led jou
pmoa Luedwod 3y 239ym Jjduwexa 2AQe3au U0 ALY S0P

— sarmgonns pue 11oddns Jo suwa) w urews o w Sunosdun
A 303 2Ia[nd I $39s Iys A[[eas ng st 3 Jeym ueyd yiod

® Jo azow se Juswdo[aasp pue Sururen 335 - 3q pmoys 43 se
sanzoddns se 2q 10u Lews sanFeafjod swos Jei ur wajqoid y

€119

[Lg) yyms

no1n dojaa3p 03 anuquod 03 Furyy pood e Se 31 338 [ oy s3IFeuEus
1sow £q dn usyer u3aq sey s [eIdUaT W IBYL SAAIRE Amande
dop3A3p Jo suu) ur 3aw0z03d 230w 3q 03 nof uo siseydwa ureSy

[490)

[¥1] 338euews sry w0y woddns jo yo¥| 3yp Jo asnedaq Aqeas
300d sem 3sed a1y Wt adudwadxs sry ‘remonred ur Juswaeuews
aur 303 woddns pue sarmdnns ay aaoidun o3 3dwane
yasodmd e 1 31313 Je) 5[99, “JasmoA£ dojaaap 03 nURUOD
01 nof 03 dn yonuws £33 131 Jeip o1 siseydwn ay Areay

|19 )

[1#] sxazjo Luedwod

ay3 Jerp Suruueld uoissadans ay3 0w Ind ydnoy azow

3q 031 spasu os[y [op] 219 senrunuoddo ayer 01 fpqisuodsax
mo4 Juiaq 31 Jo pearsun nok 03 auop 333, nok yeyy Junpswos st
Sururen e 9spunu ayp Surfesiq st wapqoad 153331q sy Ing
sarmangs pue sagrurazoddo ‘woddns asow - 33s ued JaBeurw
ST SE T8y ST (PN JO 2I[Nd 3 Wi Juatudsoidus [e1ouan)

o010




a4

[g¢] iAemiue ease aouendwod sy vo s3sI0d 33119q UTu L|qeqoad
Pmo> 333y s3aBeurws ‘Sururen 3ay djay 10U S0P pUENOS

ut Jueas 53 Sunpou Arenaaia s1a3ay3 18 1B £9°09 SSSH'6T
T4 st asue op swapqoid Lrea8pnq osfe ¢ ysap woiy keme sea
Youm| SuIg 15E] Joquuawas 1ued,  [eiuawdo aasp Junpiue pun
13A3u uas31d 3e QoI 334 30§ YITEISII Y OP 01 AWM Y3NOUd 10N

819

[o1] paajoaun 51500 se [jom se ‘FuTurea| J0J UOREIIPISUOD FULIP & St 31 05 — &Jasnl 03 prey
St 3¥1[3 303 uopuo] 03 Swod — YSIQUIPH W [ryasn Afeal Ire YoM SUOISSIS ISEJYEII],
uorsiaoxd azow 3q pmod 3391 saysim osTy  [g¢] awoy e dn Sutppmq 3q [ yI0m 3

aouy nok usym os op 03 uoneidiua) SNOPUIWII € S I3 ING JPIULD JOU pMoys nok e
POOISISPUN ST 31 AI3YA ‘9T0) SE 35FEUrLU ST WIOI) SIUIWWOD UL Y3 AQILAI ISOWTY

LT1O

[og] uosstaoad feas £uo st G 235ym — puepoag wn uoistaold y3noua ou st Ajqeqoad
2191 31 sostuB02233 OS[Y “sAEp ISIYY UOKIIYYSI [erudE 30§ wn o[ L19A  sanssazd

sum jo 25uanbasuos © se st 3191 JeLR 1983 Y OSTY *ISIMOd KEp-oMi € UO Keme Fuaq 1)
w23 vo Jorydeq spuy ang [¢6] Ietp op 10U IsNW NG MITA UL BPOYS A ITEI 0) 4sed
5131, “[25'15°91] pazapisuod st Jurures) usym sured w2 198uo] aYeWw 01 U3 POYS A W
Spew 5q 01 STY 1Ey) JUSUNRULIOD 3 INOGE SY[E YS USYM 333y SI3FZUPW JAYIO 0 JE[UNG

919

[1] yoeq 338 nod uaya pasn 3q
weo yomya sadusuadaa Surures) dreys 1oys 30 pasu e s1 a1ap 10§33y |, "UTeSe & payoo|

3943u pue spreoqdnd ut nd 31e YOMYM S[ELISTELU ISINOD PUE SYOOQPUEY (AIM YOrq JWOD
004 335YM SISINOD UIQ ALY I U3YO sneaaq uonednred pasuangyur sey sansst W],

$19

[sz] - 3oemydeq € 9 ST pUBROIS, 1LY S[93) SIWTIUIOS — PIIEIO[E ITE WY 03 JUEAI 33

a7e ey SasIM0d Jey Kea oy Y wiqoid 3iq e sey osy  [6°g) puoass jjo sawod Jururen
sawmswos pue saguoud Jo s13s are 313y Judwdo[aasp pue Futuren 03 UOQE[I WS OS[E

pue L1aneamn yia L[[euoisesdo woalqoad e Afurensas € st a1otp Jewp st ssnoy jo sadKy asay
noqe Suny Jururensuod urew ay [ dsowdue wdg ¢ yim Leame 5138 3U0 OU T pres IArY
3a8euUEws IR0 JBYM S193[J23 pue skep ssay smoy Suo] ur ind 03 paau [eaz 30§ uonrudoday

10

[ ¢] uenodun 3q 031] § em 3e3 Funpawos

303 08 01 [2A€X PMOM  P3J3Y30q 00) 30U INQ 334 J0J 3 q [Feae

s nrunpoddo ysnous Jou w £ qeqoxd ase 3191 5[33]  SUOTEDO]
josuunup ¢goz  Aep 2 ays Surpurwap os aq 03 Aurdwoo
soymeys wies]  pue onewdesd ey urede inq woyqoid
eorx m > downpes £ dawy aseas pue payiom sinoy Suo

€19

[L¢ s¢] ssauyeam
enusiod € se sy s3suZ0d3z — J|SSEY € STEURUSS PUE SIDUSIJUOD O [9ABR SPUY Ys JE
st reap> ymb st 3 ansst suQ) [¢] 2duruno)aad 12y Lpreumm pue Sunues) 33y uo 1edun

$90p 31 JE IRWPE $30P AYs ySnotn uaAs (e 1 Inoqe dnewdesd Aprey urede Jnq ‘sanoy
Buo]| syI0m os[e 33euTws sup ey snowqo pue waqoid e are somssasd rearshyd ayy,

10

[czsi €1 #] =nmmdea we qoistqol suo jo ued

338euew € £ 330533 Y3 PUE st 31 Kea o3 st s Jep wisnewdesd
e s1 2351 ureSe Inq awn Juasad 2 3¢ 30e d wr samssaxd

1e 1s4yd jo 101 are 239y3 yeyd 398 A jo Sundadoe Lfessuan

119

YSIH

M0

o

urazea] uo 1oedury :(s1s00 pue ‘ade(d ‘aun]) sanss] 32In0say [edNsAq [1'HV 2IqeL




Lyl

[05°0] -awm enxa 3 oAw s30p 3 yBnoys uass Juiod 3jo 3y Ind A[reas J0u

S20p — JMOYJIP St PUEROIS Ut SIUIAI 39M3] 33E 31Y3 198) 3y pue Furjaaen saao] ySnoyary
[61°2°9) 3oy pue Bursunssasd s1 31 yBnoyy usA> 31 3240 Sumial jo Leam € puy 01 Ay
nof Jeys syunp A[eas pue ured] 03 SUMURUOD Uo L3aY K334 [Us st 358eUTW ST 39A9M0H
-20e[d 1S3y A1 Wr IsINOD A 01 Bwi0d Jo SSIUTNYIsN A INOQE IFPUOM NOK 30JI PUE

[¢] ,mopua a3 10 08, WGI NoL UIYM suoRUIW pood 3y B3O Jey Jutod A SITE 1190
[iz] 13y sa > 30345y qolapy wnofld] yoi3umod s
1eym Jnoqe Yuny 03 aary Ajreas  ut aredonred nof jeym pue peas
no£ JEYMm INOQE JATII3S 3q O3 Y NOL S[39J 3Y 213y yseosdde
snewdesd ssow st 239 358euwew snp 30y nq ‘wajqoxd € st auny 1o
[82] sdep asaqn 138pnq ;53 Yt [ryared L[awanna 01 9aey SISSEUTLD JELR 95ED I3 3q 03
readde pmom — mou punw w a10q 3q 03 aary skeme Jeys Jo1oe € axe samssasd £reddpng
ap os[y *[z1°6°8) 3omorsd oyur Jures) yuswspe Ind 03 3wm ST st 19 saxmssazd
awm Jo 3snEd3q ey St IUIWS[A 30lewr 3apouy 20e(d 1sxy 3t ut 08 03 prey L3aa st 1
¥s9p o uo dn Bumd yIom Y Ing ‘ Sum aya pey y1 asows op £|qeqoad, 1wod Iy SIEW 1o
[zl pueBug 35y 03 90ueAd] 3 jO SIUS 3 Funwred|
1SOW JO UOREDO0] S SNBNSN[ PUBPOIS Ut [e3uswdojaaap
Burpiue 03 udaq 39a9u sey 308eurws st T 0B [GEDE1ZOT)
UT PaYIOM JYs Jey) Wy yO) A Ui sem Ajurenad  suoissajord
1300 [ W 337] JO 13¢j € 3snl A[eax st sryl et Ino Jwod
01u0 5303 ays se Inq ‘szafeurwy 25341 JO [[¢ J0] IS SAWOD JEYM
o uonensnp ue A[esy s1sFeurw 15O Jo preog 3 4q nof uo
Bueads samssaxd pue spueap Jo 3snEddq pafEduLd 3q 01 Sutaey
aoueape w ;am dn payooq Furaq sasmnod jo usald siduwreny | OITO

lis‘os‘e¥ op “cg] maraann paredaad

[[>A © Op 03 Wi 3 a8y 10U Op s3aFeurewws asaym spesresdde ajduress 103 — sSuny

3330 uo Sunoedun 31335 [g1] saamdalqo ssamsng Sunpy aq Isnw  3jo e UED NOk Kem
ou st 2333 PuE £¥p € SINOY JO JaqUINU X 233 3q 03 2aey A[duns — 3931ea s3afeuew snp
o paresodsoout Suraq Surures| 10w Aue Sunua waid ut s0108) uTews S U3 Af[ess SER

61O




APPENDIX FIVE

Borders Life

Founded in the eatly part of the 19* Century, Borders Life has grown to be one of the
UK’s largest Pensions and Investment companies, with over one mullion policyholders.
The company employed over 2500 at the time of the interview with the Traming &
Development Manager (T&D Manager). Crucal to the success of the company 1s the fact
that the distribution channels are realised solely through Independent Financial Advisers,
thus ensuring a consistent level of service.

Having traditionally been based in the heart of Edinburgh, the company recently
moved to an out of-town location with purpose built headquarters. The most important
recent changes include the demutualisation of the organisation the merger with an overseas
based Financial Services Conglomerate (FSC). This was considered essential for the
company to be able compete on both the national and global stage. The group, at the time
of data collection, was considered to be one of the largest listed insurets in the wotld, with
assets of over £175 billion. The T&D Manager communicated at that time, there were
around 2500 employees, which were divided roughly between 2000 in the Head Office in
Edinburgh and 500 in 32 other offices in the UK.

In contrast with other large life assurers, Borders Life focused its strategy on
continuing to develop and improve existing traditional life assurance products as opposed
to diversifying into other products and markets. Through this concentration of activity, the

company has continued to grow and has established itself as a key contributor to the FSC.

A5.1 Organisational Context

In an interview with the Training and Development Manager (T&D Manager), questions

on a number of issues were posed to gain an insight into the organisational context. The

following paragraphs summarise the key pomnts of this interview. However more detailed

information on the company context is contained in Appendix Seven.

® Most important event in recent history was the take over by a foreign Financial Services
Conglomerate (FSC).

® Strategy focused on life assurance and retirement planning products distributed solely

through Independent Financial Advisors.
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Appendix Five

e Innovative and comprehen ive communication process 1 place, all decisions made at
Executive level are filtered down the hierarchy  main mechani m 1s the monthl
departmental meetings.

e Orgamusation culture described as being ‘informal yet focused’  strategies to use single
channel distribution and essentially niche products.

e Very traiming and development oriented — evidenced by one in four managers (at time
of interview with T&D Manager) undertaking studying for qualifications and continued
commitment to iP. Weakness in terms of T&D - variable guidance for staff about best
development activities.

e Linked to above — fact that comprehensive competency framework not yet in place to
direct managets and staff towards most suitable development opportunities.

e Individual had the ultimate responsibility to ensure development took place, but line
managers and T&D department also had a responsibility.

e Performance management based on the annual appraisal — salary calculated on
achievement of objectives, passing an examination could be an example but ultimately
no actual tangible rewards based solely on passing exams (only one element in list of

objectives)

A5.2 Intrinsic issues and learning

A5.2 .1 Perceived need for participation - Perceptual

Table A5.4 shows the findings relating to perceptual issues and participation 1n learning

activities for the nine mid career managers in BL.

a) Managers in low category (unlikely to participate in learning activities)

Two managers were placed in this low category indicating a relatively low likelihood of
further participation. The main flavour in their comments indicated that both these
managers were fairly complacent with their current roles. For example, when asked about
how he saw his career moving in the future, BL 2, showed in his response he was not
particularly ambitious and had no real wornes about his security as he felt he had readdy
transferable skills, and a fairly interesting job. Therefore learning and development did not

appear be uppermost on his mind:
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Appendix Five

MM. H wd youse y ur are rd v loping?
I think 1t’s very difficult to predict What I do know 1s that I’'m quite happ being where 1 am, but with
actuartal kil | 1t’s ¢ lativ 1 ea y for me to go to anoth r offi e or 1n anot r area within Bord rs Lsf
But at this sta e, I'm not thinking about 1t .. I really don t know what going to happen There
vanous tiers General Manager, Chief Executive and Executive Team of 6 or 7, then there a group of
50 n a Sentor Manag ment Team, so basically I m within that there’s people higher and people lower
and 1t s a bit of a broad structure... I can’t see myself getting from senior manager up to executive lev
its a big jump and I don’t think I neces anly have all the skills you ne d I think you have to be v ry
skilful and very ambitious and I think I can see a couple of people who are likely to get there 1 a few
years tume. I am quite happy 1n the sentor manag ment band .. (BL 2

Another clear illustration of BL 2’s relatively low perceived need to undertake further
development activities, was his noting that in the actuarial area where he worked, he did
not have to participate in certain developmental courses that others were required to take
part in:

Interviewer: Have you notwced other peaple taking up opportunities at your level?

There are some areas where you really do need them, e.g. marketing people really do need to go on
some things for details and discuss legislation and how 1t’s going to affect markets. You can see that’s a
requirement for them and 1t’s nght for them to do that because they need 1t for their job ... I'm very

pleased I don’t have to and I would 1magne 1t would cost a lot of money to go on some of these ones.

(BL2)

The second manager (BL 7) appeared to have similar issues as BL 2. The implications
of his responses were that he was relatively complacent and even slightly apathetic towards
learning, because he felt he received enough development throughout the day. Hence the

idea of doing anything more outside of work was not appealing;

Intervewer: What would you say are the main fa tors that have inbibited your participation in learning actinties?

When you are 1n your 30s or 40s and you've also got a family growing up, there’s time to spend with
them and of course there’s time in the office and typically Information Systems has never been 2 9 5
job. I've never regarded 1t that way, so I suppose it’s just time to actually do all the things. If I had really
wanted to do something then, yes, I could have made extra time to do that but I've never found 1t a
prionty to move ahead. ... Thete ate lots of courses now set up for computer people, computing n
general, education and traming in all sorts of things But I've never really been pulled towards that
because I'm doing 1t all day, every day anyway, so it’s not something that I feel I need to go out and do

at ught. (BL 7)

b) Managers in medium category (some prospects of participation)

The majorty (six) of the interviewed managers in BL were placed 1n this medium category
1n relation to perceptual barriers to learning. Their comments dlustrated those factors,
normally connected to their private and busy work lives, or lack of knowledge or direction
at this mud stage in their careers, tempered their desire for further learning. The first theme
that was apparent for three of the managers (BL 1, 3 & 5) was related to uncertainly about
how to proceed. Although all three recognised the need to continue to develop, for

individual reasons they appeared unsure of the direction:
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Appendix Five

I think another barrer to learning 1s m

cour e in the pa tand I have covered Y perception of my need for learning, I have been 1n quite a few

all the standard thin, h I do? Wh
g so what now am I going to do at now
:lsm i Og;xfx;gr :-zedto t:at 1 different® I am not queuing up for the IMS cour es like I used to, I f el that 1t
E 0 do 1t even 1f 1t only mean that I get out of the office for a day and take stock of what
1s being covered in that parts ular days sesston that I am attending (BL 5

These sentiments of uncertainty surrounding future direction are echoed by BL 1 & 3,
who also allude to the lack of career progression prospects as being inhibitors to further
partcipation. BL 1, for example, indicated that, having reached a plateau in his career, he
found it difficult to visualise the next logical step as he did not possess the formal actuarial

qualifications required to reach that next level:

MM: How important would you say learning and developm nt is for you personally?

Fairly important, but I'm getting to the stage in my career - I've come nght through the company and
probably to the highest manageral level that I can probably attamn 1n CSD. I mean, the management
layer above me 1s led, close to 100° o, by actuaries, so that seems to be a move made by the company
and maybe some of the guys like myself are a bit disappointed by the lack of career progression. ... So
in the job that I do, I see the need for development and training quite limited but in positions elsewhere
1n the company, which I am looking at, that means a fairly big re-learning (BL 1)

Similarly, BL 3, being a non graduate, felt that he had attained the highest possible
level in the hierarchy open to him and, thus, could not see the benefits in undertaking the
further significant learning necessary to reach the next level. This was compounded by the
fact that this manager was relatively mature, being 50 years old.

The other three managers (BL 4, 8 & 9) in this medium category were influenced by
certain pressures, which had led them to question the feasibility of undertaking further
learning. For example, while describing himself as a learning enthusiast, BL 4 indicated
that the effort in terms of time and money would outweigh the potential benefits of
undertaking an MBA. Without being given the option of progtessing on a full time basis,

this manager felt the costs outweighed the benefits:

Well 1t’s shightly theoretical [the question of undertaking an MBA]J.. I mean I would like to.. but I would
need to win the lottery. ... I would like the choice, I would take time out from work and go and do an
MBA somewhere, rather than doing 1t on distance leamning basts. (BL 4)

In her remarks, BL 8 also emphasised her understanding of the need for continued
development. This percerved need, however, was negatively constramned by the pressures
of daily working life and thus, while she recognised the importance of updating her skills, it

was done primarily on a need to know basis:

It [updating skill ] 1s very tmportant. Obviously I'm 1n computing and things are changing very rapdly
and 1t’s part of my job to keep up wath the changes, even if they aren’t directly affectung my job. People
expect me to know what's going on... So 1t’s important for me to keep up with everything as much as I

can, to do with 1t

MM: § you think learn ngt tmporiant th n? ,
Probabl;lanot really, T just do 1t because T've got to do 1t I couldn’t go home at m ht and stud ,
basicall , I've got to do 1t for my job. (BL 8
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In a sumlar vein, BL 9 expressed that, while he would like to undertake a qualification
such as an MBA, the potential difficulties in terms of managing study and work ma
present a problem for hum. For example, because this manager previously failed to
complete his ACII exams due to pressures of work and study, he had difficulties with th

idea of undertaking formal learning at this stage:

From a personal level, I like to lead a full life and I was looking with a view to do the part
time weekend MBA course and I realised there wasn’t enough hours the way I was leading life  for
me to go at 1t and do 1t ju tace. This was perhaps my downfall when I first started doing the Chartered
Insurance exams by correspondence... Now I'm certamnly more motivated to study, but I wouldn’t g
on to set myself up for a fall, so I would maybe look to do full time as opposed to part time. ... I tend
to think all or nothing 1 would want to fully commut myself and give 1t a good shot and I don’t thunk I
would be inclined to start something part time or by correspondence only to fall at an eatly hurdle
That would de motivate me (BL 9)

¢) Managers in high category (good prospects of participation)

BL 6 felt that there was a high need for her to undertake the ACII qualifications because of
her limited experience of the insurance sector. Also as the below quotation illustrates she
was fully aware that adding to her skills and knowledge base could potentially be very
beneficial for the future:

The correspondence course that I'm doing just now. ... I don’t come from an insurance industry
background so when I moved here I was doing projects and I didn’t have a full appreciation of what the
company was about, the full beauty of 1t. So I thought 1t would be good to do something like this to get
the basic things about insurance, pensions and life msurance - the whole industry basically and that’s
the main reason I did 1t. I believe that 1 the circumstances now you just don’t know where you’ll be 1n
a few years, or few months, ime and I think you have to try and develop your own knowledge of things
so you’re easter to move into new areas it you need to. I mean I don’t want to be 1n a situation where
you’te not 1n a job and at an age where 1t’s more difficult to get a job, so that’s the kind of thing that’s
keeping me going. (BL 6)

The above scenario provides an example of a manager who identified a gap in her

knowledge and has taken steps to plug this gap.

A5.2.2 Fears or Insecurities surrounding Learning Participation - Emotional

a) Managers in low category (unlikely to participate in learning activities)

As can be seen from Table A5.5, four managers were placed in this low category 1n relation
to emotional factors and their resulting propensity to learn. What was interesting was that
two very different themes and type of manager emerged here. For two in particular (BL 3
& 7) because they were so emotionally assured and communicated no concerns about their
future careers they were unlkely to participate in any further learning or development

activities. Meanwhile for the other two managers in BL it was considered that they had
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certain emotional factors which could induce fears or insecunties for them and hence
prevent them from taking part further in learning.

For BL 3 and BL 7 what became clear was their relative contentment with their career
progression 1n BL and they were satisfied with their current po 1tions appreciating that
further movement through the hierarchy was not really feasible for them. As the following
comments from BL 7 sum up, both of these managers did not really have any fears with

regatds to their future:

I now report 1mnto the IT director in the company who 1s a member of the Executive, so you could sa
I've moved quite a long way up through the organisation. I have within the last 3 months, taken on a
new role within Information Systems a strategy role. I suspect my career progression, depending on
when I leave, retite or...assuming I'm still with Borders Life ... will be 1n terms of different roles within
IS, rather than moving further up the manageral ladder. You can only have one IS director and you can
have 5 or 6 working for hum. So I don’t have any particular aspirations to be an IS Director but I sull
feel 1f I'm doing a job, progression will be 1n moving around shghtly different areas, perhaps having
mput 1n different areas. (BL 7)

From this quotation it can be seen that there is very little chance of BL 7 taking on
further learning or development at this stage in his career and this was also the case for BL
3. However for the other two managers there may be a low likelihood of further learning
and development because they were at the opposite end of the spectrum and certain
emotional insecurities certainly did inhibit their chances of further learning,

For the first manager (BL 8) there were some regrets that she had not had much
opportunity to develop her people management skills, and was to some extent uncertain
about how her career would develop in the future. She felt that much of the problem was
related to the actual organisation itself, (issues related to opportunity are discussed in more
detail in Section A5.3.2) in the fact that in her four years as a manager she did not think she
had had ‘any management traning’. She felt that ultimately this was detrimental to her career
development because as she communicated 7f she had had better training it would certainly have
b lped me to d al with them staff and management in BL in a better manner than just stumbling along’

For the second manager in this group, BL 9, there were also some emotional issues
connected to career development in that he was also unsure and somewhat frustrated about
what was likely to happen 1n his future career. He felt unclear %e ng @ non actuary, wh re th
cetling wrl come’, but also more mmportantly in relation to emotional factors he almost

appeared reticent (as a manager) to ask for guidance or support with career planning:

Int rview 1= So what ¢ n traints do you think are pres nt in relatt n to that careerd v / pment]?

There 1s no structure. I have no clear vision at the moment, certainly b cause ’'m having to work it out
and there 15 nobody el e who 1s going to. I don’t think I could go to group training and ay I really want
to develop. It’s not an image they promote anyway, for someone at my level. Because you have to g
along and firstly admut that you are less effective than you feel you should be.
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Interve wer: And st’s som thn o d n't want to do?
You wouldn’t admut 1t. But 1t’s a bt like going to your boss and saying I feel so stressed. No, you don t
do that because 1t’s like cheerio promotion’! (BL 9)

In his interview this manager also communicated that for him there were some fear
surrounding actually taking part in certan learning and development activities, which could
potentially discourage him. Whilst acknowledging that more interactive styles of learning
would be best, he felt that he could be prone to embarrassment, especially 1f faced with
colleagues, and certainly did not relish the prospect of having f ‘stand up and make a fool of

him self’.

b) Managers in medium category (some prospects of participation)

Four managers in BL displayed, 1f not outright fears or insecurities about either their career
development or participation in learning opportunities, certainly some trepidation with
respect to these issues in the future. There was an inherent realisation that nothing was
certain about how their careers would develop, but as experienced managers (two actuaries,
IT specialist and Pensions manager) there was also an element of feeling that ultimately
they would be insulated somewhat.

As has been already mentioned in the Section A5.2.1 when perceptual issues and
learning were discussed, BL 1 certainly had fears about future career direction at this stage,
and because of increasing pressures, realised that you had to work very hard at present to
meet deadlines and satisfy targets. Of the other managers in this category, for example BL
5 and BL 6, described their pressurised managerial roles at present as fiendish’ and ‘uncertain’
respectively. Like BL1 they appreciated the need to continue to perform to a consistently
high standard. With this in mind there could be potential barriers to learning because of a
tendency to concentrate on more short term issues.

In relation to other emotional barriers to learning present amongst these four
managets it was notable that both of the actuaries, BL 2 and 5 specifically mentioned tha
they had issues with using some new technology. Potentially their fears could lead them to

hesitate 1n participation mn some learning events. BL 2 summed up the situation:

In my case, there s also the problem of lack of PC skills that mhibit me. I mean my chidren are
further ah ad at 9 or 10 than I was at 18, which 1s slightly embarrassing That 1s probably the big thing
for me because a lot of the ttme I'm catching up with everybody else (BL 2

Sull on the subject of having to deal with potential embarrassment, BL 6, offered

stmular comments that illustrated that she also did relish moving outwith her comfort zone:
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Int oo wers OK, Im t nking n w about arniers 1o learmng ra ky, any u think of any fat r whi b hav nhibrted
y ur partapats nn th learn ng a lwty?

