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This research report investigates the processes used by
middle managers to acquire skills, knowledge and
attitudes. An understanding of the processes that best
developa each of these is important since each has an
impact on managerial effectiveness. The literature revievw
revealed that very llttle research has been undertaken to
discover how middle managers acquire these necessary

‘abilities to become effective managers.

The research methodology comprised the self-completion of
gquestionnaires. The sample consisted of 11l respondénté.
all of whom had at least two years experience in middle
management. The respondents were all students currently

studying at the Wits Business School.

Respondents rated various trailning techniques and
llearning styles and iﬁdicated whether each best developed
skills; knowledge or attitudes. Quantitative data
analysié such as two varlable chi sguare teéts,_frequency

distributions, means, and modes were used.



The results revealed that skills; knowledge and attitudes
are acguired différently. Furthérmore,' the research
revealed that sector and gender did not influence the
learning methods, A _list of best practices for the
development of skills, knowledge and attitudes was

developed.



DECLARATION

.I.declaie thét this research report is my own, unaided
work. It is submitted _in partial fuifilmeht of the
requirements of the degree of Master of Management in ﬁhe
faculty of Management, Unlversity of the Wilwaterarand,
Johannesburg. It has not been submitted before for.any'
‘other degree or examination in this or any other

- University.

This is the - day of February, 1989



DEDICILTION

This research is dedicated te my parents: my mother |
Charlet Alfreda B'l_n:c:her:.r and - memory of my father,
Patrick Cromwell Butcher who died three months before the

research was completed.
Your interest, encouragement and sacrifices over the

. years have enable me fo get this far: for this I thank

you.

iv



ACKNOWLEDCEMENTS

I would like to express my sincere gratitude to'ali those
who assisted me in completing this research report. In .
particular, I. would like to convey my thanks to the
foilowing people for their generous support, aééiataﬁcé

and encouragement:

Mras Margle BSutherland, my .supervispr, a 'source of
constant help and encouragement. Your support and
encoﬁragement during - a challenging year for me
personally, 1is greatly appreciated! I am eternally

grateful, thank you.

Leonle Curran, my statistician who generated the  NCSS
statigtical reports: your assistance 1s greatly

appreciated.
Heather Hampson and Rina Fourie for assisting me with the
layout of the report: your ‘assistance is greatly

appreciated.

Thank you all very much.



TABLE 1:

TABLE 2:
TABLE 3:

TABLE 4:

- TABLE &:

TABLE 6:

LIST OF TARLES

Gender Distribution

Frequency Distribution for

the different sectoré

Number of Years Experience in
Middle Management

Broad Categeories of Employment
The Bect Learning Styvles Based oo
Gender | |

The Best Learning Stvles Based

'on Sector

TABLE 7:
TABL? 8:
T;BLE 9
TABLE 10:
TABLE 11:

TABLE 12:

What Kolb’s Learning Styles Best _
Develops
Gender, and the Acquisition of Skills
Using Kolb's.Learning Stylas
Gender, and the Acquisition of '
Knowledge
Gender, and the Acquigition of
Attitudes
The Techniques Best for Developing-
Skills

The Techniques Best used to Develop

P8l

p82

p83

pa5:
p8eé
p8s
P91
p93
P95
pgé

p99



' TABLE 13:

Knowledge
The Techniques Best for Developing

Attitudes

TABLE 14: A List of Techniques and What

TABLE 15:

TABLE 16:

TABLE 17:

Each Technigque Best Develops

The Top Fiwve Techriques for Developing

Skills

The Top Five Techniques for Developing
Knowledge
The Top Five Technigues for Developing

Attitudes

.TABLE 18: The Eight Most Popular Training

" Techniques

TABLE 191

TABLE 20:

TABLE 21:

TABLE 22:

TABLE 23:

The Use of the Top Eight Technigques

By Sector |

Other Techniques for Developing

Skills, Knowledge and Attitudes

The Best Practices for the Acquisition
of Skills

The Best Practices for the Acguisiticn
of Knowledge _

The Best Pracﬁices for the Acquisition

of Attitudes

plOl
pio3
plos
plﬂé
plos
p107

©108
pl;é
pl2d
pl57
pl58

pl59



_FlGURE.l:

FIGURE 2:

LIST. OF FIGURES

SOUTH AFRICA’S RATING ON THE WORLD

COMPETITIVENESS REPORT

TRAINING TECHNIQUES OBTAINED FROM

 THE INTERVIEWS

pll

P56



APPERDIX

APPENDIX

APPENDIX

APPENDIX

APPENDIX

"“w An -
.

hi} B!’I T

W D.r! -
H

" EJ}' -
-

LIST OF APPENDICES

The Research Questionnaire

Transcript of interview wich

Manager 2

Persons interviewed for input for

the Research Questionnaire
Coded print cut of data

The Coding Systems

pl73

pl177

pl7%
rl80

plg2



TABLE OF CONTENTS

1. CHAPTER ONE: INTRCDUCTION

1,1 Background

1.2 Scope of This Study'

1.3 Definition of Terms Used

1.4 Essentizal Issues Proposed

_1.5 Assumptions

.1.6 Relevance of The Topic for Managemeﬁt

in South Africa |

1.6.1 South Africa’s Uncompetitiveness

1.6.2 Enhancing National Competitiveness
Through the Implementation of
Best Practices for Managemeﬁt

-Developrent
‘2. CHAPTER TWO: LITERATURE REVIEW

2.1 Iatroduction
- 2.2 Why is the Mapager’s Role Important?
2.3 Why do Managers Need to Acquire

Skills; Knowledge and Attitudes?

Pl

P3
P4

p7

'p?

p8

pl2

prle
pl8

| pié



2.4 Who is Responsible Overall for Tearning -

in the Workplace? _
2.5 What are the Broad Skills, Knowledge and
| Attitudes that Managers Require to
Manage Effectively?
2.5.1 Skilla
. 2.5.2 Knowledge
©?.5.3 Attitudes
2.6 Technigues Commonly Used.tc Develop
| Skills, Knowledge and Attitudes
2.6.1 Introdﬁction
2,6.2 Techniques
2.6.2.1 Coaching
2.6.2.2 Mentoring
2.6.2.3 Actlon Learnipg
2.6.2,4 Assessment Centres
2,.6.2.5 Stretch Assignments
2.6.2.6 Junior Boards
2.6.2.7 Networking
2.6.2.8 Attending Professlonal
Meetings and
Conferences

2.6.2.% Professional Reading

P21

p22
p24

p24

p25 .

p28
p29
p30
p3l
p32
p32

p33

p33

p33



2.6.2.10
2.6.2.11
2.6.2.12
2.6.2.13
2.6.2.14
2.6.2.15
2.6.2.16

Understudy Assignments
The Case Study Method
Jﬁb Rotation

Business Games
Adventure Training
Telecoqferencing

Qff- the- shelf

Training Programmes

2.6.17 Correspondence Study

.6.18 Attending Lectures

2
2.6.19 8yndicate Groups
2

.6.20 Simulation

2.7 Designing Training Programmes for Adult

Learners .

2,8 How do we know that learning has taken

place?

2.9 How do people learn?

2.9.1 The process of learning

2.92.2 Different Learning Styles

2.9.3 Critical Success Factors for

Good Learnlng

2.10 Conclusion

P34

p34

.p35
P35

" p3L

P36

p37

P37
p38
p3g
pi9

p39

pd{



3. CHARTER THREE: RESEARCH QUESTIONS -

3.1 Research Question One
3.2 Research Question Two
3.3 Research Question Three
3.4 Research QueStion Four
3.5 Research Question Five .

3.6 Research Question 3ix
4. CHAPTER FOUR: RESEARCE METEODOLOGY

4.1 Introduction

4.2 Research Methodology

4.3 Questionnaire Design

4.3.1 Literature Review

4.3.2 Interviews

4.3.2.1 Academics

4.3.2.2 Practlising Miadle Managers
4.4 Questionnalre Construction
4.4.1 Structure of the Questlonnaire
4,5 Pilot Study

4.6 The Population

4.7 The Sample

xif

pi9

- pa9o

949:
p50
p50
p50

p5l

p51

52
P52
P53
p54
p54
p58
p59
P64
p6é
p66



4.8 Questicnnaire Adminisgtration
4.8.1 Questionnaire Distribution
4,9 Questionnaire Analysis

4.9.1 Chi Square Tests

4.10:Limitations of the Research
5. CEAPTER FIVE: RESEARCE RESULTS

5.1 Introduction

5.2 Data Capturing

5.3 Sample Description

5.3.1 Gender

| 5.3.2 Bector

5.3.3 Years Experience

5.3.4 Job Titles

5;4 Desgcriptions of Learning Styles

.5.4.1 The Best Learning Stylea Based on Gender
5.4.2 The Best Learning Styles Based on Sector
5.5 Kolbfs Learning Sivles

5.5.1 What Kolb’s Learning Styles Best Develop

5.5.2 Kolb*s Learning Styles and the Acquisition

of Skills

. 5.5.3 Kolb's lLearning Styles and the Acguisition

xiv

P69
p7l

p72

p74

p76

p76
p8i
p82
282

p84

pBS
p88

pBo

po3



- . of Knowledge
'5.5.4.Kblb?s.Learning Styles and the Acquisition
of Attitudes. |
5.6 The Most Effective Training Techniéues
| based on Personal Experlence
5.6.1 Skills
5.6.2 Knowledge
5.6.3 Attitudes
5.7 Training Technigues
5.7.1 Twenty Training Techniques and What They

Best Develop

P94

_ p9e

po7
pa7
p100

plo2

p104

5.7.2 A Short-list Of The Right Training Techniques

Most Commonly Used

- 5,7.3 Gender, Anc¢ the Use Of.The Top Eight
Techniques

'5.7.4 Sector And the Use of the Top Eight
'Techniquas

5.8 QOther Techniques That Are Particularly

Bffective
6. CHAPTER SIK: INTERPRETATION OF THE RESULTS

6.1 Introduction

pl0s

pl09

pll3

" plig

pl22



6.2 Research Ouestion One

6.2.1 Skills
. 6.2.2 Knowledge

6.2.3 Attitudes

6.2.4 Conclusion

6.3 Research Question Two

6.4 Research Question Three

6.4.1 Knowledge

6.4.2 Conclusion

6.5 Research Question Four

6.5.1 Attitudes

€.5.2 Conclusion

6.6 Research Question Five

6.6.1 The
Males and
6.6.2 The Way
Anquire
6.6.3 The Way
Acquire

6.6.4 The Way

Acqu .re

Preferred Learning Style for
Femalesa

in Which Males and Females
Skills

iu Which Males and Females
KnoWledge

in Which Males and Females

Attitudes

6.6.5 Conclusion

6.7 Research Question Six

pl22
pl22
0124
pl2é
p128

pl2g9

- pl33

pl33
pl37

pl3s

pl3s
pidQ
pld2-

pial

pl43
pl143
pldd

plds

plie



Industry or Sector
6.?;2 Conclusion

6.8 General Findings

7. CHAPTER SEVEN: CONCLUSION

7.1 Introduction

7.2 Main'Eindings of the Reseaxch

7.3 Best Practices for the Acquisition ..

| Ski_lls,--[&xowledge and Attitudes

7.3.1 8kills

T.3.2 Knowledge

7.3.3 Attitudes

- 7.4 Recommendations for Course Designers.of
Middle Management Programmes

7.5 Topics for Future Research

7.6 Contribution to the Knowledge of Management
8. REFERENCES

9. APPENDICES

pl4a7
pl48

pl50

p160
pl6l |
p162

rlL64

P173



CEAPTER ONE

INTRODUCTION
1.1  Background

South Africa haé rajoined the global village. For the
firsﬁ time in decades, business has to contend with
_global competition. Survival requires that capital,
technolegy, human and natural resources are managed
optimally-this is the task of managers. Heller (1985,
p386) states that: “Without management, without the
interven ‘on of organised willpower, the désired'reéult

" gimply cannot be obtained.”

The development of management skills is key to national
.and global_compétitiveness. De Geus {1988, ©74) argques
thati™... the only competitive advantage that the company
of the future will have is its managers"ability to learn

faster than their competitors.”

An uhderétanding of how managers learn to become managers
is therefore fundamental for accelerating the development
of managers. Appropriate strategies for developing middle

managers will ensure that suitably skilled managers will



be able to enhance competitiveness in the shortest

'possible time.

Heller {1984} explains why the manager’s role is so
important; Helier (1984, p 387): *“Today, getting
perfofmance oﬁt of people has become a complex problem,
and the cheices of solution are innumerable. The men and
the women cannot be administered anymore. They have to be

managed.”

Understanding how 'managers learn best and how they
acquire the necessary skills, knowledge and attitudes,
dan increase competitivensss. Impleménting the best
practices for the acquisition of skills, knowlédge and

attitudes is a business imperztive.

Meyer & Semark (1996, pl0Q) argue that: “Learnlng is
easential if individuals are to compete effectively in
modern society. The ability to deal with knowledge,
concepts, values and behavioural norms, both at cognitive
and arffective level is esgsentiat Iin a continuouslf

transforming organisational and societal context.”



Neﬁatrom_ {1994) also stresges the importance of adu1t 
learning. Newstrom (1994, plls9) argues that: “The
imﬁdrtance df adult learning cannot be overestimated..A
literate, educated, inquisitive; problemrsolﬁing work
force is essential to the survival and compétitivénes$ of
- firms and.industries in every counﬁry of the ﬁbrld. A
labour force that has learned how to learn and cvontinues
doing sb can give a firm a powerful competltive edge.
Thergfore, organisations must discover and use what is
known as adulﬁ learning to upgrade the capacity pf their
~employees to make new contributions to the success of the

firm.”
1.2 Scope of this Study

The purpose of this research is to discover from middle
ﬁanégers how they learnt to beconé managers. More
specifically, how they acquired the necessary skills,
knoﬁledge and attitudes to function effectively as

managers.

Managers will be asked to &rate the perceived

effectiveness of a number of training and development



technigues. They will be asked to identify whether each

technique best develops skills, knowledge or attitudes.
1.3 Definition of Terms Used

The term.ndddle managers, learn, skills, knowledge and_

attitudes are used to convey a specific_meaning in the
research, For this reason, each of these terms is
.defined belcew. These terms arxe not intended to_'be-

prescriptive generally.

A middle manager is construed to mean a manager above the-

level of supervisor, but in a non executive position.

The bxford dictionary (1978, pd489) defines the ﬁord learn
as: “Get knowledgé of {subjeét} or skill in by study,
experience, or being taught.” For the purpoSe'of this
r. search, it was assumed that knowledge, s8kills- and

attitudes can be learnt.

The Oxford dictionary (197¢. 5852} defines skill as:
“Expertness, practised abiiity, facility in an action or
in doing c¢r to do something.” Management was assumed

to encompass many different, but speclfic akills.



Newstrom provides a useful definition of skill. NEWstfom
(1994, p 1150) states that:™ (Skill is) the capacity to
use kndw;edge, a method or a technigue. Skill—orientéd

learning attempts to develop a persons behavioural
abilities to perform while drawing upon underlying

knowledge and experience,”

The Cxford dictionary (1978, p477) defines knowiedgé as:
“Kndﬁing, familiarity gained by experience, thecretical
or pradtidal understanding (of language, subject).” For :
the purpose of this regearch, it was assumed that
managers redquire specific knowledge in order to function-
effectively. This knowledge enccmpaéses not only

different management theories and practices, professional

subject knowledge, but . knowledge of diverse and
extra wus factors ths pinge on the environment of
buasiness.

For the purpose of this research, Newstrom’é definition
of knowledge was used. Newstrom (1994, pll50) states
that: “(Knowledge is} the acquisition, modification, and-
storage of a body of relevant data and informatipn.
.Knowledge-oriented learning may focus on a learnex’'s

needs to recognise some things, compare items one with



another, correiate simulianeous multiple events, connect
new facts with previous data, or extend previous

infbrmatiqn by creating projections of tﬁe_future.”

The Oxford dictionary (1978, p4é6} defines attitude as:
“Settled behaviour as showing opinioﬁ, settled way of
thinking. Newstrom (1994, pll50) states that: “(Attitude

is} the feelings, emotions, values, Iinterests, or

.. preferencey that a person has. Attitudes generally

. represent predispositions towavds a certain type of
_behaviour, and therefore can be important elements for
empioyérs to consider in the develbpment of overall adult
learning'programmes.” For the purpose of this research,.
it was assumed that attitudes impact on the effectiveness

. of managers.

The Oxford dictionary (1978, p272) desfines the word
effective as: “Making & striking impression, powerful in
ifs effect.” For the purpose of this :esearch effactive-
management was construed_to_mean management that achieves
that accomplishes what it sets out to do. Effective
therefore is construed to mean impactful at the highest

possible level of performance.



1.4 Essential Issues Proposed

It is proposed that based on an inﬁestigation of which
" techniques are pérceived by middle..managers't':o be the
most effective for developlng gkills, knéwledge and
attitudes, separéte lists of best practlces will be

devaloped for each.

It is also propused that the range of techniques that are
considered to be the most effective for the development
of akills, knowledge and attitudes will be -influenced_

both by industry_and by gender.

1.5 Agsumptions

This research is based on a number of assumptions:

~» B8kills, knowledge and attitudes Iimpact on the
performance of managers.

¢ Knowledge, skills and attitudes can be learnt.

» Management selection presupposes a readiness for the

.-job, or the possession of appropriate qualities. that

can be dewveloped,



¢ Knowledge of their own learning. style helps
individuals. to select the most appropriate learning
6§portunities fé: their own development. '

q'Middle'managérs play an importaﬁt role in increasing
organisational effectiveness.

. Effedtive middle managers -provide a competitive
advantage. .

s Management devélopment is a. 9n-going process.

¢ For a manager to be able to develop, _ _the

organisational climate must be supportive.

1.6 Relevance of the Teopic for Management in South

Afxioa
1.6.1 South Africa’a Urrampetitiveness

South Africa is desperately short of management skills.
Woods (1992, p20 ) states that “South Africa is faced
with an alarming ahortagé of trained managers- needing as
maﬁy' as 100 000 new managers before the end of this
decade. Our ratlc of managers to managed is in the region
of 1:40. By the year 2000 this could deteriorate to 1_:70,

unless we take urgent steps to remedy this situation. If



we are to meet the challeages that lie ahead, we must
enhance the effectiveness, skills and expertise of

existing manzgers at all levels.”