Well sometimes wh n you're on tramning courses with the whole of the d partment, you feel like you
don t want to ma e a fool of your elf, that’s alway a bit mhibiin Al o, when you do the e surviv 1
te ts where you work as an individual and then you go back nto a group and you find that working as a
team works better than working as an individual I always get so mad at my 1If wh n I don’t get thin

o ht and I hate 1t and I never see the pomnt in these kind of training things becau e I f el so
downhearted and the point s lost on you about the team. My own nadequacies always come up, whic
must be a personality trait in me (BL 6

¢) Managers in high category (good prospects of participation)

As Table A5.5 illustrates, only one manager in BL was placed in the ‘high’ category. This
manager was an interesting case because after analysing his interviews he had a very high
propensity to patticipate in further learning and development activities. BL. 4 provided an
example of how a traumatic emotional event (tedundancy), had refocused his attention and
desire for leatning. The fact that he had identified a real need was reported in the previous
section examining perceptual issues, but it is important to emphasise in this section
concentrating on emotional factors how a traumatic event can realign a manager to the

realities of organisational life:

I was made redundant from my position 1n London and that has coloured my view of what I should be
doing to look after myself, if you like - keeping myself up to speed, employable, but that’s coloured my
view. I haven’t taken sufficient steps to achieving that but that’s there in the background. (BL 4)

A5.2.3 Motivation to participate in Learning Activities — Motivational

Managers in low category (unlikely to participate in leamning activities)

After analysing the various responses to the questions in the interviews from BL Managers
it was concluded that three managers in particular displayed a relatively low motivation to
continue to participate in (particularly more formal) development. In essence there was
only one real theme that connected these managers, in that they all essentially felt that at
this stage of their careers little real reward would accrue.

The comments of BL 5 are indicative of the type of manager one may expect to find
at this mid-career stage 1n a life assurance organisaton. He was highly qualified and 1n
essence had reached the level where he felt more job related learning was not as vital as
when he was a younger manager. As was shown when his comments were discussed 1n
Section A5.2.1, he was at the stage where he had already built up a significant knowledge

and hence finding the incentive to be more motivated to continue was difficult:

155



Appendix Five

I suppo e the other barrier to learning 1s really incentives, there 1s no incentive at my level to develop
further like there 1s at junior level. Before I qualified as an actuary I knew that once I qualified I would
be 1n the category of official and have a certain minimum grade a certain status and a certain job, that
quite a big incentive for getung on. Any other qualifications that I was to go for or any other learning
that I was to go for really would be because I wanted 1t. There is really nothing else that says you are
required to do this and 1n return we will put you into this kind of job or category, so there ts no kind of
incentive like there 1s when you are 1n your 20’s or 30’s to do something (BL 5)

BL7 and BL 2 forwarded similar comments which underlined that as managers who
were highly qualified (ACII), there was not really much incentive after a long wotking day
to think about further work related development. For example BL 7 communicated that
development was more important where it was actually taking place on the job and he had

never really found more formal learning @ priority to move ahead”

I’ve never really been on anything that would be talking about managenal theory or how you should be
progressing things. I've always been of the opinion that a lot of that was just about experience and as
new managers came on board I think the important thing there is to let them know that they can come
to me and use some of the experience that I've gained over the years. (BL 7)

Also the fact that BL 2 was an actuary who had participated in very formal learning
had meant that he was more motivated to incorporate learning in terms of Continuing

Professional Development necessary for his job, rather than an MBA for example:

I think there are some people who’ve considered dong MBAs, I don’t think I would just at the
moment. I think there are a couple of the new actuaries who are quite keen on the MBAs but there’s an
awful lot who just want to forget about exams as they near the end of the actuarial exams. If you do 4, 5
or 6 years without a break [it is hard]. The ones who tend to do the MBAs are quite ambitious for a
start, from Heriot-Watt [Actuarial Maths Course], who have missed a few years of exams and feel
they’ve only done 2 years studying and feel they need to do a bit more. (BL 2)

b) Managers in medium category (some prospects of participation)

For the four managers who were placed in the medium category the unifying theme was
that although they did display their motivation, certain constraining factors were present.
BL 8 indicated that the prospect of continuing at this stage in more formal learning
activities was not particularly appealing, and hence she was more interested in continuing mn
those activities that were directly related to their current jobs.

For two other managers here the factors that led to a constraining of their motivation
to participate in further learning and development were essentially related to the time and
costs required. As has been mentioned before for BL 4 the financial costs of undertaking
such an intensive (full time) MBA were prohibitive for him. In a similar vemn, BL 9 felt
that to succeed an MBA would also have to be the full time mode, and he thought it was
extremely unlikely that he would be able to pursue this qualification through that mode of
delivery.
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For the final manager in this medtum group (BL 1), the main restraining force on his
motivation was his confusion about what exactly was the next best step for him 1 his
career. What he was certain of was that if he were to proceed further in the organisation he
would have to undergo considerable retraining. But again what he did not appear to be

certain about was in what way he should develop.

¢) Managers in high category (good prospects of participation)

The remaining manager in BL 6, not surprisingly given what has already been reported in
the first section relating to perceptual barriers to learning was felt to be highly motivated to
continue in learning and development activities. In Section A5.2.1 it was shown that this
manager was currently participating in the ACII course in order to broaden her knowledge
of the life assurance industry. She also communicated that to her undertaking such a

course was like taking out an ‘insurance policy’ for the future:

It’s more (undertaking the ACII) from the point of view of, if the strings are cut, or I'm forced out, then
you’ve maybe got a little more choice because you have got another string to your bow, as it were. It’s
like an insurance policy, if you can adapt by having that bit of more knowledge then you’re more
attractive to an employer within or out with your own company. (BL 6)

In espousing such a view it is clear that this manager is fully aware of the real need for

managers to take more responsibility for their own destiny in the future.

A5.2.4 Previous Learning Experiences— Cognitive (General)

In the section below the managers’ experiences of learning from compulsory up to third
level higher education are analysed and, secondly, in Section A5.2.5 their work related
learning expetiences are discussed. Tables A5.7 and A5.8 summarise firstly how the
Borders Life managers felt about both the compulsory or third level learning and, secondly

the vocational learning which they have received up until now associated to their jobs.

a) Managers in low category (unlikely to participate in learning activities)

Table A5.7 illustrates the three categories the managers were placed into in relation to their
previous experiences from compulsory education and learning activities up to third level
higher education. After analysing the interview comments (BL 1), only one manager was
felt to fit into this category connecting reduced participation in learning activities to his
experiences of formal compulsory education. This manager communicated that he had left

school directly after his Higher Examinations and the final years of his compulsory
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education wete described as a ‘wa b out’ where he had failed to live up to his potential and
therefore did not get a place at unuvetsity.

Reflecting on the situation now he also felt that probably not going to university was
the best decision then because he probably would not have coped very well with the
relaxed university life. However there were also indications that not persevering with
further learning and the experiences had affected his further education and learning. When
asked about this it appeared he had not really built up the ability or self discipline to study
on more formal learning activities, which were available in the office when he first entered
the organisation:

Interviewer: So 1t did tmpact on y ur further dect wons to study for example in the 7 b or, wh n I'm talking about tud
I'm really talkeng about tratning on the job.

Yes, because there is obviously further education assoctated with the industry, ACII etc. Really the
environment back in 1978 in the office, were further education outside the office, were 1n some way
was supported, people were encouraged to do that. On the job training was very simple, data entering,
mputting stuff - I did try further education outside work when I was working but coming to the
industry working a 9 5pm regime or later was limiting the hours, so I didn’t complete. (BL 1)

b) Managers in medium category (some prospects of participation)

Two managers were placed in the medium category in relation to their past experiences of
full-time formal education, based either at school or university. For BL 6 there was an
indication that she found university more difficult to get through than examinations taken
duting school. It was at university for example that she failed her first exam and she readily
admits that that came as a shock’ and failing exams was %errible’. However another aspect
which she communicated when describing her experiences of more formal education,
which maybe more relevant to the decisions she has made regarding further learning
participation was that she had problems understanding the need to learn more formal

elements, as the following comments illustrate:

In general terms, I find 1t hard to link the traming that you’ve had to the work in terms of more general
type traiung I think this 1s a theme that’s running through my life, what has this training got to do with
things and trying to mobilise the content? That’s an issue. (BL 6

For the other manager (BL 7), the fact that he failed his first degree had induced some
regrets about his time at university. However as is shown in the further qualifications (see
Table 5.3 for details) that eventually gained (OU Degtree, ACII & FCII) this setback
essentially acted as the catalyst to further learning. However as the following quotation

illustrates achieving these qualifications whilst working in a full tme role was not

considered as being a particularly easy option:
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Intrmwrl t reanyeventorqgp o that tand 4! from t at?

Dxfficult to say, I suppose 1f [ went back I would probably try and complete the umver 1ty degree earl
without having to go back \yhle you were working to do part ime education and Open Umwver ty,
which was quite hard work tg palance the two. While working for Bord s Life, the studs I wa dom
there, ] was always eligible o, day relea e, as long as I did evening cla e, so from that point of vi w
and 1 think thats alwa s heen the ca e 1n the company, day relea e has been available for mor
educaton. (BL 7)

The above quote illustrates that participating in learning activities whilst studying
became almost natural for this manager, however it is interesting to note that with the
benefit of huindsight he would have preferred to have persisted with his original course at

university.

¢) Managers in high category (good prospects of participation)
The majority (six) of the managers in BL were placed in this high propensity category with
respect to their experiences of formal compulsory and third level education. Like the
managers from the other case organisations in the main those in BL who were placed in
this ‘high’ propensity had solid track records of formal education. For example included
here were two actuaries, a chartered Accountant, two university graduates as well as one
manager who had entered the company after sitting Higher examinations.

In essence the main theme that emerged from the comments was that their path
through formal education had been relatively uneventful and appeared to be something
that had to be completed to move into ones desited career. The following example from

BL 5, one of the actuaries illustrates this view:

Interviewer: Could you give me d tarls of your previous exp rience of formal education?

Well I started at school and I got 5 highers and 4 A Levels and I went to untversity and studied
mathematics and done a four your B.Sc. Degree course in Mathematics and got an upper second
Beyond that, since I started m the life assurance industry, I studied for and qualified as a fellow of the
faculty of actuaries (FFA), those are my formal qualifications. (BL 5)

The other manager in this high group had a more interesting path formal education
and learning activities where she worked for a while before returning to full tme education
and deciding on a different career path than had originally been embarked upon. However
when asked if she felt her expetriences of formal education had made any impact on her

decisions to participate in further learning she felt that it had not.
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A5 2 5 Previous Learning Experiences— Cognitive (Vocational)

a) Managers in low category (unlikely to participate in learning activities)

As can be observed from Table A5.8, the same manager, BL 1, was also placed 1n this ‘low’
propensity category. In was conveyed in his interview that certain experiences of work
related learning had been negative. The most important aspect of his remarks was related
to the abilities of the trainers that he had encountered while participating in some work
related activities. He felt particularly negative when trainers turned out not to be the

experts that they were built up to be and as a result the learning experience was poor:

One of the things 1t would get down to 1s individuals, tramners. I've done quute a lot of traiming myself,
comung up through my career, and have had some traming on how to train so I'm fairly ..well I'm 1n no
way an expert. .but I think personalities turn me off, the ability of the tramers to take on what you say,
to be honest and say, no I don’t know the answer to that. (BL 1)

BL 1 also mentioned that often he felt that he ended up learning certain things on the
job because there was not the opportunities to participate in courses at the most
appropriate time. With this in mind it appeared that by the time he had actually got round
to participating he had already got to grips with the main aspects, which he realised was not
ideal, and therefore the actual training intervention seemed to be less worthwhile. These
issues relating to the availability of opportunities is discussed in much more detail mn
Section A5.3.2, which examines the attitudes of BL managers to the culture in the

organisation in relation to MD.

b) Managers in medium category (some prospects of participation)

Five managers were put into the ‘medium’ propensity to learn category after analysing
descriptions of their previous learning experiences. Their tesponses indicated that certain
elements of their previous learning and development activities were not ideal, and although
would not necessarily mean that they would not participate further, such experiences
certainly made them think at some length about undertaking more development.

Amongst these five managers two broadly similar themes emerged that indicated that
in the future they would have to consider the real worth of participating further mn
development courses or activities. For three managers the main issue was connected to the
delivery methods that they had encountered in vocational learning (either ACII, or
Actuarial qualifications). A number of poimnts emerged here, which showed that if they
were to participate again n such a major piece of formal learning, for example an MBA, the
correspondence or distance learming method might not be the prefetred option for them.

For example BL 5 felt he had had a particu arly nus ra le experence’ whilst undertaking his
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actuarial qualifications by correspondence, whil t BL 2 also spoke about the dubions support’
he got for the cour e where he had to ‘@ everything bim f. Also BL 5 underlined that if h
wete to do an MBA by distance learning or correspondence he would need to be reassured

about the quality of the delivery:

Int rv w rz Is th re any particular asp ct that stands out from your eduati nalexpnn  orwhaty uhav d ne in t
parRY umntindth atuary oure -wa thata rrespondence our ?

It was yes and that was a particularly muserable experience as far as the learning process 1s concerned
because part timers ran the correspondence course All the tutors and examiners were working full time
in life offices or as consulting actuares and they had their day jobs to do. The course was very badl
structured and the matenal you were given to work throu h 1n lessons did not relate ternbly well to the
exam questions you were posed and the tumaround time for simple things like getting lessons marked
and returned was poor to abysmal. ... It was a particularly nasty expenence if you like and yes I got
through and the main influence 1n getting through is simply the amount of work you do but as a
learning expen nce 1t was very badly structured

Interv wer: Has it affected your decisions regarding further study? Say for example if you wanted to go on and do furth r
study would it influence y u if it were a correspondence cour e?

No, I have no prejudices in that respect but I certainly would want to have reassurance that 1t was a
properly formulated and supported type course. The only thing I have constdered doing, and not
recently, 1s an MBA but I looked at the amount of effort and commitment that was required and
decided in terms of work pressure here and family commitments that it was not going to be feasible and
I never even started 1t. (BL 5

As can be seen for the final part of the above quote, BL 5 evidently did not enjoy his
expetience of the correspondence coutse. Although he said that this expetience would not
affect further decisions, in the future it would seem that he would be a far more demanding
customer and in need of reassurance that any interventions were well structured and of
good quality. Ultimately however he felt that physical time pressures would be the most
influential barriers for him. In essence the other manager from these three who had
experienced the correspondence course as a learning delivery method, BL 9, who
eventually dropped out of, the ACII correspondence course, echoed this view. He
reiterated the sentiments of BL 5 by indicating that doing an MBA by correspondence
course may prove to be very difficult due to commitments on his ime and he felt that the

effect of such pressures could be linked to his eventual dropping out of the ACII course:

From a personal level, I like to lead a full life and I was looking with a view to do the part
time weekend MBA course and I realised there wasn’t enough hours - the way I was leading hfe  for
me to go at 1t and do 1t justice, which wa perhaps my downfall wh n I first started doing the Chartered
mnsurance exams by corre pondence I was still very happy that I had 2 9 5 job and then I could switch
off and the last thing I wanted to do was start studying agan. (BL 9

The other main theme that emerged amongst these managers in this ‘medium’
propen ity group, was their rather negative or sceptical attitude about development

opportunities related to their jobs in the company. As has already been discussed above,
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hil t undertaking the actuarial course

d little suppott W
ad receive - ked further about

that he h
BL 2, ndicated out that form of learning. When

re quite negative ab
recent experiences of MD, hi
g reply to the question asking for his views on management

and was therefo ¢ comments Were equally tinged with

his other more

ollowin,
scepticism, as the f

development and learning, dlustrate:

think 1t’s [MD] very vanable, the courses you can go on are very vanable and there are some which are
i co;pie:e waste of ime I have been on some, 2 or 3, which have been useful but others, which have

not been particulatly helpful BL2

For BL 6 also there was clear evidence connected to her responses that she too was
unconvinced about much of the more vocational and work related learning that she had
taken part in. The most important element that she communicated was that often she
found it hard to see where the actual issues learnt would be relevant and ‘mobilised’ for her
actual job. Another important issue that was mentioned in connection to her experiences
of vocational type learning linked to her area (particularly reading relevant journals and
using Computer Based Training, CBT) was that often because of the subjects unexciting
nature, learning about it was sometimes difficult:

Interviewer: Do you think if the journals were done in a different form, say multi-media or computer based, would they be
more suitable for you or wonld you be prepared to dabble in the internet, things like that?

Yes, well, I've been using the internet more often recently just picking up some bits and pieces of the
project I'm on and I find that quite good Conversely, when I've done CBT traming, I've found 1t 2
complete drag, I've found 1t quite difficult because I can’t pay attention to 1t and I'd go 1nto a daydream
when looking at the screen and it doesn’t go into my head. I'm not sure but I just don’t know how
desperate I can get, the internet might be a good thing to summarise things, the key points from the
journals for example because sometimes they’re terribly dry and they’re written in jargon and wording
that’s so unappealing and it gives me no pleasure to read stuff like that. (BL 6)

For the fifth manager (BL 3) in this medium category, he too had some issues about
the work related development learning activities, he had taken part in. For him he felt that
much of the learning had been undertaken to ‘atsfy the task at hand’, and he was not
particularly developmental oriented. In essence the main issue that he communicated here
was linked to the opportunities which have had during his time at BL. This issue is
discussed 1n much more detail in Section A5.3.2 when the culture in relation to MD is

considered.

c) Managers in high category (good prospects of participation)

As can be appreciated, the three final managers (BL 4, 7 & 8) in BL communicated on the
whole relatvely positive experiences of work related vocational learning and development
activities. In effect it emerged that these managers were satisfied with theit experiences of

vocational learning interventions for a number of key reasons. For example BL 4, who
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participated 1n formal cla stoom based leatning to gain his CA qualification, found that he
enjoyed the interaction of having a tutor and an assembled class. Indeed he indicated tha
when considering the available options regarding studying for an MBA he would be
sertously inclined to take such a route again:

I personally need the discipltne of 2 more formal environment. I need 1t for all sorts of reasons, not jus
my native indolence, but because I've got family and all sorts of other things I just find 1t extremely
difficult to work from home. ... I need interaction with other people to be able to say something, say
something stupid and air 1t and get a debate going I suppose 1t’s horses for courses, and within a time
frame - I mean you can’t spend all day listening to someone talking, you have to break 1t up a bit. So
bits of formal teaching, bits of group work, a bit of working on your own - mux 1t all up (BL 4

The case of BL 7 is an interesting one. This manager had experienced a faitly wide
variety of learning interventions and methods of delivery and appeared to recognise the
merits attached to each, whether they are correspondence, distance learning or classroom
based. After failing to complete his first degree at university, through participating in an
Open University course, undertaking the ACII examinations, as well as other work related
learning he had become much more aligned to learning and appeared to enjoy whatever he
took part in. When pressed on his most preferred learning style and delivery method, he
indicated that each were appropriate for the particular things that he was learning at the
time. However he did state that interaction with others was a benefit (OU Summer School,
particularly enjoyable), as well as having professional and fully qualified tutors to teach the
subject. In conclusion he summed up by stating that he would recommend both the OU
and correspondence based courses (as learning methods) to prospective candidates.

For the final manager in this grouping, BL 8, again like both of the managers
described above she had enjoyed a number of different learning experiences. One
important point that she made however was that for her there must be real efforts to put
the matenal learnt whilst on a course for example into practice relatively quickly for the

learning to be wholly satisfactory.

A5.3 Extrinsic Issues and Learning

A5.3.1 Organisation Culture

In this subsection, the manager’s views in relation to BL’s culture are explored 1n detail.
The most important aspects that each manager communicated about the organisational

culture are shown in Table A5.9.
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a) Managers in negative category (organisation culture inhibits leaming)

From the nine managers interviewed, four were considered to have forwarded views
sigmufying that there were a series of elements regarding the organi ational culture that for
them could inhibit learning and development. There was unanumuty amongst all four of
these managers that as the organisation was changing; the implication was that the culture
was also in transition. In simple terms there were two views connected to this transition.
For two of the managers there were clear fears that as new ideas, structures and controls
were introduced, then also many of the good things about BL’s working environment
could be lost. The main implication of what the other two managers said was that although
there had been undoubtedly changes in the culture, in reality change was still needed
particularly amongst those in senior positions.

For the two managers (BL 3 & 5) who espoused this latter view, the main complaint
that they had was related to the direction that was been given from the more senior
managers of the organisation. Both of these managers clearly felt that top managets could
implicitly affect how training and development was viewed and its take-up within the
organisation. To fully understand how both of these (relatively senior) managers viewed
the scenario it is interesting to look directly at their comments. Firstly when asked about

organisational constraints BL 3 forwarded the following:

Interviewer: Just brefly before I asked you about more personal issues on barriers to learning - do you think that there are
any other barriers that are really rooted more in the organisation in lerms of barners to kearning?

I think 1ts just really the culture of the organisation. You know where the boss has been trying to get in
a management and development traning programme with out sourced compantes that specialise m
that, but you know for the last 4 or 5 years it has really fallen on deaf ears and never really got
anywhere. So I thunk the culture of the organisation or the thinking of the executive m relation to
management development and training 1s not as far forward as it should be so I think there would have
to be a change at that level to make anything really happen. (BL 3)

By the same token BL 5 also summed up how he felt more senior managers had a very
important part to play in encouraging and ensuting that learning and development were
raised high on the agenda. However for him, particularly because of the culture i place as

engendered through top managers, this just did not happen:

Another barner if you like is that I don’t see that the culture of learning 1s one that we have here there
1s no particular encouragement here from senior management Ot the executive. Yes 1t 1s in the apprar al
form, but what I would expect to see 1n a proper learning organisation 1s a policy of encouragem nt
where there 1s something where the chief executive downwards themselves attended training and were
seen to be attending tramning You know not being afraid to attend the tramning with others who w r
much th 1r juntor 1n the organisation. I suppose they would have a fear of being exposed 1n some areas
about not knowing anything about something while their subordinate m1 ht know a lot more. But 1
think esther you are going to be a learning organisation or you are not and 1f you are then everyone has
to accept that they have thing to learn and not be afrard of 1t. (BL 5
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The main is ue that was related by the other two managers (BL 8 & 9, in th
‘negative’ group was that the company had really gone too far in the commercial direction
Therefore BL was too cost conscious and because u  sfu/bu n m n’were now running 1t
who didn’t understand BL the culture had been seriously damaged. For both of these
managers the implications of such changes were far reaching. BL 8 for example felt that
the employees were now much more instrumental and essentially ‘everyone was now lookn
out for themselves’, to the detriment of other employees and the organisation as a whole.

In a stmilar vein BLY, felt that the culture had “hanged 1o be far more money ba ed’ and
hence was not nearly as paternalistic as it once was. The obvious downside for him of this
change was that as certain individuals who would not stab you in the back’ had moved on, they
had been replaced with others who he felt he could not #mwst’. Ultumately he perceived new
employees to be not very loyal to BL because they were effectively only motivated by
money and their own careers. To illustrate this view he cited the example of the
proliferation of IT consultants (on short-term contracts) in the IT department who were

only interested in their next career move, and certainly had no commitment to BL:

The CBT courses that are available in our learning centre are jam packed with contractors, people who
don’t actually work for us are using it to hone their skills. These are the people who should be locked
out.

Interviewer: So you don’t think they're very loyal then?

No, they’re looking at the next contract. If you’re leaving in 3 months and you need to get a contract
arranged that require a specific skill and there’s a CBT sitting in the same budding thatll teach you that
skill, you’ll go down there and learn it. (BL 9)

b) Managers in neutral category (elements of culture undermine learning)
Two managers were placed in this ‘neutral’ category for BL as a result of their comments in
relation to the culture of the organisation and how it might affect learning. The essential
feature of their statements was their pragmatism about the need to embrace change and
ultimately they felt that the organisation was moving in the right general direction, but
there were also certain elements within the culture that were not quite right yet and
ultimately could undermine learning.

BL 4 felt for example that the companies top management had went some way to
shake off the ‘wwi/ servt ¢’ type culture that was prevalent when he joined the company, but
as the following comments illustrate he still realises that the culture 1s something that 1s

very hard to change:
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Intrv wr-Howw udyud onb th organ att n’ culture?

Tran stional I mean 1t wa we’ve been 5 years a Plc and we’ve stll got ome deep root d, tradition
Scotti h, mutual, civil service ort of attitudes, particularly at the middle management level I would sa
sentor and executive management are extremely outward looking, competiive  we have a very go d
manag ment team at the top, which 1 why we’re succe ful Weve stll g t a lot to do and part of m
job 1 trymng to chan e the culture We’ve still got a lot of outdated working practices that we n ed t
shape up, but this 1s at lower levels. (BL 4)

As can be appreciated, the important difference n what this manager felt about the
culture and those in the previous category was that the senior managers were attempting to
deliver 2 more realistic culture, but at lower levels this was often not realised.

In his comments, another manager in this category BL 2, felt that the culture was far

and generally ok for the whole lot of us’. However like BL 4 he also acknowledged that there
were some elements in the otganisation that were perhaps not ideal and some departments
(customer service) who appeared to get an amount of ‘%assle’ as he described it. Therefore
BL 2, understood the need to change certain aspects to make the culture even more fair
and to stop this ‘%icking’ of the front—end’ sexrvice departments who inevitably will be viewed

as the 7 west’in he organisation.

¢) Managers in positive category (organisation culture facilitates learmning)

In their interviews the remaining three managers displayed very positive sentiments about
the culture that was in place in BL. The main elements that these three managers felt were
good about the culture was that although there had been changes, an envitronment of
paternalism still existed which had its benefits. Also there was an impression, particularly
from the remarks of BL 1 that the communication systems that were in place allowed him

to have input and about what exactly was happening throughout the organisation:

've jomed nght from school, and I've seen a lot of changes, I do worry that I'm a bit institutionalised
really and working for another company, well, I'm absolutely loyal to Borders Life, they've done me
pretty well. I do wonder what cultures are like in other offices but I have moved round the
departments, which has helped. It gets down to personalities, I would say overall the culture 1s a very
friendly, open, want to hear what you’ve got to say, communicative upward and downwards and
sideways, one to take on ev ryone’s ideas at every level and the only hindrance to that 1s personalities a
certamn levels doing certamn things against that. (BL 1)

For the other two managers in this ‘positive’ category, they too had noticed the
changes, but were satisfied that these changes, most designed to tighten up the cost
structures, had not negatively impacted on what they felt was already a very supportive

environment. BL 6 in particular was complimentary about the culture that was in place:
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Wh n1 fir t jomned, that wa 8 years ago, 1t was beginning to expand but 1t still had a very paternali 1
and famdy feel to 1t, . As 1t has grown, more controls have come imnto place, but 1t’s still a friend
company. We’re quite open, there’s a lot of communication, whether people choo e to It ten to 1t or
not, there’s still quite a lot of mformation cascading down from Executive which 15 there for people t
look at to see how the company 1s developing, to ee where 1t’s going, to see what 1t’s intentions ar , to
see how 1t’s doing agamn t oth r compettors Al o I think the actual conditions of th ¢ mpany are
excellent, we’d be hard pressed to find a better company 1n terms of the pay and conditions (BL 6

A5.3.2 Management Development Culture

Managers in negative category (MD culture inhibits learning)

As can be seen by referning to Table A5.10, five managers were considered to align to the
viewpoint that thete was a poor MD and training culture in place n BL. A number of
themes emerged which appeared to underline that in this organisation there wete
deficiencies in support, structure and opportunities as witnessed by these managers
remarks.

In relation to the first issue, all five of the managers named support from either senior
managers or other colleagues as a factor. For example BL 1, BL 3 & BL 5 were particularly
scathing of the amount of support they believed that more senior managers put into the
whole area of development. In the section exploring the overall organisational culture, the
comments, which BL 3 and 5 made, illustrated their disappointment in the commitment of
top managers towards learning. BL 1 augmented this by noting that in effect his direct
manager did not eithet seem to be terribly interested in how much training or development
those who report to him participated in. For him the importance of training and

development could be summed up through looking at the appraisal system:

There probably could be something more formal i there rather than a 5 minute, not even that, add on
to the end of an appraisal, you know, how do you feel you should be developed, what would you like to
do, you tell me. It should be more of a formal lets sit down every 2 or 3 months and talk about
development and dig deeper at a higher level with a more specific look at your job, what developments
do you need for that, what developments do you need to make the career path that you envisage. So
the company and the indvidual could benefit from having something more formal, rather than what 1
probably an active talk to a big degtree. (BL 1)

Another point connected to those above surrounding the issue of opportunities to
discuss ones development needs was mentioned by BL 8. She felt that there were some
‘bad manag rs’ in place and she linked this directly to the fact that there was very httle
training in management or people skills. The following comments clarify her viewpoints on
this issue:

Int roew r: Doy s fe lthat th re’s n treal any n oura ment to take up learning opp rtunitie 2

No. There’s actually a lot of people don’t g t a lot of mana ement training I came from an IT

ba kground and to start off you manage a team, then your team get bigg r and then you're expected to

do a lot of project man gement, man management and this 1s the hardest thing of all and there’s no
tramning  You've got an awful lot of bad managers out there and there 1s very little tramnung
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Interview r: What do you mean by bad manag rs?

People who have been good technically but they’re not good man managers 1 e, they don’t listen to
their staff, and they just can’t talk to theur staff. (BL 8)

As well as this issue connected to how supportive managers were for development,
both at the line and more senior level, what became apparent amongst a number of these
managers (BL 1, 3, & 9) was that support was also lacking from colleagues. At best 1t
appeared that some of their colleagues were unaware of their development activities, and at
worst they resented that development activities were been participated in. For example BL
spoke of not wanting to ‘stgp out and be proactive on the development side when] everyone’s so busy at
all levels”. In a similar vein BL 3 made the point that ‘be company has still got a reserved idea
about this, where flying to London is fine, but flying to Paris or Brussels or Rome is viewed as something
that is not quite what you should be doing’. The most negative illustration of this lack of support
amongst the colleagues was shown by BL 9. He intimated that if you were to go on a
‘touchy-feely [sic] sort of team-worky [sic] leadership course’ (Outward Bound Course) for example,
it would be viewed by some as if you were ‘@way on holiday’.

BL 9 also made the point that he very much doubted whether he would be allowed to
take a sabbatical and do an MBA for year full-time. He summed up his views thus:

Interviewer: How wonld you describe the culture in relation to management development and training?

It starts and stops and I don’t think that’s changed. I think there would probably be a significant change
in culture if I said I want to do my MBA full time and they let me do 1t - which would be a significant
change in culture. That would be the indication for me, I would really sing their prases. (BL 9)

b) Managers in neutral category (elements of MD culture undermine learning)

Three managers (BL 2, 4 & 6) were placed in this neutral category in relation to the MD
Culture. Although they felt the company was moving forward, there were still elements
relating to the past needing to be addressed. To some extent all of these managers
comments were linked in 2 common theme relating to the actual training and development
of managers at the levels where ultimately most of those at the mid career stage would be
apparent. For BL 2, although the culture in relation to training and development was
improving, he had some concern about whete the majority of it was actually taking place.

The following comments illustrate his point of view:

Interview r: What would you say is the culture in terms of training and d vel pm nt?
I think 1t has improved as compared to 10 years ago. Training seems to be much more important but

it’s still not perfect. There are stll a lot of people I know who will not make much of an effort and they
may well miss out. I think it’s changing someone’s perception and this might be quite difficult.
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In owrlIntrm ofaitualprate al thing , do you think th re’s a real learning cu ture?

It depends how low you are down the chain - I think that culture 1s there lower down the order, th

ambitiou service people really do get stuck in and they do try and learn The learning seems to be
worse the h1 her you get and I don’t know 1f that’s the case everywhere, 1t po sibly 1s, but they dont
think th y need to go on thing becau e they can’t see how 1t’s going to help. Courses have to be seen
to be applicable to the mana ers mvolved you've got to really get the course that matches the people
Early on I think there 1s a learning culture later on? [ hrug] (BL 2)

Some of the comments emanating from BL 4 appeared to back up this view that there
was little real development taking place amongst the middle and senior managerial ranks —
certainly in relation to management and people skills. In his interview BL 4 even went as
far as describing some of his colleagues in a very negative way: “As I look around I see an
el ment of the Neanderthal about some of our managers - they’ve no idea about managing people’. As can
be appreciated, such a view is similar to that of BL 8 whose views in general were more
negative about the MD Culture. However BL 4 also forwarded comments that illustrated
that he too felt that there were certain elements of the MD culture that were undoubtedly
improving:

When I first jomned, tramning was very much like 1t had been 1n the ctvil service with extra holidays, you
know ‘you’ve done good so you're entitled to a piece of tramning’. It had nothing to do with work I
thunk that’s pretty much changed, I'm pleased to say. (BL 4)

The third manager here, BL 6 also talked generally how the training and development
culture was improving, but again she intimated that there really needed to be more focus
and guidance for all employees about what they need to be concentrating on. She felt that
really the most potent tool to enable this to happen was the annual appraisal. But she felt
that certainly amongst her level there were problems in that often managers would be
unwilling to focus on learning that was really quite essential for them, as her following

comiments sum up:

Interview r: Just maybe more on your lev J, your stage in the company, you sard about disinterest among the mo t untor
m mbers, 15 that a problem for people around your position?

There’s also maybe a bit of arrogance You know people thinking, well I've been here long enough, I
know enough about 1t, I don’t need someone telling me how to negotiate with so and so and there
mught be that level of arrogance 1n some people but presumably they’d never admut to that. (BL 6

b) Managers in positive category (MD culture facilitates learning)

As can be seen in Table A5.10 it can be seen in his interview only one manager was felt to
have described the culture of BL in relation to training and development in a staunchly
positive way. In effect his views in relation to training and development were similar to

those that he had in relaton to the organisational culture. He had a general feeling that 1f 2

169



Appendix Five

manager, ot any employee for that matter, really wanted to participate in some learning or

development activity then nothing emanating from the organisation would stop them:

I think the tramning 1s available for managers to use for training them elve if they want tou et I think
we have a fauly good culture with regard to the type of courses that are available, we pend a lot of tume,
effort and money on trying to give the type of traming that are valuable to the company. We've got a
fairly healthy attitude towards tramming, I don’t think we restrict people to one coutse a year I think w
look at the individuals and train them to the level they need. Tramning I would say 1s two things: formal
tramning  a lot of 1t done by people within Borders Life, but there’s the on the job type tramning as well
and I think we view that as pretty important.

Interviewer: Are resources easily available for training?

I’ve never had any problem for myself or for my staff in getting on courses. Clearly as long as 1t’s
televant 1s the important thing, but no. (BL 7)

A5.3.3 Physical Resource Issues

Table A5.11 illustrates the managers’ in BL perspectives on how physical resoutce issues
impacted on their learning and development activity. As in the previous sections there are
three categories depending on the extent to which the managers believed such physical

factors inhibit or facilitate learning activity amongst employees in the organisation.

a) Managers in negative category (resource issues inhibit learning)
Similar to the interviewed managers in the other otganisations studied, a number of
interviewees in BL spoke in very negative terms about the affects of physical restraints on
both their own and other managers participation in development activities. Four managers
(BL 1, 3, 5 & 8) were placed in this ‘negative’ category after analysing their comments.
Some of the most pertinent comments from any manager amongst those interviewed
in the five organisations came from BL 5, who had cleatly conceptualised that it was not
sufficient to simply generalise about time being a constraint on ones patticipation in
development activities. As the following comments show, to BL 5 there were three angles

connected to the issue of time:

Time 1s a generalisatton. I suppose there are three aspects to ttme. The first one 1s time to actually
arrange 1t because training 1s something that you can always say, well I1l arrange that next week, so you
don’t actually get around to atranging it. The other one 1s time to go on 1t, and this 1s the time that you
actually take off and go there. Thirdly 1s the ime to implement 1t and sensibly have a review every
month or something like that and say, well I went on this course and I am stll implementing the
promuises that I made to myself at the end of 1t, etc. So the three different aspects of time are, as far as
arranging it is concerned, there is quite a lot that can be done to improve that. (BL 5)

This manager spoke at length about how time pressures influenced each of these
stages. For example as was discussed in the previous section, considering the culture in
connection to MD in BL, it was shown that BL 5 was particulatly negative about the
culture in place. In that section BL 5’s comments about there being insufficient will and

encouragement on the company’s part to make learning and development participation
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easy for managers were reported. For him thi issue of actual support from the
organssation could also be linked to the time 1ssue, and he stressed that often it wa
cumbersome and time consuming to actually identify what was appropriate, and that wa
where the organi ation should be more proactve:

The particular thing about arranging traning 1s that I have argued for many years that Borders Lif
could very u efully bning 1n speakers to address groups of managers There’s no reason why we couldn t
have one of the e guys addre 1ng 30 people here or 80 people here or something like that In practic
people would probably say, I'm too busy to attend this but 1t’s all a queston of what sort of
encouragement that there s to people to attend these (BL 5)

BL 5 also felt that actually taking the time off to participate in potentially development
activities was problematic in itself with the level of work that was expected of him and
indeed all managers now. However, the final pomnt he made in relation to how time can
affect learning was related to actually following up activities, as his final comments hete

effectively illustrate:

As far as the follow up 1s concemned, for me to have any time for that, that’s a tough one. That is the
killer frankly, because not only have you been out of the office for a day or two, you have got to do a
report on what you've done. So you've got extra work to do but you don’t have ime when you come
back mnto the office to do the report because of all the things you’re catching up on which you haven’t
done 1n the last two days and are now waiting on you. I suppose the answer to that 1s to take a morning

off ot something but that’s difficult to do. (BL 5)

For two other managers (BL 1, & 8) there was an obvious concern about the level of
stress that was apparent for both themselves and for their colleagues at the present time,
and it did not escape them that this also could have an impact on participation in learning.
For example BL 1 appeared to be particularly concerned about the level of pressure that
was being placed on his younger colleagues, and he worried about how much time they

could have for training and learning considering the amount of work they were asked to

do:

Int rviewer: So when you say about not being b althy, are you talking about stress?

Yes, I think so. I've not had any physical ailments that would suggest that but there have been people 1n
the office that have had that I think I'm a per on with the ability to swit h off and d al with stres
we’ve got a stress help line through the medical PPP that we use and we’ve got stress management
course. But 1t 1s a stressful job and I do worry about some of the sectton managers that I'm 1n charge of
and the pressure that they’d be put under and I think we have to turn that around in the next year or
two. (BL 1

Fot BL 8, there was also some concern about how work pressures could be impacting
on both her and her colleagues’ activity. However she felt that the Year 2000 M / nnium
Bug’ issue was exacerbating this pressure and was hopeful that in after 2000 there would be
some easing of the pressures. The final manager (BL 3 1 this ‘negative’ category felt that
it was hard to do more learning outside of work. Effectively he felt that if he were going to

do more development 1t would need to be after work, because actually getting the time to
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participate duning ‘normal working hours’ was becoming increa ingly difficult due to ‘normal
work duties”. This manager, along with BL 8 also appeared to have some 1ssues about the
fact that a lot of courses and potential activities were outside of Scotland, and he felt that

this also led to problems related to finding the time to participate.

b) Managers in neutral category (certain resource issues undermine learning)

For the two managers who were placed in this neutral bracket the major issue that
appeared pertinent from their comments was that due to physical time and other pressures
present in the organisation in the past there has been a need to withdraw from certain
development activities. For instance in the case of BL 4 it was shown that often although
he knew it was entirely necessary to go to a conference or similar learning event, there
could be a tendency to cancel purely because of the pressures involved. The following

sequence of paragraphs from the interview sum up his feeling on the matter:

MM: What are the main personal factors that bave inbibited your participation in learning activeties?

Workload is probably the principal thing. I am a fan of training, I think it’s very important and I'm very
keen ... I try and make time for training myself but it’s very difficult, particularly because quite a lot of
the stuff I'm interested in is not...it’s more likely to be attending a conference on something and we’re
talking a day or two out.

Interviewer: When you do go away, do you think there’s support in the office for covering your position?

Well to some extent the constraints are self imposed because nobody would stop me going. But you just
sort of ... well with so many pieces of work, you just can’t afford to take time out - a number of projects
are coming into fruition, there may be some systems testing which I’ll have to supervise and signing
things there etc. and it’s a bad time to go. That’s the sort of thing.

Interviewer: Do you find there’s increasingly more “bad times” to go?

Yes. I would say that compared with 5 years ago, definstely. It’s an increasingly competitive world we
live 1n and we’re all trying to do more with less and what tends to give are the discretionary applications
of time. (BL 4)

The final point made in the above sequence of conversation is perhaps the most
enlightening. Here BL 4 talks about the ‘Wiscretionary application of time’ and from his
comments it is clear that learning and development would appear to fit into that bracket 1n
this organisation.

For the other manager (BL 7) there was also a realisation that getting the time to
continue to develop could be problematic and when asked what he felt were the main
inhibitors for him - he ‘uspect ed] it would just be time to devote to it’. In answering this way
(suspecting time to be the major batrier) this manager further backed up what had been
shown previously about hum, m that, he was not particularly interested in further

development at this stage. The above comments however were useful in dllustrating that
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time for this manager could potemially be a problem if he did decide to embark on more

development.

¢) Managers in positive category (resource issues not a factor for learning)
For the three remaining managers what came to the fore was that although they fully
acknowledged the potental problems associated with how time pressures could nterfere
with their own, and therr colleagues, development activities there was some pragmatism
about how they could negate these potentially negative effects.

For two of the managers in particular (BL 2 & 7) this pragmatism was particularly
prevalent in their comments. For example BL 2 pointed out that even if a conference was
based a good distance away from the office, as long as it was identified as being relevant

then physical resource issues would simply have to be negotiated:

Intermewer: Wonld you say 1t's a barreer for you going to them [if outside Scotland?

It depends what the conference is about. It tends to be that you've lost another day n the office by
travelling  the conference lasts 2 or 3 days but we’ve lost 4 days of the week. But 1f the conference
were important, we’d go anyway. We do not have the cost factor whereby if you've spent £800 to go
on a conference, it’s used up. (BL 2)

In the case of BL 6 too there was a real reluctance not to cite as a problem in terms of
participation. She stated that she had never had the problem of work and training colliding
and pointed out that, ‘ she was] in a very fortunate situation with the boss [she had] that she had
never] been put in a situation where it’s work or training — [she had] a happy balan e of both’. An
important point to note here was that she realised to vital role that here boss played in the
process and in determining how much development and training she undertook. However
BL 6, although acknowledging that time constraints were genuinely present for some, did
fear that amongst some of the younger employees there was as tendency to use time as an

excuse and this was again a very serious problem for the organisation:

Interve wer: That'’s something 1 was comuing on to...what constrants do you feel are present in the organs ation agan t
learning?

I'd say 1t’s ttme mostly but I think with a few of the younger people, a significant minonty, they’re just
not 1nterested and 1f they can get out of 1t, they will by hook or by crook, they’d rather not go on a
traing course, it just does not appeal to them. I think this 1s because younger folk can’t see that 1ts
going to h Ip them geton. (BL 6

The remaining manager, (BL 9) espoused similar views in that he also saw the
potential pressures involved in the organisation in relation to time but he also had quite a
pragmatic outlook. In effect he suggested that if he valued a development intervention
highly enough, he too would find the time whether that was a part time MBA or other

more directly work related interventions.
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5.4 Summary and Conclusions

This section summari es the key findings and conclusions 1n LL 1n relation to:
e Intrinsic 1ssues
e Extrinsic 1ssues

e Final remarks

A5.4.2 Intrinsic Issues: General Themes and Conclusions

Table A5.1 below illustrates the position of each manager 1n LL i relation to propensity to
learn according to each of the intrinsic factors and learning. The rationale for constructing
these tables is discussed in Section 4.3 of Chapter Four. From the table some interesting

conclusions can be drawn regarding intrinsic factors and their affects on learning.

Table A5. 1 - Intrinsic Factors and Learning for Managers in Lothian Life

Mgr Perceptual | Emotional Motivational Cognitive Cognitive Raungs
(General) (Vocational) | (Total)
BL1 M M M L L 8
BL2 L M L H M 9
BL3 M L L H M 9
BL4 M H M H H 13
BL5 M M L H M 10
BL6 H M H M M 12
BL7 L L L M H 8
BL8 M L M H H 11
BL9 M L M H M 10
Totals | H=1[11°0] | H=1[11°0] H=1{11 H-6[67 ] H-3[23 o]
M 6[67°0) | M 4[44.5%] | M=4[44.5°0] M=2[22°] M—5[56° o]
L=2[22°] | L=4[44.5° L=4[44.5°0] L=1[11°] L=1[11°%0]

a) Perceptual

® Majority of managers (67°0) from all age groups in medium propensity category —
unclear about the best opportunities to participate in for further development, work
pressures and also hints of plateau for younger manager (highers, aged 38) in group.

e Two managers or 22°0 in low category because of their apparent complacency highly
qualified actuanal and ACII qualifications) older managers, not inclined to continue at
this stage.

e One manager in high category clearly illustrating her percerved need because of fact
that currently undertaking ACII qualification because needs a better understanding of
the industry (42 year old female with technical background). The fact that she did not

have children also important — time to participate?
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Emotional

Interesting case for only one manager (11°0 placed 1n high category 44 year old CA
who because of past emotional event (tedundancy) more inchned to participate to
en ure it does not happen again.

Other managers 44.5° 0 each in low and medium groups.

Low — fears regarding secunity (not being an actuary in actuary dominated
environment); lacked appropriate people skills to move forward at this stage 47 year
old female PC development manager); two (50 years old and well qualified) complacent
with careers and unlikely to participate at this stage.

Medium managers (four or 44.5°0) — issues with taking part because of technology
fears (two actuaries, 38 and 48 years old); job security issues (non-professional qualified

in middle of mid career age range).

Motivational

Similar to emotional — only one highly motivated manager with rest in the medium or
low categories.

Medium managers (44.5° o)— not specifically insurance qualified (CA, BSc and Highers),
but all in pressurised jobs and at career stages whete need some ditection which
appears to have hampered motivation.

Low managers (44.5°0) — older than other groupings and insurance specific

qualifications, do not see rewards of further participation at this career stage.

Cognitive

One (11%0), 37 year old male manager who left school after Higher Exams in low
category for both formal compulsoty and work related learning — Implications of poor
experience would indicate that barriers to new learning existed

Most managers (67° ) high achievers (two actuaries, CA, two ACII & BSc graduate) n
terms of school and umversity.

Two medium managers (22°0) — experiences not as good, undergraduate drop out for
one OU mature graduate) and disillusionment with theoretical aspects of college.
Work related learning - majority (56° ) in medium category with similar issues as other

organisation managers regarding correspondence courses and MD impracticality.
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e One third or 33°0 older managers positive about vocational learning e pecially

highly participative and professtonally taught courses All highly qualified CA, ACII
& Post graduate).

A5.4.3 Extrinsic Issues: General Themes and Conclusions

Table A5.2 illustrates the aggregate findings relating to the extrinsic factors influencing
participation in learning. This table enables some interesting conclusions to be drawn
regarding extrinsic factors and their influence on learning for the managers interviewed in
CL. Each barrier is now discussed in turn in order to extract the main points of intetest
from the mnterviews:

Table A5. 2 - Exttinsic Factors and Learning for Managers in Borders Life

Mgr Organisational MD Culture Physical Resources Ratings

Culture (Total)
BL1 + - 5
BL2 \ \ + 7
BL3 - - - 3
BLA \ 5
BL5 - - - 3
BL6 + + 8
BL7 + + \ 8
BLS8 - - - 3
BL9 - + 5
Totals +=3[33°] + 111 ] +-3[33 ]

=2[23° ] =3[33 o =2[23°]

=4[44° ] =5[56° ] =4[44° o]

a) Otrganisational Culture

e Change in culture not mentioned as often as in other companies but similar issues
present.

e The majonty (67°0) etther displayed their outright negativity towards the culture or at
least some concern about certain elements of it.

e Negative four managers (44 °o) — two conflicting views explamning negatwity: Firstly
two IS managers) company culture now characterised by too much emphasis on cost
controlling, and less staff loyalty. Secondly, (two older long serving managers critical of
senior managers who need to be more proactive in engendering learning in BL.

e Neutral managers 23 o — more appreciative of attempts to change culture for better
but certain outdated practices still remain and this caused confusion (both

professionally quahfied
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Positive managers (33 )  Reluctant to crtcise culture, felt organisation was an

enjoyable place to wotk (good communtcation and atmo phere .

MD Culture

Only one manager (11°  of sample positive about MD Culture  as the oldest manager
in the sample who had moved to life assurance after a teaching career he felt that 1f you
wanted to learn there was little to stop you, and learning apparent amongst younget
managers.

Rest of sample (8 managets or 91° o) were either neutral or negative about MD Culture.
Negative managers (56°0) — issues surrounding support from colleagues (many poor
people skills and many who viewed training as a holiday), and senior managers (not
commutted enough). These managers had worked for BL either all their careers or for
considerable periods (good knowledge of culture).

Neutral managers (3 or 33%°0) — learning culture apparent but not amongst the
middle/senior ranks, more apparent at lower levels. These three managers in middle of
mid career age range, (38, 42 and 44 years), professionally qualified (or studying for

qualification).

Physical Resource issues

All managers mentioned the part that time pressures played in determuning
participation in learning, but as figures from Table A5.2 illustrate; there were differing
opinions.

Majority 67°0) either neutral or negative re affects, but still one third in positive
category.

Three positive managers (33°0) — if learning important then time not the issue
identifying correct activiies main issue ; also if line managers supportive, time
pressures not such a factor (relatively young managers, 35, 38 & 42).

Two neutral managers (23°0), older professionals with dependant children  time
pressutes an annoyance, wotry in training and learning time becoming discretionary.
Negative managers (4 or 44 o) — felt that time constraints (organising, participating and
following up) were the number one issues impacting on participating in learning
activittes. These (mostly older managers noticed side effects 1n stress levels rising

amongst colleagues.
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A5.4 4 Final remarks

From the two tables above (Tables A5.1 and A5.2) it can be observed the two managers

who appeared to have particularly low propensity to learn were BL 1 and BL 7.

Across the five factors BL 1 was never included in the high propensity category after
analysis of his interview comments. This 37-year-old manager who had entered BL after
leaving school, which was not a pleasant expetience, unlike other managers in the cohort
had not undertaken professional qualifications. In his interview what appeared to be his
biggest barrier to learning was his lack of understanding about career direction and exactly
what learning might be best for him to achieve further career progression. In terms of the
extrinsic factors this manager was also very negative about the culture in BL in relation to
MD (support and structure) and also the effects of physical resource issues for
participation. However he was positive about the culture in more general terms but
admitted that he did not know any other, and that essentially the company had been good.

For BL 7, a range of different issues came to the fore. As the oldest manager in the
grouping he clearly displayed the signs that he was now at the stage in his career where
further learning and development were not high on his list of priorities. As a professional
qualified ACII (fellowship) IS Strategy manager he appeared to be contented and
complacent about his future career and was not particularly motivated to pursue more
learning. In terms of extrinsic issues it was interesting to note that BL 7 was very positive
about both the organisational culture per se and more specifically in relation to MD. He
was of the opinion that if he wanted to participate in learning nothing would particularly
prevent him, although getting the time could be an annoyance.

In relation to interesting cases, BL 4 (a 44 year old CA) had the highest ‘score’ (13) in
relation to intrinsic issues. Perhaps the most interesting feature of this managers interview
was his pragmatism surrounding learning participation where after been made redundant in
the past he was now conscious of the need to ensure that he was continually learning and
developing.

In relation to extrinsic issues the fact that three managers, BL 3, 5 and 8 were rated as
being negative about culture, MD culture and physical resource issues was interesting.
These managers were all in the upper quartile in relation to the mid career sample (47, 48
and 50 years old). They were well educated and although they had experienced long service
in the organisation they were particularly scathing of its culture and the top management.
They felt that they did nothing to enhance learning, especially for mid career managers and

ultimately were too interested in cost issues to change their strategy.
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APPENDIX SIX
Highland Life

Highland Life, since its inception in the eatly part of the 19* Century, has grown to be one
of the wotld’s leading financial setvices insututions. Operating over a wide range of
countties, the company offers a range of Life Assurance, Pensions and Investment
products to over four million people in the UK alone.

With the Head Office based in a newly purpose-built headquarters in the city centre of
Edinburgh, the company employs over 7000 individuals of which around 5000 are
distributed across 15 sites in the city (the other 2000 are located in the branch network
nation-wide). As an indication of its size, Highland Life boasted over £60 billion funds
under management at the point of data collection, making it the largest mutual Life
Assurance Company in the European Community.

In terms of achievements, the company has consistently gained Triple A ratings by the
awarding bodies, Moody’s and, Standard & Poor’s for financial strength. The company
have enjoyed success at the Money Matketing Awards 1997 and the Financial Adviser
Service Awards 1997 and were voted the PIMS Company of the Year by Independent
Financial Advisers fot the three years leading up to the point of data collection.