The brain drain anq Aparthéid are major contributors to
the shortage of skilled managers in South Africa. Ma Neil
(1996) estimates that in 1995 alone, there was a net loss.
of 1000 well qualified ({‘executive’) managers. These
figures do not include p;ofessionals who may have held
management' -positions but who have listed their
-qualifications under their ‘professional’ ;ather than -

‘managerial’ category.

An on-going brain draiﬁ remaing a real threat for
business in South Africa. Based on an analysia of the
results nf a Sunday Times survey published on Septembér
 13.1998, Gill (199G, p5) reports that 74% of the 11 000
respondents were considering emigrating. Of the graup
that were considering emigrating permanently, 20% were
drawn from middle management and 10% from the ranks of
senior management. Most alarming is the fact that 60% of
the respondents were drawn from prpfessional and
mi: nagement jobs. The threat of the skills pool being

denuded further through emigration remains a real threat.



SG11Y {1998,95} concedes that: “.the -survey . does not
represent the demographics of the country, but indicates
the attitudes to emigration of one »f its scarcest

resources-skilled and well qualified workers.”

" A shortage of management skills ia undoubtedly a
contributing factor to South Africa’s consistently -p'oof
performahce in the Worlad Competitiveness Report published
_every year by the Institute for Management -Deﬁe]_.opment_
(IMD) . The purpose of the IMD research is to establish
how conducive or detrimental a country’s environment is
to the domestic and global competitiveneas of
6rganisations operating in that country. Soutﬁ Africa
has consilstently performed wvery poorly coverall as can be

seen in Pigure 1 on the next page.
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South Africa’s rating overall for the periocd 1993-1998§.

(Derived from the 1997 ard 1998 World Competitiveness .

Repqrt}.

Figure 1; South Africa's Rating on the World

Comcetitiveneas Raport

1953  [16D4  [4995 | 1996 11997 _ | 4998

3 [35 |38 20 37 38

The 1997 World Competitiveness report concluded that
South Africa had not resolved the co-habltation of the
smailf efficient pait of its economy and the challenge of
developing the skills and the competencies of the wvast

majorlty of the country.

Reviewing the 1987 World Coméetitiveness Report, Asbury,
Vice President of Gemini Consulting {1997, p3), poses the
following queation: “Why is management development not a
national obsession?.. Few . enterprises do enough of the
pragmatic, no-nonsense, on-the-job management training
that is required. The World Competitiveness Yearbook

brings home the simple truth: the sucdcess of our economy

1



and the future of our -country depends on how we develop

management for our firms, large and small,”

Another clear indicator of South Africa’s poor
peﬁ:formance on the global stage is the findings of The
World Economic Forum Survey in 1997, The :survey .was
conducted by ﬁorgan Stanley analysts .to determine which
companies world-wide have a sustainable competitive
advantage. Of the 238. companies surveyed world-wide, only
cne South African company made the 1listing - South

African Breweries,

1.6.2 Enhancing National Competitivenass through the
Tmplementation of Best Practices For Management

bmlopment

- South Africa needs to become more competitiw: in order to
survive the preasures of glokalisation. Implementing the
bast and therefﬁre the most effective techniques for
- developing middle managers would enhance South Africa’s

global competitiveness.

Wick & Leon (1993) argue that the performarnce gap that

devaelops between companies that seemingly face the same

12



'opportunitiee; is ‘the ability and passion 1o learn.
Managers who have the ebility to learn quickly are the

key to competitiveness and enhanced performance.

Surprisirgly, altheough & substantial theory base existe
on the skills, knowledge and attitudes required to become
effective middle managers, very little research hae been
undertaken to discover how middle managers aequire the
necessary skills, knowledge,. and attitudes to become

effactive managers.

Very 1little research seems to have been undertaken to
establish whether some techniques for the treining. and
development of middle manayers are more effective than
others. There is no evidence in the literature to_'
indicate that comparative studies have been undertaken to
evaluate the succese of different technigues for the_

development of managers.

Furthermore, - the literature does not indicate that
research has beee undertaken to establish whether skills,
knowledge and attitudes are acquired differently. If
skills, knowledge and attitudes are developed _

differently, cognisance ghould be taken of this fact in

13



the design of 1learning, training and development .
programmes. By adopting the most effective teéhniques{_

management development can be accelerated.

Moreover, 'if individua®! managers know how they leérn
(best), and which technigues have been the most effective
in their deﬁelopment, they will be abie to apply.fbcused_
and appropriate techniques for the development of their
skills, knowledgé and attitudes. By so dqing, they will

be able to accelerate their own development.

In practical.terms, this means that time and resources
_wili not be wasted. Most importantly, an eﬁlarged pool
of skilled middle managers will be available sconer.
Managers that are highly skilled, equipped with up to
date knowledge, and who have a positive attitudes, are.

key to natlonal competitiveness.

The research highlights some of the most effective
techniques and pfocesses for the training, learning agd
' development of middie managers., These insights wlll
agsist organisations to evaluate the techniques they are
currently deploying for the development of middle

mahagers.

14



Where the research indicates that sub-optimal tedhniques
"are being used to develop skills, knowledge and
attitudes, organisations will be able to review their
middle management training programmes and incorporate the
-insights provided by middle managers who have experienced

the different training and development technigques.

Organisations will_ thus be able to revise their twxaining,
'leérning and management development strategies and
- implement best ﬁfactices where neceséary. Implementing
best practices for the acquisition of skills, knowledge
and attitudes will accelerate the developrent of middle
managers, thergby enhancing the human resource éssets

with organisations.
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CHAPTER TWO

LITERATURE REVIEW
2.1 Intipduction

This 1research is based on the premise that- skiils;
knowledge and attitudes are acquired ditferently and that
very little research has been u'ndérta_ken to establish
which processes for _ acquiring management skills,

knowledge or attitude ~  the most effective,

The first part of the chapter examines what it is that
the manager does'that make the manager’s role important.

This is followed by an explorétion of some of the diverse

tagksg that mapagers perform. By understanding how .

multifaceted the managexr’s role is, a better
undarstanding is gained of the skills, knowledge and
attitudes that a manager requires in order to Funchion

effectively.

The next section examines some of the pressures that
compel managérs to update thelr skills, knowledge and
attitudes on an on-goirg basis. This is followed by a

section which addresses the issue of who is responsible

15



for learning in the workplace. Different oplnions are
highlighted and the c¢oncept . of self-learning is

lntroduced.

The following Section defines skills, khowiédge and_.
attitudes and identifies some of the skills, knowlédge
.aﬁd attitudes which management  theorists consider aré
important ﬁor contemporary managers,  Twenty techniques
_frequently_used-to develop skills, kﬁowledge or attitudes
are 1listed and where possible, the advantages or
.disadvantaées' of eéch as a tralning tedhnique__is

discussed.

Insights intoe hdw individuals learn are provided in the
next sectlon. This is followed by ~ discussion of some of
the approaches in the literature to different 1éarding
étyles. Critical success factors for learning are
isclated. This section ends with a coanclusion as to why
it is esséntial to understand learning and to apply the
-best techniques for developing skills, knnwledge a&and

attitudes.

17



2.2 Why is thg Mdnager’s Rola Imﬁo&tant?

| Cronje, Neuland and van Reenen {1987) and Robbins {1991)
concur that the manager’s vrole is important since |
managers get things done. Robbins (1991, p4) explains:.
“Mahagers get things done through other pecwle. They make
decislions, ailocate resources, and direct tue activities

of cothers to attain goals.”

Aithough management theorists agree that the Rmnager?s
rola is.important,_they place a different emphasis on the
most important tasks that managers perform. Dale (19984,
' p30) states that: ™ The real role of a manager is to work
with and through othecs., on objectives that are far too
blg for one person to achieve alone. Thia is done by the
use of appropriate processes and technigques - ‘and by
treating colleagues and staff as respected individuals
who each have a distinct and valued contribution to

make.”

Spoelstra & Pienaar (19296, pv) argue that: “Managers..are
essentlally negotiators. They have to influence and
motivate, as part of thelr daily activities, a diversity

of people, often different language groups and cultures,

18



and have to balance the conflicting aspirations of

. Individuals and groups”.

Thé manager'a'role is clearly multifaceted. Knowiedge of
the different tasks and activities performed by managers
‘provides an1insight into some of the types of skills,
knowledge and attitutdes required by middle managers Aim

order to function effectively.

2.3 Why do managers Need ko Acquire Skills, Kuowledgs

and Attitudes?

3kills, knowledge'and.attitudes have a direct bearing on
managerial performance: each is a management tool that
can be. used to enhance mAanagerial effectiveness. BAs
maﬁagement levers, it is important that =ach is used
optimally. Unfeortunately in the rapidly changing
environment of work, skills, Xnowledge and attitudes

become cut of date and need to be updated constantly.
. Robbins {1991, p535) argues that employees wlll not

remain competent forever: “Thelr skills can deteriorate;

techneclogy may make thelr skills obsolete; the
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- organisation may move into new arxeas, changlng the type

~of jobs that exist and the skills necessary for them.”

.Managing in a rapidly changing environment makes
management learning essential. Salawan & Butler (1994,
935) aArgues that:. “Management learning is _important
'~ because .anagers are under-qualified and muét be exposed
to relevant learning, at a time when circumstances demand
that theré are many new things that they have to learn -

even those who are qualified.”

Wick & Leon {1993) take the argument further; they argue
that the ability of amart man. Jers and their companies to
learn faster, provides a competitive edge. If the ability
fqr managers to learn guickly enhances competitiveness,
the importance for understanding which processes best
develops skills, knowlsedge and atfitudes in managers ié

clearly very important.

There is the lecognition woﬁld-wide for the need for
life~long learning. Toffler (1991, p4} warns that :

» The illiterate of the future are not these who can’t
read and write but those who cannot learn, unlearn and

re~learn.”
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2.4 Who is Hesponsible Overall for Learning in the

Workplaca? -

Management _thedrista differ in theif assessment of
whether leéearning in the workplace is .an individual, a
'management or a joint responsibiiity. Robbins (1991}
'.argues that as far as learning in the wo.rkplace is
concerned there is a lot of stake and that managers
Luerefo:e play an active role. Robbiﬁs (1991, pl03)
aijues that: “Eecaqse learning takes blace'on thé job as
well as prilor to it, managers will be concerned with how_
th_ey. can teach employees to behaye in ways that most
benefit the organisation. When we attempt to mold
individuals by guiding their learning in graduated.steps',

we are shaping their behawviour.”

Kirkpatrick {1994}'ar§uea that there are three levels of
responsgibility for management development: each manager
is responsible for his or ner own growth and developmenc:
every executive is responsiblé for the development . of
subordinétes; every organiSa'tion 1s responsible for the

growth and development of all managers.
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Respohsibility for learning in the workplace was faced
squarely_on the shoulder of the individﬁal learner when

the doﬁcept of self-managed learning was introduced in
| the 1870’s3. In thils approach the individual Iearner
diagnoseé his or her own learning  needs, negotiates

learning goals, and controls the pace of learning.

Undoubtedly the emphasis on life~long learning requires
buy in from all stake-holders. Furthermore; a workplace
. environment needs to be created that supports learning.
Wick et al., {1993, {p zii} argue that: “learning cannot
survive in a bell jar. It needs the supporﬁ and immediacy

of everyday application or it quickly suffocates.”

2.5 What are the Broad S8Skills, Xnowledge and Attitudes

that Managers Require to Manage Effactively?
2.5.1 8kills

Newstrom (1994, pll50) defines ckill as: “The capacity to
uge knowledge, a method, or a technique. Skill-oriented
~ learning attempts to develop a person's behavioural
abilities to perform while drawing upon underlyiﬁg

knowledge and experience.” As technology has adﬁanced,



the range of skills that the manzger has to be'adept in,

has become increaSingly sophisticated.

Management writers have identified a wumber of important
skills, Wheatley (1994, p38) argues that: “We will need
to become savvy about.how to build relationships, how td
hurture growing, evolving things. All of us will need
better skills in listening, communicating; .and
fabilitating groups, because these are the-talents that

build strong relationships.”

bronje et al,, {1987) stress the importance of managers
acquiring the necessary conceptual, intérpersonal and
:echnical skills. Viedge (1998) jidentifies the abllity to
build idternational networks as an important management

skill.

Jook {1998} cltes a number of skills as important for
cbntemporary managers, These skilla include: emotlonal
intelligence, self awareness, empathy, listening skilils,
the ability to give feedback and to form and expand

networks, the abllity to identify +lLat is critical, to

‘epot trends, and IT skills as dimportant skills for

contemporary managers.



2.5.2 Knowledge

_Newstrcm (1994,' 1150) defiﬁés knowiedge' as:  ﬁThe

acquisition, modification, and storage of a body of
relevant data and dinformation. Knowledge-oriented
.léarning may focus on a learner’s needs to recognisé some
things, compare items with one another, correlate
simultaneous multiple events, connect new facts and
' previous data, or extend previous information by creating

projections of the future.

We live ir a knowledge age: it is important'the:efofe
.that managers aré up to-date in terms of the thinking and
- developments in their discipline. Naisbitt (1984, p6}
succinctly' gtates that: “.. we now use mass~produce
knowledge and this knowledge is the driﬁinq force of our:

economy"; Knowledge is becoming increasingly lmportant.
#.5.3 Attitudes

Newatrom (1994) defines attitude as: “The feelings,
emotions, values, interests or preferences that a person
has.” Because attitude  generally’ represent

predispositions towards a cezrcain type of behaviour, they



are jimportant considerations' for employers in £he'
.developmentloﬁ adult learning programmes. AttitudéS-can
hinder | or iﬁérease manage;ial_ effectiveness: the
- development of a positive attitudes eﬁhances managerial

- effectiveness.

2.6 Technigques Comitonly Used to Develop . skilis,

Knowledga and Attitudes
2.6.1 Introdugtion

A plethora of learning, training and developﬁent
techniques axe available tc equip middie managers Skills,
knowiedge'and attitudes that they regquire in order to
function effectively. However, there L3 no conaenéua as
to which technigques are the most effective, nor whether
specific .techniQues best develop skills, knowledge or

attitndes.

Parsloe (1895) argues fhat adults learn teo do their job
by reading textbooks and by studying_theories about_hoﬁ
people behave at work. Parsloe {1995, pl7) cautions that

theories on their own: “can get in the way when people



are faced with the complicated, muddled realit? of doing

the job at work.”

Parsloe (1995) cites another Ffrequently used learning
technique in the workplace as trial and error. He
caﬁtions however that unless there is_some'intelléCtual
learning that accompanies trial angd erroxr, cbvious

improvements in skills are not always developed.

Another popular learning technigque Parsloe {1995} cites
is leérning__by obse:vation. Parsloe {1995Jargues' that
~ many people learn how to become managers by observing how

they are managed.

Parsloe (1995) identifies thrusting individuals into the
deep-end as another technique that is frequently used to
develop managers. Paraloe (1995) argues that this
technique can be disastrous: if the:individual fails, he

or she may not have the confidence to try again.

anagement theorists are.also divided whethaf training
should be conducted on the job or off the job.
Kifkpatrick {1994) 1looks at the advantages and the

disadvantages. He ciltes three advantages for in-house
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trailning as: cost effectiveness, tailor-made content, and
the fact that managers relate well to managers in theiz

own organisation.

Kirkpatrick (1994) cites possible advantages of outside
programmes'as the exposure. to a choice of leaders, the
opportunity.to share problems and ideas with nanaéers'
irom other organisations, and the ability to concentrate
since there are no Job distractions. Disadvantages

include higher costs and inconvenient scheduling.

ﬁhetten & Clark (1896) argue that no single method of
teaching management skills has emerged as the best. Fdr
example, Miner , Das and Gale {1984) téughfc three
differsent sections of the same course, one using
'exberimental méthods, another using the case method, and
the other relying on lectures. They found no significant
differences on Qarious measures of students comprehensioﬁ

oxr satisfaction with the teaching method,

In ancther study, McEvoy and Cragun_{lga?) compared thé
affectiveness of behaviour modelling and an experiential
exercise approach. The results were inconclusive:

students exposed to the modelling approach yieided higher
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- behavioural -and cognitive skills learning, but thelr
| Ciass attendanpe was lower, c¢.d they reported léss__
satisfactibn with class-relafed activities. Whetteﬁ &
Clark {1996) stress the need to discourage 'reliance on

' one method at the expense of the other.

Mumford . (1971, p 53) argues thait: “The best .1earnin§
situation 1s not one or the other, but. the appropriate
combination to meet the situation and the need, and
particularly the combination which allows for practice

after process to be learned has been described.”

Twenty popular training and development technigues
identified in the literature review will be discussed.
Where the literature highlights advantages or
disédvéntagea of a particular technique, these will be

discussed.
2.6.2 Techniques
2.6.2.1 Coaching

parsioe (1995) argues that coaching takes place almost

daily in every work aituation: people ask their



colleagués and managers for advise on how to do certain
aspects of their job, or to do their ijob better. Since
middle manégérs have a number of yeaﬁs. of work
experience, coaching is assumed to be Socratic: the coach
relies almost entirel? on guestloning to enable learners

to develdp their own improvement plan.

Burdett (1994) cautions that coaching must be based on an
identificatioﬁ of what needs to changé. He sﬁresses that
the learner changes not because the manéger wants him_or
her to change, but because there is an ﬁvérwhelming
rationale for change. Burdett argues that that coaching
is_.a function. that thé majority of managers do not

- perform well,
" 2.6.2.2 Mentoring

Parsloe (1945, p73) defines a mentor as: “..someone who
acts as a guide, advisor and counsellor at various stages
in. someone’s career  from induction, through fofmal
| development to top management poéition." Whéreas cOaching.
is concerned with an immediate improvement of performance
and development of sklll by a sort of tutoring, menforing

is not a direct lifie management function and iz concerned
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with the longer-term acquisition of skills by a form of

counselling,

Robbins {1981) argues that_thg mentors role goes'bqund
telling. Robbins ({1991, pl0d9F - argues that: “Proteges
learn to convey the attituqes and behaviours that thé
" organisation wants by emulating the traits and actions of
mentors. They ohserve and they imitate. Yop managers who
are concerned with devéloping employees who will fit the
'organisation and in preparing young.managerial talent for:
greater responsibilities should give careful attention to

who takes on mentoring rolea.”
2.6.2.3 Action Learning

.first developed by Revans (1985), acﬁion learning is
premised on the belief that managers are able to learn
from thelr experience, are able to share thejir experience
ﬁiﬁh others, and ar~ able to take adﬁice, and review with

1olleagues the action taken apd the lessons learnt.