Recent initiatives include the launch of a banking division and a dedicated Investment
Management Division. In compatison with the other companies in the study, the sheer
size of Highland Life appears to have provided some insulation against the threat of take-
over and metger from latger Financial Services organisations or from speculative

policyholders keen to bring about a de mutualisation.

A6.1 Organisational Context

In an interview with the manager responsible for Management Development (MD
Consultant), questions on a number of issues were posed to gamn an insight mnto the
organisational context. The below paragraphs summarise the key points of this interview.
However more detailed information on the company context is contained in Appendix
Seven.

e HL is the largest mutual life assurance organisation in Europe.

e Organisation based on a diisional structure; Customer Setvices; Sales; Information

Systems and, Investment.
e The Executive is responsible for setting strategy for the company, which is

communicated to the rest of the company’s employees through various departmental
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and team meetings. Other features of the communication system are the Company
Newsletters and the Employee Conferences.

e Official attempts to change the culture of HL based on a better customer orentation
through the Total Customer Satisfaction (TCS) mitiative. As part of this imtative all
staff from Chief Executive down to the most junior members have been required to
attend compulsoty training days organised by the People Development department.

e MD Consultant stated that there was a ‘sttong learning culture’ present, but alongside
that there were cleatly a degree of conservatism in the culture too.

e Connected to above she felt there was little real experimentation and, only very
cautious use of empowerment (staff would not be allowed to admunister pensions 1f
they were not fully trained), but more recently the brightest graduates have been getting
promoted earlier.

e Ultimately it was felt that responsibility for MD lies firmly with the individual, but the
company also had a role to play (providing opportunities and support for learning).

e IiP status has been retained, illustrating the strong ethos of learning and development
present. Also HL was awarded a prize from Cranfield School of Management for its
MD practices.

e Competency frameworks are used for all staff - based on nine key competencies. This
competency framework is used to determine the amount of training and development,
which an individual receives for the year.

e The rewards that an individual receives are determined at their annual appraisal
meeting. There are no cash bonuses given for passing an examination, but in theory

this should help one achieve competence objectives and therefore contribute to final

remuneration.

A6.2 Intrinsic issues and learning

As has been the case with the previous four appendices the findings from the interviews,
with the eleven mid-career managers in HL are presented in the next two main sections. In
the section immediately proceeding issues connected to participation in learning related to
the managers’ intrinsic attitudes, behaviour and experiences are discussed. In Section A6.3
extrinsic issues which may affect participation, for example as a result of the culture in

place in HL are examined.
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Ab6 2.1 Perceived need for participation - Perceptual

a) Managers in low category (unlikely to participate in learning activities)

Table A6.4 summarises the situation regarding perceptual issues and learning in HL.. As
can be seen from this table it was found that three managers in particular were felt to
display a ‘low’ likelthood of continuing to participate in learning and development.
Seemingly for these managets, furthet involvement in learning simply did not appear to be
overtly high on their agendas at this particular point in their careers.

In essence what was key to all these managers was an emphasis on really practical and
in the main informal development. In their responses there was a reluctance to consider
more formal development. On one level two managers (HL 1 & 6) in particular from the
three felt that the whole of their careers had been based on expetiential learning and this
had served them well to this point in their careers. For example HL 1 illustrated his non-
interest by stating that: ‘the whole environment is about knowledge, but that wonld get the department
nowhere if that was all that happened. So you need people like [him] who know all the stuff and know
how to apply it

In a similar vein, HL 6 illustrated in his comments that more formal learning was not
really required. He felt that as someone with over 30 years service in the company he
understood the organisational culture and how to work within the company and his career

in the main had been satisfactory up until this point:

I’'m a manager senior managers are a couple of grades higher than me, I'd be quite happy as long as
I'm allowed to keep managing staff at this level. When I look at the senior managers, I see them as
fairly young people and I don’t see much progtession. I’'m now in the 30th year in the company but
most of these guys are management graduates, ... and you do worry when you see them coming 1n,
they’re going to get all the management posts but I found, working with these people, that it 1sn’t worth
the worry. They are exactly the same as you are - OK they’ve got their degrees and things like that but
you've got the expertence, you've got the company culture. (HL 6)

An important element in HL 6s comments was related to the likelihood of him getting
more promotion in the organisation. As can be appreciated the limited prospects of
movement further up the hierarchy did not overtly concern this manager. However for
HL 4, this lack of promotion was a worry and did appear to influence his perceived need

for further development activity:

.. 've been here a long time and I know a lot of people around here, and I know a lot of people my
age and I feel that once you're getting towards the 5 mark, that things are getting to be a bit harder for
you. ... I don’t really think 1t matters how you perform in the past or what you do 1n the present What
Highland’s dotng 1s changing the management - they’ve got a reasonable amount of management
trainees and we have got to make space for them. (HL 4
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An additional element, which HL communicated was that often even when he did
participate in further learning activities they often appeared to be not very relevant for hym
at this stage in his career. For example he stated that recently even more informal activyges
like conferences or seminars have not been patticulatly valuable finding that ‘without Ying 1o
sound too smart, a lot of the things at these conferences, [he was pretty much aware of - the basi s, so  he

didn’t tend to go for them a lot of the time’.

b) Managers in medium category (some prospects of participation)

Four managers from HL were placed in the ‘medium’ category. Although they appeared to
fully understand the need to continue to develop, certain issues showed that in practice
they might have difficulties in pursuing further activities. Specifically for two managers
(HL 2 & HL 8), with already highly demanding jobs or active family lives there was
reluctance to give up any more precious time for company assignments. Ultimately for HL
2 there appeared to be some contentment about her current position and a distinct feeling
that perhaps too much personal sacrifice would have to be made if she was to move
further:

I’m at the level just below an assistant general manager and the next level up...well, I seem to be doing
well where I am, and I'm getting high performance awards and good bonuses. I would imagine that if
you put all our senior managers together, I'm in the end that’s got the good ones and I'm happy to be 1n
that end. The next level up has a lot of social responsibilities as well, you’re much more of a company
representative. ... I’ve got two small children and I’'m not willing to give up any more of my private
time. I work ‘tl 6:30 most nights, so I'm not home ‘4l 7pm and almost every might I take a half to an
hours work home and do a couple of hours at the weekend - that’s enough. I’'m not adding to that by
having 2 or 3 hours a week socialising on behalf of the company. (HL 2)

Similarly HL8 communicated that he was at the end of the second year of a potential
three-year MBA course, but was unsure if he would finish the course. He stated that there
was considerable pressure in his current role and although continuing to develop and
perform his role well was a goal, there was apprehension that after an MBA a vertical move

towards the Executive level would be possible, but that would mean even mote pressure:

You can’t avoid the fact that, in the current job market, you want to have as great a breadth of
marketable skills as possible because that makes me mnternally marketable too. ... I don’t for example
see myself going into executive management, I don’t particularly want to at this stage.

Interviewer: Is that because of pressures on the job?

Yes, 1t’s 2 combination of pressures of the hifestyle and not being something I want to do. I’'m martied
without children and my wife has a good job so money’s not particularly my main motivation. I like a
job that 1 professionally challenging and interesting, not something that runs your whole life - it’s
getting that balance where you still have a life as well as your career.

Interm wer: Do you feel that, further up the executive ladder, your career becomes your life?

I think it becomes that way, yes. I already notice 1t having come this far, as st were. I think 1t depends
because SOME executives are so smart and so well organised that they can stll have a life (HL 8
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The main theme that connected the other two managers (HL 3 & 5) in this ‘medium’
category was related to what they felt was the best way for them to continue to develop and
progress 1n their present roles and ultmately 1n their careers in general. These mangers
clearly saw the need to continue to progress but did not really feel that conventional
development was terribly relevant at this career stage. For example in the case of HL 3,
(who was clearly very ambitious) when asked how important he felt learning and

development were for him personally at this stage he intimated that:

It depends - I wouldn’t want to say that 1t is crucial, I don’t know what my next move is going to be but
certamly the last 4 years I have had to lear to do the job and to build up expenence. So I have made
sure that I have been reading the articles and keeping up to date. (HL 3)

In further comments HL 3 revealed that in the role that he was currently performing
the most valuable form of development he could get at this stage was exposure to good
managers. Closely related to HL 3’s observations were those of HL 5 whose main goal was
to continue with his job and consequently he did not appear to see learning and

development as being the most important priority for him at this stage.

I’m interested 1n doing good projects and I want to make sure we plan ahead and do good projects. At
the end of the day, I want to walk away and look back on projects I can be proud of, rather than saying,
well, I pegged up to it [the bureaucracy]. You know being a Senior Manager of that corporation, I'm not
particularly interested in that. (HL 5)

¢) Managers in high category (good prospects of participation)

The remaining four managers (HL 7, 9, 10 & 11) were located in the ‘high’ category
because their comments showed how highly they perceived the need to continue to
participate in learning. Each of the four illustrated a clear desire to continue to develop in
any way appropriate.

The central theme to atise from the comments expressed by these four managers was
that they had a real destre to prevent their careers stalling at this point and were keen to
ensure that movement of one kind was promoted, whether that be upward or lateral
movement or simply general career development. For example HL 7 who had recently

returned from maternity leave typified the attitude that one most continue to develop:

Interviewer: Really just the last thing on thts - how do you see your career developing in ay 2, 5 or even 10 years time?

I would like if I get the opportunity to learn about the new technology on the chient server. ... I would
like to develop more rather than just stagnate. I have been in the one department now for ten years and
I think 1t 1s now changing a bit. So I think you need to have a challenge so that you are motivated. HL

7

For managers HL 9, 10 and 11, the main focus of their attention was to remain
employable. Therefore they accepted learning and development as something that would
be essential for them to continue with if they were to remain attractive to employers. For

example HL9 suggested that he was attracted to the Consent of the MBA because he thought 1t
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was a good way of broadening your business knowledge and also, getting out with your own company
because he thought you quite quickly become insular..., [an MBA] shakes you up a bit, challenges your
assumptions’. HL 9 also showed that he was very realistic about the realities of current
managerial careers and hence was quite prepared to accept more horizontal moves in the
otganisation because he knew that there was still plenty to learn in any new role.

In a similar vein HL 10 also showed his willingness to continue to develop and
participate appropriately in order to further enhance his skills and ultimatley his career. In
effect it was shown that his desires were as much based on the desire to acquire some

expertise in a specific area:

I would like to become better at what I currently do. I do quite a lot of work into the area of
Management Development and I feel that there is still quite a lot more there I can learn. ... I would like
to be regarded as having an expertise in that area and that is a target if you like. ... I suspect that there
will be further re-organisations [in HL] so it is difficult to know, I suppose there is another driver in if
you want to remain employable you have got to develop. (HL 10)

A6.2.2 Fears or Insecurities surrounding Learning Participation - Emotional

a) Managers in low category (unlikely to participate in learning activities)

Table A6.5 illustrates the position of the eleven managers in relation to emotional issues.
Only one manager in HL was felt to forward comments illustrating certain fears and
insecutrities surrounding the future which could affect participation in more learning
opportunities.

As has already been discussed above in Section A6.2.1, this manager, HL 4, was placed
in the low category when perceptual issues were explored in this case organisation. The
main focus of HL 4’s comments in that section was related to his perception that there
would not be much opportunity for him at this stage of his career for advancement. What
was interesting in relation to emotional barriers to learning though, were the additional
remarks made surrounding this issue of future career progression which indicated that he

had some bitterness towards how he had been treated by the company:

Interviewer: In terms of you personally, this is really the last question in this section, how do you see you career progressing
in the next 2, 5 or 10 years?

Well you've hit a bit of a sore spot there, I feel that at the moment, and this has been denied, that
Highland is practising are a bit of ageism now. Now, I'm getting on a bit now, and I'm getting to that
age where I think what they’re doing - and I'm not saying that it’s wrong, but I do feel they should
come clean about 1t, this is one of my big problem areas, and I do ask them and they say no. (HL 4)

If one considers these comments in parallel with those made in the previous section
outlining his perceived need to continue to develop, the reality of the situation may be that

HL 4 may not continue to participate in a great deal more development activity. In
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addition to these doubts telayed above regarding future cateer direction, HL 4 also
communicated that instinctively he was quite shy. For example, when asked about the
posstbility of mentoring he appeared to be somewhat unsure whether this would be 2a
suitable role that he could play in the future here. The fact that this manager was relatively

old at 47 years of age (in comparnison to the rest of the sample) means that his comments

are largely unsurprising.

b) Managers in medium category (some prospects of participation)

It was considered that four managers were more likely to continue to participate in
development and learning than the managers categorised 1n the low’ bracket previously.
However for these managers there was still certain elements indicating that they too could
potentially have barriers to learning associated with fears or insecurities, or other emotional
1ssues.

For two of the managers there was clearly some apprehension regarding their future
position, and ultimatley this may have an effect on how proactively they would search for
further participation in learning. The case of HL 2 is an interesting one because when
asked to describe her experiences of formal education she indicated that the fact that she
failed her university course was a traumatic occasion for her. However as with some of the
other managers in the other case organisations studied this traumatic event acted like a
catalyst inducing more learning and development (both professional ACII and an MBA
course). Issues surrounding her previous experiences of education are discussed at more
length in Section A6.2.4. However an essential element to note in HL. 2s comments was
trepidation surrounding her future career direction. For example she stated that she still,
‘envisaged that there will be a time, long before [she] reached retirement age, where they'll say she is on
early retirement or there isn’t actually a job for [her anymore’. For HL 6, similar issues came to the
fore where he also felt unsure about what exactly the future held for him in this
organisation. Again if the comments that were shown in Section A6.2.1 are referred to his
uncertainty surrounding the future can be clearly comprehended.

In the case of HLL1 and HL 11, the main focus of their comments was related to the
effect of certain emotional traits that made participation more difficult. Firstly HL 1
illustrated an element of lethargy, for example when he first entered HL, he did start to do
ACII exams but when the ‘onus went off he failed to finish the course. Also as the following
comments illustrate he freely admitted to being ‘lazy’, and summed up the effect that ths

could have for learning:
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One would imagine that it [having an MBA] automatically would [mean more financial rewards]
because you'd be more effective 1 your job. .... But I don’t know what that involves because I have
not done an MBA - I'm too lazy really. Some people that have done 1t do appear to have advanced, but
I’'m not interested 1n gamning academically 1n that way. I'd rather concentrate on tmproving myself more
specifically for the job or jobs stmilar - an MBA must be about 80°o that you would never use so why

do 1t? (HL 1),

Secondly for HL 11, the effect of a poor learning experience were clearly in her mind
when she spoke about her reluctance to be exposed in learning situations. This point 1s
expanded more fully in Section A6.2.5 when the manager’s experiences of vocational

activities are discussed.

¢) Managers in high category (good prospects of participation)

Six managers illustrated that emotional fears or insecurities were not particularly important
and therefore they were categorised as having a ‘high’ propensity to continue learning after
considering their comments in relation to this issue. Essentially all these managers were
faitly secure with both their own abilities and also with their current and future potential
security in the organisation. If an element from one of these managers comments is used
for illustration, one can see that he had no fears about the future and indeed, felt that HL
was well ahead of other companies in terms of allowing employees time and space to
develop:

Interviewer: How do you perceive these external changes have tmpacted on the employment practices in the company?

As far as I'm concemed, I feel that Highland Life has very good employment practices. You talk about
having a careet for life, which I think gives a certain amount of stability and security on which you can
build and you can develop without looking over your shoulder all the time and I particularly value that.
... I think we can take a more long term view of things and we’re not just trying to make hay while the
sun shines because you can take a long term view in terms of reward packages and things and I think
that’s very good. It allows us to do things while others are struggling .... I know that other companies
are going for short term contracts and that type of thing and I don’t think that’s the way to go at all.
(HL 5)

In their interviews all the other managers in this ‘high’ group (HL 3, 7, 8, 9, & 10)
essentially held variations of those views that were related above by HL 4. For example
HL 3, spoke about the very deep rooted paternalism still around in HL which he felt
sometimes perhaps bordered on being too protective, of some managers who had %asz fo
offer’. Similarly HL. 10 mentioned the fact that as someone who had worked for a %ire and
Jire’ company in the past, he was reassured that HL certainly tended to look after its staff
more than most other organisations. Also for the two managers (HL 7 & 10) whose roles
were more specifically related to IT in the organisation there was a certain amount of
reassurance in that fact that with the ongoing changes in Information Technology this was

an exciting area with many opportunities:
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Technology 1s changing quite fa t and 1f you've a great range of management and technical knowledge
that’s obviously gotng to position you well when they’re coming to look for people to do exciting jobs
in the future. Highland Life as a culture hasn’t got a history of sacking people, 1t never does. But n
general we’ve been very successful 1n dealing with members of staff i terms of natural wastage, so if
any job 1s secure these days, th1 1s one of the ones that is fairly secure (HL 8

Before leaving this area related to how emotional insecunties and fears may influence
learning and development activities for managers in HL it is interesting to mention the case
of HL 9. In his interview he communicated how he had overcome some initial fears about
his numeracy skills to become much more active in learning activities. In fact, this manager
appeared to have turned these fears around to such an extent that he now quite confident

in his abilities and was considering pursuing an MBA. He stated:

What I've found since then was that by getting involved in busmness studies and accountancy thete
wasn’t anything wrong with my numeracy. In fact, with the right circumstances and the right mental
attitude, I've actually done quite a lot on accountancy and statistics and on the project management side
all the logic and networking side doesn’t present a problem. (HL 9)

Again as with the previous the section the most important features from the above

paragraphs are discussed in the summary at the conclusion to this appendix.

A6.2.3 Motivation to participate in Learning Activities — Motivational

a) Managers in low category (unlikely to participate in learning activities)

As can be seen from Table A6.6, in their interviews it was felt that none of the managers in
HL displayed a total lack of motivation to continue to learn in some way. As can be seen
in the next two subsections the managers were split roughly between those in the ‘medium’
and ‘high’ categories, which indicated that through their comments perhaps at worst certain

factors acted as constraints on these managers motivation to learn.

Managers in medium category (some prospects of participation)
Around half (six) of these managers displayed a tendency that although they were
motivated to continue to learn and develop in their careers, they were ultimately
constrained. Often it appeared that for these managers learning came down to the
question of rewards.

Constraints to participating further for two managers (HL 2 & HL 8) were related to
their implicit understanding that further movement to roles with greater responsibility
could prove detrimental to their private lives. For example, HL 8, who was currently

taking a ‘breather’ from his MBA’ summed up the reality of the situation for managers in
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this kind of middle level position 1n relation to the rewards on offer for participating 1n

learning activities:

Interview r: In term of the MBA, do you think you'll go on and finesh st?
I reall don’t know. One of the reasons I stopped was to have a breather and think about 1t and also

because the job I’'m doing just now is fatly busy and pressunised and everything at work 1s changing
Possibly not, because I feel that the return on ivestment 1s probably not there, for where I am career
wise. I think if you were 25 and your aspirations were to reach executive levels of organisations, then it
will do you no harm It may not do you that much good, unless it’s a marketing degree or an MBA
from Cranfield or Harvard, then that’s a positive asset to your career. I think it does no harm, but I'm
not convinced that 1t’s a great thing. (HL 8)

The above quotation illustrated that for certain mid career managers, the perceived
‘return on investment’ was not present for undertaking such formal learning as an MBA,
because ultimately if promotion ensued it could lead to more pressure. For some other
managers, there appeared to a difficulty in appreciating what specific use management
qualifications like an MBA would be. HL 1 pointed out for example that in his perception
@bout 80° 0 would not be useful’ in an MBA.

Therefore it was not surprising that all these managers seemed to favour more on the
job type activities. For example HL 6 felt that as long as he could keep developing through
actually ‘managing staff at the level [he was] at’ he would be happy. Similarly for HL 2 and HL
7, clearly they were not overtly motivated to continue to develop through more formal
development or career movement because of the potential disruption it could cause to their
private lives. For example HL 2 revealed that she was ‘ose 20 [ber] limits and she did not
really want to go to a point where [she was] not doing the job very well or [she would have to] say, well I

don't really want to do that'.

c¢) Managers in high category (good prospects of participation)

Slightly less (five) managers in HL. were positioned in this ‘high’ category because they had
higher motivation to participate in the development activities, which they thought were
relevant at this stage in their careers. Although in some respects their comments were
similar to those in the medium category discussed above, what marked these managers
apatt was their ambition. There was no indication in their comments to suggest that those
constraints as reported previously, which would make upward moves (if they became
available) less appealing, were present. For example HL 3 illustrated that he was extremely
motivated and hence (1n compatison to some of the other managers here) would have no

hesitation to move away from HL and Edinburgh to fully realise his ambitions:
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I think you have got to understand that Edinburgh 1s a small place and there 1s not that many
opportunities. If you are not very ambitious and you are going to stay here, you are really putting the
constraints on yourself and really imiting what you can do. If you want to do Investment Banking 1t 1s

really not an option here there maybe are one ot two opportunities but not many, certamnly you mught
find the more ambitious people leaving (HL 3)

However even within this ‘high’ propensity grouping this manager (HL 3) was more
ambitious and motivated than most. In effect for the other four (HL 5, 9, 10 & 11) therr
high motivation was explamned by a desire to continue to do their jobs to the highest
possible standard but also learning and development was integral to those goals. The

comments of HL, 9 were typical of this prevalent point of view:

MM: How do you see your career developing in the next 2, 5 or even 10 years time?

In Highland Life the average retirement age now is 55, now I'm 44 so I could plan on having the basis
of 1lyears, alternatively I could say I have 16 years to go and just manage it accordingly - I'm more
planning to the latter actually. So I'm not going to work on the assumption that I'll work tll I'm 55. ...
I see my career developing width wise, in terms of more responsibility, greater flexibility and the like.
I’'m thinking 1n 5 to 10 years that in this diviston we’ll reduce in numbers from 140 to maybe 40. I
would like to see myself developing as one of the strategic pool, a specialist who’s got a good
knowledge of the company and of the market place and of HR issues generally. (HL 9)

AB6.2 .4 Previous Learning Experiences— Cognitive (General)

In both this section and the one that follows (Section A6.2.5) the managers previous
experiences in relation to learning activities, both more formal and compulsory (including
school and 3™ level higher education, as well as those of a more vocational nature are
explored. In both sections the managers are categorised in three groups (low, medium or
high) according to the views and comments they forwarded in their interviews about their

previous experiences.

a) Managers in low category (unlikely to participate in learning activities)

When the managers in HL were asked to describe their previous experiences of formal
education, there was no real indication that experiences of either school ot univetsity had
been so negative as to fully inhibit more participation in further learning activities.
However as with managers in the other organisations, particularly GL and LL, certain
managers communicated that they had had poor experiences in school, but ultimately these
had spurred them onto further learning. With this in mind as is evidenced in Table A6.7 in
Appendix 8.2, all the managers are clustered in both the ‘medium’ and ‘high’ categories.

b) Managers in medium category (some prospects of participation)

Four managers (HL 1, 2, 6 & 9) indicated that their experiences of formal education were

not wholly satisfactory. Hence there was the potential that these experiences could have
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led to some reluctance on their part to participate in more learning and development
activities, especially those of a mote formal nature. Perhaps the most interesting case to
note hete is that of HL 2, who like other managers in the study, had a very poor experience
of her undergraduate university course. HL 2 related how she actually ended up dropping
out of university, but was ‘very glad to get out be ause she had] pi ked the wrong course and didn’t
enjoy it - you know most people think of that time as great fun, but [she] didn’t emjoy it. The
interesting thing to note is that her experience of formal vocational learning and
development undertaken whilst working at HL was altogether more beneficial and
pleasurable.

In terms of the other three managers listed 1n this ‘medmum’ category 1t was shown
that only one, HL 9, actually went on to study for both a third - level qualification at
university for three years and in addition a one year Post Graduate Teacher Training
Qualification (PGCE). The other two (HL 1 and HL 6) went directly into HL after
completing their Higher examinations, and hence the comments which they made about
their experiences of vocational learning are mote important and discussed in more detail in
the next sub-section. For HL 9 the interesting thing to note was his instrumentality
surrounding the learning process, where exams undertaken were viewed as a means to an
end:

Interviewer: Do you think this teacher training course] has affected your decisions regarding further study?

I don’t think so, I would describe myself not as an academic and therefore 1t was a means to an end on
the study side of things, and it’s really been the same since. With the benefit of hindsight, of I could
have substituted that year’s teacher training and still gone through the vocational learning that took
place, but substtuted 1t with something like an MBA, then I would really have been turned on by
something like that. To me, the leaming has got to be very closely related to the work situation, 1t’s got
to be nigorous, it’s got to be challenging and teacher training fulfilled none of these criteria - that was
the down side of 1t. (HL 9)

¢) Managers in high category (good prospects of participation)

The majority (seven) of the managers in HL, like those from the other organisations
studied, reported having very good experiences of formal compulsory and third level
education. As one would expect in a cohort which contained an individual with both
actuarial qualifications and a Doctorate, as well as four others with Masters level
qualifications or university degrees these managers were quick to describe their educational
attainment. For example HL 3 stated:

OK, I have got a degree in maths and statistics and also a post graduate diploma in maths and statistics.
Worked at Durham University for a couple of years and I have also done research 1n a PhD and have
been published in some top journals. Since I have come to my current employer, I came 1n as a trainee
actuary, so I qualified as an actuary and have got a professional qualification so that really 1s the end of
the formal qualifications. (HL 3)
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However the most interesting comments were from HL 8 who took a rather more
varied route to educational excellence than the others. HL 8 related his distaste for school

in the strongest possible terms:

Interviewer: Was there any significant event that stands out for you?

I loathed school, I was at a selective fee paying school 1n Glasgow that I was sent to when I was 9 and,
like most of these places, it 15 an exam factory. ... They’re obsessed with league tables and I didn’t like
my school expenence, particulatly secondary school. I wasn’t happy being there and didn’t like the
ethos of the place, it wasn’t about education, it was just about churning out doctors, lawyers and
accountants and that’s how they measured their success and if you didn’t want to play that particular
game, then they weren’t interested. I don’t think my experntence was that uncommon, so I left school as
soon as I could. (HL 8)

Given his distaste for school it is all the more interesting to note how he proceeded to

go to university and, as a full-time mature student, enjoyed the a successful experience:

I completed my 4 year BSc Sandwich with a years work with commendation and I was very boring, [not
the course] won all the prizes and that kind of stuff so I really enjoyed being a mature student and was
very successful at it. So in the end I was quite academically successful. (HL 8)

AB.2.5 Previous L earning Experiences — Cognitive (Vocational)

a) Managers in low category (unlikely to participate in leaming activities)

As is seen in Table A6.8, managers HL 4 and HL 6 were placed in this category as a result
of their comments regarding their experiences of wotk related and vocational learning.
Each of these managers had a different point to make about their experiences. HL 4,
argued that there had been cases in the past where he had went to conferences and found
that because he had already got expetience of the material, real learning did not take place.
He also found it frustrating that he did not get the chance to put what had been covered in
some learning activities into practice immediately. Therefore he communicated his bias

towards learning experientially:

Interviewer: Do you think you do quite a bit of learning on the job?