Margerlson {1994) argues that action learning has to be
centred around a specific project, the task must be

complex and take between 1-18 montha to complete.
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2.6,2.4 Assesoment Centreas

Assessment. centres began as a selection aevice for
officers in the military. They were subsequently adapted
for the selection of managers in civilian organisations.
Assessment centres typically last for two to fivé days,
During this time individuals are involved in a variety of

group and individval activities. Thelr behaviour is

- carefully monitored by tralned observers,

Cook (1996, pGTJ describea the  process: “In their
original foma, assessmant centres were a somewhat
dauntiﬁg prospect for candidates who would arrive knowing
littie about the process, Bapert assessors wouid plaée
them. in demanding situations, in which the candidates
woﬁld have to perform task~ without knowing the basis.on
_ which they werse being ~,aluated. There would be little or
no feedback during the centre. A formal report would_be'
issued some time after the c¢entre, which the participant

might or might not see.”
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2.6.2.5 Strotch Assignments -

Aiso called planned delegation, stretch .assignments
- extend the learner beyond his or her previous:capacity
and provide learners with an opportunity to learn and
practige new.skills and arts. Mumford flgfl} aﬁguéa Ehat

delegation is that stage of training after cdaching.
2.6.2.86 Juniox Boards

This method of training, cited by Tracey [1994) as a
management development téchnique,_is also called multiple
management, Promising candidates for_managament.positions
~are selécted and assigned to groups that meet regularly
to ﬁonsider proposals relatad to the management of the

enterprise.

Mﬁmford {1971) argues that although seme success has been
claimed for this approach, a company considering such an -
approach should weigh up the frustrations invelved since
the individuals have nelthzr power no: responsibility,
and the unreality of the exercise, against the extenslon
of knowlédge and possibly increased sympathy for the real

Board.
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2.6,2.7 Natworking

This training technique Tracey (1994} argues encourages'
managers ‘and professionals . to exchangs advice, .
information, assistance,' contacts and referrals with

their counterparts inside_and putside the organisation.
2.6.2.8 Attending Profesasional Meetings and Confarences

Tracey (1994) argues that attending technical.meetings,
'conferenqes, trade shows and exhlbitions is an effective
 training tephnique. Tracey (1994) argues that thia
approach provides a stimulating and interesting means for
individuals to remain current in their profession or

technical discipline,
2.6.2.9 Professional Reading
"Tracey (1994) argues that professiocnal reading is an

effective training technigue which enables the individual

to remain current in his or her profession.
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2.6.2.10 Understudy Assignments

Also known a§ assistant-to-training, this method ciosély
resembles job rotation, however the learner remains.in
. one Jjob only. By being placed in temporary assignments,
the individual is expesed tc many areas of manaéériéi

practice.

For . this training techniéue to succeed, Tracey {1994)

argues the tralning and coaching must be tallored for the
~individual. Furthermore, frequent guidance and immediate

feedback are nécesaary to enhence skills development.
2.6.2.1) The Casc Study Method

Mumford (1971} argues that the case study method this is
a good learning method since it challenges in a
ralatively safe environment fhe individuals abllity to
analyse, argue and decide. Fulmer (1997} czitiéises the
case study method for usually reflecting what could have

been done in the past.
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2.6.2.12 Job Rotaticn

Mumfbrd {1971) arques that'jéb rotation is an.excellent
technique for assessing the potential for general
management rather than as a gener&l sbheme to give a
large number of people experience of more than one

department. Mumford {1971) argues that used Belectiﬁeiy

it is an economical and socund method of learning.'
2.6.2.13 Eusiﬁess Games

Mumford (1971) argues that ohe of the benefits of using
business games as a training technigue is the faCtSthat
business games provide a dynamic 1earning process,
Furthermore, Mumford (1971, pl22) argues that: “({the
business game) 1z often able to bring into'play a number
of factors - finance, planning, marketing, decision
taking, the working of groups - which hzve been covered

separately on tho course.
2.6.2.14 Adventure Training

Adventure training us2s the challenge or adventure of the

outdoors combined with facilitated participant
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- examination of the process to improve employee workplace
perforﬁancef All activities involve three parts: framing,
“implementation and debriefing. Minef f1994} attributes
the success of adventure training to thé fact that it

involves all the senses in 12arning.

Adventure .training haa been criticised because the
siﬁuations are not eaglily tramnsferable to the workplace.
Miner (1994} counters this argument by stating that the
dasign and'skili of the facilitator.makes the training

directly applicable to.the workplace.
2.6.2.15 Teleconfarencing

Tracey {1994} argues that an advantage of
teleconferencing as a training technique is the fact that
it is efficlent, accessible, and immediate.
Teleconferencing also provides a solution to providing
training to largé numpers when there are only a few
experts in the field. Disadvantages are the fact that the

initial costs of equipment and maintenance are high.
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2.6.2.16 0ff-the-~8helf Training Frogr-wmmes

These' are training packagéa hat are avaiiable
commercially. They may.not fit the organisation or the
.indusfry precisely but they are considered a reasonably
good fit. They aré package& in a wvariety of audio-visual
formats. Leatherman ({1994) argues that gix factors should
be considered when considering off ''2 shelf programmes :
“the | programme’ s content, shing  processes,
facilitator’s alds, =adia, participént’s alds and the

supplier,
2.6.2.17 Correspondence Study

Correspondence study uses a variety of media: bhooks,
manuals, tests, audio and videocassettes. Correspondence
study is distinguished by the fact that the learner and

the lecturer are separated by geographic distance.

Lamprecht & Walch (1994) argue that the historic
strengths of this approach are: convenience, portability
and flexibility. They predict that the future of +this

approach is assured =isce Liaczeasingly large numbers of
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people- will  not be able to zreport to classrooms for .

learning.

Tracey (1994) argues that the main disadvantage with
correspondence study 1is that trainees have to be

sufficiently motivated to pursue learnlng on their own.
2.6,2,18 Attanding Lecturaes

Whetten & Clark {1996, pl56) argue that: “ Lectures are
often used as an Iinformation dump of principles an
conclugions that the teachex or text has previously

distilled from the management literature.” -
2.6,2.19 Syndicate Groups

Syndicate groups are typically used by universities and
business schools to enable students to learn from one
.anothei. Humford (1971] argues that the success of this
method is dependent on the abillty and the willingness'oﬁ
individuals to learn from one ancther. An advantage of
this approach Mumfoxrd (1971) argues 1is tt: fact that
syndicate discussions provide feedback which enables the

learner to check what he or she has learnt.
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2.6.2.20 Simulation

For the purpose of management developmént, simulation is
consﬁrued to mean exercises which simﬁlate the real taak,
fdr_ example role.'play; in tray exercises, _modk'
“interviews. Mumford (1971]. argues that .the great
- advantage of simulation techniques is the fact that they
suffer less f#oul the effects of the transfer problem -
_ since they emulate most closely real-life. Mumford
(1971,?124) argues that: “The well déviseé simulation is

therefore an excellent teacher.

2.7 Designing Training Programmes for Adult Learnars

In the worid of work, scant attention ia_generaily paid
to the process of learning. Seldom is the gquestion asked
as how do people learn best? By neglecting the process_of
learning, trainers are diluting the effectiveness of
their training programmes. They may ndt necessarily be

optimising learning opportﬁnities.
0f particular importance, is a recognition of the facet

that adult learners differ from younger learners.

Newstrom (1994) alerts trainers to the fact that because
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adult learners are older, better developed'physicﬁlly;
mentally and emotionally, learning programmes for adults .

have to take cognisance of these factors.

Néwstrqﬁ (1994} argues . that one of the distinctive_
factors about adult léarners ig that _they are more
capable oi being in charge of themselves: they are aﬁlé.
to make their own decislons and are caﬁable of living

with the consequences.
. 2.8 How do We Know that Learning has Taken Place?

- Hergenhahn (1982) provides a' ugeful definition for
learning. - Hergenhahn (1982, p8) defineé learning as:
“...a relatively permanent change in behaviour or in
behavidﬁral potentially that results from experience and
cannot be attributed to temporary body states such as
those induced by illness, fatigue or drugs.” A failure to
pay attention to the learning process, can lead to a

waste of both time and rescurces.

Mumford (1971} provides additional insights to establish
whethér learning has taken place. Mumford (1971l) argues

that for learning to have taken place, the learner must



have acquired a new item of knowledge or skill; fhe
learner ‘must - have acquired a new understanding by
relating exis.ting. and neﬁ kno&ledge; the learrie.r.
exerciges his hew knowledge, ski1l oi‘ understanding in. a

new ability.
2.9 How do People leazn?
2.9.1 The Process of Learning

Learning is often crudely divided into an Ainductive/
_deductiw_a' framework. Inductive emphasises thinking, .
whereas deductive emphasises doing. Deductive iearnihg
tends to be based on theory and is structured, whereas
inductive learning tends to be based on -p'roblems and
experience, and builds theory. Inductive and deductifre'
learning are often referred to .as cbgnitive.or thinking
processes. Many -edudators ;, for example Herron & Tomasello
{1992), concur that learning is enhanced when a doing

component is added.

A very practical approach to learning has been developed
by Mumford {(1971). Mumford (1971) argues ‘*.hat the wmethods

of learning are all wvariants on four themes listen,
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observe("read, do. Mamforc (1971) argues: that the
__appropriate type of_learning'depends on the particular

clrcumstanzes.

Baerger & Nixon {1981) identify .aree stages to learﬁing.
' They argue that the first stage is a goal setfing (self
assessment) stage, this is followed by skills development
{learning new concepts, increasing ass rtiveness ete,).
The iast phase is the applicatlon of learning {planning

and implementing new ideas and skills).
2.9.2 Different learning Stvles

Parsloe (18992) axrgues that everyone has a preferred
learning style. Parsloe (1992) categorises learners as
hellsts, serialists, visualisers and verbalisers. Holists
prefar to adopt an heolistic view. when learning,
serialists prefer to work step by step to buiid a big
.picture, visualisers like ideas to be presented visually,

whilat verbalisers prefer to listen, talx and discuss.

Honey & Mumford {1986) categorise learners into four
learning styles: activists, reflectors, cheorists and

pragmatists. Activists involve themselves fully and
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" without bias in new experilences; reflectors like to stand
: back to ponder experiences &and observe them f£rom many

different perapectives} theorists adapt and integrate -

into complex but logically sound theories; pragmatists
are keen on trying out ideas and technigques to see

whether they work in practice.

‘Honey et al., (1986) argue that people will learn more

effectively if they can choose learning opportunities to
suit their atrongest preferences. Furthermore, they argue
that people in certain types of jobs have preferred

learning styles.

Kolb, Rukin & McIntrye _{1984} concentrate on the
individual role of the learner. Kolb et al., (1984)
argue that it is useful to combine the characteristics cf
learning, which is usually considered passive with the
characteristics of problem solving, =hich 1s usually
considered active. Basged on this .passive/active
combination, Kolb (1984) has developed a four acage
learning cycle. Within this context, individuals can work
out thelr own learning style. The four styles of learning
are: cohcrete experience, reflective observation;

abstract concaptualisation and active experimentation.
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- Kolb (1984) argues that no specific profile is best, but
the ability to learn is the ability to be competent in
each mode when this is appropriate. Knowiedge-of their_
owp_learning_style enables individuals to select the most -
apprdpriate learning opportunities for themselves. Kolb
(1884} argues that a complete learning ekperience should
incorporate two different orientations to_learning:'doing

versug thinking, and induction versus deduction.

Whetten & Clark (1996) differ from Kolb in. the matfer of
sequencing. They argue that the order of learning
activities has an impact on the guality of learning.
Whettén et al.}{1996) propose a five activity learning
process: experience, understand, practice, reflect and
apply. Their teaching approach is organised into twé
comﬁlementary- and interconnected teaching chles:
asgimllation and application. They argue that there has
to be the need to learn {assimilate} and the motivation

to change (apply).

Viedge (1998} streszes the importance of taking
cognisance of the individual’s preferred learning style.
Viedge (1998) argues that age profiles also have a role

to play. He polnts out that at different ages pecple



learn and retaln information differently. In devising
management tréining and development programmes therefore,
cognisance'has to be taken of whether the leérner wants
knowledge in his or her head, or whether the individual

wants to be able to access information.
2.9,3 Critical Success Factors for Geod Learning

Before learning can take place, Berger & Nixon (1981)
'argue learners must recognise a heed to learn. For this.
t¢ happen, the individpal learner must be dissatisfied

with some aspects of his or her present performance.

| Berger et al., {1881) argue that.the tutor plays a key
role in buliding a readiness to learn. Berger et al.,
{1981} argue that the tutox needé to recognise that each .
individual is dlfferent: acme will require more sﬁpport,
whilst others will require more pushing. Furthearmore,
they argue that unless there is a connection between
training and the work setting, the transfer of learning

iz unlikely.

Mumford (1971) isolates eight critical success factors

for effective learning: motlvation, activity, feedback,
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methods must be relate'_ to the p.eop-le_, situation and
needs, aricl there is also the need to practice the new

learning.

Cook (1998) adds an :‘._nteresting dimension to 'tl'_xe
importance of feedback: Cook argues that not only -.is
feedback .crucial for learning to take place, but it
requires that the individual learner has su'fficiently '

strong self-esteem to accept feedback.

Mumford (1994) argizes that the .best approach for
management development is o ensure that cafefully
design 1 processes integrate with the real world. Mumford
{1994} advocates action learning as the most advanced

vergion cof this type of learning.

Newstrom (1994) argues that the' following ten .f_:‘actors
mist ke in place for optimal learning to take place.:
there mu.st be feedback, reinforcement, practice,
invdlvement, relevarice and practicality, perscnal galn,.
providing behavioural models, providing & supportive
environment, respect for self esteem, and the use _of
methods and wvisuval aids that match the- objéctives of

learning.
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Other critical success factors include tuae need for - -
learners to_be.invulﬁed iﬁ the learning.process, Cai;
Rogers  (1969]; for learning to tile in wifh strateéic .
business needs and for learning to be linked to the real -
world of work, Wick et al., (1993); the need for any
‘education for managers is to provide sométhing which they

can take away from the course and use in their lives.
2.9.4 Conclusion

An understanding that adult learners are different from
younger learners, coupled with an appreéiation that
people have different learning styles, and z recognition
that there are crifical success factors to optimiée
learning, ahould enaure that more effective training and

management techniqoes are adopted.

Paraloe (1985, p23) argues that: “Understanding and being

able tb explain; how different people 1eain is essential
if you are to guide people towards their most effectiwve
- development route.” Givén the serious management akills
shdrtage in South Africa, and taking cognisance of South

‘Bfrica’s uncompetitiveness, understanding learning is

47



. imperative iLif South Africa is to cqmpete'in the global

village.

Viedge {1998) cautions however that there are limits to
what éan be 'achieved_ within a managemén£ development
programme. Viedge' {1998)argues thatﬁ. “To. be ai_gobd
ﬁanager requires a good manacament profile. Managers_

cannot be contrived!”



" CHAPTER THREE

RESEARCH QUESTIONS
3. Research Quastions

Pased on the literature review, the research undertock to
answer Six research questions. The research gquestions are
listed below:

3.1 Research Questicn One

Are skills, knowledge and attitudes acquired differently?

3.2 Research Question Two

Which five techniques are most freguently used to

acguire skills?
3.3 ﬁasearch Question Thiee

Which five technigues are most Lreguently used to acquire

knowledge?

49



3.4 keseardh Question Four

Which five techniques are most frequently used to acquire:

attitudes?
3.5-Resgaxch Question Five

Based on gender, do individuals acquire skills, knowledge

and attitudeés differently?
3.6 Resecarch QOunestion Six

Based on industry or. sectox, do individuals acquire

skiils, knowledge and attitudes differently?
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~ CHAPTER FOUR

RESEARCH METHODOLOGY
4.1 Intraduction

‘In this chapter the nwthodology.used in this research
report 11l be described. The deéign of the guestionnaire
~ and the selection of the research sample will also be

discussed.
4.2 Regearch Methodology

This research seeks to establish the procmsaés middle
managers use to'acquire skilis, knowledge arnd attitudes

- needed to function effectively as middle managers.

The most effentive way to obtain the data required for
the :esearbh WQB to approach middle managera directly.
The rationale is that no one is better placed than‘thé
individual middle managers themselves to¢ explain which
techniques based on their personal experiénce, are
considered to be the most effective for the acquisition -

of skills, knowledge and attitudes.
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_The.instrument that was used to collect the data was. a
self-administered questionnaire. Leedy {1997,  pl9l)

'States that: *“Data zometimes lie buried deep within the
-minds or the attitudes, feelings, or reactions of men and
women. As with oil beneath the sea, the first problem is

to devise a tool to probe the surface. B ccmﬁonplace
instrument for observing data beyond the physical reach
of the observer is the queafionnaire." Given the fact

that the research dealt with perceptions, pErsonal
: experienée and attitvdes, the researcher coﬁsidered.the 
gueationnaire the most appropriate instrument for

obtaining this data.

4.3 Quastionnaire Dasign

The quaétionnaire used 1n the research was designed in
several phases, using various sources of information. -An
example ¢f the research questionnaire can be found in
Appendix A.

4.3.1 Literature Review

‘In order to generate a list of techniques that are

fregquently used to develop skills, knowledge and:



attitudes, a selection of the pertinent literature was
reviewed. The techniques most commonly. cited in the
jliteraturé for dévelbping managers were noted and tweﬁty
popular techniques were included in -thé research

auestionnaire.

' The literatﬁre review revealed that although a plethora
of management training and development techniques exist,
very little research has been undertakeﬁ to establish
.'whether these techniques best develop skills, knowledge

or attitudes.

| For practical purposes, and given South Africa’s 3“
World context, it. was conside;ed appropriate to list
thosé techniques that are mnst_ likely to be commonly
used. The number of technlques (variables) was.limited to
twenty. Wegner (1993, p3} defines a variable as: “any

characteristic being measured or observed.”

4.3.2 Ynterviews

The 1ist of techniques drawn from the literature review
was  supplemented 'by a series of semi-structured

interviews. The semi-structured interview format was used
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as this technique permitited probing questions to be added
to obtain additional information. A summery of the

interviews can be found in Figure 2 and in Appendix B.

Two groups of people were targeted for the interviews:
academics and practising middle managers. The names and

designations of the interviewees appears in Appendix C.
4.3.2.1 Academics

The first group consisted of two white male academics.
Both are trained psychologists._Both have many years of
experience in management _and- pecple development. They

were approached to provide ‘expert’ iﬁput.
4.3.2.2 Practising Midlle Mhnagais

The three middla managers that were targeted have all
worked thelr waﬁ through the ranks. Two of fhese manageara
are male graduates, both  have postgraduate
qualifications, whilst the third 1is a  female
-undergraduate. The third manager is currently studying

for a degree by correspondence.
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Practising wmanagers were chosen to balance academic

theory with hands-on experience.

The selection of middle managers was not random: maﬁagérs
from different economic sectors were deliberately chosen.
One interviewee.is a black male Human ReSOUZCAS Manager
from a manufacturing background, another 1is a white
female TreéSury Manager, and the third is a white.male.
frdm a Manageﬁent Training background in the financial
Services Sector. It was heped that by dinterviewing
managers from diverse backgrounds, rich insights would be

obtained for the questionnaire.

The methed of conducting these interviews was identical
to the methed that was used to interview academics. The
 interviews provided valuable material to add to the list

of training techniques for the research questionnaire,

On the top of the next page, Figrre 2 sets out the
perceptions of all the interviewer except for the
~ interviewee from the Financial Services Se tor. Since his
input was 4industry and company specific, it was not

included in Figure 2, but can be found in Appeadix B,
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The - list of techniques used in the questionnaire wés]
based on the technigues frequently cited in the
" literature review: this was supplemented by the resporses
compiled from interviewing three middle managers and two

academics.

The foilowing twenty techniques were chbsen to include in
the quesfionnaire as techniques used to develop skills,
knowledge and attitudes in middle managers:

¢+ Coaching :

s Mentoring

« Action Learning

* Assegsment Centres

¢ Stretch Agsignments

e Junior Boards

. Networking

* Professional Meetinga and Conferences

e Underst dy Assighments

o The Case Study Method

¢ Job Rotation

* Business Games

» Adventure Training
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* Teleconferencing

¢ Off the Shelf Training Programmes
e Corraespondence 3Study

* Lectures

s 3Syndlcate Groups

¢ Simulation-
4.4 Questionnaire Construction

Leedy (1997, pl93) argues that: “The questionnaire should
- be as_brief as possible and should only solicit those
'data essential to the research process.” Given that the
questiinnaires were to be administered during Ilecture
‘time, it was imperative to ensure that the quéstionnaire'

was short and focussed.

Care was taken in the design of the gquestionnaire to ask
respondents Ffor informatioﬁ that had a difect bearing on
the research: biographical detail was kept to the barest
minimum. The guestionnaire consisted of nine questlons.
For reasons of brevity, the guestionnaire was ﬁot divided
inte categories énd the administrative detall 'was

limited. A four line introduction explained the purpose .
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ef the questionnaire and guaranteed  respondents
anonymity. The respondent administered thé'questionnaire
personally end for this :easoh a'covering letter was not

included.
4.4.1 Structure of the Questionnaire

Question one was a close-ended question: respondents were
asked to indicéfe their sex. This question tied up with
the research question five which asked whether based_on
gender, individuals acquire sk_ili‘.s_lr _ knowledge and

attitudes differently.

Question two, again a close-ended question ser%ed ag a
filter:_respondents were asked to indicafe rounded off to
the nearest vyear, their number of years éxperience iﬁ
middie management. Where respondents indicated that they
hed one year or less experience as a middle manager, they
were excluded from the sampie, but noted for ;eéearch
purposes. This was doné since the researcher belieaves
these responses will reflect an opinion which is not be.
.grounded:in experience. IL was assumed that é minimum of

two years experience as a mlddie menager is a
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prerequisite for heing able to meaningfully ewvalnate

_management training and development techniques.

Fdr the purpose of this research, a middie manager was
defined as a manager sbove the ievel of ‘a supervisor, but
in a non-executive position, Tn addition to the question
ser&ing_ as a fllter in rms of the number of years
ekperience, the definition would exclude.respondents from
the sample who.indicated that they are in a supervisory
.position or that they are iﬁ executive positiocns, such as

a Chairman.

Twa'years work expeiience vas used as the benchmark since
respondents with less than two vyears experiance és a
middle manager, were likely to have limited personal
exposure to a wide range of traininﬁ.techniques-usédfto

develop middie managers.

Questicn threé asked the respondents to note the sector
in which they are currently employed. Six industries or
gsectors were listed. To cater for reapondents who did not
fail into any of these categories, an option, ‘other’,
was provided. Respondents who answered ‘other’ were asked

to specify the industry in which they are employed. Where



posgible, additional sectors would be added. Other would

be noted as a category for purposed of analysia.

Question four provided réspondents wiﬁh' four _opﬁions
which provide optimal conditions for thelr individual
léérning. Thié qﬁeStion was included to provide. an
insight into how individeals percelve they generally.
learn best. RespondentéIWere not asked to difﬁerentiate
between gituations which provide.the best cqnditions for

acqﬁiring skillé, knowiedge and éttitudes.'

Question five is based oﬁ Kolb’s four learning styles. A
brief explanatlon was provided for . each learning étyle;
Respondents were asked to designate which of Kolb’s four
- learning styles they personally found.the most effective
for acquiring skills, then knowledge, and then attitudes.
The purpose of this'queStion was to establish whether
respondents in their e#perience found that skills,

knowledge and attitudes were acquired differently.

‘Question six an cpen-ended question réquired respondents
to indicate, unprompted, and based on their persondl
experience which technigue was they found best for

developing their skills, knowledge and attitudes. No
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examples of'techhiques were provided since the researcher
wanted to obts.n a spdntaneous and an - unsolicited
response. A definition fo- gkills, knoﬁledée "~ and
attitudes was providéd to assist respondents  to

understand how these three concepts differ.

Question seven served as a Filter: respondents were asked
to provide their job title. If respondents indicated
that they were in a supervisory or executiﬁe poaitibn;
they were excluded frem the sampie. Given that this
quéstion is potentially sensitive or threatening if the
‘respondent 1s in a relatively low ranking job, this
question was deliberately asked far into = the -
_questionnaire. Pirow {1997,p 99) cautions that the
researcher should: “Put sgensitive and embarrassing

questions fairly late in the questionnaire}.

Question. 'eight listed twenty different techniques
identified in the literature and by the interviewees as
techniques commonly used to equip managers with skills,
knowledge and attitudes. The respondents had to indicate
by means of ticking ‘yes’ or ‘no’ whether or not they had
personally used the technique. The ‘yes’ or ‘no’ served

as a fllter. If the respondent indicated that he or she



had not personally used the technique the respondent
moved on to the naxt question. The filter question thus
ensured that respondents did ‘not attempt to rate a

téchnique they had not personally used.

if the'respondent indicated.thét he or shé had personally
used the technigue, the respondent had to indicate
whether the technique best developed skills, knowledge or
.attitudesa Becauze there was | the potential fqr'
: respbndents to indicate that each of the 20 technique
‘could develop each of skilis, knowledge aud attitudes;
the researcher specified that the emphasis ﬁas on which

of the three the technique best develops.

Question nine was an _open-ended guestion. Respondents
were asked to indicate whether they know of any tedhnique
not mentioned in the questiohnaire, that they have
personally .used and have found to be particularly.
effective. If the réspondent anéwers yes; the respondent
is required to name the techanique and to identify whether

it best develops skills, knowledge or attitudes.

When the'questionnaife was diatributed, the researcher

emphasised the importance of answering all the questions
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in order to ensure that the questionnaire could be wused

for research purposes.
4.5 Pilot study

Before piloting the questionnaire thé researcher checked
.the questionnaire for ease of reading and cqﬁpletiOn,'
-logiec, relevance, fjargon, for leading questions and a
cheqk was made to assess whether the questionnaire would
be  completed within é ten minute time frame. Once the
researcher was satisfied that the above criteria had been

met, arrangements were made to pilot the guestionnaire.

Prior to distributing the guestionnaire a pilot study was
conducted to highlight any weaknesses that needed to be
corrected._Leedy (1997} states that all questionnaires

should bea pre-tested on a small population.

The quésticnnaire was administered to three middle
managers. A convenience sample was used: a friend of the
researcher in w' -jile management was asked to ccmplete the
questionnaiic and to . approach two colleagues in middle

management to assist with the pilot study.



Based on feedback and an . analysis of the questionnaire
ﬁinor adjustments. were .madé.' Respondents experienced
difficulty answering question five_since Kolb’sg léarding
Styles appeared not to be commonly known, In view of
this, a brief description of each learning sfyle was

added to the final questionnaire.

In the Lo T 1g1na1 questionnaire learning centres were cited
as one of the techniques. used to develop managers.
Respondgnts_ were not familiar with the doncept of
learnlng centres and equated these with any commercial-
‘college that provided a business course. In the light of
this feedback, leatning centres were replaqed -with

agsessment centres.

Based on t miderable range of technigques that were
used by + ifferent respondents, the researcher declded. -
to adr question to the guestionnaire- that of job

title. In addition to differences in terms of training
techniquea used in the different sectors, the respondent
believed that an analysis based on broad jeob categories

might.also prove enlightening.
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After the = necessary revisions were made, 'the 
questicnnaire was distributed for completion to curreant’
part—time first and second Qear students studying on the
Master of Business Administration (MBA} programme, seccnd
year Postgraduate Diploma in Management (PDM)part—time
students, and Management Advancement Programme, (MAP 39)
pért*time students. All these students were completing
courses at the Wits Business School (WBS). These students
were chosen as the target sample because they were
likely to occupy:ndddle management positions, and they

were also in full time employment.
4.6 The Population

Wegner (1993, pd) defines the population: “{as} the
collection of all observationsg of a random varieble under
study”. The population - comprises all middle manacrsrs

- working in Gauteng in all husiness sectors.
‘4,7 The Sample
Wegner {1993, pl7C) defines sampling as: “.the process of

selecting a representative subset Qf_obéervations from a

population to determine the characteristics (i.e. the



population parameters) of the vrandom varlable under

stody.”

Time, logistic and financial constraints made it
impogsible to survey all middle managers in South Africa,’
Even a survey ¢f all middle managers in Gauteng would be
beyond the scope of thig research report. For this reason

the researcher used non probability sampling.

Cognisance was taken of the limitations of this sampling
method, TLeedy (1997, p204} cautions that: “In non
probability sampling, the researcher has no way of
foreacasting, eatimating,. or duaranteeing that each

olement in the population will be represented in the

sample.”

The specific type of non probability sampling that was
used was convenience sampling. The sample consisted of
students registered at the Wits Graduate School of
Business on MBA part-time 1"t and 2™ year programme, MAP
39, and PDM Business Adminisgtration 2™ year part-tiﬁe

courses.
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Questionnaires were administered to a total of 160
students. The breakdown of students-in terms of classes
was asgs follow: questionnairés weie administered to 46
Master of Business Administration (MBA) first'yeéf part-
‘time students, 47 Master of Business Administration
(MBA) part-time second year students, .47 Manageﬁaﬁt
Advancement Programme (MAP) students and 26'Post§raduate
Diﬁloma in Management (PDM} second year part-t@me

students.

Historically these students have tended to hold positions
in middle management, for this reason they wers deemed a
éuitable gsample for cohducting research on how middle
managers acquire the skills, knowledge and attitudes to

become middle managers.

Since convenience sampling was used, the sample was not
repregentative of a population, and therefore the
findings cénnot be generalised to the general population

of middle managers.

Mo attempt was made to control bias in the selection of

the sample.
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" 4.B Questionnalre Adminiatration -
4.8.1 Questicnnaire Distribution

To ensure a high response rate,;permissioh was obtained
frcm course convenors and lecturers at the Wits Business
School to administer the gquestionnaire during Lectures.
In order to do so, details of time-tables, venues and
‘dates had to be obtained and arrangementé made with the

:lecturers_to administer questionnaires.

Based on student numbers, it was decided that the sample
should.consist of twoimaster of Busginess Administration
{MBA} classes, one Manaygement Advancement Erogrémme'{MRP}
classg, and'one_Postgraduate Diploma in Nmnégement {PDM)
'part-time clagss. It was decided to only use part~tiﬁe

stodents since they are in full-time employment.

Full-time students are somewhaﬁ_ removéd frem the
workplace and for this reason, MBA, and PDM fyull-time
students_werg'not included in the sample. In the caszse of
PDM fulli-time students, it was also unlikely that they

would meet the griterion of 2 yeara experience in middie
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management'since rost had recently completed their first

degree.

The researcher negotiated times that were convenient for
' the  lecturer to administer  the quesﬁioﬁnaire,
Questionnaires were either administered at the start of
the lecture or just before.ﬁhe tea hreak. The resgearcher
" addressed the class, explained the topic of research and
asked students to each complete a questionnaire,
Anonymity was guaranteed and the process was voluntary.
| The importance df answerihg each question on the

questionnalre was emphasised.

Questionnaires wexe handed out to the class for
respondents to complete during the lecture session: this
guaranﬁeed a high response rate. Questionnaire weré
collected personally by the researcher once they had been

completed.

A total of 160 questionnaires were handad out of which
111 could be used for the research. Questlonnaires were
excluded because they were incomplete: for example the
number of years work experience or gender had not been

filled in. Another reason For rejecting gquestionnalres
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was bacause the respondent had less than two years middle
manégement experience. Questionnaires were also gxcludéd
'if the respdndaﬁt'occupied a position that was clearly
lower than middle management, for example the respondent

indicated that they were a nuperﬁisori
4.9 Questionmaire Analysis

The - questionnaires weré_ vetted to check whether they
‘could be inciuded for the research on the basis of
- completeness and meéting the reﬁuirements for being
included as a respondent, for example a minimum of two

yaars niddle management experiencé.

Once this was done,.the questionn. dres were humbered and
encoded and the data was captured con Mlcrosoft Excel. The
data was analysed using the Number Cruncher Statistical
Bystem {NCCS, 1984). This system was used to calculate
various descriptive statistics such as the median, thé
range, the mode, frequency tables, and one =and two

variable chi square tests.
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"4.9.1 Chi Square Tests

The researcher used the non parametric two variable Chi
Square tests. This test is well suited to analyse data
that is expressed as frequencies. The data for gquestions

1-9, was all expressed as frequencles.

Langley (1958, p269) explains that: “fthe chi square test
will compare) matched observations made on a single.
.randém'sample group, for evidence of asaociaﬁion between
2:qualities {such as brains aﬁd beaUty}; when 3t_ieast_
one of these qualities is  divided into 3 or more

categories (such as beaﬁtiful average and ugly).

The two variabie Chi-Square test was used to test wﬁether
results obtalnéd in the samples agreed with expected
frequencies. This test was used to test Question One.

Cuestion One asks: “Are skills, knowledgé and attitudes
crquired differently?” Two variable chi sguare tests were '
run for each of the twenty téChniQues in Question Eight
of the Questionnaire for the wvarlables skills, knowledge

and attitudes.
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The.tWO variable chli square test was uscd to test the
independence between the two variables: the cechnicue:
considéfed best for the devclopﬁent of skillc, and the
éector in which the respondent is employed. This test was
run to find the anawec for Research Question Six: “Based
on industry .or sector, do indi&iduals acquire skillsr'

knowledge and attitudes differently?”

. The two variable chinsquare.test'was used to test the
indépendence between the way in which ihdividuals'acquire
- skills, knowledge and attitudes and gender. This test was
conducted to find the answer for Research Question Five.
Research Question Five asked: “Based on gender, do
individuals acquire skilly, knowledge and attitudes

differently?”

2 5% level of significance was used. This meant that
there 1ls a 95% probability that the result covers the
true population parameter. The resulis are discussed

. fully in Chapter Five.
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4.10 Limitations of the Reseaxch

Thé fact'fhat thé saméle'consisfed of middle ﬂﬁnagers'
attonding _Management Advancement"Programme (ﬁAE39},
Master of Business Administration (MBA) or Posﬁgraduate
Dipioma' in . Management {PDM) programmes at the Wits:
Business School limited the generalisibility of the
research results. One cannot assume.that middle managers
in the population of middle maﬁagers attend.. such .

programmes.

Cognisance was also takén of the fact that the sample may
be skewed in terms of gender, race, age and industry. No

attempt was made teo control bias.

. It is believed that the timing of the gquestionnaire
limited the efficacy of the research. Since respondents
would haﬁe slready attended lectures for some months at
the Wits Business School, training fechniqués that are
used on the Master of Business Administration (MBA),
Management Advancement Programme (MAP} and Postgraduate
Diploma in Management (PDM) programmes may be top of
mind. If this is the case there might be a blas towards

lectures, _syndicate groups, and the case study method.
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?inally, another limitation was the fact :that because

respondents wefe not asked to indicate the size_of the
coﬁpany, the turnovef; df tﬁe numbér of individuals fhat

reported to them, it is not possible to assess whether
the middle managers in the sémpla were typical of mediuﬁ
sized organisations, or whether most of them ﬁere
employéd in blue chip companies. Clearly, an individual
in a so~called middle 'inanagement position in a small
company ﬁight .have far less responsibility and ewven
'decision_making powers than a ndddle.mahagér in a large

company or even a multinational.
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CHAPTER FIVE

RESEARCE RESULTS

5.1 Yntroduction

This chapter discusses the methods us.i to capture the
information from the questionnaire and the wvarious

statistical tests that were carried out on the data.
52 Data Capturir

All the questionnaires were numbered and the information
in the ' questionnaire was «captured on an Ezxcel
spreadsheet. The Ffirst three columns reflect the

‘questionnaize numbez.

Bach questlon on the questionnaire was glven .a code
number. Responses for each question were captured in
columns 4-51. Responses for each_question were coded, and
the code number was entered in the relevant cell of the

spreadsheet.
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For question one, which corresponded with column four of
the coded print out, the code 1, was used to designate
fhat the respondent was maie, and a code 2 was used to

indicate that £ respondent was female.

For gquestion two; which corresponded to columns five and
aix, the code number for the respondents number of years
experience as a middle manager, was reflected as years.
These ranged from 2-18. The code reflected the_numbér of
'years rounded off fo the nearest year. Respondents with
less than two years axperience were_rejgcted: for this
reason, two is the lowest number refiected in columns

five and six.

Question three, which corresponded to column seven, asked
reSpondénts to idénfify the business sector in which they
were currently employed. Six broad sectors were provided:
financial services, manufacturing, mining, retail,
government /parastatal and professional practice. An

additional category, ‘other’, coded as seven, was

provided.

Where respondents indicated ‘other’, and specified the

industry, and this happened to fit into the six broad



categorles that were provided, these respondents were

slotted inte the approprlate category.