That's where most of the learning’s done, I think - on the job - it always has been. I think, the thing
with some of these courses is that you go along to and you don’t get the chance to practice what you've
learned immediately as it were, and the skills that you learn, you tend to forget about them, to be
perfectly honest. But the literature is still there and you can refresh yourself now and again, I don’t
know how often that happens though. ... But you don’t tend to come out of the course and then go
straight into that particular aspect, Project Management or something like that - some things you go on
that you think you may use the skills later. (HL 4)

For HL 6, in his opinion he had not received enough in the way of work related
managerial training or opportunities, desctibing the amount of training undertaken directed
towards developing managerial skills as ‘zilch’, and any people skills that he has learned

were based on his experience. He also mentioned that he did try to undertake a part time
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MBA, but he ended up having to drop out due to work commitments, which was a regret

for him but also illustrated the difficulties he had.

b) Managers in the medium category

As can be seen from Table A6.8 five of the informants (HL 1, 2, 5, 7& 11) wete placed in
the ‘medium’ category. Their remarks illustrated that experiences of more vocationally
based or work centred learning were not wholly desirable and hence could cause them to
reconsider further participation in such activities in the future.

For four who had experienced more substantial pieces of vocational learning involving
actual formal study and examinations, as well as more informal development activities,
good and bad aspects to each type of activity were reported. For example, HL 2 spoke
about the actual experience of undertaking an MBA, being undermined by @readful’
lectures. However more generally the chance to think about business issues and meet with
other managers from other industries did have a positive impact on her and she did highly
value that aspect of the MBA experience. In terms of the other work related learning
events again there appeared to be elements of the good and bad. For example she spoke of
very professional seminars presented by wonderful’ expert speakets. However, at the other
extreme, she also had experienced poor Tompulsory for all employees’ courses, which were

useless because often they were designed to enhance skills which she was already practising:

... We've got to have a course that the whole company has got to attend on such and such a thing and
you give up a whole day only to find that 1t’s been on something that your team or department has been
doing anyway. So you feel as if your whole day has been wasted - it’s very frustrating. But, I've found
that more from internal courses, although not regularly, than anything that I’ve ever been to externally.
(HL 2)

It was interesting to note that HL. 5, who had also completed an MBA had similar
expetiences, describing some more academic elements of vocational courses, especially
formal examinations as more Yedions’ than difficult. However, like HL 2 he also valued the
whole strategic planning nature of the MBA and the opportunity to think in such ways

about other companies and industries:

Some of the academic side, to be honest, has been as the saying goes - ‘Peter Parts’. I find academic
courses good 1n parts the way that there are some elements that are very mnteresting, I’ll keep that, but
other elements, you just think that’s a complete bloody waste of time, this 1s going to benefit me very
little n my future career. . . On the other hand, there are certain studies that you had to do, for
example a strategic management study, which was a course that I really enjoyed on my MBA. Ths
involved looking at companies which may not be 1 your specific industry ... what the Prospects were
for the industry, how to negotiate should you even get out of the industry just the whole strategic
planning of the company and I found that very interesting (HL 5)
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For the other two managers the experience of participating in the ACII
correspondence course (like other managers from the other four cases) was mixed. For
example HL 1 noted that he soon dropped out of the course because he found that it was
simply too academic for hum and hey didn’t help in his job at the time an awful lot'. However,
he too had experienced some vety useful practical type courses and communicated that he
particularly enjoyed role play exercises as a form of learning. For HL 7, who did manage to
complete the ACII examinations the main implication was that she would be reluctant to
embark on anything so formal again especially now that she had the added responsibility of

caring for young children.:

Interviewer: Do you think this ACII correspondence course has affected your decrsions regarding further study?

Yes because I did so much work that 1t kind of puts me off doing any kind of formal studying like that
just because it takes up so much time especially now because I have got 2 young children - it puts me
off. ... I quite like correspondence style and I quite like books, which have enough detail. But it is nice
to have someone to bounce 1deas off and to talk to, it 1s a wee bit remote [correspondence] and if you
have any problems you really have to speak to people in here rather than anyone who really knew about

the course. (HL 7)

The most interesting thing about the remaining manager (HL 11) in this category was
the fact that she was generally positive about the various vocational activities participated
in. However she also described one activity that had been particulatly negative, which could
ultimately affect her future participation in such a way that she would fully investigate

learning activities now in more detail. The following comments fully describe the scenario:

Intermewer: Were there any factors, which have inhibited your participation in any learning actinties?

Yes, I happened to be at a workshop recently when I was mnvited to go along with a number of other
managers 1n this company to expenence a wotkshop run by an organisation. I was uncomfortable
about the methodology and I was uncomfortable about participating because of the style of the
wortkshop leader.

Interviewer: Is there any wider aspects that would make you avoid taking part in any learning activities?

Well yes if I was going to feel particularly vulnerable or if I felt I was going to be put on the spot and
didn’t feel that I was going to perform or I was going to be targeted for some reason and where I didn’t
feel competent. But other than that, I have only had one experience so far of a workshop leader who I
would say was irresponsible and so lightweight that the workshop was very uncomfortable for the

participants. (HL 11)

¢) Managers in the high category

The remaining four managers (HL 3, 8, 9 & 10) in HL were placed in the ‘high’ category 1n
relation to their experiences with more work related and vocational learning. For example,
HL 3, who throughout the interview illustrated his confidence and ambition talked about
the excellent vocational opportunities he had experienced in HL (his comments in relation
to MD opportunities more generally were much more negative - see Section A6.3.2 for
details). For HL 3 however, excellent’ development was intrinsically related to being expo ed

to really good managers and wat hing the way they operate and the way that they make decisions’, rather
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than any planned events or activittes. This 1s an important point to note because it
illustrates that for managers like these, particularly in highly strategic positions, (HL 3 was
an International Development Manager), perhaps more informal mentoring and coaching
were the best way to learn.

It has alteady been noted when these managers’ expeniences of compulsory and third
level full time education was discussed that HL 8 provided a very interesting case in that he
was very detached and disillusioned at school that he effectively dropped out. However
this poor expetience is compared with an altogether more positive experience of more
vocationally based learning activities, and the fact that he was at the time of the interview
over half way through an MBA course. Again there are important implications relating to
this manager’s case, in that he communicated his preference for good quality practical and

supported learning:

To be able to do something effectively, I 1deally like to do it with somebody, working with someone’s
support that knows how to do it. The college situation, I guess we’re talking about, reading or hstening
to a lecture and wnting it down for you to then go and do it, for example writing a program in a lab
where there is access to somebody who can help if you get stuck. That’s the most effective for me. (HL
)

For the other two managers (HL 9 & 10) in this high category, similarly there was
clear evidence of generally positive experiences of vocational development. In the main

again there seemed to be a clear preference for more practically oriented learning activities.

A6.3 Extrinsic Issues and Learning

A6.3.1 Organisation Culture

In this subsection, the manager’s views in relation to HL’s culture are explored in detail.
The most important aspects that each manager communicated about the organisational

culture are shown in Table AG.9.

a) Managers in negative category (organisation culture inhibits leaming)

Only one (HL 3) of the three managers (HL 3, 4 and 7) categorised in this ‘negative’
bracket was particularly scathing of the culture. The main focus of his comments was
aimed at those who were in the highest echelons of the company responsible for strategic
direction. The fact that HL 3 was very ambitious and confident has already been
lustrated, and indeed the main implication from his comments were that the company’s
ambitions were not aligned with his own. He was particularly critical of the fact that HL

had decided to remain a mutual organisation, and felt a direct implication of this strategy
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would be that 1t would not be able to compete in the future in the competitive global
financial market place. HL 3 felt this conservative focus meant that the most ambitious
and talented managers were beginning to leave the company, and obviously this would be

detrimental to its future success. The following comments sum up his views:

The company 1s still trying to stay paternalistic and to protect the people with least to offer. But for the
people with most to offer I think there 1s a tumover of staff, and that 1s leading to increased salanes and
the company 1s trying to resist, but it 1s starting to lose good people. The company is trying to say that
there 1s not a problem and maybe they acknowledge that there 1s a problem. They have been talking for
years about changing roles and stnping out the hierarchy but they have not got wide enough skills and
expenence to do it, and they don’t have the courage to do it, but I think 1t 1s too late to doitnow Itisa
very closed culture and the company is run by the management for the management, because 1t 1s a
mutual company there 1s less accountability. (HL 3)

The broad theme in the comments from the other two managers in this ‘negative’
category was that there were clear problems most related to interdepartmental and
management/staff conflict. For example when HL 7 was asked to describe the culture, her
instant response was, What them and us’? and when she was asked if this was how she

perceived the culture she clarified thus:

Interviewer: Is that what you percerve it as?

I think because we are computing we ate slightly remote from the business, although in the projects
more recently, the business has been involved as part of the team, so you could see more about what
the bustness does as well and that seemed to work as well. I don’t think there should be a ‘them and us’
even ‘across the way’ 1n your peers, but I think that yes management does seem to be a bit remote from

the rest. (HL 7)

Very closely aligned to these comments suggesting that there were elements of a hen
and us’ culture in place were those of HL 4. The main problem with the culture as far as he
was concerned related to the fact that there was a tendency for certain managers to only see
their own very small part of the business as important and hence did not look at the whole
picture. The following comments in relation to the TCS programme (See appendix 8.3 for

details) neatly illustrate his viewpoint:

I’'m generalising you understand, because we do have inter-departmental collaboration, and it’s
something that was just raised on this refresher course for TCS, but 1t’s tremendou ly difficult. People
have their own blinkered 1deas and when you sit down at these departmental and nter departmental
meetings and you can see people sitting with their own hats on. They have their own points of view and
1t’s difficult to get people to stand back and say, well lets look at this from a different angle and maybe
take Legal’s [the legal department] point of view rather than the Service [department] point of view.
HL 4

b) Managers in neutral category (elements of culture undermine leaming)

For the three managers, placed in this ‘neutral’ category, there was some acknowledgement
that there were good and bad elements inherent in the organisations culture. One manager
who characterised this view most markedly was HL 2, who observed that one of the major

cultural planks in HL was the ‘strong sense of integrity and professionalsm’ and also the desire to
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be ‘doing the right thing’. However for HL 2, there were also some negative aspects of

such a risk averse culture that could ultimately affect participation in further learning:

[The culture 1s] ... highly self cntical and slightly cautious. Maybe more than shghtly cautious, a bt
over cautious, polite  you know 1t 1s not a macho environment 1t 1s very polite culture ... It has had a
tendency to be over analytical and thinks too much before 1t moves and that 1s the caution thing and 1t
1s trying to move to be much more action ortentated. But that is a difficult thing to get people to do i1f
people have traditionally been told things and the way to do it. (HL 2)

Continuing this theme relating to the polkteness’ inherent in HL’s culture, HL 8
described the ‘wnsensual and bumane’ nature of the company. However he also could see
some potentially negative aspects that come with this in that there was potential for certain
personalities, not so readily disposed to change, to hold up and frustrate other individuals.

The following comments cleatly sum up this viewpoint from HL 8:

You have to get a lot of people to agree and individuals can veto and block the right thing happening
which can be a bit frustrating if you’ve got one or two individuals who don’t want to see something
happen. They can often block it for long periods of time - not by saying no, but by organisational
blocking where they just ask for information all the time and don’t actually say no. (HL 8)

HL 8 qualified his comments somewhat by stating that, in such a large organisation, it
was impossible to generalise on the culture and obviously there was a proliferation of
subcultures in place, in certain departments. For the final manager in this grouping, HL 11,
as someone relatively new to the organisation, she felt that one aspect of the culture was its
attempts to be more progressive and ‘community oriented’ and ‘relaxed’. Howevet she felt
(similarly to HL 8) that there were other elements, mostly related to individual
personalities, that were trying to hold on to aspects of the more traditional culture, which
ultimatley could undermine learning. She summed up that %here is still a status consciousness
that the executives have privileges that other people don’t in terms of the standard of their offices and the

location of their offices, and secretarial support. So certainly not a single status organisation’.

¢) Managers in positive category (organisation culture facilitates learming)

The five managers in this ‘positive’ grouping felt that HL. was a very good place to work
and were proud of the culture in place. The main difference between those managers
placed in the medium category above and these ‘positive’ managers was their undiluted
positive comments about the culture in place. Not surprisingly, certain managers like HL 6
described the culture as being fantastic’, or HL 5 who felt that it was very ‘weritocratic’. For
three managers in particular, HL 1, HL 9 and HL 10, the main aspect of the culture now
was its focus on customer service and for these managers the culture was now very realistic

and aligned to the business objectives. They too were quick to illustrate that within HL

208



Appendix Six

although much more commercial in nature there was still a tendency to be protective and
look after the employees, which they obviously valued. The comments of HL 9 cleatly

llustrate the situation:

Four years ago, he [Chief General Manager] said that we’re going on a journey that’s going to take time,
effort, commitment by managers and staff and we’re going to have to change the way we do things and
this is going to be easy for some people and more difficult for others. But [he said] we will carry the
wounded but we’ll shoot the stragglers and that was like, oh my God, and coming from him, if you
knew him, that was not fighting talk, but real commitment. What he was saying was that we will help
people, we’ll never become a hure and fire company we restst redundancies like you wouldn’t believe
because we really are a patemalistic company. (HL 9)

Another very similar point was made by HL 10 more specifically to training and
development. He felt that in HL at the present time there was an emphasis for managers
to take real responsibility for their own development, but at the same time, as a result of

the paternalism in place, there would be real support in place to facilitate this:

We are trying to move from being a very paternalistic company to one where individuals take
responsibility for their own career management and managers take responsibility for coaching, guiding,
leading, persuading and directing and whatever and the organisation is a friend and a place where things

can happen. (HL 10)

AB6.3.2 Management Development Culture

a) Managers in negative category (MD culture inhibits leaming)

Only two managers (HL 3 & 6) were placed in this ‘negative’ category in relation to the
MD and learning culture. As was observed above, HL 3 was critical of the organisation
culture, and in the same vein he was very negative towards the culture in relation to MD
and learning. As far as he was concerned, for some of the younger managers, there was
ultimately little point in them pursuing an MBA type qualification, because few rewards
could be gained in terms of further movement in the organisation. In effect he felt that
although the organisation do say they value learning and development, there is little real

evidence of this in reality and that there was ‘lip service”

I think that life assurance pays lip service to learning and anyone who wants to do an MBA here can do
1t - but 1t doesn’t make any difference to your career. We have loads of people - younger people who are
fairly well qualified, but they have got no where to go. They are better qualified than the sentor people
are and they have really made sacrifices to do these qualifications and the company has paid for it, yet
the company 1s not using it. So I think the msurance industry 1s quite backward 1n terms of valuing
qualifications, education and skills and expenence. (HL 3)

The other manager (HL 6) in this ‘negative’ category forwarded different, but stll
relatively negative, comments about the culture that was in place surrounding MD in HL.
For him the main problems appeared to centre on the requirement for managers to be self

development orientated. When asked to describe the culture in HL in relation to MD, HL
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6 automatically responded that ‘an awful lot more could be done for managers here, they
have to do it all themselves’. To illustrate this pomnt of view he cited a2 number of examples

where there were courses and other activities that he and other managers would have liked

to attend but were not able:

OK there are the MBA courses and the intemal courses but thete’s a lot more they could do for
managers and they don’t. If you want to, you have to force the issue yourself, you’re never fed anything
on a plate. You've got to keep looking around for seminars and courses and say I want to go on thus,
and as I said eatlier you have to make a devil’s good case for going on them, especially 1f you do them
when they cost money. OK, you can do them internally and there’s a cost for the company but you're
not actually going and living somewhere for 3 or 4 days down south or whatever but they could do

more. (HL 3)
As well as this issue of getting support for training and development, this manager
also spoke of the deficiencies in relation to more informal development opportunities. For
instance, he felt that often for managers like himself, there were very few people that he

could ask about issues related to his development:

There are a lot of people who just come up to my desk and just chat, and I could do without it. But
you can’t turn people away and I spend most of my time just listening to staff. That is what is mussing
in this company people to sit and talk to - and I think you would find that petsonnel would say the
same thing. They have people to whom you can go to for counselling to and to classes which you can
go to. But they do not have that within the management structure of the organisation but if there is
someone who you can go and talk to and to vent your anger at, I will listen to anybody - I mean I
cannot go to my own manager, he has only been my manager for 8 months now and I have no option

to go and talk to him. (HL 6)

This manager’s comments clearly express his concerns over the deficiency in
opportunities for more structured mentoring in HL. Interestingly, while this manager was
very positive in relation to the culture per se, he held a contrasting view of Management

Development.

b) Managers in neutral category (elements of MD culture undermine learning)

As can be seen from Table A6.10, the majority of the managers (six) were placed in the
‘neutral’ category in relation to the MD culture of HL. In the main their comments
illustrated that, although the MD and training in the organisation was improving, there
wete still certain aspects which could undermine learning activity. For example HL 2, 9 &
11 espoused the view that top managers had the right intentions, which were to some
extent evidenced by the commitment to TCS and the comprehensive nature of that
programme. However, as would pethaps be expected in a large organisation such as HL,
there still remained certain elements of the more traditional culture. For example, while

HL 2 spoke at length about the very deliberate attempts to bring about the change in
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culture, she also recognised the failings in implementation. Her comments briefly sum up
the situation:

I think the intentions are all there the intentions to make traming and development that all important
big prionity, I think 1t sometimes suffers on tmplementation and I think 1t tends too be left to much to
your own devices than 1t should be. You can see they do regular staff satisfaction surveys and you can
see from that, that very few people have a formal development plan ... Probably that all the intentions
are there, you know in the money spent to try to make training available. Certain types of training
programme are nppled through out the company extremely well and extremely diligently and each of
the main buildings have a learning centre ... so all the intentions are strong and good but I do think
that 1t probably still fails somewhere 1n the implementation. (HL 2)

HL 2 further illustrated the view that there was still some ground to cover before

training and development would become ‘that all important big prionty”:

I can vividly remember one general manager at the time, he’s now a finance director saying to me 1n a
cynical voice, what are you getting out of this MBA thing and I said, well now I realise that Highland
Life is not all that different a company you could learn something from other companies and other
industries and I got a pff pff response. (HL 2)

And:

I get the feeling, maybe I'm being unfar, that most people my age have switched off to learning. They
tend to get quite cynical about things and by 46, that kind of band, most people know that they’re not
going any further 1n the organisation. That feeling that they’re not driving for their next job, I think
that must have been the dnver for a lot of people doing planning. So you do get a lot of people going
along to courses and things, internal courses, and you get the feeling that they’re really just paying lip-
service, they’re faitly cynical sometimes, not really taking 1t on board or planning to do anything with 1t.
(HL 2)

HL 9 also gave evidence to suggest that some of the temnants of the previous culture
that perhaps did not embody learning and development so teadily were still present. For
example, a senior MD course called the Executive Learning Programme (ELP) provoked
hostlity from certain managers who ‘won’t welcome the assessment and won’t relish the thought,
they’ll think it’s just something Personnel are doing to screw up their day’. However he did qualify
this by stating that, although some ‘will be less committed or enthusiastic about it, he thought the
good thing is that currently our very senior managers are commultted to it’

For the other three managers they also could see the marked improvement in both
structure and opportumities for development, but like their colleagues above, felt that
sometimes other factors meant that the message got lost to some extent. For example HL
1, stull felt that thete was an undoubted bias towards the actuarial side of the business, and
that actuarial students really got the best deal compared to others in the organisation. For
HL 4, again as a result of the TCS he could see much more concerted efforts to improve
learning and development opportunities, with the emergence of learning centres etc.
However he also felt, continuing the theme of his comments throughout the interview,
someone like him got left behind in it all. Similarly for HL 7, although she felt that the

actuarial bias was being eroded to some extent, like HL 4, she was slightly frustrated by the
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lack of actual opportunities for her to develop (as a part ime member of staff) in the way
that she desired:

I would like to get more opportunities I only work part time here so when I am here I tend to have to
do project wotk you know I don’t feel that I should spare any time to actually learn which goes again t
what they are probably trying to do here. You are to try to manage your own career and career
development and because I am part time I think I am kind of ... I spend all my time doing project work
and not really looking at what I can do to develop myself or whatever. (HL 7)

¢) Managers in positive category (MD culture facilitates learning)

The remaining three managers in this cohort were extremely positive about the MD culture
that was in place in HL. For these three in comparison to the others interviewed a feeling
that the philosophy of learning, development and ‘continuous improvement’ (HL 5) had
permeated most levels in the organisation. They felt that as long as there was some
business benefit involved for the individual and the organisation, then anyone who had the
desire to continue to develop could do so. To further reinforce this view both HL 8 and
HL 10 had one very slight criticism. They both intimated that perhaps development
opportunities could be focussed better (because at the moment there were no barriers as
far as they were concerned) to ensure that those who did go and ultimatley the organisation

got the full benefits:

Interviewer: In terms of, more specifically, training and development how would you describe the culture?

I think the culture has changed again over the last 4 or 5 years. I think we spend a large amount of
money each year on training and development ... it’s a phenomenal figure. I think that there is an
understanding now at a senior level of the need and the benefit of investing in staff and we’ve appointed
over the last few years, a series of training managers in each of the divisions, as a public commitment
.... The opportunities are there [for MBAs]. Again we support them in very large numbers, primanly
through the OU. As an organisation, we probably have a bigger dropout rate than we would like and I
think we probably need to get tighter on who we allow to go forward. I mean that’s my problem, rather
than not sending enough people. (HL 10)

AB6.3.3 Physical Resource Issues

a) Managers in negative category (resource issues inhibit learning)
As can be seen from Table A6.11, three managers (HL 2, 4 & 6) were placed in this
category which indicates that they in particular perceived the lack of physical resoutces as
the major source of barters to learning for them. For these managers the issue of
physically not having enough time to complete existing workloads, or the requirement for
them to spend significant periods in the office, appeared to be the major factor in
explaining their disinclination to embark on further learning.

For HL 2, as has been observed in several previous sections, particularly Section
AG6.2.1, the fact that she was a working mother with quite a highly pressurised job in HL

appeared to be the main constraining factor for her in terms of learning. The fact that she

212



Appendix Six

worked ‘til 6:30 most mghts. ..almost every night and took half to an hours work home and did] a
couple of hours at the weekend’, discouraged her from further upward movement in the
orgamusation, and influenced what learning she would now undertake.

The other two managers 1n this category recounted similar stoties about the extensive
amount of time required for their jobs at moment. For example, HL 6, who was based in
the IS division felt that, as a service department for others in the organisation (providing
computer equipment and service) the fact that he was so busy was symptomatic of the fact
that everyone else in the organisation was too. The following comments clearly illustrate

how recent developments have impacted:

Now the company seems to have gone haywire with Highland Life Bank. I don’t know if you have seen
the adverts and it is proving so successful that these guys are looking for new technology yesterday to
do their job. You have just got to do it and stop whatever it is you are doing for anybody else and say
give it to the bank, they have taken in £47 million this week in 4 days! ... tele-banking is going to be the
way forward and we have got to keep up with what they want - the need and the demands. It 1s not easy
because thete are 7,500 people in Highland Life now and in the last 6 months I think we must have
given each one a new PC I think and taking their old dumb terminal away from them. It never seems

to stop... (HL 6)

In his next series of comments this manager clearly illustrated how such pressure was
impinging on his home life, and hence it is easier to understand why he may not wish to

take on any more personal development which could absorb even more time:

I try to do all my wotk here and then forget about it. I have a laptop at home now that I can log in to.
When I do, my wife continually gives me a row for logging in - I'm that sad, I actually watched the last
Manchester United v Juventus game on the telly with the laptop on my knee, plugged in to the
telephone logged in. (HL 6)

For the other manager in this ‘negative’ category, the increasing pressures of workload
was a major factor preventing him from undertaking further learning activity. In his
interview he too clearly illustrated the significant physical pressure just to complete the
duties required for his job. He felt that ultimately because he worked in a legal area, where
there was a lot of activity relating to new regulations for those selling pensions and
financial services products in general, it was inevitable that such pressure was going to
continue to grow. Hence when he was asked what factors he thought inhibited his

participation in learning, he instantly replied as follows:

Workload, no doubt about it. At the moment I'm actually project leader, we’ve got a legal recruitment
plan on the go, and I'm the project leader of one of the projects which is called Business As Usual
Mantained at a Higher Level” What we’re finding there s, that introducing improvement or 1deas,
while doing the Busmess As Usual is a difficulty. We’re actually finding the project 1s suffering from
that because it’s the improvement project but sometimes I can’t get into 1t or give it my full attention
because I've got other things I must do. (HL 4)
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b) Managers in neutral category (certain resource issues undermine leaming)

Three managers indicated that for them physical resource 1ssues were an obvious factor but
ultimately their comments exhibited a more pragmatic approach than their counterparts
discussed above. In general the impression was given that whilst their jobs were physically
demanding time to participate appeared to not be such an acute problem. There appeared
to be an implicit understanding amongst these three managers that ultimately although
doing their actual jobs will come first, they also appeared to be more aligned with the need
to continue to learn and develop and perhaps make some sacrifices if necessary. For
example HL 8 was very quick to point out that to him management was not something that
one could expect to be a nine to five job anymore, and although sometimes his %es

intentions’ to continue to develop did get frustrated, he was still pragmatic in his views:

We’ve got fairly flexible ways...we had flexi-time across the board but we scrapped that above a certain
level and people like myself don’t have a fixed contract but more an as required type contract. But
practically that means you don’t have to be in the office at 9:00am and leave at 5:00pm - people work
longer hours than that which 1s part of the game and it does give you that professional responsibility
that 1f you need to take a half day off and can fit it into your calendar, then you can do that. (HL 8)

In further comments his position was summed up and his pragmatism became apparent:

The main constraint is time. The mote your job becomes challenging, the less time you have, the harder
1t 1s to take 3 days off to go on a tramning course. Money, because the way things are going in the
environment with more competition. The two main areas of competition are customer service and the
costs - the cost link is vital - training and development has to be more cost justified and that’s part of
the move to say you need to look to do things that are for your own development. You should start to
look to do some of these things outside the core working time. To use the open access learning centres.

(HL 8)

For the other two managers this pragmatism emerged whete ideally they would have
liked to balance the amount of work and study, but ultimately the effects of physical
resource limitations intermittently impacted. For example, whilst HL 7 clearly spoke about
her desire to continue to develop and learn about the new ‘systems and servers’ related to het
job in the IS division, thete were the obvious difficulties of having to react to external

influences, for example from the government:

... I think now there is more pressure on people to perform as well On the computng side if
legislation comes along we have to change things to suit, you know if the government changes pensions
and that sort of thing that will put pressure on us Whether we will be able to learn ot have learning
opportunities or whether we will just be having to kind of work really hard to deal with these things.

HL 7)

As well as this (as has already been discussed) HL 7 did have family responsibilities
too, which influenced how much learning she could also participate in. The other manager

in this medium classification, HL. 10, recognised that as well as the problem of time to
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actually participate in learning events, there was the issue of costs to consider too,

especially if learning events involved expensive travel costs:

Interviewer: Having these things tn London or wherever, is that a bg thing that would put you off going?

Yes because I have got, although I don’t actually manage a budget, I am responsible for how part of the
budget 1s spent and justifying the return flight or return rail fare to go down and take part 1n a
conference is expenstve. It is not going to cost the earth, but 1t is our policy holders money that 1s being
spent when we send people down on that so we really have to think carefully about whether we want to

spend money that way. (HL 10)

¢) Managers in positive category (resource issues not a factor for leaming)

The remaining five managers were placed in the ‘positive’ category here because in effect
they forwarded perspectives that suggested that to them issues surrounding physical
resource limitations wete not major inhibitors to their continued learning and development
activity. In essence what appeared to be the case for these managers was that, if learning
and development in any form, whether that be courses, seminars or conferences was really
needed for ones job, then there was no reason why they would not participate. Perhaps the
best example of this view was from HL 3, who felt that finding time or other resources was
simply not an issue, because it was paramount for him, if he was to do his job to the
highest possible standards to continue to develop. For example when asked whether
Scotland as a geographical region had enough provision for managers like him in terms of

training and learning, he replied:

I don’t know, all the courses that are of interest to me are outside of Scotland. I think that is the wrong
way to look at it, I think you should be saying what learning and training do I need and then say where
can I best get that. I think if you say you want to do it in Scotland you may get infetior opportunities.
There are lots more places outside of Scotland.

Interviewer: So a course or conference in London or even Europe would not put you off going to it?
No, I don’t really want to go on a course with the rest of people in this company - I want to have the
best that can be offered and that is why I would go to other countries. (HL 3)

For two of the managers here time and physical resource limitation issues were not
really uppermost in their minds. They believed that they were continually learning whilst
they were carrying out their normal duties and therefore it was not really a question of

getting time off for specific learning events:

Interwewer: Do you feel you've got enough time and space to try these things?

Yes, I think you develop on the job anyway. I think you’re always given certain interesting things to do.
With regards to each project, there are always new challenges so 1t’s not like you’re siting dotng the
same job for 20 years without a change. Although you’re doing the same job, there may be 2 or 3
different projects over a 3 year span and you’re changing, always doing different things and the
industry’s changing. What we did 5 years ago, we wouldn’t necessarily be doing it now, so 1t keeps an
interest there and 1t’s creattve so I don’t see 1t as a problem in that regard. I seem to be giving you all
the good news here. (HL 5)
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Representative of the other two mangers 1n this grouping were comments put forw,yd
by HL 9. He summed up that although he was acutely aware of the need for continyeqg
learning, he also acknowledged that time and space problems were particularly Perttinent
factors in the environment, but also he was very reluctant to put them down as an eXeyge.

The following comments illustrate his viewpoint:

Interviewer: Do you go on conferences and things kke that, or Iry and network?

Yes, again 1t’s always easy to put the pressures of work down as an excuse, but I do try to attend at least
a couple of events each year, a couple of conferences - one or two day conferences, much longer
that, they tend to be more sales onentated than anything else, rather than new learning. So I do ¢,
these a lot, I like this netwotking with other people, hearing new ideas and challenging some of =
assumptions Of course, the quality is vanable, but I do enjoy these a lot. (HL 9)

A6.4 Summary and Conclusions

This section summarises the key findings and conclusions in LL in telation to:
e Intrinsic issues
e Extrinsic issues

e Final rematks

A6.4.1 Intrinsic Issues

Table A6.1 below illustrates the position of each manager in HL in relation to propensity to
learn according to each of the intrinsic factors and learning. From the table some
interesting conclusions can be drawn regarding intrinsic factors and their effects on
learning. Each barrier is now discussed in turn in order to extract the main points of

interest from the interviews:

Table A6. 1 - Intrinsic Factors and Learning for Managers in Highland Life

Mgr Petceptual | Emotional | Motivational Cognitive Cognitive Ratings
(General) (Vocational) (Total)
HL1 L M M M M 9
HL2 M M M M M 10
HL3 M H H H H 14
HL4 L L M H L 8
HL5 M H H H M 13
HLé L M M M L 8
HL7 H H M H M 13
HLS8 M H M H H 13
HL9 H H H M H 14
HL10 H H H H H 15
HL11 H M H H M 13
Totals | H 4365 ] | H 6[55 ] H=5[45 o] H=7(64° o] H 4[36.5 ]
M=4[36.5° ] | M—4[36 ] M=6[55° o] M=4[36° o] M=5[45.5 ]
L=3[27° ] L 109 o L—0[0°0] L-0[0° ] L—2[18° ]
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Perceptual

Fairly even spread throughout the categories.

3 managers (27°0) in Low category — relatively old, long serving managers with no
professional qualifications and a clear preference for more practical learning. Rated
experiential learning as adequate.

Medium category comprising 4 (36.5°0) managets — All in middle of mid-career age
bracket, comfortable in cutrent positions, impact on home life deemed important,
confusion over direction of learning because they perceived that company rewarded
performance rather than development.

36.5°% 0 of managers in High category — a cross section of ages, sexes and qualifications;
all realised importance of continued development for career advancement and

employability.

Emotional

Very few managers (46%) felt any negative emotions regarding learning (Low and
Medium Categoties)

Only 1 manager in Low category — 47 years old, working in legal dept without legal
qualification, felt chances for promotion limited, perceived that company practised
ageism.

Medmum category comprised 4 (36%) managers  all in upper quartile of sample in
terms of age, 3 had worked with company for whole career, some trepidation identified
in relation to exposure in learning activities and insecurities about future career.
Majority of managers (6 or 54°0) in High category — all very highly educated with
higher and professional qualifications, felt positive and secure about the paternal

culture which allowed further development in supportive environment.

Motivational
No managers in sample identified as having low motivation (Low Category)
Remainder split fairly evenly between high and medium motivation levels.

Medium managers accounted for 55° 0 of sample — mostly married with children, which
appeared to effect motivation to continue learning, still motivated to consolidate

knowledge and skalls in current position.
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5 Managers (45°0) in High Category — all had very high qualifications and had
experience with various other companies, highly motivated to develop for lateral or
vertical movement within company or to move outwith organisation (employability) to

realise ambitions.

Cognitive

No managers in Low Category in terms of cognitive issues relating to full time
education.

Two managers (18° o) in Low Category in relation to vocationally based learning — both
relatively old and had only worked in HL, reasoning for Low placing includes poot
experiences of badly focused courses and failure to complete courses due to lack of
discipline in terms of formal learning.

At other extreme, High Category comprised seven managers (64%) in relation to full
time education — all very highly educated (although exception where one manager
detested school but went on to win awards for Degtree course as mature student) so no
cognitive barriers to further development.

Four managers (36.5°0) in High Category in terms of cognitive issues surrounding
vocational learning — middle of mid-career age range, again highly educated with strong
academic backgrounds, felt personal opportunities for vocationally based training
within organisation wete both practical and worthwhile.

There were four managers (36%) in Medium Category in relation to full time education
experiences — all aged between 44 and 48 years old, related both negative and positive
aspects regarding full time learning.

Five managers (45.5°0) in Medium Category in terms of cognitive vocational learning —
issues with previous experiences of vocational learning, while also communicating
positive cognitive aspects such as: MBAs pootly delivered but subject matter enjoyed;
HL based TCS course poorly focussed but need to patticipate was appreciated;
contradiction between dislike of isolation of correspondence courses and preference

for self-study.

A6 4 2 Extrinsic Issues and Learning: Findings from Mid-Career Managers

Table AG.2 illustrates the aggregate findings relating to the extrinsic factors influencing

participation in learning. This table enables some interesting conclusions to be drawn

regarding extrinsic factors and their influence on learning for the managers interviewed in
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HL. Each batrtier is now discussed in turn in order to extract the main ponts of interest

from the interviews:

Table A6. 2 - Extrinsic Factors and Learning for Managers in Highland Life

Mgt Organisational MD Culture Physical Ratings
Culture Resoutces (Total)
HL1 + + 8
HL2 5
HL3 - - + 5
HL4 - - 4
HL5 + + + 9
HL6 + - - 5
HL7? - \ \ 5
HLS8 \ + \ 7
HL9 + \ + 8
HL10 + + \ 8
HL11 \ \ + 7
Totals +=5[45°] +=3[27.5%] +=5[45%)]
\=3[27.5%0] \=6[54.5%] \=3[27.5°]
-=3[27.5%9] -=2[18°%0] -=3[27.5° ]

a) Organisational Culture

Almost half of managers (5 or 45%) positive about the culture in place in HL, yet rest
of sample had certain issues, some rather negative.

Positive managers (all from upper quartile in age range, 44-48). Two who had only
ever worked in HL very positive about the paternal aspects but also encouraged by
changing orientation towards customer service, while other three who had worked
elsewhere appreciated the friendly and meritocratic atmosphere in compatison to
experiences of other workplaces.

Neutral managers (3 or 27%) — positive and negative aspects of culture mentioned. For
example politeness, professionalism and integtity, but also certain elements that tainted
culture: risk aversion; over-critical and analytical; status and grade consciousness (from
certain individuals) which prevented wholesale change. Two of the three managers
who had worked elsewhere (police and higher education), felt 1n general that culture
was still better than last workplaces in terms of politics etc.

Negative managers (3 or 27°0) — one manager (PhD and actuarial qualified in strategic
position) very scathing of short-sighted and closed nature of top management who had
little accountability or ambition to drive HL forward globally (meant that talent was
leaving the company). Others frustrated by interdepartmental and staff/management

conflict which hampered cross fertilisation but promoted ‘blinketed’ thinking.
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b) MD Culture

Majority of managers (9 ot 82° o) placed in neutral or positive categories illustrating that
culture 1n relation to learning and development improving, yet two managers negative
about the suppott, structures an opportunities in place.

Negative managers (18°0) — two managers from opposite ends of educational and
managerial spectrums in this organisation indicating the perceived problems with MD
provision across the organisation. For example the first manager was educated to PhD
and actuanal levels and occupied a very strategic position (International Development
manager), but the second had jomned HL after Higher examinations and had worked his
way up to a middle management position (IS Manager). Both felt the opportunities
were poor for development, but there were few rewards in place either. In effect there
was lip service paid to MD. Also problems in too much emphasis on self development
with little real support.

Medium managers — general theme of ‘Management Development improvement’ for
six managers (54.5%) who covered good cross section of organisation in terms of
departments and tenure. Support and commitment enhanced as well as available
opportunities after TCS initiative. But inevitable problems also: implementation not
aligned with intentions; personalities blocking because do not value learning and,
certain groups not well catered for (part-time and older staff).

Positive managers (three or 27.5°0) — cleatly development orientated, motivated and
understanding of need to continue to learn (two with Personnel/Development
backgrounds and other very positive throughout in relation to development). MD
culture now firmly embedded at all levels with opportunities (perhaps too many) in

place as well as support to allow follow through.

Physical Resource Issues

Most managers (72.5°o either neutral or positive) in HL fairly pragmatic regarding the
effects which physical resoutces could play on their learning participation, but three
(27.5 o) in particular very negative about the impact of increasing workload on not only
professional but also home lives. These three managers were all married with children
and had worked in HL all their careers, noticing the pace and pressure building up with
the introduction of new initiatives and ventures.

Majority (45°0) forwarded positive comments — being prepared to develop and finding

the time was now considered as a vital part of ones job, so there was a reluctance to
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blame time pressures or other physical resource issues such as costs for non
participation. All these managers had highly responsible jobs within various
departments.

e Three relatively highly qualified managers (27.5 o) in neutral category — certain amount
of pragmatism but in roles (two in IS and other from People Development) that were
liable to be influenced by external forces which sometimes undid good intentions. Also
concerned about costs of travel and using precious budgets, therefore needed to be

cautious about certain learning activities.

A6.4.3 Final remarks
From the two Tables A6.1 and A6.2 above cataloguing the overall situation in Highland

Life with respect to the managers’ comments on the various issues connected with learning
participation some interesting overall conclusions can be drawn.

Firstly in relation to intrinsic issues it can be seen that over half (seven) of the
managers were rated relatively high overall with scoring thirteen or above when the figures
for the five issues were totalled. As can be seen HL 10 was rated in the high category for
all the intrinsic factors and indeed for two out of the three extrinsic factors. The only real
issue that this 44 year old male manager from the People Development department who
was married with two children had was with the physical demands cutrently in terms of
workload that were being placed on his time. However even in respect to this he was
relatively pragmatic about the need to overcome such difficulties to still participate.

The positions of several other managers were also interesting. Managers HL 3 and
HL 4 both had total scores of fourteen in relation to intrinsic factors showing their high
propensity to continue to participate in learning activities. For example in the case of HL
3, who was probably the highest qualified manager of those studied across the five case
studies, holding both a Doctorate and actuarial qualifications, there was a clear indication
that because of his ambitious nature he would participate in any learning which would
further his career. However what was interesting was the fact that in relation to both the
overall organisational culture and the culture in relation to MD he was extremely negative,
illustrating that if any barriers to learning were to arise they would originate here. In a
similar way HL 9, although positive about the overall culture, again felt that the MD
culture, although improving somewhat, could be the source of potential barriers to learning

for both him and his colleagues.
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In relation to the two managers (HL 4 and HL 6), who were rated as being more
negative in relation to both intrinsic and extrinsic factors, it was interesting to note their
sitnilarities in terms of age (47 and 48 years), marital status (both marned with children) and
careers (HL all their working lives).  From their comments these managers had simular
feelings about their perceived need to continue to participate in learning at this stage in
their lives, and both felt they had experienced poor learning activities at work. In relation
to extrinsic factors the effects of having limited physical resources (time and cost) also

appeared to be issues for them, both were rated negatively in relation to thus.
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Appendix Seven

APPENDIX SEVEN

Background Information relating to the Five Case Organisations

A7.1 Introduction

This Appendix provides general information relating to the five life assurance organisations
that were studied. The information for this Appendix was collected from interviewing the
Personnel/HR Managets responsible for Management Development and Training and also
from general information either supplied directly by the organisation or more generally
available through the companies Internet site or public information service. In the sections
below, there are sub sections relating to their Management Structure and Communication
Processes; Organisational Culture; Organisational Strategy and Management Development;

Human Resource Development Processes, and Individual Performance Measurement.

A7.2 Central Life Assurance Company

A7.2.1 Management Structure and Communication Process

At the head of the organisational hierarchy of Central Life was the Group Executive of six
senior managers, with the Corporate Heads of Divisions below. Immediately below these
20 Senior Managers were nearly 100 managers, half in the sales division (Regional Sales
Managers) and half Unit Managers located at the Head Office, who typically managed
either a group of Team Managers or other specialist units. Below these Team Managers
were the Team Leaders and Team Members.

The T&D Manager indicated that the vast majority of those defined as being at the
mid career stage had at least attained Team Manager status. In practice, those less than 35
years old rarely got promoted to Team Manager level. Similarly very few managers in the
early or mid thirties age bracket would reach the Unit Manager level However a
considerable number of employees in the category of Team Member or Team Leader were
well into their mid thirties or forties.

This structure was created in 1985 to flatten the organisational hierarchy and resulting
in four levels under the Corporate Heads: Unut/Regional (Sales) Manager; Team Manager;
Team Leader, and Team Member. The T&D Manager felt that, compared to the previous
organisations she had worked for, decision making in CL was fraught with difficultes: T
had not appreciated that we had had a lot more autonomy in her prevous organisation and I came here

and I conldn’t believe how long it took to make a decision.’
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On the issue of internal communication there was evidence of setious attempts to try
to improve communications between the layers of management, with the creation, 1n 1995,

of a separate team to deal with the issue of internal communication.

A7.2.2 Organisational Culture

The most significant aspect mentioned by the T&D Manager in relation to organisational
culture was the fact that there had recently been an official attempt to change the culture
within CL. CL’s past organisational culture closely resembled the characteristics of the
traditional financial services organisation, dominated by paternalism for the employees who
tended to spend most of their careers in one organisation. The central rationale for
reengineering the culture was to eradicate what was described by the T&D Manager as a
blame culture’, which she felt often ended up ‘onstraining pegples’ actions’. High on the agenda
of this culture change exercise were efforts to make the senior executives more visible and
to abolish some of the symbols of grade and status common to the traditional financial

service organisation. As far as the T&D Manager was concerned the culture within CL:

Had certamnly improved ... it used to be a lot worse where ... apparently the type of chair you had said a
lot about you and you know what table you had, and whether you had a picture on your wall and all that
was very grade oniented. Gradually that 1s being eroded and here in HR none of the managers, with the
exception of one manager has an office ... but you don’t see that in other areas of the company at all.
So there are attempts being made to get rid of the trappings of power but some people are resisting that
very strongly and to be honest the Executive are the worst offenders for that now. (T&D Manager)

This statement illustrated that powerful elements of the previous culture were present
in other departments, and that those at the top of the organisation’s hierarchy persisted in
holding on to certain elements of that culture. The T&D Manager confirmed that support
from top management would ultimately determine whether such a culture change initiative
will be successful in the longer term, suggesting it was the ‘wumber one critical success factor’ for
Human Resources strategies in the organisation. The fundamental need to enlist senior
management commitment when changing certain aspects of the culture was illustrated by
the T&D Manager when she spoke about the issue of training and development in the
customer services area. It appearted that, for many of these more senior managers,
customer service was not directly related to their roles. The excerpt below graphically

illustrates the problems involved in changing such attitudes:

I am not responsible for it but there is a large tramning mittative going on in the customer service area
and all the 1000+ employees will be going through this program and 1t 1s all part of the imtiative 1n
customer service. As a pre cursor to that, the executive strategy sesstons that they held, ... all the senior
managers were invited, but the executives were asking why do we need to do this? .. Being political 1s
very important and being able to influence things (T&D Manager)
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The T&D Manager revealed the deliberate attempts that have been made to update
the culture of CL to one which was more commercially otientated and less grade
conscious. However what became clear was that CL still possessed many of the
charactetistics of a traditional and often conservative culture associated with Scottish life
assurance offices where prudence and adherence to strict practices still define many aspects
of organisational life. It is important to understand that often the culture of an
organisation transcends other aspects of the company and hence this issue of culture

should be kept uppermost in the mind when thinking about other aspects of the company.

A7.2.3 Organisational Strategy and Management Development

When asked how organisational strategy influenced management development, the T&D
Manager again emphasised the importance of senior and line management support for
Human Resource Development strategies and initiatives, reiterating that senior executives
do not pay enough attention to the most important employee development issues. For
example, on the issue of enhancing customer service, it was pointed out that today’s highly
competitive environment necessitates well-trained and knowledgeable customer service
representatives. The connection between management development and customer service
is in essence related to managers’ ability to empower front line employees. However the
HR and Training Departments have been frustrated in their attempts to empower
employees:

The organisation now wants to achieve something different (enhanced customer service through the
IFA market) and the environment that we are operating in is much more difficult .. And they
(Executive) all nod and say we know that and I think there is a lot of willingness and buy in, but that is
not going to be sustained when people come back to the work place if the leading team are not
supportive.

So I think management development should be influenced by organisational strategy and I think we
have tried hard to make it so. But then the people who are setting the strategy are almost like impeding
the process, you know I can’t continue to keep blaming them but they do play a big part in it and
making this succeed. It is the number one critical success factor..... but they just see it as a HR issue
rather than a business issue, and the management of people they don’t see that as what business is all
about - they see it as a HR thing, so it is very frustrating (T&D Manager)

The T&D Manager’s views on the responsibility for Management Development
appeared to reinforce the evidence from those commentators who have explored these
‘new psychological contracts’ (Sparrow 1995). This organisational view was apparent from

the following response from the T&D Manager:
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Intervewer: Who has responsibility for management development? Is it indinduals, Per onnel, HR, Line Managers or
someone else?

Certainly individuals, and at the end of the day it is like complamning that teachers don’t do a good
enough job, but you know parents have got to take responsibility for children and similarly we can not
stt here and complain if somebody does not do this and do that. You know you have the number one
responstbility for your own personal development as a2 manager and as an individual. So I think you
know if you find that the company cannot offer you what you want and what you need then you either
‘put up or shut up’. (T&D Manager)

The T&D Manager acknowledged the organisation’s role in the process of developing
managers, especially in the current environment where there are serious skill shortages in
technical areas such as Information Systems, Legal and Compliance, Accountancy and
Actuarial positions. With this in mind, the views of the mid-career managers who are
professionals in these fields are all the more important to the study, particularly in the light
of the recent ‘churning’ of staff in such professional areas. The issue of staff moving
between different Life Offices in search of enhanced salaries and petks appears to be
further magnified in Scotland where there are many Life Offices in a relatively small
geogtraphical area.

A7.2.4 Human Resource Development Processes

For CL there had been no official recognition from any external training accrediting bodies,
but this did not mean that there was no activity in relation to these issues. In the case of
Investors in People for example, the T&D Manager indicated that there was an amount of
cynicism tegarding the value of obtaining recognition. Nevertheless the organisation, would
achieve accreditation since the practices espoused by the [P National Standard were valued

by the company, although the actual certification was perhaps less desirable:

A lot of research has gone into looking at the value of it [IiP], and I think it has come out very well in
the last few years and we have talked about it but I think internally there is a lot of scepticism about it. ...
So what I have decided to do is go for I;P but go very low key, put m place the foundations of I:P
because it is such good practice and if we are doing those things then by default we will be ready to get
IiP status. (T&D Manager)

In CL there was evidence of work being carried out on linking management
development to skills profiling, while the task of linking skills profiles to a competencies
framework was at an advanced stage. In the management development program there
were attempts to identify which skill managers required for their jobs and to integrate the

language of competency frameworks into any management development exercise:
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Now what we are doing 1s trying to encourage people to see the outcomes of their skills profiling
discussion a development plan which 1s very much linked into core skills and capability and addres ing
those gaps and we are trying to make sure that our next MD program will give very obvious - if they
have a skills gap in particular that 1s mentioned in the framework then I can say - here’s a workshop
which will meet those needs We have also planned a piece of work for this year which will ink skill
profiling competencies to the resources in our learning centre and other learning opportunities we have
in house or out of house So if you need to wotk on this particular skill you can go 1n and see ... a list
of resources, multt-media training and workshops, outside activities, secondments, here ate things you
can do 1f you want to work on it and the same will apply to managers. (T&D Manager)

The T&D Manager was asked to clarify who made the decision on the appropriateness
of opportunities for individuals whether the feedback process involved the HR

department?

Interviewer: Who decides what Management Development is appropriate for an indrwidual?

Primarily theit own manager with I hope advice and support from HR  we (HR dept) would like to get
involved with that and we are working quite hard on that at the moment. One of my team and I ate
hoping to go out and meet all the middle management population for half an hour and talk to them
about where they are in terms of their own development, and what support do they need and what can
we do about that. We interviewed all the senior managers after the last programme was completed and
asked how was that, and what have we done to support them and what have been the barrers to them
learning and we have had a few bad responses there because there has been very little support for them.
(T&D Manager)

These issues of support and guidance are extremely important to this study and are closely
related to the extrinsic barriers to learning discussed later.

The final part of this section exploring HRD strategies and practices in the
organisation was designed to ascertain if tangible rewards were given to a manager
successfully participating in formal development activities. The T&D Manager indicated
that there was some formal recognition given (in the form of cash bonuses) for passing
professional standards or examinations, but that this was something that appeared to be a
remnant of the old organisational culture and was deliberately being eroded. Giving
monetary rewards for passing formal courses did not appear to correspond to current
thinking on achieving competencies:

Interviewer: Are you rewarded for meeting the standards, or for getting an MBA for excample.

That’s interesting - people do get bonuses as they go through their studies - they often get a completion
bonus when they finish. We have actually got some of our team who ... reviewing our whole support
to professional studies, which would include MBAs and FPCs and all those kinds of things. We are
probably going to scrap bonuses and completion bonuses, and get people ... to actually think about
what they are contributing as a result of having been through this program and if their contribution is X
then they should be rewarded for that. Just because they have been through something does not mean
to say that they are contrbuting that. (T&D Manager)

This point illustrates the intention of the organisation to move away from rewarding

the basic attendance of courses to recognising the actual progression of skills.
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A7.2.5 Measuring Performance Outcomes

The T&D Manager revealed that while there were fundamental ways by which
performance was measured on an individual level, there was also a clear intention
emanating from the HR department to make the system more comprehensive. However as
with other issues mentioned previously, for example the IP accreditation, the T&D
Manager indicated that there was a degree of ‘cepticisn and nervousness’ surrounding such HR
issues from certain quarters:

Interviewer: What aspects of indwdual performance do_you measure?

Skills profihing was originally brought in for training and development and leaming and people were
nervous of using it for performance management purposes, which is a shame because it just makes
petfect sense to do it. If people are moving along the framework and contributing more, then they
should be rewarded for that but they shouldn’t just be rewarded if they move from level 4 to level 5 -
[the question is - so what - what did you do there?] (T&D Manager)

The HR professionals cleatly want to move towards a more output driven performance
measurement system, whereby managers are rewarded for their contribution.

It is important to outline the T&D Manager’s position on the overall contribution of
management development (MD) programmes to both individual and organisational

petrformance and compare this with the views of the interviewed mid-career managers.

Interviewer: What contribution do you believe MD has made towards improvement of individual performance?

I would like to say more than it has but I think it has been really quite limited and patchy, which has
been really unfortunate because we have spent a lot of money on MD programs. We did try to evaluate
it and whilst I think there have been individual improvements and changes I would be very hard pushed
to say that it equates to the money we have spent on it.

Interviewer: How about organisational performance?