Code 1 for example was used to designate the financial
services, 2 manufacturing, 3 mining, 4 fetail, 5
government or parastatal, © professional practice, énd T

other.

Question four correaponded:with column 8 of the print
out. The four laarning sﬁyles were.cbded from 1*4;'Foi
example, “I am given an holistic wview of lgarning” was
coded 1; “I can work step by step to build a big pipture”
was coded 2; “Ideas are presented visually,” was &oded 3;

“I.can listen, talk ﬂ&d'discuss," was coded 4.

Responses for . estlon five are reflected in columns -
9 - 11. A coding system fram*1—4 was used to reflect
Kolb’s different learning styles. Concrete experience was
coded  1; reflective observation 2; abstract

conceptualisation 3; and active experimentation 4.
Because some respondeﬁts indicated that more than onhe
learning st&le was most effective in developing skills,

knowledge, or attitudes, another category, ‘mixed’, ccded
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5 was added. In the category ‘mixed’ there was no way of
discerning which of the two or more learning styles cited

were the most effective overall.

Column 9 captured the learning style that was the most
effective for acquiring skills, column ld reflects the
learning style that was perceived as the.most'effective
for acquiring knowledge, and column 11, the style best

used for acyguiring attitudes.

8kills, knowledge and attltudes were coded from 1-3. A
fourth category, ‘mixed’ was added to take cognigance of

instances where more than one learning style was clted as

" most effective Ffor developing =8kills, knowledge or

attitudes.

Responses for question six aid seven do not appear on the
print out since this information could not be coded.
Frequency distribution table were drawn up. Questions ailx

and seven are discussed under 5.3.4 in this chapter.

Responses for question elght are captured in columns 12-

51 of the print out. The even numbered columns, for

example, 12, 14, 16 and so0o on capture whether the
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respondents has used a particular technique. The code l;
. indicates ‘yes’, while a 2 indicatea ‘no’. The odd
numbered colpmns, for_éxample, 13, 15, 17, 19'aﬁd.so on
- reflect each of the twenty techniques cited in guestion -
eight. The teéhniques appear in chronological order. Fdr
example, column 13 corxesponds with coaching, colwmn 15

with mentoring, column 17 with action'learning and so on. -

IA.coding aystem of 1?3 was used to indidate whether eaéh
of”the techniques develops skills, coded 1, knowledge,
coded 2, or attitudes, coded 3. Because some respondents
indicated that a partlcular technigue best devélops more
than one of skills, knowl~dge or attitudes, provision was

made for a fourth column, ‘mixed’ coded Ffour.

Where respondents indicated they had not used a
technique, they were not'required to rate the technique.
A 2" in the response column would thus be followed by a

blank column in which no responses were registered.

In the case of questions six, seven and nine, frequerncy
distributions were tallied manually. Perscnal judgement -
was used to cluster the responses under appropriate

headilngs. For question seven, jobs were clustered into 20
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broad areas which represented specific functional areas.
in sdme instances, jobs were clusteréd_into Sectoré, fdr.
exanple fihanciai services or insurance. A priﬁt out. of
the coded results appears in Appendix D. An explanation

of the coding system appears 1ln Appendix E.
5.3 Sample Description
5.3.1 Gender

Gender, sector and years experienqe are expressed as
frequency distributions. Spiegel {1972, p27) argues that:
“When summarising large masses of raw data it is ofﬁen
usefnl to distribute the data into classes or categories
_and to determine the number of individuals belonging to

each class,'called the class frequency.”

3 breakdown of the sample in terms of gender is expressed

in the Table 1 below:

Table 1: Gender Distribution

Famalen

gl 20
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5.3.2 Sector

Seven categories were provided, this included a category

called

‘other'’ .,

in instances where

corraesponded

to given sectors, these respondents were placed in the

appropriate mector,

The distribution of the sample in terms of sector is

provided in the Table 2 below:

Table 2: Frequency Distribution for the Different Secto:ns

g

21

25

43

Examples of ‘other’ include respondents from the medical

. field, researchers, business congsultants, entrepreneurs,

stockbrokers and the IT field.
5.3.3 Years Experience

Collectively the sample of 111 middle managers Lad a

total of 560 years experience.

The number of years

experience ranged from 2 years experlence in middle




‘management té 18 yaaré experience.  The wmode for the
‘sample was Z years expgrience-in middle management. The
mean for .the sample was. 5,04 years experience.
Respondents who had less than 2 years middle management
experience were rejected., Simllarly questionnaiﬁes in
 which the respondent did not épecify how many years

experiénce they had in middle management were discarded.--.

The decision was taken to categorise the number of yeafs
experience intoﬁperiods of five years. Cognisance should
be.takeﬁ of the fact that respondents were oﬁly included
in the sample if they had a minimm of 2 years experience
in miodle managsment. The results ﬁre reflected in the

Table 3 below:

Table 3: Nuhbar of Years Experience in Middle Mhnagament

Mensemant "t
o To Five Years

6-10 Yaars Experlence 78
T1-18 Yoars EXperiende ' 7

16-20 Yeara Experience T
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5.3.4 Job Titles

.Question seveh'of the questionﬁairé asked respohdents to

prévide their job title. A total of 88 job titles were
_ 6btained. For ease of anaiysis, it-.was .decidéd to
caﬁegorise resﬁondents according to broad . functionai
areas. The respondénts wefe ¢classlfied accdrding to 20¢.
broad emploment- categofies. Thé list of .20 broad

categories appears in Table 4 on the next pagei



‘Table 4: Broad Catagbxies-of.ﬂmpléyment

HMedical Profeés on

[ Bngineera ' ' 8
Trforastlon Technology 15
Booounting, Actuarial, Auditing ]
xﬁsurance o . T
Génara;l. Management (industry URspeciiiad) ]
| Financial Services . o’
Salea; Marketing : 11
Stockbroker . 1
Mining K]
Construction 1
[Technical (3
Consultants (Fleid Unspecified) 6
Managers {Area of Mapagsment ﬁnspec?.fied) Y
Resedrchers Z
| Entreprencurs 3
THumah Resource Hanagement g1
Legal Profoession " 1
Othar ]
‘Unknown 2

ThereIWas no order or ranking for these:categories. For
‘example, managers who -perform an HR function were
cafegorised under HR managers, managers who perform
marketing type activities were broadly classified as

Marketing managers, and so forth. The sample was wide
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ranging and substantial, hence enhancing the

 generalisabilty of the findings.
5.4 Desariptions of Learning Stylas
5.4.1 Tha Best lLearning Styles Based on Gender

Question four.of the questionnaire asked respondents to
gselect one of four learning styles commonly mooted in the
literature as appropriaﬁé for cptimal lea:ning to fake
' place.. A cross tabulation - report was completed to
eaﬁablish which learning styles were preferred by the
male and female respondents., The results appear in Table

5 below:

Table 5: The Best Learning Styles Based On Gender

Optimal Cand

for Leayning.

Holistic

Can Build a Big 16 3 19

Picture

" ideas are Presented| 10 4 14

Visually L :
40 9 49

I Can Talk, Listen
and Discuss




Theﬁeafter, a two variable chi square - test wés iun to
" establish whether there is a difference in the way in

which males and females learn best. Langley (1968, pl38)

explaihs'that: “.. the effects of chance must be taken

into account for every piece of research.” For the
purpose of thié regearch, a 5% significance 1level was

used. The results éppear below:

Chi square test result

Chi-Square : 1.473938
Degrees of Freedom | 3.000000
Probability Level 0.68829E
Accept Ho

Warning: at less one cell had an expected value less than

The null hypothesls stated that there was no difference

in the way in which males and females learn best. Based

on the two variable chi sguare test result, the decision.

was taken to accept the null hypothesis: there is :no
difference in the way in which males and females learn

best.
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5.4.2 The Best Learning Styles Based on Sector

- A cross tabulation report bas-.i on sectors was completed

to compare whether within the different sectors, there

were preferred learning styles. The results appear in the

cross tabulation report in Table 6 below:

Table 6: The Best Learning Styles Based on Sector

“Froaneial 3 3 3T
Services _
Wanufacturing | 8 g : 2 9 125
Hining 1 0 1 1 3
Retail 1 0 0 3 3
Goyerament/ F3 2 [ 9 13
Parastatal .
Brofessional 1 0 2 0 3
Practice .
Other 12 7 a 18 43
Thereafter, a chi square test was run to establish whether

there 1ls a difference based on sector, in the way in which

respondents from the different gectors believe they learn

best. A significance level of 5% was used. The results appear

on the next page:




Chi~Square S _ S 20.531620

Degrees of Freedom 18.00009b
Probability Level  0.302635

Avcept Ho

Warning: at less one cell had an expected value less than 5,
Based on the chi square test resﬁlt, the null hypothesis
.wag accepted: there is no difference based on sector; in
the way 1in which middle managers perceive that they.learn

best.
5.5 FKolb's Beéxning Styles
" K.5.1 What Xolb's hearning Styles Best Develop

Respondenté were asked to indicafe which of Kolb’s foﬁr
learning styles, concrete experience, raflective
observation, abstract conceptualisation and active
experimentation are the mbst effedtive for acgquiring

_skills, knowledge and attitudes.

An additional category, ‘mixed’ was added to captﬁre'
instances where respondents believed more than one

category 1is most effective Ffor acquiring skills,
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knowledgé or attitudes..Whex ‘mixed’ 1is indicated, there
is no'way to indicated which of the 2 or mo:e.categories
mentioned afe fhe'most effedtive. The.assﬁmption is that
'there  is no ranking when more than._one-'teéhniqqe is

clted.

The number of responses for each of Kolb’s four learning
gtyvles and an indication of what each best develops,

appears on Table 7 on the next page:



Table 7: What Kolb’s Learning Styles Best Develop

Eonerete
Experlence .
{Hands on
Approach}
RefTective ) 30 T D

Chsexrvation
{(Viaw situations
from Many
Different Points

of Viéw)

Rostract  |1ii K1 13 T
| Copoeptualisation '
{but Yrnformation

Inte a cenclse

Logical Form)

Ective 11 ] LY 62
-Exparinettation
fAct on Guk Feel
Rather than
Lugival Analysls)

Mixed (More Lhar | & ] 0] 13
One Learning Ftyla

has Been Noted)
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* In the category attitudes, one row had one missing

value.

A chi sguare test was run to estabiish whethei based on -
Kolb’s learning style, there was a difference in the way
in which learning styies are used. In cthe; vords, that
skills, knowledge and attitudes, wse different learning

techniquea cited in Kolb’s learning styles,

The results of the chi square test appear below:

Observed chi square is 217.0648
Critical value is .'. 15,507
Dagrees of Freedom 8 .
Probabiiity Level 0.302635
Reject Ho '

Degrees of freedom 8
Caution: three cells with expetted frequencies less than 5

Critlecal value at 5% and at 1%.

Reject the null hypothesis: the acquisition of skills,
knowledge and attitudes, and the preferred learning style

are therefore not independent.



5.5.2 Holb’s Learning Styles and the Acquisition of

Skills

A cross tabulation report based on Kolb’s learning styles
wag completed te provide an insight into which of Kolb’s
four leafning styles males and females in_ middle
managemeLt use to develop skills, The results appear in

-the cross tabulaticn report in Table 8 below:

Table 8: Gendsr, and the Acquisition of Skilla Using Kolb's

Learning Styles

Gonorete Bxperienge @i A T
[ RefiecEive ObEervation i 4 i 7
[ FBstrast Dongeptualisation X T 1T
Potive EXperimentation ] ' Z i1
M xed ] [ 1
il

A chi square test was run to establish whether based on
gender, there was any difference using Kolb's leérning
stylé in the way in which males.and females acJuired
5kills. The results of the chi square test appear on the

next page:
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Chi-Square : 2,835

Degrees of Freedom . 4.000000

Probability Level | 0.585725

Warning: at least one cell had an expected ﬁaiue of liess
than 5.

Accept Ho

Based ‘on the chi square test result, the decision was
taken to accept the null hypothesis: there 13 no
relationship based on gender in the way in which males

and females acquire skills.

5.5.3 Kolb/s Learning Styles and the Acquisition of

Knowledge

A cross tabulation report, Table 9, based on Kolb’s
learning styles explains which learning styles males and
fermales find the most effective for acquiring kuowledge,

appears on the next page:



Table 9: Gender, and the Acquisition of Rnoﬁiedge

Concrete Experdence T e r R
Reflective Ohservation T35 y 5 - 0
Abstract .c‘i'l'lcepf-llalisatj:ion. . 37 5 4 5.
Adtive Eaperimentation = 5 5
e G —1%

A chi square test was run to establish whether based on
gender, there was any difference using Kolb’s 1earnihg
styles, in the way in which males and females acquired

knowledge. The results of the chi square test appear

below:

Chi-Square 1.534780
Degrees of freedom 4, 000000
Probability Level © 0.820463
Accept Ho

Warning: at less one cell had an expected value less than

5; Based dn the chi sguare test resuli, the décision was
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taken to .éccept the null hypothesis: there is no
‘relationship hased on gender in the way in which males _
and females acquire knowledge. Males and females acQuiré_

knowledge in the zame way.

5,5.4 Kolb’s Learning Styles and the 2Acquisition of

Attitudes

A cross tabulation report based on Kolb’s le.arning gtyles
was completed to understand which learning stylés males
and - females find the ﬁost effective for acquiring
attitudes. The results appear in the cross tabulation

report in Table 10 below:

Table 10: Gender, and the Acquisition of Attitudes

Congrete Experi.er_:.ce 2 B
ae_fi'active Observation _ 36 10 46.
AbStract Gonceptuallsation 0 3 14
Aotive Experimentatioh . 38 4 42
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A chi square test was run to establish whether hased on
gender, there was any differenc: using Kolb;s learning

style in the way i1n which males and females acquire

attitudes. The «results of t: chi square test appear
below: |

Chi-8quare _ 3.773579

Degrees of Freedom | 3.000000

Probabillity Level ' 0.286974

Accept Ho

Warning: at leas* one cell had a value less than 5. Based
on the test result, theére is no difference in the way in

which males and females acquire attitudes.

5.6 The MNost Effective Training Techniques Based on

Personal Experience
5.C.1 8kills

Quesﬁion six, an open ended <question in  the
quesfianhaire, asked respondents based on £heir personal
experience, which training techniques they have found
best develops their £kills, knowledge and attitudes. All

the responses were recorded and tallied. Where



appropriata, this information was clustered under twenty

headings.

. As ﬁheré was duplicatioen the otiginal list -of 40
techniques, the information was condensed into a list of
20 tedhniqueé. For example somé respondents reierred_to
‘being open and honest with others,’ ofhgrﬁ spoke about
‘being .exposéd to. new ideas.’ These respohses were
slotted under the Heading ‘discussion.’ This information
is presented in the frequendy distribufion Table 11 on

the next page:
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Table 11: The Techniques Best for Developing Skills

F Hands-on

Stretch Essignments

"Experimentaﬁi'on

| Formal Praining

Case Study

Observation

| Hentorihg

L0

Discnssion

O the dob Training

Simulation

] wf o

Lactures

L=

Hole Plaving

L1

Seminars

Academic 'sﬁudy

Feadback

Workshopa

Inzernship

Publishing Articles

Reading

[ B I = B AL S I N

Coachilng

As far as open-ended responses clted be2st for deveioping

skills is

concerned,

overwhelmingly,

a

‘hands-on

approach’ cited by 79 respondents came out topa. A

‘*dolng’

component

1s

¢learly a

very

important

consideration when designing courses that develop skills.
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5.6.2 Knowiedga

In the qase of knowledge, all thé techﬁiques_named by_the B
respondents were listed, and where appropriate, the
information was siotted'under_a-suitable heading since
there was duplication. For example, the Socratic method
was _Slotted under discussion, and participation was
slotted under ‘hands-on-experience.’ The original list of

65 technigues was thus condensed to 20 techniques.

This information is opresented in the  frequency

‘distribution Table 12 on the next page!
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Bable 12: The Technigues Best used to Develop Knowledge

{Hands-on Experience 23

Academic Study 18
Discussion 16
Formal Training |5

-

Problem Solving

L

Case study

W

Lectures

| 8trateh Azsignments

Listening

tllll}lm

Research

|

Experimentation

Obsarfration

Role Play

[ JFSN  XY

Off thea Shelf
Trainling

Workshops

1 Seminars

On the Job Training

Mentoxing

I T R T

Asking Questions

Reading was r._*ated tops by 26 respondents, followed. by
.‘hands-én-—experience', cited by 24 respondents, and then
Academlc Study. It was Zinteresting that "hands—on_-'
experience’ was rated higher than Academic Study as a
technique for developing knowledge. A ‘hands-on’ approach

is frequently assoclated with skills dewvelopment rather
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than the acquisition of knowledge. Furthermore, people
frequently cite the reason for academic study; as the

deslire to improve their knowledge.

Seekers of knowledge in this instance fit into Hohey and
.Mumford’s (1986} crtzgorisation of learners.' as
“activists”, These learners like to involve themselves
fully and without bkias in new experiences. This approach

is 1lmplicit to a ‘hands-on-experience’.
5.6.3 Attitudes

All the techniques provided by the  reapondents for
acquiring attitudes weré listed, and where apprdpriate;.
the information:was clystered under'a suitablie heading
since there wﬁs duplication in the naming of the
techniques. The original 'lisf of 62' techniques was
condensed to 20. The 1ist of 20 techniques is provided in

Table_13 on the next page:
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~ Table 13: The Techniguss Best Used to Develop Attitudes

Lo Humber oF Resporidents:|
Sy

Cpen Discussion ' . ' 2%

Understanding of SeLF/8elf Development | 12

Interaction with Gthers

[]

Cbaervation 5
| Workahops 5
%

Mentoring

|

Active Listening

|

Action Learning

Léai:ning About Diverse Culturaes 3
Tole Model 3
Coaching 2
Team Buliding Couxmes/Teamwork 4
Ati:itudes of fuperlors 2
Feedback . . 2
Meditation 2
“Feedback T2
Case Study 2
Reading 3
Rele Rlay ) - R 3

Job/Life experience was rated ‘tops’ as the technique
mosﬁ effective for developing éttitudes. As in the case
of sakills and knowledge, a heavy emphasis was placed on
‘real’ or ‘hands-on experlence’. Open discussion was

rated second, and an understanding of self/self
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development, third among the unprompted responses for_.

techniques that are best for developing attitudés.

_The'fact that understanding of seif/ 821f development was
rated third seems to lend support to the notion that if
learners know how they learn best, they can add wvalue in_'
playing a cole in designing their own development

programmes.
5.7 Training Techniques

5.7.1 Twenty "Training Techniques and What They Bast

Davelep

Question esight of the questionnairs provided 20 training
techniques. Respondents were aéked to indicate'whether
they had personally used the techniques. If the answer
was yes, they had to indicate whether the technigua best
developed skilis, Xxnowledge or attitudes. A number of -
respondents indicated that specific techniques best
developed more than one of skills, knowledge and
attitudes. For this reason, an additional column, ‘mixed’
was added in the interpretation of the =resu'ts. The

regults appear in Table 14 on the next page:
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‘Table 14: A List of Techniques, and What Each Technique

Bast D_evelops

a) Coaching ) T T 9 7
%) Mentoring T3 B4 ]2l 24 5
¢} Action Leaming - 73 IT; 5 13 ) 7
d)'Amtce_m; = B |9 8 |1
6) Stretch Assignmeats 3 77 10 7 ry 3
B Jonior Bowds 7 - [T U I U I 37
8 Networking ' %7 4 5 &7 %5 3
1) Professional Mestings | 102 9 g & 5 s
and Conferences
1) Professional Reading 102 g T 7 3 B
1) Understody € ) 1 o (2 |5
Asigmenis I
k) Tho Case Study 93 . 18 28 47 E] | 13
e _
Ty Jab Ratation 3] ) N E7) % 3 7
) Business Games B ' 76 17 2 12 3
T Adventurs Tratnog 3 36 3 0 W 3
o) Telecomerencing ) 2 3 6 4 3
p) Ot the Shelf Traimng | 41 - 70 TE T T
—q}%m Sty | 49 62 0 34 1 s
D Lecturcs 108 g 6 |7 2 i
%) Syndicate Gromps 100 T 16 37 7 %
T R B Tén 7 3 5 3
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The results have been broken down further into the tor
five techniques for the development of skills, knowledge
and attitudes. The results for skills development appeai

in Tablé 15 below:

Table 15: The Wop Five Technigques for Devaloping Skills

Aeotion Learning | 45

Job Rotatilon 3z
g§Tnuiation 32

Mentoring 30

" The regults for the ‘top five’ technigues for developihg '

. ‘knowledge appear in the Table 16 below:

Table 16: The Top Five Technigues for Developiﬁg
Enowledge

Pibfé531onal Reaéiné_ '”N.78
Lectures . 75
Professional Meetings 69
and Conferences '

Networkihg . 17

| The Caze Study Method 47
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Cognisance is taken of the fact that a convenience  sample
was used; This may account Zfor bias in the sample and
exblain why iectures and syndicate. groupé, technidués
used on the MBA, PDM and MA:. . rogrammes were so highly

rated as techniques best for developing knowledge.
The results of the top five techniqueé for developing
attitudes appear in Table 17 below:

Table 17: Tha Top Five Tochniques Ffor Developing
: Attitudes :

fgaéﬁnigﬁﬁ

Syndicate Groups

Networking 25

Mentoring 24

Adventure Training |18

Business Games 12

In an assessment of these results, the fact that
gyndicate groups ‘were rated as thé top technique for
developing attilitudes may be attributab;e to the fact that
- the respondenta in the sample were all students on
programmes which use syndicate groups extensively. The

possible bias in this result must be noted.
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5.7.2 A short-list of the Ezght Training Techniques Most
Commonly Used

. To provide an overview, the eight techniques from the
list of twenty techniques that have been most commonly
used by the respondents, appear in order of reported

usage, from highest to the lowest in Table 18 balow:

Table 18: the Eight Mogst Popular Training Technicquas

Lectures : 105

Professional Reading 103

Professional Meetings and | 102

Conferences

Syndicate Groups 100
The Case Study.Method . 93.
Coaching o HEE)

HNetworking 87

MEntorihg : 84

Caution must be exercised in evaluating lectures as the
most popular training technlque cited by: respondents
since all respondents are currently exposed to the

- lecture technlgue. This responge may indicate bias.
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5.7.3 Gender, And The Use of The Top Eight Techniques

In order to establish whether males and.females use the:
eight most popular techniques differently i.e. that males
and females'do not use these techﬁiques to deveiop tﬁe
.same' things - skills, knowledge or attitudes, £wo
variable c¢hi square tests were rua on .the top elght
techniques. |

The results appear helow:

Lectures

Chi~Square | 0.011640
Degrees of Freedom 1.000000
Probability Level 0.914083

Warning: at least one cell had an expected value less
" than 5.

Aecept Ho
Based on the test result, there is no difference in the

way in which males and females use lectures to develop

skills, knowledge or attitudes.
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' Profassional. Reading

Chi-Squaire _ 1.661273
Degrees of Freedom 1.000000
Probabllity Level - 0.197432

Warning: at least one cell had an expected value less
than 5.

Accept Ho

Based on the test result, there 1s no difference in the
way in whi@h males and females use professionzl reading

to develop.skills, knowledge or'attitudes.-

. Professional Meetings and Conferences

Chi-Square 0.329422
Degrees of Freedom 1.000000
Probability Level 0.566000

Warning: at least one cell had an expected value less
than 5. |

Accept Ho

Based on the test result, there is no dif‘erence in the
way in which males and females use professional reading

to develop skills, knowledge or attitudes.
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Syndicate Groups

Chi-Square 2.178218
ﬁegrees of Freedom 1.000000
) Probability Level 0.139976

Warning: at least one cell had an expected wvalue less
.than 5.

Accept Ho
Based on the test result, there is no difference in the
- way in which mﬁles and femalee use professional reading

to develop skills, knowledge or attitudes.

The Case Study Method

Chi-Square - 0.163690
Degrees of Freedom "1.000000
Probability Tevel 0.685781

Warning: at least one cell had an expected value leas
than 5.

BAccept Ho

Based on the teat result, there is nO-diffefence in the
way in which males and females use the case study method

to develop skills, knowledge or attitudes,
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‘ Coaching
Chi-Squaxe - 0.552583

Degrees of Freedom 1.000000
Probability Level 0.457264

Warning: at least one cell had an expected wvalue less
than 5.

BAccept Ho

Bésed on the test result, there is no difference in the
way in which males and females use coaching to develop

skills, knowledge or attitudes.

Natwoxking

‘Chi-Square .0.223675
.Degreeé of Freedom 1.000006
Probability Level 0.636254

Warning: at- least one cell had an expected value less
than 5.

Accépt Ho

‘Based on the test result, there is nc difference in the
way in which males and femals: use networking to develop

skills; knowledge or attitudes.
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Mantozing

Chi-8Square 0.103529
Degrees of Freedom 1.000000
Probability Level G.747635

Warning: at least one celi had an expected wvalue less
than 5.

“Rccept Ho

Based on the test result, there is no difference in the
way in which males and females use mentoring tq develop

skilla, knowledge or attitudes.

' 5.7.4 Sector and the Use of the Top Eight Techniques

A cross tabulation report was complited to establish
according to sector;, which techniques were most commonly

used. The results appear in Table 19 on the next pégé:
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Table 19:.Tha Use of the Top Bight Techniques by Sector

g | fimryigns

Lagtures 19 ]

Frofessional | 19 74 3 z 1z 3 T40
weading .
Professional | 20 332 3 3 1% 3 KE
Mamtings and

Wndicate 7 T 3 7 3 7 30
Tha Casa i7 20 3 2 13 7 39
sbudy Mathod . i 5

Coaching i3 23 3 3 7 2 KT
Retworking | 17 20 2 3 T Z 35
Mentoring |18 155 3 3 5 p) 32

Thereafter, chi square tests were conducted to establish
whether there was a relationship between the ‘top’ eight
most popular techniqres

sectors, The chi tesat resulits appear below:

Lectures

_ Chi~8quare

Degrees of Freedom

Probability Level

and each of the

12,737261
6.000000
0.047403
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Warning: at . least one cell had an expected value less
than §,

Reject Ho
Based on the test result, there is a difference 1ln terms
of sector, in he way 4in which leciures are used to

develop skills, knowledge or attitudes.

Professional Reading

Chi-Sguare o 432262
‘Degrees of Freedom 6,000000
Probability Level  0.618392

warning: at least one cell had an expected value less
than 5. '

Accept Ho

Based on the test result, there is mo difference in the
way in which the different sectors use professional

reading to deﬁelop skills, knowledge or attitudes.

Professional Meotings and Conferencas
Chi-Square ' 3.753194
Degrees of Freedom 6.000000
Probability Level 0.710034
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‘Warning: at least one cell had an expeqted-value“less
than 5.

Accept Ho

Based on the test rasult, there is no difference in the
way 1n which the different sectors use professional

reading to develop skills, knowledge or attitudes.

Syndicate Groups

.Chi-Sguare ' 8.380885
Degrees of Freedom 6.000000
Probability Level 0.211505

Warning: at least one cell had an expected value less
than 5. ' ' |

Accept Ho
Baged on the test result, there is no difference in the
way in which the different sectors use professlonal

reading to'develop skills, knowledge or attitudes.

The Case Study Mathod

Chi-Square 6.364578
Degyrees of Freedom 6.000000
Probability Level 0.383612
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Warning: at least one qe;l had an expected value less. .
than 5.

Accept Ho

Based on the test result, there is no difference in the
way in which the different sectors use the case study

nmethod to develop skills, knowledge or attitudes.

Coaching

Chi-Square . . . 14.79235¢4

Degrees of Freedoﬁ E 6.000000
'_Probability.Level '0.021935

Warning: at least one cell_héd an expected wvalue less
than 5. |

Reject Ho

Based on the test result, there is a difference in the
way 1n which the different sectors use ceaching to

develop skills, knowledge or attitudes.

Networking

-Chi—Square . 5.016455
Degrees of Freedom 6.000000

Preobability Level 0.541704

117



Warning: at least one c¢ell had an expected value less
than 5.

Accept Ho

Based on the test result, there is no difference in the
way in which the different sectors use networking to

develop skills, knowledge or attitudes.

Mentoring

- Chi-Squaxe 3.205245
Degrees of Freedom 6.000000
Probability Level .0-782681.

Warning: at leaét one cell had an expected value less
thar 3, .

Accept Ho

Baged on the test result, there is no difference in the
way in which the different sectors use mentoring to

develop_Skills, knowledge or attitudes.
5.8 Othor Techniques that are Particularly Effective

Question nine was an open-ended questlon in which
respondents were asked to name any technique not

mentioned in the 1list in question eight which they fourd
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_ pa:tigula;ly_effective for developing skills, knoﬁlédge
and attitudes, They were also requésted. to specify
whether fhé'technique best develoﬁs skills, knowledéé.dr
attitudes._The responges are reflegted.in the ?able 20 on.

the next page.
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Table 20: Othax 'I'adhniques for Developing Skills,

Knowledge and Attitudes

Belng Thrown
Ipte the Deep
End
Meditation j 1

Foadback 1

Beperimentation 1 -

Psychotherapy i 1

Fole Play 3

Gomputer 1

Simulation

Brainstorming : 1

Self Discovery 1

Computer Based 1
rraining
'Self—uanaged .... 3 .

Learning
| Video 1 1 1

Brovidlng 1 ' 1 1
ownership of a
Project
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Self—managed learning was c¢ited by 3 respondents as
important for developing knowledge. For self-managing
" learning to succeed, it implies. that f.he reépondent knows
his or her learning style best. Arguably if this is the
caae, manageinent devélopment cén ba accelerated if the
.respond'e.nf is consulted on the design of trair_zing

programmes to accelerate his or her individual learning.
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CHADTER SIX

I} TERPRETATION OF THE RESULTS

6.1 Introduction

This chapter focuses on the meaning of the resulﬁs. The
reseérch 'set out to discover the processes used by
_managers t¢ acquire skills, knowledge and attitudes. 8ix
research questions were posed. Each questibn will be
discussed separately with ﬁaference tc the brédeding
literature, In addition to answering. the six- research
questions, general findings that arose from the research

will be interpreted.

6.2. Research Question One

.:hre skillse, knowladge anq attitudgs acquiﬁgd differently?
6.2.1 8killa

Question five of the questionnaire was used to establish

whether respondents believed that skills, knowledge and

attitudes are developed differently. Respondents had to
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indicate which of Kolb’s four'learning styles - ‘concrete
experience,' ‘reflective qbservation,' ‘abstract
cénceptualisation' or ‘active experiﬁéntation,' in their
'experience was the most effective for developing:each of -

akills, knowiedge and attituces.

The results in Table 7 shcw that the majority of the
respondents; 8l of the'saﬁple of 111, were of the opinion
that ékills were best developed by ‘concrete expepiénce.'
‘Concrete sexperience’ is constrﬁed to mean a ‘hands-on

approach.’

Although the literature does not staté that é ‘hands-oﬁ
'approach'. 1s best for developing skills, a number  of
managemant theoristé_stress the Iimportance of a ‘doing’

compoﬁeﬁt for learning to take place. Mumford {1971)
.citeé ‘dqing’ ag one of the methods_of learning. Heron &
Tomasello (1992) argue that learﬁing is enhanced when a
‘doing’ component is added, Whetten & Clarke.(1996} also
stress experience and apply, ‘doing’ activities as-
important for quality learning. The results showed that

‘doing’ was gritical for skills development.
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Honey and Mumford (1986) _'categorise' learners into four

learning styles: ‘activists’ who involve themselves fully

and &ithout bias _i-n. new e#periences; ‘reflebtors' who
like to stand back to ponder experience_s and ol.:a.serve-therri.
from many diff_erent perspectives; ‘theorists’ who adapt
and integrate into complex but logically sound theories;
and ‘pragmatists’ who are keen to try out ideas and

techniques to see whether they work in practice,

Us}ing 'Honey & Mumford’s wmodel, for the acquisition of
skilis, learners seem to conform to what they call
‘pragmatists’. Further research mlght 1lndicate that for.
the :acquisition of skills, there ig also an element of

what they term the ‘activist’ learning style.
6.2,2 Knowladge

It was interesting to note that when it came to the
acquisition of knowledge, the xesults were relatively
close for two learning styles. Table 7 shows that 46'
respondents - citevel that knowledge was developed by_
abstract vonceptualilsation [putting information into a-
concise logical form) , whilst 40 respondents believed

knowledge was developed through reflective observation
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{by viewing situations from different points of view). It
was not surprising that a ‘cerebral’ rather than a hands-

‘on approach was mocoted for the development of knowledge.

Active experimentation {acting on gut feel) was chosen by
only Q.respondents whilst concrete experience {a hénd3*on
approach) was selected by 8 respondents as'optimal fdr
the development of knowledge. It was interesting to ncce
thét'whilst concrete experience was given the stroﬁgest
vote of cdnfidence for skills development, {cited by Bl.
respondents), the results indicate that it was conside;ed

" unsuitable for the development of knowledge.

Only 8 reapondents indicated that concrete experience was

important -~ the development of knowledge. The results

thus ir .d that respondents perceived that skilis and
knowl are developed differently. Knowledge was a more
‘oe W17 activity,_-whilst skills development was

perceivea to be more ‘hands-on’.

The research findings show that middle managers stress
the importance of putting information into a concise,
logical form, and also of viewing situations from many

different points of view in order to acquire knowledge,
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Clearly the processes used by managerﬁ.-to acquire
knowledde. are different f£rxrom those for acquiring.skills.

The acquiéitioﬁ of khowledge appears to combine twb
lgarning styleé: reflectors, and theorists. Hgney &
Momford (1966) coined the term ‘reflectors'.for le¢arners
who.like to stand back and pdnder experlences and observe
fhem froﬁ. many different perspeétives. He terﬁed the
phrase ‘theorists’ for learners who adapt and integrate

into complex and logically sound theories.
6.2.3_Bttitudes

As far as attitudes was concerned, Table 7 in*icates.thét
reflective . observation (viewing situations from many
different points of view), was cited by 46 respondents
as the most effective technique overall for developing
attitudes. This was closely followgd by active
experimentation ( acting on gut feel): 42 respondents
aited this as +the most effective technique for

developing attitudes.
If one looks more closely at the ‘top two’ techniques for
developing  attitudes, abstract  conceptualism and

reflective observation, the one response is cerebral
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‘whilst the other is emotive. It is interesting that these
two seemiﬂgly _contradictory techniques, ' reflective .
obaervatiqn énd active experimentation {gut feel) were
clted as the twd most important tachniques for developing

ékills, knowledge and attitudes.

Newstrom (1994) argues that: “({Attitudes 1is) thé'
feelings, emotions, walues, interests or preferences that
a person has.” The development of attitudes though
informed by emotive Ffactors such as values, dees however
appeaf to have thé capacity to be influenced by logical -
argument ! by viewing situations from many different _
perspéctives; A consideration of this aspect . suggests
that senior mangers have a very important role Lo play in
developing and influencing attitudes within theirx

organisations.

Only 8 respondents, the same number as in the case of the
acquisition of knowledge, cited concrete experience as
the most effectivé technigue for developlng attitudes.
The acquisitlon of knowledge and attitudes would thus
appear to have more in common in the way in which they

are acquired than skills development.
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- 6.2.4 Conoluaion

A fwo variable chl square test was run based on the data
in table 7 to establish whether based on Kolb’s learning
style, there was a difference in the way in which
learning styles are used.'Based on the chi square result
of 217.0648, the null hirpothesis was rejected: s'k'ill.s,
knowledge anq. attitudes are not independent. In other
words, there is a rélationship betwean the preferred
iearning style and the acquisition of skills, knowiedge

and attitudes.

The chi sguare test findings wére aubstantiated by an
interpretation of the frequency distribution table 7:
concrete experience_is the preferred learning style for
the acquizsition of skills; abstract conceptualisation is
the preferred learning style for the acquisition of
"knowledge; and reflective cobservation is the p;eferred

learning style for the acqguisition of atfitudes.

Clearly a ‘one size £its" all approach is not
appropriate. The research shows that skills, knowleadge
and attitudes ars acquired differently. Cognisance should

be taken of the different processaes used to develop each
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of - the above, wher deéigning management development

courses.

Mana_\gement development course designers wonld do wel_l. to
heed the advice of Parsloe (1995;923] who argues that:
“Understanding and being able to explain, how different
people 1earn'fs'essential 1f you are to guide~people'

towards their most effective development route.”
6.3 Research Quastion Two

Which €£five technigques are mnost fzeqnently_ usad for

acquiring skills?

The results in Table 15 indicated that the top five
techniques for developing skills are coaching, action
learning, job rotation_ and simulation _joinﬁly in 3™
place, and lastly, mentoring. Overall, 58 respondents
cited coaching as the moét effective techiigue for
developing skills, 45 c¢ited action learning, 32 job

rotation, 32 simulation, and 30 mentoring.