Well again it is very difficult for me to answer that question - I would like to say that there have been
small changes, but we used to have a very good tool for measuring that. We used to do an opinion
survey which was run in 1994 and ‘96 and I would love it if we could do the same thing again because it
measures the attitudes of staff to the whole way they were treated at work and the emphasis on quality,
quantity or the way they were developed and manager’s concern for things. Unfortunately the decision
has been made not to repeat that, and it is a very difficult thing in that if you try to evaluate training at
that sort of level organisation level - and yet there would have been a very valuable mechanism to do
that. (T&D Manager)

A7.3 Lothian Life Assurance Company

A7.3.1 Management Structure and Communication Process

The top management team in the organisation comprises eight senior executives and the
Chief General Manager, making up what is described as the ‘top-team’. Each of these eight
seniot executives is in charge of a division. The eight divisions at Lothian Life were as
follows: Accounts; Actuarial; Customer Setvice; Investment; Marketing; Sales, Information
Systems, and Personnel. Although the structure in each of these divisions is slightly

different, there is a General Manager and Assistant General Managers. The broad
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management level comprises assistant Managers and Superintendents or Supervisors who
manage the Team Leaders.

The Training and Development Managers furnished the researcher with a list of 52
mangers who fell into the mid-career manager defimtion (aged 35 50 years). From this
document a stratified sample (based on the eight divisions') of thirteen managers were
selected for interview, which represented 25%°0 of the total mid-career management
population in Lothian Life.

The Training and Development Manager indicated that in terms of communications
and decision making processes, this office was ‘nof as wel/ developed as they might be’. Although
management made most of the decisions on a day to day basis, the T&D Manager felt that,
in reality a lot of what you might think are quite petty decisions are made at a high level so you find that
General Managers have quite a lot of say in the general running of things’ (I&D Manager). The T&D
Manager indicated that a major priority for the company was to ‘devolve and change’ so
that actual decision making could be made at a lower level enabling middle managers to
take more responsibility for aspects like budgeting etc.

In terms of communication in the company, every month there is a formal briefing
where the Chief General Manager briefs management who then relate information to the
lower levels in the organisation. The T&D Manager felt that this cascading system had
improved communication within the company. In essence this system had came into
operation as a result of a staff opinion survey held three years previously (tepeated recently)
which has identified a number of weaknesses, most pertinently where staff felt they did not
really know what was going on in the company at a high level. In addition to this, new
initiatives like the company intra-net have meant that there ‘s a huge amount of information for
people if they want it, and notices go ont very fast and people see what's going on very quickly’. The T&D
Manager felt that often the success of the bottom-up communication was dependent on
the diffetent areas within the organisation and the managers’ commitment within them.
Some managers were described as being very good at encouraging staff to contribute ideas
whilst others were not. The T&D Manager felt that a Yack of people skills’ may help to explain
this sutuation’. Hence, helping managers to develop these skills was a ajor priority for us as a
company to develop”. Although a number of formal processes aimed at improving such skills

had been implemented, it was felt that they were not as effective as he would have liked.

! No managers from the Sales Division were interviewed because these managers were not based at the Head
Office in Edinburgh.
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A7.3.2 Organisational Culture

When asked to describe the organisational culture, the T&D Manager indicated that
Lothian Life was very much ?raditional, conservative with a small ‘¢’ and paternalistic. Guven that
the majorety of the senior executive team for example, had worked for the company for 40 odd years and
had, almost grown up together’ experiencing this paternalistic type culture, they have perhaps
not surpnsingly attempted to maintain the company’s traditons. However the T&D
Manager also illustrated that as a result of the rapidly changing company position, there
were inherent problems involved in maintaining such a traditional culture. There was

therefore the feeling that change was accepted as being inevitable:

In 1986 we had approximately 500 600 employees and 10 years later we had nearly 1500 so that’s a
massive expansion. That’s crept back a bit but it is very easy to see why the old style of management,
which did change to a certain extent as a result of the staff opinion survey, was very much focused on
the old values and controlled decision making. But you have a massive company now and they (Senior
Executive) are very out of touch with how staff are feeling at lower levels because it is not like when
they were working where you know everyone so the culture is very traditional but we are changing that
Things have changed considerably since the first opinion survey: we have changed the way we
communicate to a certain extent, some of the processes have changed. We have become an Investor in
People, we have a management control system which I think to a certain extent unfortunately reinforces
some of the original kind of control aspects whete you ate taking away people’s personal responsibility
and telling them what to do. (T&D Manager)

In essence the T&D Manager illustrated that, against this background of continuing
paternalism and tradition, there were some very powerful forces at work which were
forcing the company to be far more market driven than in the past. In addition, the fact
that there had recently been a new Chief General Manager appointed had added further
confusion and uncertainty about the future direction of the company. As far as the T&D
Manager was concerned, however, it was felt that there would certainly be ‘@ great deal more
emphasis on developing managers’ in the company in the future.

The T&D Manager revealed that attempts had been made by the HR Department to
promote the importance of people skills amongst managers. He emphasised the
importance of the “ontinual enconraging and motivating of people... my boss and me are very much
pushing, pushing, pushing on that side of things’. This change in emphasis resulted from the presty
negative feedback’ that arose from the opinion survey. This feedback provided the catalyst for

the then Chief General Manager to promote a:

‘New vision, and new values (I say new, they came out at the end of 1996) which really was a complete
step out of the original way of doing things around here. We were actually quite aspirational 1n our
standpoint rather than just doing what we have always done because we have been successful at 1t
(T&D Manager)

The T&D Manager reiterated the vital importance of the culture in place in the

organisation when he was asked if he felt that empowerment and experimentation was a
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feature. As far as he was concerned, the prevalence of these factors was again influenced
by individual departments and managers. He felt that an empowernng philosophy
underlined the thinking of the Training and Development Department, where % wa
completely that way’ and ‘that’s where we have to go if we are really going to harness the strengths of the
people here’. However he also felt that, in certain areas, the ‘9/d control culture’ meant that some
of the longer serving managers felt that such initiatives ‘had nothing to do with them’. He

summed up the situation by communicating that:

We have had a number of management development initiatives at various levels but frankly they are no
good unless we have a sea change in culture overall because people first come back and nothing has
changed so what’s the point. There has never been a centralised standpont taken on that - it has always
been something that should happen to someone else rather than something as a company we need to do
and embrace as a whole. (T&D Manager)

The above statement inherently illustrates the importance of culture in this
organisation and how it may affect the processes and effectiveness of management
development. The T&D Manager, however, stated that the issue of organisational culture

was one of the most important barriers to learning:

I think culturally we are not a leaming organisation. Formally we encourage the attainment of
qualifications because we see them as being very important, like becoming an actuary, being an
accountant, being qualified in pensions, whatever it is, we do look at these things as status symbols if
you like. But what we don’t necessarily do is look at individual skills and match them to their career
aspirations and I think we’re not very good at that. I hope that will change but that’s about us creating
the right attitude and culture towards it. (T&D Manager)

A7.3.3 Organisational Strategy and Management Development

When asked if and how organisational strategy influenced management development in
Lothian Life, the T&D Manager emphasised again the fact that at the localised (divisional)
level there was evidence of management skills being developed in line with their own

strategies:

These are things we (at divisional level) have to achieve and therefore you need to have these skills so 1t
is happening at a more devolved level and the reason that is happening is that we took a lot of time to
introduce a training process and we used IiP to do that and it was not the other way around. (T&D
Manager)

According to the T&D Manager, the emphasis placed upon tools such as management
appraisals by IiP offered the company the opportunity to promote development and ensure
that managers were more ‘focussed on the key skills their people need to be a manager rather than just
tasks that they have done.” However he reiterated that, as far as he was concerned, T don’t think
that as_yet we are enlightened enough at senior management level 1o say that we want our managers to be

like this because this is where we are going — we are not there yet'.
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In terms of taking re ponsibility for management development, it was shown that, in
essence, there was a two tier system whereby the T&D Manager and his boss, were
responsible for centralised formal management training on an organisational basis. He also
pomted out that the line manager was also responsible for their own management
development activity and that of their employees. As the following statement illustrates,
this system was not centralised but very much dtiven by the needs of those at a more local
level:

But the line manager level 1s also where decisions are made and these at the moment are where the bulk
of management development courses are run. We get individual training needs back and we (T&D
Department) deliver agamst these traming needs according to what they perceive their needs are 1n that
local area It is not a centralised theme, but more as you need it, 1t’s needs dnven. (T&D Manager)

A7.3.4 Human Resource Development Processes

Although the company’s training and development processes had been recently recognised
by Investors in People, the T&D Manager felt that it was still too eatly for the company to
consider applying for any National Training Awards for MD, believing this to be an ‘ara
... for the future.’ In his view, there was still clearly an inadequacy amongst managers in
terms of their people skills. He detected a ‘lack of confidence, frankly, to manage people.’
As far as he was concerned, there were a number of particularly useful aspects of the IiP
accreditation process. Firstly it ensured that appropriate structures (management appraisal

system) were put in place which would allow the company to build and enhance its MD:

IIP did recognise that, that we had a vested interest 1n developing people - which we do - but what it
didn’t necessanly do 1s look at how we manage people. I do think that that is something we will be
moving more towards now we have a management appraisal and as I mentioned before I think that will
become a theme this year. With the new chief executive I said, frankly if we really want to make use of
what we have achieved so far we have got to look at the people there and keep pushing them. (T&D
Manager)

Secondly, it was stressed that the ‘top managers’ perceived gaining IiP as a good thing to
get. But as the T&D manager emphasised, IiP was very much driven by the HR
department, because it offered us the opportumty to justify making changes so it was a means to an end
Jor us not an end in itself.” An additional indication that appropmate structures and practices
were in place was the fact that the SQA had awarded the company with the approved
certificate to deliver a number of NVQs. As far as the T&D manager could see, this was
‘obviously a rubber stamp that we have got the processes in place to do that.’

There was also clear evidence that LL were using a competence based approach when
considering the development needs of managers. For the T&D Manager the introduction
of competence wholesale across the company was descrbed as the ‘major part of the game

plan’. To this end, a pilot competency framework was in operation at the point of data
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collection. The aim was to ensure that eventually every individual would understand what
competences they needed to do their jobs, from generic ‘lone competences’ (appropriate

for every person in the organisation regardless of area) to those more specialised ones:

So management skills increase as you go up and the job specific skills so that we actually map out every
single job that everyone does 1n the company and then identify them 1n competency terms. And then
the ultimate will be 1n 2 years time, maybe even a years time when we have a competency matrix on hne
such that we are able to identify traming needs and have the gaps clearly identified. We wall have line
managers trained as overseets to identify who has what skills so that you can be more flexible about
resource management. (I&D Manager)

The T&D Manager indicated that the MCI competency framework was informally
used as a basis for designing the competences listed in the management appraisal system,
with a view to formalising the framework in the future. It was felt that by using the
competences as devised by both the SVQ and MCI, and selecting those that were most
appropriate for managers within LL, a comprehensive management appraisal system could
be established.

As with the other interviews with the company representatives responsible for
Training and Development, this manager was asked both to clarify what was expected of
managers in terms of development activities and to ascertain who had responsibility for
deciding on the appropriate MD for individuals. In response to this question the T&D
Manager reiterated that the HR Department was involved in identifying core skills for
managers and, ultimately in giving them the opportunity to develop those skills. The
annual appraisal was also deemed important as far as managers’ developmental needs were

concerned:

On a local specific basis, development needs are now identified as a result of a discussion at the
beginning of every year in relation to the settng of objectives between the line manager and the
individual to agree what 1t is that they need that year to support them in achieving these objectives. So it
is very specific objective driven and I would underline the word agreement there. So the individual has
responsibility for identifying what they think they need and then discussing it with a manager and then
coming to an agreement about whether it 1s appropnate or not. (T&D Manager)

As well as this system of working 1n partnership with line managers, the T&D Manager also
emphasised the growing need for managers themselves to take ownership of their future

skills and career development:

Also something we will be encouraging is very much the thing that individuals are responsible for their
own career development and that is one of the reasons why we well probably be removing bonuses
from exam results and emphasising this as something that people should be professionally pursuing as
part of their own interest rather than for the sake of a few pounds. (T&D Manager)
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By mentioning this issue of financial rewards for obtaining qualifications the T&D
Manager went some way towards answering the final question in this section. This question
was designed to ascertain if tangible rewards were given to managers for successfully
completing formal development interventions. It was indicated that, in effect, there was a
dual system in operatton whereby for certain qualifications, such as actuarial (FFA),
Insurance (ACII) or Accountancy (CA), an ascribed status was awarded, while for other
qualifications, for example the sales orientated AFPC, there may be a bonus of a couple of
bundred pounds’. However it was indicated that this practice was being eroded, the view
from the organisation being that taking examinations was ‘@ demonstration of professional desire
to move on and the reward [would] be as and when’. In essence the T&D manager communicated
that the removal of such rewards was integral to the continuing moves to overhaul the pay
and reward strategy:

What I would say is that we are rewording our pay and reward strategy this year and if I had to say, I
would think we will be basing it a lot more on competence, simply because gone are the days when
people can move on, we have got so many different levels - 11 grades before you get to management,
so the chances are that the number of grades will be reduced and there will be far more emphasis on
how much skill you have. So you are paid for your expertise rather than the length of service, obviously
they are linked, but you know, you have got to this level and therefore you are paid this much, ‘why did
he get to that level’ so we will look at your expertise. So that fits in very well with the competency
approach we are taking which will drive the appraisal which in turn will drive the pay and so on. (T&D
Manager)

A7.3.5 Measuring Performance Outcomes

When asked about performance measurement, the T&D Manager stated that assessment
was purely against objectives and that there was an element of subjectivity involved. Not
surprisingly, the subjective nature of measuring performance had been widely criticised in
the past as it was not deemed to offer a 50/zd foundation for management performance related pay’.
He did however feel that, as a result of the introduction of the new (MCI based) appraisal
form, the assessment of performance for managers was, ‘very much more objective because they
are actually looking at specific skill levels.’

In terms of team performance, it was emphasised that while team objectives were the
principal tool of measurement, there were plans to base evaluation on the performance of
divisions. An important point to note was that the T&D Manager realised that, if
performance measurement was to work well, then there would have to be clear links made
between both individual and team levels. With this in mind, the T&D Manager illustrated
the importance of the process by which training needs were identified and the necessity of

ensuring that appropriate opportunities were in place:
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Every year we have an exercise where managers sit down, line mangers at every level, with their
reportees and they agree what training needs they have for that year If anyone feels they haven’t got
something 1t 1s discussed at that ttme and it 1s dealt with by line mangers and indeed 1t 15 th 1
tesponmbﬂjty to deal with the development of their staff. So on an area basis, we will have traming
needs for the whole company fot the year so we wall be able to 1dentify exactly what we have to do and
plan out resources and do our stuff nght now. If there are any themes coming out we can delive
courses against those - 1t’s as stmple as that. We find out what they want and we deliver so there are no
teasons why there should be any complamts because they are given every opportunity to ask for what
they need, we don’t dictate the training, we are dictated to. (T&D Manager

A7.4 Grampian Life Assurance Company

A7.4.1 Management Structure and Communication Process

At the head of the otganisation is the Group Chief Executive and his direct reports who
are the: Finance Director; Marketing and Sales Director, HR Director and, Client Services
(operations) Director. The Grampian Life umbrella includes the Investment Management
organisation (GLIM) which is effectively a separate body with its own Chief Executive.
These seven directors effectively make up the Executive who are charged with making the
executive and strategic decisions for the direction of Grampian Life. Five members of this
executive grouping are on the main board of GL along with other directors.

Below the Executive, there are the divisions which are made up of: Finance,
Marketing and Sales (both direct and indirect); Human Resources (with training and
Personnel as well as facilities management who look after the buildings etc.); Operations
(which is made up of client services, IT, actuarial and joint venture activities), and
Investment. Each of these divisions has what are called Divisional Boards, which are
chaired by the Executive Board Director and comprise the senior management of that
division along with two non-divisional Board Members. The aim of this arrangement is to
provide an ‘external view’ on what is happening within each division and, hence, placed on
the HR Davisional Boatd are the Heads of IT and Client Services. By way of summing up,
the Group T & D Manager illustrated how a common thread based on goals and objectives

ran through the organisation from each individual to the Executive:

So, the executive do the strategy, the heads of the divisions are tasked with making the operations
happen. Each year we have a corporate plan for the organisation, we have a 3 and 5 year plan as well,
and the annual plan 1s agreed and each division has its plan to contnbute to the business direction
From the divisional plan, each of us has personal objectives to be able to deliver the overall corporat

goal. So the corporate goal links all the way through. We have an appraisal system that measuzes all of
that through the business cycle. Group T & D Manager)

In terms of communication within Grampian Life, the Group T & D Manager fet
that real efforts were being made to ensure that communication %ascades down and feeds

upwards.” At the top of the organisation, each year, the Executive have a two day ‘away day’
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session to determine the strategic direction for the following year and each dwision feeds
into that meeting through their general manager who has the opportunity both before the
two days and after to contribute on behalf of his/her division. The divisions then meet to
identify what they require to be able to conttibute to the %gp /leve/ goals’ that have been
decided by the Executive. Each month, the Executive and senior managers review the
overall goals and then all the staff are briefed on the progress against the objectives by their
divisional boards. These briefs are written and cascaded through e-mail, which is
distributed to all staff. Each department also have their own regular meetings which serve
to feed information up to the monthly divisional board meetings. There is an annual
managerial conference to which all team leaders are invited and there is also a staff
conference for all staff. In addition to these two events, the Group T&D Manager stated
that in the last two or three years there had been two Question Times’ ... where we have the
Executive up on stage and the audience, whoever wants to come, can question them on any issue they like.

This can be from the most clerical member of staff, all the way through.’

A7.4.2 Organisational Culture

When asked about the culture, the first thing that the Group T&D Manager stated was that
GL was now ‘a financial services organisation, [whereas in the past] we were a Life Assurance
Company’, and therefore there was an enormous amount of change in the culture. He felt
that the best way to describe the culture was that it was flexzble, fast-acting, can-do, very business
Jocussed but also heavily people focussed. ... Extremely customer focused and that's the key phrase for the
organisation.” Basically he felt that the change had involved moving away from being
product focussed ‘because products are easy fo copy’ to one where the employees play an
increasingly central role in the otrganisation. Therefore he felt that there had been efforts
to make the people within the organisation one of the differentiators’ because their skills and
talents could not be imitated in the way that products and services (e.g. banking) could.

The Group T&D Manager also felt that another cornerstone of the GL culture was
the fact that the staff felt more empowered and that this empowering had developed
recently, enabling managers and team leaders to take on different duties. Therefore he felt
that team leaders were now more likely to be coaches and mentors rather than the
traditional technician ?hat took charge of the most complex technical cases’. He summed up, That’s
the biggest change we're seeing in the culture of the organisation, that we do need people to have good

management skills who are bighly customer focussed and goal orientated.’
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When the Group T&D Manager was asked about how he percewved the culture in
relation to tramning and development, he pointed out that it had become very competency
driven, with lists of both behavioural and technical competencies for each job. (Issues
surrounding competency are discussed in section A7.4.). In more general terms he stated
that GL was very much focussed on encouraging employees to go down the prof ssional
qualifications route for a particular profession.” He mentioned the importance of encouraging
managers to undertake the MBA route. Backing this statement up was the evidence that an
in-house GL College was being opened up to facilitate continuous professional

development and continuous learning. He summed up the situation:

And we’re saying to them, well we’ll put an infrastructure in and some time, if you’re prepared to put
some of your own personal time 1nto 1t as well. What we’ll then allow you to do is develop a skill or
knowledge that may not necessanly be needed for your current job but it’s something that an
employability language might help you for the future, hopefully in Grampian Life. But if not, for
elsewhere, and we take that seriously now because we have been through a downsizing some time back
and what we want to be sure of is that people do have skills that they can use in other types of jobs.
(Group T & D Manager)

Continuing on this theme, the Group T&D Manager emphasised the importance of
multi skilling (to GL) and described in some detail how efforts were made to ensure that
people did get the opportunity to move around in the organisation:

Every year we meet the members of the Executive twice a year from HR and we look at people in
career terms, where do we think they’re going next. We have what we call a chart room and we put up
the structure chart with every manager on that and we look at every possible movement between
divistons - who do we have coming through for this position, what traming and development are we
going to give them. (Group T & D Manager)

This final statement, perhaps more than any other, illustrated that there was a very real
emphasis placed on development and giving all employees the chance to continually

develop and move forward in the organisation.

A7.4.3 Organisational Strategy and Management Development

In answering the question: Does Organisational Strategy influence MD?, the Group T&D
Manager offered some interesting (pieces of) information. As was mentioned before, key
to the strategy setting process for GL was the yearly corporate plans, which were drawn up
by the Executive with clear input from the divisions. The Group T&D Manager intimated
that a vital part in this process was the formulation of a ‘Manpower Plan’ which determined
the numbers and skill that the organisation required to achieve the goals laid out in the
corporate plan. From this Manpower Plan, the training and development needs for the

period were devised:
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So every piece of tramning that we do has as an end result the corporate objectives of the organisation, so
if 1t’s communications skills or whatever we’re producing, 1t’s for a purpose. So when we do our
objectives, and every manager has objectives -3 or 4 key objectives - and each objective gets linked to
the corporate plan of the organisation and what are the drnvers, or ‘ho chin’ as the Japanese call it. So
management development and traming links 1n to all of that. The first thing we do mn tramning
department 1s ask what 1s the corporate objective business strategy for the organisation, what training do
we need to provide to match that, then that comes down to individuals within the organisation, what
tratning do they need to do their current job, their future and the business objectives - 1t’s mnterlinked.

Perhaps the most salient point communicated by the T&D Manager, in relation to the
inter linking of organisational strategy and HR strategy, was the importance of training and
development.

At this stage the Group T&D Manager proceeded to explain in detail the whole
philosophy of the GL manpower planning and training strategy. The most important
requirement for the continued success of the organisation was to ensure that training and
development were built into the manpower planning process and were elevated to the same
level of importance as the other elements of ‘Welivering the business, holidays and sickness.” He
suggested that one of the main ways of achieving this was to be as flexible as possible in

delivering training and development:

Training and development has primarily been seen as you’re only actually receiving training if you're
going to a training course, away from the desk. We see learning as something that can take place at
your desk by gamning different experience, it can take place in a tutor environment, and we’re still
encouraging that, we’re much more multi-media now - distance learning. We’re looking now to Internet
and intra net to be able to give that learning opportunity and that can be at the desk, or in a learning
centre. (Group T & D Manager)

The main problem was for the training and development department Zetting people
released to actually do that [training and development].” The T&D Manager also mentioned the
fact that the timing of training and development activities had changed to be more modular
and short burst in nature’ in order to make it easier for employees to attend and not be away
from their departments for long periods of time.

Closely related to these issues of making training more flexible and user friendly was
the question of how much responsibility the individual had for their own tramming and
development. The Group T&D Manager illustrated the tri-partite nature of the GL
system. First and foremost, it became apparent that the individual had been given much
more responsibility for the %dentification and policing’ of their development. However it was
also clear that line managers have considerable responsibility (through the annual appraisal
mechanism) to ensure that their teams were developed, % they don’t do that, they won’t be doing
their job full).’ The final partner in this system is the Training and Development
Department, whose job is to facilitate that it all happens, [s0 we have to have] the systems and

programmes in place to bring the parties together to talk about it’. To further emphasise how serious
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training was taken by the (Tramning and Development) Department, 1t was also shown that
each division had an advisor whose role was to help identfy relevant opportunities and
advise the divisions on the availability of such opportunities.

Another key element of the MD strategy at GL was the existence of what were known
as ‘Career Development Centres’ (CDCs), which had been set up for team leaders, managers
and senior managers. The aim of these centres was to @low the indwidual to measure their
competence against the compelence profile of a team leader, a manager or a senior manag r and get feedba k
and a development programme of what they need to gain more experience and more development. To
ensure that this process worked effectively, the individual was required to apply through
their line manager and 1t was equally imperative that he/she was supportive of the initiative.

The final aspect of the Training and Development strategy that the Group T&D
Manager felt was important to mention, was that, as a result of the change programme
‘Gear up for Change’, a mentoring system was introduced. Crucial to its success was the
informal nature of the scheme, where people identified as being in key ‘nfluential’ positions
(mainly managers or team leaders) wete assigned mentors outside the line of management
of those individuals. The T&D Manager stated that it was primarily the actuarial students

who had the opportunity to partake in mentoring of a more formal nature.

A7.4.4 Human Resource Development Processes

At the time of the data collection in GL, the position as an Investor in People had recently
been consolidated in that they had reaffirmed that status after being recognised firstly three
years previously. The most important aspect of GL’s commitment to achieving IiP status
was not because of the award, we went for it because of the principles and we wanted to have a strategy
that the staff could feel that there was something they were going to measure against the outside world on
how we were doing’.

In the year before the data collection took place, GL had, for the first time,
undertaken a National Training Award for telephone sales techniques in the customer
services atea. The Group T&D Manager indicated that the organisation had also
successfully achieved the bronze, silver and gold ISO quality accreditation scheme for thirty
work units. Therefore, it was obvious that quality was a major issue and the group T&D
Manager ultimately described 1t as being ‘really important to us’. As well as these training and
quality awards, the fact that GL had also won several IFA and Life Assurance industry

awards for improved customer service was also mentioned.
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As was mentioned 1n section A7.4.2, it was clear that competency frameworks were
integral to the training and development activities of employees at GL. It was stressed that
when the competency based system was initiated, the T&D department used the
Vocational Qualifications (VQ) model of competencies as well as the management
competencies from the Management Charter Initiative. It was indicated that GL was able
to award VQs for customer service through the Training Department and the Group T&D
Manager was hopeful that this ability could be extended to other types of internal training
which could be validated by external bodies. For example, he assetted that GL was in talks
with various Business Schools to verify whether other parts of training could go towards
academic qualifications such as an MBA.

In terms of the actual mechanics of how the competency system wortked, any new ot
existing job was profiled in competence terms (i.e. skills, behaviours or attitudes). The
annual appraisal system was then used to measure how far the individual had used the
competencies in the job and there is feedback from managers and direct reports through
the 360-degree system. To sum up the use of competencies, the T&D Manager stated %he
competencies drive the whole way forward: the recruttment; doing the job; training and development and
Juture career development. Al the learning centres and the career development centres are competence based.’