When these results are compared with the findings for

research question one, which indicated that respondents
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_believed that skills are best developed by ‘concrete
_experience’f a hands-on appreach, the results come as no
surprise. BAction 1earhing, job rotation and simulation

all use a hands-on approach.

Like action .iearning, job rotation ang simuiation;_
coaching alsc uses a hands~on approach. Parsloe [1595}

arguas thét coaching is an activity that takes plade
daily.in the ‘work place. It is not surprising therefore
that coaching was cited as most effective technique
ovaerall, for developing skills." Parsloe (1985)  also

explains that coaching is essentially a Socratic apbroach
based on questioning: this enables learners-to.develop

thelr own improvement plan.

Action learning, -cited as the second .most important
technique for -developing' skills is alsc 2 hands=on
approach grounded 1n concrete experience. As Revans
{1985) explains, the process is premised on the belief
that managers can learn from thelr experience; axe able

to share thelr experience with others; and aie able_to
take advice} and review with their collea¢res the action

taken and the lessons learnt. Action iearning combines
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the learning 'atyle - of “concrete experience', and

‘refiective observation.'

‘Reflective observation’ was only cited by 4 respondents
as a technique that best develops skills. This is clearly
an integral part of the action learning approach since it
requires wviewing situations from diffeient'.points df

view. Such an activity cannot be construed as passivel

Job rotation was cited as the third most used technique
Eor the deﬁelopment of skills, This'high rating of the
technigre concurs with Mumford’s view. Although Mumford
11971) did not isolate skills development as something
'ﬁhat 1s best developed by Jjob rotation, Mumford (1971}
observes that this is an oxcellent technique for
assessing the potential for général management réther
than as a scheme for glving a'iarga number of people

experience of more than one department.

Tied in third place with job rotatlon, simulation is ygt
another ‘hands—on' approach, This technique Iincludes
activities such as role play, in tray exerclse and mock

interviews, Respondents concur with Mumford’s findings. -
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‘Mumford (1971, pl24) argues that: “The well devised

simulation is therefore an excellent teacher.”

The technique that was cited £ifth best overall for the
develeopment of skills was mentoring. Robbins (1991,'p109]t
argues that: “Proteges learn to convey the attitudes and
behaviours that the organisation wants by emulating the

tralts and actions of mentors.”

MEntbring was choéen aé one of.the top 5 techniques for
developing skills out of the total of twenty techniques
that respondents could choose from in the research
: questionnaire. The literature indicated that mentoring
played an important role in forming attitudes. For this
reason, the higﬁ rating mentoring received as a technique
for developing skills was somewhat unexﬁected. Tt must be
pointed out however, that Parsloe {1995) cites mentoring
as a type of counselling technique effective for the

longex term acquisition of skills.

132



6.4 Research Question Threa

‘Which five techniques are most frequently wused for

acquiring knowledge?
6.4.1.Knowledge

Table 16 shows the top five techniques for developing
knqwledge arei profesasional reading, | lectures,
'profession.al meetings and conferences, networking and the
case  study method. Overall, 78 respondents ;:ited'
professic_:'nal reading as the best technique overall for
developing khpwledgé, 75 cilted .lectures, 69 cited -
profesgional meetings -and conferen_ces, and 47 cited

‘networking and the case study method.

The high rating for the case étudy method 47 Irespondents,-
~and 78 respondents for lectures need to be treated with -
caution. It is possible that these results are biased
since these two techniques are used éxtensively dn ali
three coursea from which the respondents were draﬁn -

MBA, PDM and MAP programmes.
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"Whét is particularly intereating,' is the fact thét'
~ academics ‘at the Wits Business School have always cited
as one of .their competitive advéntages the fact thét'they
prodube South African case studies..It is interesting to
note that thelr students regazd the case.study method as.
an-important technique for the deveiopment of knowledge.
Whether students view the South Kfiican cdntent of many
- of thelr case studies as especially impo;tant, remains to

be tested.

Mumford (1971) argues that the case study method is a
good learning method since it challenges in a relatively
safe environmeﬁt the individual’s ability te analyse,
- argué and decide. A point that is perhaps not stressed
sufficientlf in the literature, but seems to be implicit,
is the fact that expressing an oplnion or argulng a point

in a syndicate group requires an element of risk taking.

For the case study methed to be rated so highly,
relatively high levels of trust must exlst within the
syndicate groups con the MBA, PDM and MAP programmes

taught at the Wits Business School.
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Professional reading was ranked the highest o#érall as
the technique that besf develops knowlédge. Althdugh.one
can merely speculate, it seems possible that professional
reading is a technique that forms part of a middle
managers daily foutine, perhaps an activity that is part
and parcel of keepiﬁg abreast with developments in his or
hex industry. Profesasional reading is therefore arguably
an_on~gOing activity that will continue even aftex .the
respondent has completed an MBA, PDM or MAP _stﬁdy

programme.

Tracey (1994) argues that professional reading is an.
effectlve training technique that enables the indiwvidual
' to remain current in his or her profession. The results

concur with this conclusion.

Professional meetings were rated' as the third best
techniques overall for developing knowledge. Tracey
(1294) argues that professional meetings provide a
stimulating and interesting means for individuals to
remain current in their technical discipline oz
profession. When one considers the rapid tempo of change,
and the rapidity with'which knowledge bécomes.outdated,

it is not surprising that professional meetings and-
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conferences are frequently used as a technique to acquire

knowledge.

Networkiﬁg was rated jointly fourth wl.: the case study 
methed as a technidue that is conéidered éffective for
developiﬁg knowledge.- Tracey (1994) argueé thét this
technigue encourages managers and proféssionalé té'
exchange advice, infqrmation, assiétance, contaéts and
referrals to counterparts withiﬁ and withoﬁt ﬁhe
organisation. The  research resﬁlts confirm ..that

networking see’ . : . be performing this function.

When the oﬁerall rating of the top £five techniques,
p:ofessional.reading, lectures, professional meetings énd.
conferences, networking and.ﬁhe_case_study method are
.compared with the results obfained for research.question.
one, it is interesting to note that abétract
conceptuallsation came out tops, closely followed by

reflective observation.

All five of these techniques, professional reading,
lectures, professional meetings, networking and the case
study  method use reflective or abstract

conceptualisatieon. Viewing situations from many different
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points of view, and putting information into a concise
logical formt applies to each of the five techhiques that

were clited best for developing knowledge.

6.4.2 Conclusion

The rééulté indicate that course deéigners of middle
management dewvelopment programmes should_include in the
learning design opporiunities for the individuals to xead
ahd to usé case studieé. Trainers themselves should usé

the iecture-mathod.

Unfortunately often - overlooked, are the excellent
opportunities to include activities that require
networking as part of the course design. Learners should.
be compelled to confer «lth counterparts'inside and:
cutside the organisation as part of their learning
.programme. Attendance of conferences and professional
meetiﬁgs should alasc be incorporated into the course

design as part of the learning experience.
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. 6.5 Research Question Four

Which £ive techniqnes are the frequently :ﬁsqd for

. acquiring attitudes?

6.5.1. Attitundes

Table 17 shows that the five techniques most commonly
used to acégi:e attitudes are: _syndicate groups,
networking, mentoring, adventure training end business
games. Each requires close interaction with others. None
of these techniques can be practised or taught by
'reading. These findings back the findings fdr'research

question one.

Syndicate g: - aps were rated by 27 respondents as the most
effective technique overall for developing attitudes.
Syndicate groups at the Wits Busineas Schaal_ are
extremely diverse in terms of age, culture, industry, and
work experience. Exposure to a diverse group of people’
and different languages and cultures conld conceivably .
play an important x0lz in forming attitudes as

individuals are now able to debunk myths and
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‘misconceptions that they may have had about different

cultures based on their syndicate interaction.

Arguably another positive role that syndicate groups
could play in formulating attitudes is that through close
interaction under enormous study workload pressurea;.
could lead to a new gained respect for ‘other’ cultures

and ‘other’ profesgsions.

The second most highly rated technique was networking 25
respondants, followad by mentoring, 24 respondents, then
adventure training, 18 respondents, and £inally, buainess

gamés 12, respondents.

The five techulques syn‘lcate groups, networking,
mentoring, adventure games and business games all rely
heavily on viewing sltuations from different
perspectives. There is also an element of ‘gut feel’, or
experimentation. The ratings for question three concuf
with the findings for research question one: reflective
observation, followed closély by active experimentation
are clearly the best learning styles for the acquisition
of attitudes. The techniques that the respondents use

most fregquently reflect this,
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Caution'mnst'be exercised however in an assessment of
syndicate groups.'Syndiqatg groups are an';ntegral part
of the Wits Business School learning experience, and the
‘fact that étudents aré currently exposed extensively to
this technigue may mean that this fechnique is foremost

in their minds,

It would be interesting to establish whether syndicate
groups formed in an on~the 4job trainiﬁg situation would
be rated as highly by respondents. It would also be
interesting to contact past students a few yeérs after
they ﬁad completed thelr studies to assess which
techniques stood out foremost in.their minds as the most
effective in their development during their studies at

the Wits Business School.
§.5.2 Conclusion

Designers of programmes ﬁsed to develop attitudes shoﬁld
emphasise inter-personal interaction. Activities should
provide opportunities to view situations from many
different points of ﬁiew: they should alsc permit active
experimentation. Syndicate gre.ps, networklng, mentoring,

adventure training and business games provide outstanding
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opportunities to develop the ‘right attitudes’ in middle.
managers. All of these techniques should be deployed in
. programmes designed to develop the ‘right attitudes’ in

stiddle managers.
6.6 Research Quastion Five

Based on gandef, do individuals acquire skills, knowledge

_ and attitudes differently?
6.6.1 The Praforrad Learning Style for Males and Femalaes .

The researcher attempted te f£ind out whether there is any -
diffe;ence based on gender, in the way in which males ang
females learn. If males and females indicated a
preference for a different learning style, this might
indicate that males and females would probably acquire

skills, knowledge and attitudes differently.
Queétion four of the guestionnaire addressed this

question. Respondents were required to select their

preferred learning style from four learning styles
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commonly cited im the literature as conducive for optimal

learning.

The results in Fredquency Table 5 in the previous.chapter
indicated that males and females both prefer a learning
style in which they can ‘talk, 1listen and discuss:’
there was thus no difference based on gender in the way

in which maies and females learn.

The results indicated that the.¢verwhelming majority of
the males in the sample, namely 40 of the 921 males in
the sample chose a Jlearning style in which they can
‘talk, listen and discuss’ as their preferred{learning
style. The females in the sample concurred. Of the sample
of 20 women, 9 indicated that their optimal learning
style was one in which they could ‘falk, listen and

discuss.’

In addition to the fregquency table, a chl square test was

rua.
Based on the chi square test result, of 1.473938, the
null hypothesis was accepted: there is no difference in

the way in which males and females learn best.
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6.6.2 The Way in Which Men and Women Acquire Skills

The--reéearcher investigated whether baSéd -on Qendé:,.
there was any difference in ﬁﬁe'way in which males énd_
females acquired skills. Table § in chaptér five
ihdicated that'thé.majority of maies, 64 and the majority
. of females in the sample, 17, cited ‘concrete experienqe’

as the most effective technique for the acquisition of
skills. No technique was close in second place to contest

this rating.

A twe variable chi square.test ﬁas run. Based on the chi
square result of 2,835476, the null hypothesis was
_accepted, There 1s no relationship based on gender in the_
way in which_males and females acquire gkills. Males and

females therefore acquire skills in the same way.
€.6.3 The Vay in Which Men and Women Rcguire Knowledge

Table 9.in Chapter Five indicated that the méjority of
‘males and females in the sample, 37 males and 9 females;
a  total of 46 ingdivideals from the =sample of 1ll,
indicated that ‘abstract renceptualisation’ was their

preferred learning style for the acqulsition of

143



knowledge. The second most popular technigue was cited as

‘reflective cobservation’, by 35 males and 5 females.

A two variable chi test was also run to establish whether
based on gender, there was any difference in the way in
which males and females acqui red knowledge._Based on a
chi square test result of 1.534780, the null hypothesis
was accepted. The results revealed that males and females

acquire knowledge in the same way.

Parsloe' {1992) argues that everyone has a preferred
leérning style. The results from the research suppoit
this. It was'interestiﬁg to note thaﬁ of Parsloefs-four
.learning gtyles: ‘holists,’ ‘serialists,’ ‘visﬁalisers'
and ‘verbalisers,’” males and females 1in the sample said
that +they preferred to ‘listen, talk and discuss,’ a

group of learners Pavslce labelled ‘verbalisers’.

" '6.6.4 'The Way in Which Males and Females Acquire

- Attitudes

Table 10 1ln Chapter Five indicates that the najority of
males 36 and females 10, concurred that attitudes are

acquired by ‘reflect:se observation’. These results were
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. confirmed in a two variable chi square test-whiCh_wés run
to es_tablish whether there is. any difference based on
.Kolb's learning styles in the way in which males anc_i
females acquire attitudes. Based on the .chi séuare_résult_
of 3.773579, the null hypothesis was acéépted: there is
no differenca in the way in which males and females

_ acquire attitudes.
6.6.5 Conclusion

Designers. of management development programmes should
take cognisance of the fact that mal.es and .females cité
tﬁeifpreferred learning style as cne in which they Cah :
‘talk, listen and discuss’. Mumford {1971} argue.s that
the methods of learning are all variants on four themes:.

*listen’, ‘observe’, ‘read’ and ‘do’.

The research Findlngs indicate that the ‘listening® and.
the ‘doing component' are critical. '_E‘nrthémore, that
‘listening’ and ‘doing’ activities transcend gender and
sector. These should -thus be the cornerstones for
desighing any management d'evelopment course. There is
less clarity on observe and read, these are arguably mora

passive activities. ‘*talk, listen and discuss’ suggests:
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that learning programmes should be designed to ensure &

high 1evel_of participation and interaction.

When designing courses that provide skills tfaining,
knowledge or attitudes, cours: designérs should take
cognisance.of the féct.that méles and femaies'acquire
skills, knowledge and attitpdes in exactly the same way.

Gender thus should not influence course design.
6.7 Research Question Six

Baged on Industry oxr Sactor, do Individuals »Acqguire

Skilla, Knowledge and Attitudes Differently?

6.7.1 Industry or Sector

Table 2 illustrates the spread ir terms of industry of
the sample. 8ix industries were provided, the seventh
category, ‘other’ catered for those respondents that_did

not £it into any of the six given industries.

~ The cluster ‘other’ was the largest with 47 respondents:

it  was impoaasible to gauge the spread within this

146



clusteﬁ.-Howevery the remaining 6 categories representing
different seCfbrs were  extremely  diverse. These
categ0£ies representéd the fdllowing éeptors: Financial
Serviceé, Manufacturing, - Mining, Retail,

. Government/Paraatatal and Professionalas.

" Results in the cross tabulation report, Table 6 indicaﬁed:
that owerall, ‘I can talk, listen and discués' was thé.
prefarred learning style across the sectors. This

learnlng style correaponds with what Parsloe ({14992) terms

‘verbalisers’. Because the sectors were éo diveﬁse, if
there were differences in -learning styles _for the
adquisition of skills, 'kﬁowledgé and attitudes thege

would have shown up clearly in the results.

Table 4 provides additional information about the
respondents. As can be seen from Table 4, the range of
respondents was extremely broad: cecupations ranged from

medical to mining, and from insurance to entrepréﬁeurs.

The cross tabulation report im Table 5 shows the
respondents preferred learning styles based on sector. It
‘was interesting to note that the majority nf respondents,

49 from the sample of 111, noted & learning situation in
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which they could ‘talk, listen and discuss? as most -
conducive for their learning. ‘verbalisers’ were in_thé

majority.

If one breaks down the sample into sectors, the results
'indicate that 92 respondents from the Financial Services,
9 from.Manufacturing from, 9 from government/ parastatal.

9, and 18 from the category ‘other’ cited a learning

situvation where they coUld_‘talk, listen and'discﬁss' as
most. conducive fof their learning. ‘These resulta

supported the results for research question 3. Preferred

‘learning style transcends agender and sector. Gender and

sectbr thus do ﬁot influence the preferred lesrning

atyle.

The ‘holistic learning style’ was the second most popular
choice with 29 respondents citing this as their preferred
learning style. Parsloe (1892) terms these learners

‘holists’ .
Third in popularity with 19 respondents citing this as

their preferred learning style, was a learning style in

which they could ‘build a2 big picture’. Parsloe (1992)
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terms these ‘learners, ‘serialista’ since they like to

work_step by step to bulild a big picture.’

Least popular of all, #as.a'learning style which stressed
the importance of presenting ideas visually: only 14
:respondenﬁs - indicated that this was their preferred -
‘learning sfyle. Paralce ({1992) termed these learners

‘visualisers.’

A chi sgquare test was also rﬁn to establish whether there
is a difference based on sector, in the way in which
respOndents from the different sectors believe they learﬁ
best. A.significance level of 5% was used. Based Qn.a
Chi-Square result of 20.551620, the null hypothesis was
accepted: there is no difference based on sectox, in the
way in which middle nﬁnagers'pérceive that they learn

best.
6.7.2 Conclusion

Designers of management development courses need to take
cognisance of the fact that irrespective of sector, the
‘werbaliser’ 1learning style is vrated as the most

effective overall for developing skills, knowledge and
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‘attitudes. Management development programmes should thus
be based on an approach Whidh uses an ‘I can talk, listen

and discuss’ approach.

Another h@portaut consideration in the design of training
programmes for all éectors and te develop each of skills,
knowledge and attitudes is an approachk that provides'én
"holistic view of learning. These two approaches should
thus form the cornerstona of efeﬁy programme to develop

skills, knowledge and attitudes in middle managers.
6.8 General Findings

Table 18 revealed that  lectiures were regardad
irrespective of sector, as the tdp technigque overall.
Cautlon must be exercised since a éonvenien-e sample was
tsed and all respondents are cuxrently part-time
students: this could result in bias. Lectures may be
cited as the most effective technigue overall since this
is the predominant teaching method at the Wits Business
School, and all respondents are curreoatly part-time

gstudents at the Wits Business School.
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The second most popular  techniques that was ¢ited was
proféssional reading. with 103 respondents citing this
teéhniqﬁe.. The third mogt popular technigue overall,
rated by 102 respondents was professional meetings and
conferences. Syndicate groups were rated fourth overall.
As in the case of lectures, these findings may bé biaséd
based on the fact that the respondents are currently
exposed to these 3 techniques extensively in the course

of their studies at the Wits Business School.