The final question in this section was designed to ascertain whether tangible rewards
were given to managers for successfully completing formal development interventions. It
was indicated that the Performance Management system in GL was based on the business
objectives and they were the @river of the system’, although the Group T&D Manager did
state that this system was similar to the competencies one. The performance of managers
was based on three or four key objectives, which were related to the corporate aims. Very
simply it was shown that %f ar the end of the year you measure up all your objectives and they’ve all
been achieved, you should bave achieved your proper goals and if you haven’t there’ll be a gap that we should
recognise.” Based on these objectives, a non-pensionable bonus was paid once a year in
addition to one’s salary that was based on the on going key aspects of the job year-on-year.
Ultimately:

[the salary was] matket comparable 1 what we are paying in the outside market place - it’s not dnven
on the “you’ll get this increase every year” and it’s very much performance driven as well and within the
otganisation we have the objective to pay high performers the highest level of salary and the bonus, so
yes, the competencies drive the accountabilities and the objectives but we don’t pay the objectives at all
(Group T & D Manager)

With regards to the rewards available for attaining an MBA, for example, it was noted that,
while tuition fees were paid and a bonus was awarded on completion, the salary was stil

ptimarily performance based.
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A7.4.5 Measuring Performance Outcomes
When asked more specifically about performance measurement, the Group T&D Manager
retterated that the real drivers were the objectives set, which he described as being %
bounded’ and ‘cost bounded’. He then advised that, at the year end, the appraisal system was
then used to identify the objectives achieved against the performance indicatots. In terms
of team and departmental performance management, although there was encouragement
for cross-divisional work, payment was still based on individual petformance.

In the last question 1n this section, the Group T&D Manager was asked to comment
on the impact that MD had made towards improving individual and departmental
performance. In responding, he was adamant that MD was having a significant impact, not

least in its contribution to the culture of the company:

[Changing from] a hife office environment into being a financial services organisation with GL Bank,
GL International, our own credit card, we’re working now in joint venture scenarios the skill base 1n
the organisation has widened constderably and tramning and development 1s taking us down that hne.
(Group T & D Manager)

In addition, he underlined the general philosophy that appeared to transcend the
otganisation by stating that ¥raining [was] not seen as a cost ... it [was] seen as an investment in the
individual and for the organisation.” The impact of training and development has also been
identified as a ptime factor in the attainment of awards recently attained.

The Group T&D Manager forwarded a very pertinent observation noting that a lack
of ‘willingness’ and ‘hunger’ for increased personal development often due to their past
success, a common view being: T've got to this level, have I anything else to learn?’ With thus in
mind, the Group T&D Manager felt that an integral part of his role was to encourage and
facilitate learning amongst this managerial group:

I often use the comparison that if you go to your doctor, would you be comfortable that he was using
his knowledge from 1980 or 1970 and the answer 1s always no - so why shouldn’t our customers feel the
same.... Barners are certamnly the pressures on people on the job to make the tme so we need to
encourage the individual to take more responsibility to make that happen. Its just like the apprai al
scenario, people say to you, ‘I haven’t been appraised’, and you say to them well have you demanded 1t
and they say ‘oh, no I was waiting’. That’s a big change that’s happening 1n tramning and development
terms, it was often recognised in culture terms as something that was done to you and we’ve moved
away from that and people are now looking more to get 1t for themselves and for the org nisation
(Group T & D Manager)
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A7.5 Borders Life Assurance Company

A7.5.1 Management Structure and Communication Process

BL is part of an International group, Financial Services Conglomerate (FSC), based on
mainland Europe, but which has other business units in other European Countries and
around the world. BL is a substantial unit within that group and thete are three
representatives from FSC on the main BL Board and as the T&D Manager stated %bis is the
only noticeable effect that anyone could see from FSC on BL".

In relation to the actual structure of BL in the UK it was noted that there are a
number of Sub-Boards and an Executive group of people who are made up of the Chief
Executive Officer (CEO), Marketing Executive, Operational Director, Information
Systems, as well as the HR Executive etc. The main aim at this Executive level is to set the
strategic direction of BL in the UK and then liase with FSC Head Office about these
proposed strategies. Essentially the main responsibility of the Executive and a key
objective is to ensure that areas such as Sales, Matketing and Customer Service, what the
T&D Manager described as the ffront end and back end’ are working in tandem and pulling in
the same direction. In terms of further down the hierarchy it was shown that a series of
managers in each department who reported directly to these Board Executives. Directly
below these there were Assistant Managers and Team Leaders followed by the Team
Members. The T&D Manager did not indicate the numbers of managers at each level.

When asked about the communication process in the company he described quite an
innovative and comprehensive process where there were quarterly briefings from the CEO
and his colleagues who make up the Executive to the managers. As well as these there
were monthly written briefings from the Executive level to all employees, but probably the
most important and therefore considered to be the main communication tool are the
monthly team briefings from the team and department managers to their team members.

In terms of other more innovative methods, use was made of staff magazines, and
imaginatively titled’ newsletters in the various departments like Marketing News, Sales News
ot Service News, which are all, edited at a central point to ensure consistency and maintain
standards. As well as these newsletters, Business TV’ was another tool in the
communications process whereby Executive Managers in the organisation broadcast to
senior managers in the branches, every six to ten weeks or sometimes more depending on
the need. A feature of these broadcasts 1s their interactive nature whereby those managers

in the sales offices can use the telephone to ask questions during the transmission.
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A7.5.2 Organisational Culture
The T&D manager felt that the culture of BL was ‘informal yet focused’, and that the
company knew exactly what it did well and how to leverage its core competence. The main
aspect here was that BL had cleatly focussed it’s culture on carving out a clear product
structure involving Refirement Planning Products (Pensions)’ which was built on a distribution
strategy where only Independent Financial Advisors (IFAs) were used with no interest in
using Call Centres or Direct Sales methods. While the T&D manager thought that this
deliberately focussed and ‘narrow niche strategy’ had served the company well in that past,
because of the fiercely competitive nature of the industry in the future, he felt that BL
would inevitably change.

When asked more directly about the actual internal mechanics of the culture, for
example if such things as empowerment or experimentation were considered features, the
T&D Manager again undetlined the informality of BLs culture. He pointed out that there

had not been any real formal drives for empowerment and stated that he had:

Never heard the phrase apart from in casual conversation ... nobody ever said that this is something we
are going to do, empower and enable or staff, but 1 reality I feel that our managers in particular and
staff are largely empowered. (T&D Manager)

More specifically when asked about the culture of BL in terms of training and
development by quoting a series of statistics the T&D Manager underlined the fact that to
him there was a very well developed culture in place. He stated that at the time of the
interview there were an estimated 672 people in the company studying for an examination,
which represented a figure of around one in four, which although mostly voluntary, was all
funded by the company. He felt that the company really did value learning and there was a
real willingness to see people gain professional (ACII, actuarial, law, MBAs and Executive
Sectetarial) and similar qualifications. However perhaps more importantly he undetlined
that what summed up the culture better was that there was also a genuine enthusiasm from
the staff, who are giving up their own time to study.

If there was a weakness in the company the T&D Manager, who reiterated his desire
to be honest, was that there could have been more guidance and direction for staff in terms
of the available opportunities. He felt that whilst BL was good at allowing people to take
time off and to take charge of their own development, there should be more input from
the company about what employees should be thinking about in terms of development and

learning.
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A7.5.3 Organisational Strategy and Management Development

When asked if he felt that organisational strategy influenced MD in BL the T&D Manager
stated that he did not think 1t did, and in realty MD was a faitly ad hoc process. The
reason for this he believed was that the success of the company had been built in the past
by managers who were experts in a particular area, ie. lawyers, accountants, actuaries,
marketing and IT professionals, but in the main these managers were not necessanly good
general managers.

As the T&D Manager he understood the need for an improvement in this scenario,
but he stressed that great care had to be taken in any MD strategy designed to build general
management expertise. He felt that general management skills would have to be built, on
top of and be complimentary, to the technical and functional expertise already in place
amongst the managerial group. With this in mind the T&D Manager outlined that there
were definite plans to draw up a competency framework which would allow managers to
begin to develop more in terms of their people skills, but still underline the fact that
technical competence is very important too.

When asked about responsibility for MD, the T&D Manager reiterated that really the
individual was key (with some input from direct line manager) to any process to decide
what and how much development and training they want to undertake. It was felt that
here was also a role for Personnel and Training Department to play and they had a definite
interest in the process, but this was more as a supporting role and, ultimately the individual
made the final decision. The T&D Manager again realised that there were obvious
weaknesses in this system, just as there were with the culture, because there probably was
not enough guidance or training given to individual about what exactly they should be
doing, and often they were, “%ft fo their own demces’. He summed up that, % an individuals
responsibility for development] isn’t spelt out for them in any detail and because of that there are some who

will exercise that responsibility well and others who just do not’

A7.5.4 Human Resource Development Processes

It was indicated that BL had been recognised by IiP, but had not received any National
training Awards. The IT department however had also been rewarded ISO 9000, but that
was not applicable to other areas within the organisation. As was mentioned previously
there was practically no use made of competency frameworks (except for Recruitment and
Selection) in BL, although there had been moves to introduce similar frameworks in other

processes throughout the organisation, although no detailed general plan had yet being

258



Appendix Seven

drafted. However there were definite plans to introduce a development centre approach
and there were pilots ongoing at present in developing this further to ensure that managers
will be able to have access to appropriate tools in these centres. It was also shown that
thetre were plans to redesign the performance management appraisal system to appraise
everyone on competencies. (The issue of performance management is discussed in more
detail in the next section.)

In the final questions of this section surrounding HRD processes the T&D manager
reiterated that all managers were expected to participate in MD activities but again there
was no clear policy on this. Also the fact that often they did not receive sufficient guidance
about what is expected of them and this lead to obvious problems because confusion can
become inherent at lower levels too regarding MD expectations. For example the T&D
Manager felt that: For line managers in relation to those who report to them, if Manager A does not
know what is expected of him/ ber — it is difficult for them to give some focus to others about what they
should do’.

A7.5.5 Measuring Performance Outcomes

The main aspect of the petformance management system in BL was centred on the
appraisal process where individual objectives are set and ultimately it is the achievement of
these objectives that determines the level of salary. In the appraisal system there were: four
guaranteed points in the annual clock [consisting of]: setting the plan; after three months internal review; six
months later full appraisal, three months later interim review and a full year later a full appraisal’
During that time it was indicated that some objectives may come on or is taken off the list
of objectives depending on circumstances.

A half yearly bonus is paid based on the performance against the objectives up to the
first six monthly appraisal review. Achieving an objective could for example be related to
passing formal examinations. As well as such specific objectives, success in more generic
skills is also measured like problem solving or communication. Deliberate attempts are
made to ensute that the actual area where the individual works is recognised, therefore if
the he/she worked in an area that was very technical, then the mote technical objectives ate
weighted higher in importance than other softer ones like communication skills for that
individual.

In terms of team and departmental performance attempts are made to monitor team
targets which can take a varnety of forms depending on the actual area where one works.

For example in the investment department a measure maybe related to return on monies
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invested, or 1n the customer services department it could be related to the number of call
throughput or pieces of correspondence dealt with. However these team measures do not
make any difference to the individual’s final salary.

In the last question 1n this section the T&D Manager was asked to comment on the
benefits that MD had made towards improving individual and departmental performance.
He felt that it was very hard to actually evaluate just how much contribution MD had made
in the past. It was stated that there were real efforts to attempt to measure all the training

that took place in BL, whether it was MD ot not:

We have tried to do this in financial terms, for example, managing projects to try to determine the value
of the successful achievement of that project in terms of money saved or revenue gained and try to
apportion some of that to the management development that went on within st. But that ends up
sometimes as guesswork and I’'m not so sure 1t is that good, it gives some pointers but in the end
nothing more. (T&D Manager)

The T&D Manager went on to point out that he was trying to get the whole issue of
evaluation in relation to MD raised further up the agenda when considering any projects in
BL. He communicated that whilst most managers accepted that there was need for
evaluating the development that they had undertaken they almost always thought it is
something to be left until it is completed, after the event has taken place. He felt that
evaluation of the MD should be ongoing and even performs a role before the event take
place, at the planning stage.

To conclude this interview, like the Group T&D Manager from GL, the T&D
Manager here forwarded some very salient observations in relation to barriers to learning
for mid career managers in this organisation. For him (giving the organisational
perspective), he would have expected the issue of time pressures, from both domestic and

professional life, to be probably the most important for managers in this age group:

There will be a displacement effect for such managers where they do not have enough time, with high
domestic responsibilittes too. This is a time when the organisation 1s trying to get maximum input from
them and they have to give up the idea of developing themselves and focus for today not tomorrow.
Therte 1s disinclination on the part of managers to recognise that people should be taken out of the daily
grnd to be re tuned so that tomorrow they are better managers as a consequence. (T&D Manager)

As well as this issue of pressure the T&D Manager also felt that there were clear
problems in this direction in terms of direction and it was now very hard to offer managers
the prospects for promotion because often there is no clear series of steps anymore. Also
there 1s disincentives because earning a few grades further up the hierarchy are not
particularly higher than where they may presently be. He also clearly pointed out that in his
opinion there was no job for /ife’ anymore and it was important to point out to all managers

that they must develop now and understand a new philosophy centring on employability for
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kf > He felt that this perceptual barrier was probably one of the hardest to remove, but
that all managers and employees had to understand that they must continue to develop 1f

they are to continue to be employable.

A7.6 Highland Life Assurance Company

A7.6.1 Management Structure and Communication Process

It was indicated that within HL there was an Executive Body, who effectively runs the
company. This Executive Body is made up of a group of General Managers (GMs) who
number 12 in total. Directly below these GMs are what those titled Assistant General
Managers (AGMs) who number 30 in total and report directly to a GM, and combined
these 30 AGMs make up what is described as the bottom of the Executive’. Fot each major
division there is a GM and AGM. These divisions are: Customer Services (one of the
largest); Sales (again very large in terms of number of staff and split into both Direct Sales
and IFA Sales); Information Services Division and, finally an Investment Division.

HL also had recently opened (during data collection) a Banking Division (HLB) but it
should be pointed out that this was a separate company and therefore there was no
representative on the main HL, Executive Body from HLB.

In terms of the decision making and communication processes in place in HL the MD
Consultant described a fairly typical system where the Executive Body have regular
meetings which are essentially designed to facilitate the setting of corporate strategy. The
Executive then communicate these strategies to the next management tier (AGMs) through
regular meetings and thereafter it is really the responsibility of these AGMs to brief further
downwards. As well as this standard communication process within divisions and
departments there are other methods normally led by the AGM or GM. The MD
Consultant felt that these other methods might take the form of fairly informal get togethers’ or
more formal department days. In addition to these methods it was shown that there is also
ongoing regular communication through the internal e-mail system.

Another element of the communication system was the Company Newsletter, which
is distributed to everyone in the organisation. Also the MD Consultant mentioned the
vatious conferences for mangers in the company which are held one a year. For example
there is the Executive Conference, which is relatively small, as well as the Mangers
Conference that is designed to include everyone from middle manager upwards. She noted
that in a company with over 7000 employees it would be practically impossible to have an

event that includes all employees. When pressed about what exactly she meant by middle
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managers, her reply further illustrated the problems of locating individual positions in the

hierarchy of such a large company as HL:

It’s extremely difficult to say [descripion of middle manager] becau e 1t’s such a big company and the
parlance across divisions can also differ. The Executive as a body 1s considered the sentor management
of the company. The next level down across say 3 grading bands would be considered sentor managers
The next level down from that across perhaps the next 3 or 4 grading barners would be called middle
managers. It’s not particularly meaningful because we are considering abolishing the grading system,
which will make it even more difficult to define a person 1n terms of their management status, and we
are MOVIng away from that. In general terms, the 1dea of a middle manager would be someone who has
responsibility erther for managing people or for managing a substantal project and that could be
anything from a Team Leader to an Independent Specialist or Expert running project groups or
perhaps a project on their own with a small number in support. (MD Consultant)

A7.6.2 Organisational Culture

The most important aspect that the MD Consultant communicated about the culture were
the official attempts that have been made to change and mould it to make it more customer
oriented. The background of this deliberate attempt to move the shift the emphasis of the
culture was related to the feedback that HL got from a survey, carried out a number of
years previously, which showed that HL was ‘@rrogant and difficult to work with’.

The way the change has been facilitated was through an initiative called Total
Customer Satisfaction (TCS). During the TCS campaign every individual in the
organisation from Chief Executive down went through a process designed to change their
attitudes and orientation. The TCS process was delivered through a series of daylong
participative and interactive courses and workshops by company trainers from the People
Development Department, and other line managers who were specially trained to facilitate
the process. After this initial day there was also a follow up event to further reinforce what
had been covered in the initial course.

It was the view of the MD Consultant that this had led to significant change in the
culture of HL, and she noted that the Chief Executive had also made similat statements
and the enormous change that had been brought about through TCS. For the MD
Consultant another indicator of how well the TCS campaign had worked was evidenced
through a series of external indicators. For example it was shown that IFAs now rated HL
much higher now than before in terms of customer setvice, and also an award for
telephone service had just been won by HL. The comments below further illustrate how

strongly she felt about the culture as a result of the TCS process:

In my view as someone who’s only been n the company about 18 months comparing 1t with a
number of other nationals and multi nationals with whom I've worked, I would say we have a
strong learning culture in this organtsation (MD Consultant)
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To follow up on this point about the learning ortentation of the company the MD
Consultant was asked 1f she could o so far as descibe HL as a Learning Orgamsation®? Her
reply to this question showed that in HL there was indeed good reason for arguing that
learning and development was something that was becoming ingrained in the otganisation,
and as can be seen from the following comments there appeared to be a very wide range of
opportunities for staff at all levels in the organisation:

Well certainly Highland Life would be viewed in this way because there are an enormous number of

resources avatlable. If we just consider TCS for example, there aren’t many compantes who would put

7000 employees through a traming programme so we’re looking at the total number of days spent on

training compared with other organisations I would say that BL is very much a leaming organisation.

We have a number of (OALCs) which are Open Access Development Centres and they’re available to

everyone who works in the company. They are learming areas which carry not only the quality press

and a whole range of Professional Journals. Also staff are capable of learning a number of things
through CD Rom reference and access to what will be the Internet when its up and running. In
addition we have core training modules which are offered on a corporate basis. On top of that there are

a whole load of developmental training initiatives. We have a Graduate Management Traming Scheme

as well as other training schemes and Management Development. So we have a huge mvestment in

trainung. (MD Consultant)

In terms of other aspects of the corporate culture, the MD Consultant was asked if
she felt that empowerment or experimentation was a feature of the organisation? In
answer in this question the MD Consultant revealed a very telling insight into the type of
culture in place. She felt that there was very little chance that anyone would like to describe
any aspect of HL’s operations as ‘experimental’ because of the connotations of such a word
and the fact that in her opinion pegple would not want us experimenting with their savings’. She
emphasised that the Financial Services Sector and Life Assurance in particular was an
intrinsically cautious, conservative and slow moving’ business and therefore would have to say that
experimentation was not a feature of the company. In terms of empowerment, she felt
that there might have been some movement on that, but again in quite a restricted way,
because it was still very apparent that individuals have to be thoroughly trained before they
are allowed to administer pensions etc.

One the other hand the MD Consultant also pointed out that in recent years there has
been some loosening of the most conservative elements of the culture for example the
brightest graduates being promoted and given a lot of responsibility quite eatly in their
careers. Also there was evidence of looking outwith the industry slightly more and if the

word ‘experimentation [was translated very loosely’ she felt that the company would now be more willing

2 A Learning Organsation was clanfied for the MD Consultant as a ‘place where there would be no real
formal barners lad down to someone 1f they wanted to take up a course 1.e. nothing would really stop them
from domg that.
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to ‘consider the potential b n fits of looking externally and s eing what is gong on and maybe learning he
lessons from other very su essful ompanses and seeng of they can be appls d to our company [HL. "

By way of rounding off this section relating to the culture of HL the MD Consultant
was asked about the culture more specifically connected to Management Development and
Learning. In her response she illustrated the ways in which development activities were
delivered to managers which she felt were mote innovative compared to other companies
For example she talked about how the People Development Department worked with

experienced managers to try to:

‘adapt an approach that [was] most appropmate for them, normally something highly participattve, using
their expertence and that challenges them. Therefore it 1s very rarely lecture based and mostly highl

interactive but really the aim [was] to use whatever was appropnate, be that case study based, role

playing skills development, business stmulation or outdoor development. (MD Consultant)

Also as a final appendix in relation to MD in the company she noted that it was very
encouraging for such a traditionally conservative company to have moved so quickly in
relation to MD in recent years. She felt that MD was very much more on the agenda than
before and ‘before TCS it would have been given a much lower profile’. She also felt it was
important to point out that although there was still emphasis placed on professional
actuarial qualifications, there had been considerable movement in relation to all forms of

development for managers.

A7.6.3 Organisational Strategy and Management Development

When asked how organisational strategy influenced the Management Development
strategies and processes that were in place in HL the MD Consultant gave some vety
interesting and informative information. She communicated clear evidence that both were
linked and that ultimately each influenced each other but in her opinion MD underpinned
corporate strategy and if they wete not the case Yyou're doing something for no good rea on ot er
than developing people.” 'The MD Consultant cleatly emphasised that any ‘MD trust’ had to
start with the corporate objectives where the ‘evelopment and tramng is then] designed to m ve
us towards those corporate oby clives’.

For her there were two very concrete examples how this theory was actually
operationalised in practice, through first the TCS program and secondly the Leadership
Development Programme for the Senior Managers. The TCS programme and its
objectives in line with the corporate goals of achieving excellence in customer setrvice have

already been discussed in Section A7.6.2.
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In replying to the second question designed to obtain an mnsight into the MD strategy
of HL and whom exactly the responsibility lay with, the MD Consultant desctibed the two
key players in the process. She revealed that simply it was a case of company and
individual responsibility in that: Responsibility for inve tment ls s wnth the Ex utive. Responsibe by
for taking ownership for thetr learning lies with indwiduals’. In terms of more specific acuwvities, for
example, undertaking an MBA the MD Consultant reiterated the responsibiity of the
individual. As far as the company was concerned undertaking and MBA ‘was really up 1o
individuals and their initiative to propose this and if their manager feels that it is appropriate and
worthwhile in terms of carcer goals, then they will be supported by the company’. 1t was indicated that
this support would take a number of forms including financial, study leave and access to
the OADCs where people could go to use the facilities.

The MD Consultant re emphasised the importance of these OADCs in more general
terms and to her they were @ very tangible illustration of the company’s commitment to supporting
individuals’. She felt that they were integral to the whole philosophy in the organisation,
which was designed to allow individuals to develop in as many ways as possible, and they
included such resources as videos, tapes and books. Also a recent phenomenon was the
Junch-time seminars’ which were hosted by the OADCs to engender more communication

and awareness about the development in the various divisions.

7.6.4 Human Resource Development Processes
Although the company had achieved IiP status many years previously and had since
retained it, the MD Consultant preferred to concentrate on the fact that HL. had been
awarded a National Training Award run by Cranfield School of Management as evidence of
the good HRD processes in place. She intimated that this award was based on %how clearly
an organisation’s Training and Development supports it’s corporate objectives’ (this issue of the
interlinking of corporate and MD strategy was discussed at more length in Section A7.6.3).
She was also aware of other quality awards that had been attained, ke VS 7570 and
1S9000, but felt that they were more closely connected to the Information Systems area.
The MD Consultant indicated that the competency framework in connection to
HRD processes had been in force in HL for number of years (since the customer service
opinion). In this framewotk there are nine key competencies which apply to every single
person working in the company, although three different levels of performance are
acknowledged because of a series of practicalities including the area that the individual

works within and also their level in the organisation. To clarify this the MD Consultant felt
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that in relation to the competency entitled Siraf g Thinking, clearly there would be
considerably more expected of a General or Assistant General Manager than a Customer
Services Representative.

It was also pointed out that the competency framework was the main dnver for any
development and training and was also aligned to the appraisal system — the Contribution
Management Process (CMP). One of the keys to its success was through the introduction
of a large-scale traming programme aimed at the line managers to ensure they could
facilitate the process effectively.

The next question in this section followed naturally from the above in that it was
designed to establish what the relationship was between the competency framework and
reward systems. It was indicated that in the CMP an individual’s performance was
measured against the nine competencies and the objectives, which they made with their
manager at the start of the year (reviewed quarterly), in relation to them. It was also
indicated that during these appraisal meetings there is a real focus on what the individuals
development needs ate in relation to their objectives. The MD Consultant highlighted how

the system worked in practice:

The MD needs would be highlighted and then discussed at that point and then the proposals would be
put forward about how that person could improve and develop throughout the year. For example there
would be nothing to stop and individual manager in going to their manager and saying there is a course
or a conference that they feel would help them. They would put a proposal forward of that nature and
it is agreed or not with the line manager responsible for that area, who would typically be the AGM
who makes the decision because he/she will be the manager with the overall responsibility for the
budget for that area. (MD Consultant)

The final question in this section was designed to establish if there were any further
measures of success used apart from the actual competency framework, for example
passing an examination etc., and if there were any tangible rewards given for achieving an
MBA or professional accreditation. In response the MD Consultant made it clear that it is
only an individuals performance that would make a difference to theit rewards, but
ultimately 1f passing an MBA made someone more effective then that in turn would be

likely to yield rewards. She summed up, bt they would be based on contribution, not on the gatn ng

of the qualification’.

A7.6.5 Measuring Performance Outcomes

As has been observed above, like the majority of the other organisations studied that main
tool fotr measuring an individuals performance was through the appraisal system and
establishing if they had met their objectives as set at the start of the year. The MD

consultant related that in effect performance measurement was easier depending on the
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types of jobs that they did. For example a Customer Services Representative could be
measured on the number of calls they answered, time delay etc. But for other jobs it was
much more difficult, for example in People Development, it may be based on the number
of courses administered etc.

The tools used to aid this evaluation process were for example 7everse feedback’ and 360
degree feedback’, but it was pointed out that ultimately these tools were more important for
individuals in roles where behaviour and interpersonal style and skills as much as the
tangible output they made are important. In terms of team or department performance
measurement it was stated that there was a divisional or departmental contribution plan
agreed for each department and in turn there were also contribution plans for each level
above right up to the Executive level.

The final question asked of the MD Consultant was to establish if MD made an
overall contribution towards individual, team and organisational performance. As one
would expect she felt that it was very difficult to measure and evaluate exactly what
contribution MD made at any level, because you cannot isolate an individual and see what
has happened as a result of the MD intervention. However the MD Consultant felt that in
HL, irrespective of the difficulties involved, efforts were made to evaluate wherever

possible what affect there had been as a result of MD activities:

For example at the end of a Leadership Development Programme what we will probably do is put on
some kind of event, it might involve actually asking the individual to address an actual 1ssue of strategic
importance to the company. Then the GM would evaluate the programme on the basis of the outputs.
(MD Consultant)

The MD Consultant offered a personal perspective on the issue of evaluation and though
that perhaps the best way was to look at it in terms of ‘what would happen if we didn’t invest in
MD and training?’ She feared that if HL did not train or develop its staff it would be left
behind and would lose customers, and ultimately fail and therefore hat gives you the guide to

what you have to do’.
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