The Fifth most popular technlque overall. cited by 93
respondents was the case study method. This result may be
bizszed. Caution should be exerclsed since this technique
is also used extensively as a Wits Business School

teaching methed,

Coaching, networkin: and mentoring were clted as-
important. It is important therefore that in the {ield ef
management education, cognisance ié taken of tachniques.
that go far beyond ‘chalk and talk’, essentially an
“approach in which the lecturer ‘talls’ whilst the
learners adopt a passive role in the learning process.
The people component is clearly critical for the overall

development of middle managers.
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The research revealed that networking was an important
technique'for the development of knowledge and.éttitudes.
This.technique was cited as one of the eight most popular
training technigques overall. It is rated highly for the
development of knowledge and aﬁtitucies-. Networkincj,
-Tracey - (1994) argues, encourages managers and
professionals to exchange advicge, information,
aséistaﬁce, contacts  and referrals with their

counterparts lnside and outalde the organisation.

Within the Wits Business School context, it is fair to
assume that a lot of networking takes place between
students in the class, not confined to the syndicate’

groups only.

Syndicate groups are typically used by Universities and
Business Schools to enable students to learn from ong
another. Mumford (1971) argues that the success of thias
method is dependent on the ability and the willinghess of
individuals to learn from one another. Syndicate groups
was cited as the most important technicue for the

development of attitudes. This may come ag a surprise to
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many aCademics who may have expected this technique to be

particularly useful for the develcopment of knowledge.

Overall providing an Tholistic wview and also an.
opportunity for individuals to ‘talk, listen and discuss’

appeara to be the. most important consideration when 
designing a course to develop skills, knowledge and
atﬁitude. {Undeubtedly deploying the ‘most effective
techniques’ for the development of skills, knowledge and
attitudes will assist corporatlicns, organisations and
businesﬁes in South Africa to accelerate the devélopment

of sultably skilled middle manageré.
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CHAPTER SEVEN

CONCLUSION
7.1 Introduttion

South Africa is desperately short of management skills.
Woods {1992,p20) states that: “South Africa is faced with
an alarming shortage of trained managers- needing as many
as 100 000 new hmnagers this decade.” A shortage of
managemen. skills is undoubtedly a contributing-factof to
" South Africafs consistentiy poor performance in the World

Competitiveness Report.

The urgency to develop managers in wvast numbers and
quickly has increased as a result of preésures of
glbbalisaﬁiOn. 5uﬁvival requires that capital,

technology, human and natural resources are managed
optimally-this is the task of managers. Hellef-[lgas,-
p386) states that: “Without management; without thé-
intervention of organised Willpowef, the dssi:ec result

simply cannot be obtained.”

Management skills enhance national competitiveness: the

shortage of management skills thus makes it a  business
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imperative to accelerate tiae development of managers in
‘this country. South Africa’s global competitivensss can .
be enhanced by accelerating the development of wmiddle

managers.

if .the designers of managing development courses
understand the processes by which skills, knowledge and
attitudes are developed optimally, the  process of
managemeﬁt. develdpment would bhe accele;ated: time and
resources would not be squandered sinde only fhe best
practices for the development of each'oﬁ these would be
implemented. This last chapter draﬁs together some of the

main findings of the research éffort.

As proposed in Chapter One, based on an investigation of
the techniques which middie managers perceive to be the
most effective for developing skills, knowledge -and
attitudes, separate lisgts of best préctices have been
developed; By implementing the bkest practices for the
development of skills, knowledge and aﬁtitudes, optimal
. oppbrtunities for the development of each of skills,

knowledge and attitudes, will be created,
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Topies for future areas of research arée also explored,

and the value of this research for management dévelopment

is explained in the final conclusion.

7.2 Main Findings of the Research

The main Findings of the research were that:

Skills, knowledge and attifudes are acquired
differently.

Gender has no impact on the way in which skills,
knowledge and attitudes are acquired. |
Industry or sector do not influence the way in which
skills knowledge and attitudes are acquired. |

The ..qguisition of knowledge and attitudes appear to
have more in commen in the way in which they are
acquired thaﬁ either of them have with the development
of skills. '

The techniques commonly used +to develop skills,
knowledge and attitudes «can largely be termed
‘traditional’: the use of computer based txaining,
videos, junior boards, ' teleconferencing, adventure
training aﬁd assessment centres appears to be falrly

limited,
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7.3 Best Praotices

Knowledge and Attitudes

7.3.1 Skills

Table 21 below,

for the .Acquiﬁitian of B8Bkills,

illustrates the best practices for the

acquisition of skills. The best practices take cognisance

of Kolb’s most appropriate learning style. Furthermore, a

description of the learne

is provided and the best . -

=ed on the literature review

.238es for the development of

the agkills, . 4 critical components for course design are

summarised.
Table 21: The Best Practices for the Acquisition of
8kills
(Rolb's Dasurlptian oi Bost. - pCritical -~ . - .
Learning. _-Learner ) | Processes Qr;'Components;;=
‘Btyle Techniques for Coursgg -
_ : for - ;Deslgn .
. _ Devaluping : _ o _

' o N B S iskills . o L
Concrete Conform to Honey | Coaching, & ’Hands~0n'* oy
Exporisnce. & Mumford's Action Doing Compoﬁant.

"Pragmatists’ Ieparning, Job | is Critical.
There Hight bs Rotation,

an Element of Simulation,

Honey & Mentoring.

Hunford‘s

fAGtivies',
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7.3.2 Knowladge

Table 22 illustrates the best practices for the

acquisition of knowledge. The best practices take
cognisance of Kolb’s most appropriate learning style; a
description of the learner based on the literature review
is proﬁidéd; the best processes for the dewelopment of
the skills, and critical components for course design are
summarised.

Table 22: The Best Practices for tha Acquisition of

Knowledge -
Kolb's Learnmg -Description | Best | Eritical
Styls : ©. 1 of Learner _Protasses-  Components:
T _ or . - | for Course
s Thchnlques 3'3531gn
YEor e
Davelnplng
U - oo 1 8killy N I
Abstract Conforr to meass:l.nnal ‘Cersbral’
Conceptualization Honey & | Reading, Approach:
and Reflective ¥unford's Iectures, ¥novledge
Observation. ‘Reflectors’ Profassional Hust be Put
and Heetings and in a
"Thearists’ . Conferences, Concisa,
Hetworking, iagical
The Case Forn.
Study - »thod.
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7 .3 .3 Attitudes

Table 23 illustrates the best .practices for .thé.
acquisition of attitudes. The best practices take
cognigance of Kolh's most appropriate learning style; a
description of the learner based on the literature review
is.prOVided} the best processas for the deveiopmentidf
‘the skills, and critical components for course design are

summarised.

Table 23: The Best Practices for the Acquisition of

Attitudas .
Kolb’s I..earning Description = | Best . '_'Critlcal
Style .. " .| of Learner - - Processes-'*_components
. E R N X o o B £~ Cnursa
r.TechnlqueSu,;nesign
- yfor SRR §
: .Developing*;- '
L ' - J8kills .-}
Reflective - Conform to Honey Bynd:l.aate Courses
| Observation and & Hunford's Groups, Heed to
Active *Ref lectors’ Networking, Include a
Exp&rinentatian. and Mentaring, ‘Cerebral
‘Praghatiste’ . Adventuve and an
Training, ‘Emotive’
Business Conponent .
Ganes. '
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7.4 Recommendatione fof'COursq Dosignars of Middle

.Managément Programmes
._The_major recommendations are listed below:

) All middle. ménagement training and development
" programmes should be premised on a 1éa;ning gtyvie which
provides opportunities for individuals to ‘talk, listen
aﬁd discﬁssf, This would facilitate maximum;learning;

" Designérs of middle management courses sﬁould ﬁrov1de
their ‘students’ with an hollstic view of their course:
this facilitates éptimal learning. - | |

. ﬁeaigners of management dgvalopment courses should take
cognisance of the fact that a ‘one size fits all’

- approach to management development . and traininéﬁ is
inappropriate.

. Béfbre designin§ training courses to develop middle

" managers, the quéstion should be asked: how do learners
learn best? Thereafter careful consideration éhould be
given separately to each of skilis, knowledge and
attitudes. Technlques that develop -each _optimally,

should be deplaoyed.
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. Activities that require networking should be included.
where possible in the design of training coursés fof
.middle managers. The research showé that netﬂorkiﬁq ié
an extremely effedtive__ technique for acquiring
knowledge. |

d Where possibie, management develcpment progrémmes
gshould  include attendance of conferences énd
professional meetings as part of the learning

experience.
7.5 Topios for Future Research

The research surfacad a number of interesting topics for

future research. Possiple toplcs are listed below:

s In the WBS detting, gsyndicate groups have been rated as
the best technidque overall for developing attitudes. An
interesting research topic would be to evaluate whether
syndicate groups used in the work place, and as éart of
on the job training, would functibn as effectively as
Wits Business School syndicates do as a technligue for

developing attitudes.
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« In o:def for gyndi zate groups to function, there is an
implicit need for high levels of trust. An interesting
research topic would be to assess whether frust piays a
role in the suceessful functioning of syndicate groups,

"or whether oﬁher ariables .sudh as expertise or

' dominant ﬁersonalities play a role.

& Another intereéting topic for fature reséarch would bé
tc establish whether base. on the age of aduilt
learners, learners rate the top 8 techniques cite’ in
the research o develop skills, knowledge and attitudes
gifferently, based on age. Viedge (1998) stafe that
peoplé of different age learn to retain information
differently.

e Tt would aiso be interesting to assess whether Some of
the 20 technigues tested in the research were wore
successful than others, in the longer term, as far as

retaining skllls, knowledge and attitudes 1s concerned.
7.6 Contribution to the Rnowledge of Managemeni
' This research hés made a valuable contribution to the

body of.knowledge about management since for the first

time a list of best practices have been developed for the
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cievelopment of skilla,. knowledgé and attitudes based on _

the responses from a large and diverse sample.

‘For the first time academic institutions, training
departments and training crganisations have a'yardstick
with wh_ic:'h to evaluate whether the ti:aining’ processeéa and
techniques that they are currently using 'facilitaﬁe'
optimal learning. Where the research shows that sub-
optimal technigues are be.ing used to develop skills,
kﬁowiedge and attitudes, these can be r.eplaced with mors
effét_:tive techniques based on the collective experience

of a large sample of diverse middle managers.
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APPPNDIX A: RESEARCH QUESTIONNAIRE

THE PROCESSES USED BY MANAGERS TO ACQUIRE
SKILLS, KNOWLEDGE AND ATTITUDES

The purpose of this questionnaire is to discover the processes used by managers to acquire skills,
knowledge and atfitedes. There are no right or wrong answers. What is important , is that
respondents answers reflect their personal expenence. To ensure anomyniity, yournameandme
company yuu work for is not required.

1. Tick the correct answer,
Male [ ' Femsle J
2. Write down your rumber of years experience as a middle manager. (For the purpose of this

research, 2 middle manager refers to a manager above the level of supemsur, but in a non
executive position. Round off your answer to the nearest year. :

3. In which sector are you currenily employed? Tick the correct answer:
financial services L government/parastatal D
manufheturing (| professional practice e.g.
lavryer (W
mining N | other, specify
retsil a

. 4, Tick the poe response that beet describes the way that you learn,
Fiearn best when:

a) Iam given a holistic view of learning,
b) 1can work step by step to build & big picture.

c) Ideas are presented visually,

Oooood

d) I can listen, talk and discuss.
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)

Managers® abilities are made up of skills, knowledge and attitudes.
Skills are defined as: “The capacity to use knowledge, a method or a technique.”
Knowledge is defined as: “A body of relevant data and informatioﬁ.“ '

Attitude is defined aa; “the feefirgs, emotions, values, interests, or preferences that 8 person
hml’ N

'Iﬁckmleammgstyleyouﬁnd most e&'euuvaforacqumngshlls,mforlmowiedge andgn_g
for attitnde,

LeammgStde 1 Skills - . Knowledge T Atfitades

concrete evperience

(hamds-on approach:

reflective observation
| fifew situations from many |
different poinis of view}

abstrict conceptualisation .
(put informatlon inte a
concize, logical form)

active expetimentation
{act on gut feel rather than |
logical analysis)

The purpose of this research is to discover which training techmiques are the most effective for .
develaping skilis, knowledge and attitude.

Bazed on your personal experients, what treining techniques have you ﬂaund the best o
develop:

a) your skilfs?

your knowledgze? -

c) your attitude?
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7. What is your job title?

8. Tick whether or not you have used each of the 20 training technigues tisted
below for your acquisition of your management abilities. Ythe answer is np, move
onito the next tachnique. Ifthe answer is yes, indicate by means of a tick which of
skifls, knowledge or attitude the technique best develops,

' Teclﬁnique HE Bavayouuseﬁﬂletechnique? ‘I‘histedm:qnebestdevelops..

¥ T No sldlls Imow_ge . attltllde
&) coaching 1 .

b) mentoring

c)_-action learming . . - —

d} assessment centres

¢)_stretch assignments _ - _ - _
f) _juaior boards ' . : .

2) mtwor}ung

h} professionai me.eﬁngs
and conferences

' D professional reading

1)) - undershidy assignments _
k) the case study mothod

1} job rotation

m} business games

n) sdventure training

©) teleconferancing

p) off the shelf training
mes A

4) _coirespondence study

1) lectures

[ syt groupe

B simulation
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18 there any techniqﬁe not mentioned in the list sbove that yau have found to be particulatly

Narae tho technique

This techuique best develops:

sits [ knowledge [ attitude El
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APFENDIX B

TRANSCRIPT OF INTERVIEW WITE MANAGER 2, IAN CUTLER

All interviewees_were asked to respond to two questions;
1. Are skills, knowledge and attitude deveioped
differently?

2. How are skills, knowledge and attitude acquired ?7-

Mr. Cutler provided a lot of ipput in general on the role
of'middle management In the future, and especially during
a time of transformation and rapid change. Unfortunately,
many 6f the comments whilat fascinating and most

informative, are beyond the scope of the research report.

Many of the comments were specific and applicakle only to
the institution where he is employed and were discarded
as being too industry specific and company apecific.to
apply in a broader work context. Furthermnre, Mr. Cutler
has spent in the region of 17 years working for the same
company and therefore it was felt therefore that his
practical _experience and exposure to a range of
techniques woa academic, rather.than'broadly based on

experience.
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SUMMARY OF KEY POINTS

l.skills,'knbwledgé and attitude are acquired in the same
way: there is no difference in.techﬁiqﬁes that should
be applied to develop each of these.

2.The best way to equip a middle managet with the
necessary skills, kuowledge and attitude is €» appoint
him er her in the position in a ‘development area’ in
order for the individual to develop expertise in a
specific field. - ' |

3.A competency based apprcocach is the best approach for
developlng middle nanagers.

4.Individuals must understand what their own neéds aré-
they need to move out of roles and develop as well-

' rounded managers. ._

5.Currently middle managers are still being developed as

uni-dir ensional managexs.
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APPENDIX C

' Persons interviewed for input for the 20 techniques

‘liated in the questionnaire:

A. Academi.s

1. Mr. Jchnathan Cook Director, Management
Development Unit, Wits
Buslness School

Mr. Conrad Viedge ‘Senior Lecturer, Graduate

School of Business
Administration, Wits

Business School
B. Managers
1. Ms Genevieve Walsh, Assistant Treasurer, Altron Group
2. Mr. Lucky Ndwalaza, Human Resources Manager Premier

Food Division

3. Mr. Ian Cutler, Manager; Training, First National Bank
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APPENDIX E: THE CODING SYSTEMS

COLUMN.

'-Questionnaire number

Gender: 1 male
2 female

Number of years experience in middle management

| Sector:

1. Financial Services

2. Manufacturing

3. Mining

4. Retail

5. Govermment/Parastatal
6. Professional practice
7 Other

Preferred learning style:

1. T am given an holistic view of learning

2. I can work step by step to build a bhig pictu:
3. Ideas are presented visually

14. I can ‘listen, talk and discuss’

Learning style for developing skills:
1. Congrete experience

| 2. reflactive observation

3. abstract conceptualisation
4. active experimentation
5. mixed

10

1 Learning style for developlng knowledge:

{as above)

11

‘Learning style for developing attltude'

{as above)
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- COLUMN

T CODES ]

~INUERERETATION

12,
20,
28,
36,
44,

14, 16,

22, 24,
30, 32,
38, 40,

46, 48, 50

1, 2

Has the respondent nsed the techn1que°
1. “YES"
2. “no”

Mentoring develops:
1. skilis

2. knowledge

3. attitudea

4., mixed

17

Action learning develops:

1, skills

2. knowledge
3. attitudes
4. mixed

15

Assessment centre develop:
1. skills

2. knowledge

3. attitudes.

4, mixed

21

Stretch assignments develop:
1. skills

2. knowledge

3. attitudes

4. mixed

23

Junior boards develop:
i. skills

2. knowledge

3. attitudes

4. miged -

183




COLIMN

T CODES | .

_INTERPRETATION .

75

1-4

Networking develops:
1. skilis

2. knowledge

3. attitudes

4, mixed

27

Professional meetings and conferences:-

1, skiils

2. knowledge
3. attitudes
4. mixed

29

Profegssicnal reading:
1. skilis

2. knowledge

3. attitudes

4. mixed

37

Understudy assignments:
1. skilis :

2. knowledge

3. attitudes

4, mixed

33

The Case Study Method: -

1. skills

2. knowledge
3. attitudes
4. mixed

35

Job rotation:
1. akills

‘2. k¥nowledge
3. attitudes
4. mixed
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37

1-4

Business Games:
1. skills

2. knowledge
(3. attitudes

4. mixed

3%

41

Adventure training:
1. skills

2. knowledge

3. attitudes

4. mixed

Teleconferencing:
1. skills

-2, knowledge

3. attitundes

4. mixed

43

Off-the-shelf training programmes:
1. skilis .

2. knowledge

3. attitudes

4, mixed

45

Correspondance study:
1. skills

2. knowledge

3. attitudes

4. mixed

47

 Lectures:
1. skills
2, knowledge
3. attitudes

4. mixed
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ichLUHEJ-s

" GODES

1-4

Syﬁdicate.éfdﬁps:

1. skills

2. knowledge
3. attitudes
4. mixed

51

Simulation:
1. skills

2. knowledge
3. attirudes
4, mixed

186
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