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Summary

This paper aims to demonstrate how Business Schools can increasingly assist public sector organisations to become more effective and efficient through the development of learning organisation framework based on comprehensive management and leadership 

needs analysis. The definition of a learning organisation in this context being:

“ ... an organisation which facilitates the learning of all its members and continuously transform itself”




(Pedler et all as quoted in Mullins)

The paper will also indicate how a Business School can simultaneously use the relationship with the involved organisations to constantly review its own educational provisions. Through the greater understanding of managerial and leadership learning needs within its catchment area a Business School can position itself to respond to the potential demand for educational input by ensuring that it has the capacity and capability to match the needs identified. 

In order to support the learning organisation agenda, the Brighton Business School has developed two developmental skills analysis tools, which are utilised to identify both individual and organisational learning needs. The developmental tools are a Management Development Skills Analysis and a Leadership Skills Analysis.

The design of needs analysis frameworks, which identify managerial and leadership learning needs as well as specifying the existing level of skills and knowledge amongst employees, serves dual developmental purposes. Firstly, these frameworks assist organisations in utilising staff more effectively and target organisational and especially training resources to optimise performance outcomes at present and in the future. As a by-product, this attention to the development needs of staff leads to greater employee commitment as staff feel that they are valued and important to the success of the organisation. Secondly, the frameworks ensure that Business School provisions are capable of responding to the constantly changing organisational learning agendas.

These comprehensive analysis frameworks builds upon a range of established theoretical models on management and leadership development e.g. Mullins, learning styles and reflection such as Kolb’s learning cycle, Honey & Mumford's learning styles and wide range of self-assessment management questionnaires.

Introduction

The majority of public service organisations in the UK has developed a management structure with the majority of the managers having professional rather than managerial backgrounds. The move into managerial positions, often as a result of promotion, is primarily based upon the individuals’ ability to perform effectively in their professional roles. However, many of these organisations are increasingly finding themselves unable to respond effectively and efficiently to the Government’s comprehensive performance management agenda and to the greater demand for accountability for public spending. This has lead to an acknowledgement by many of the existing and especially the emerging new public service organisations of the need to become learning organisations. Thus becoming more capable of delivering the constantly increasing numbers of governmental performance targets within a corporate governance framework. A major element in the Government’s drive for greater organisational effectiveness and efficiency is now based on a requirement for on-going organisational development supported by the requirements of regular appraisals and continuous professional development plans for the individual employees. 

The underlying philosophy of the Brighton Business School’s skills analysis design is to facilitate and chart individuals’ awareness of their own skills/knowledge against the range of skills/knowledge that they would be expected to demonstrate in order to effectively provide management and/or leadership within their organisational context. 


“There is something I don’t know


that I am supposed to know


I don’t know what it is I don’t know


And yet I am supposed to know,


And I feel I look stupid


If I seem both not to know it


And not know what it is I don’t know.


Therefore, I pretend I know it.


This is nerve-wracking


Since I don’t know what I must pretend to know.


Therefore I pretend to know everything.


I feel you know what I don’t know, but not


That I don’t know it


And I can’t tell you. So you will have to 


Tell me everything”. 





(Laing)

Brighton Business School has, over the last few years, developed close relationships with local public service organisations in particular with regards to designing post-graduate management courses around organisational learning needs.  The latest MBA development - MBA Public Service Management -, which started in September 2001, is an example of the Business School responding to identified individual and organisational learning needs within the local area. This has been achieved whilst still adhering to the academic MBA and post-graduate framework as required by the national Quality Assurance Agency (QAA). 

In 1999 a comprehensive analysis of organisational learning needs was requested by a major public services organisation in the South East of England. This organisation had been severely criticised by its inspection bodies for lack of a coherent approach to the development of its managers resulting in an organisational in-ability to utilise its resources effectively and thus deliver continuous improved organisational performance.  

Facing the need for a major performance review, an organisation can, according to Whetten, apply five principal tools  ‘ Refurbish, retrain, redeploy, re-assign and release’. Of these issues, the organisation, in question, looked internally at the processes required to refurbish, redeploy and reassign. Its in its approach to the second tool, retraining was to seek external assistance.  

The Brighton Business School was approached by this public sector organisation due to an already existing relationship between the two. The School was asked to design and implement a management development needs analysis to assist the organisation in identifying areas of learning need amongst its managers. Each middle and senior manager within the organisation was asked to participate in the analysis and 65 interviews were held over a two-year period. 

The results of work carried out were analysed in two parts. Firstly, a personal management development needs analysis of each individual and, secondly a matrix indicating the areas of learning needs for the whole management tier of the organisation and thus for the organisation overall.    

An important part of the needs analysis consisted of the design of an extensive skills checklist. In this context a skill was defined as “practised ability” (Oxford Dictionary) or as mentioned by Eraut a positive connotation of competence. The reasons for creating a skills analysis was based on the belief that the possession of skills, knowledge and aptitude that a manager can demonstrate in action, as stated by Watson (2002), are the tools that will enable the manager to contribute to the performance of the organisation. The design team was at the same time recognised the importance of other internal and external success factors. An aid in the skill analysis process was the creation and subsequent use of a continuously reviewed matrix of management skills/knowledge indicators reflecting an ongoing analysis of environmental influences on management requirements such as the changing agenda of Government. 

The Development Needs Analysis Methodology

The Process

The development needs analysis process is built as an interview stage followed by a reporting stage with emphasis placed on the enabling and facilitating roles of the interviewer. The interview stage is divided into a logical progression aiming at providing a holistic impression of the individual manager. The steps in the process are:

· Reflection on past learning styles

· Personal management or leadership skills

· Interpersonal management or leadership skills

· Analytical management or leadership skills

· Technical management or leadership skills

· Management or leadership context knowledge

· Other learning needs

· Preferred delivery mode for learning

· Accredited management or leadership development pathways

A rigid structure underpins the whole process ensuring impartiality, equality and comparability throughout.

For organisations participating in management or leadership development processes the rationale for engagement can be expressed either overtly or covertly. Naylor quotes an in-depth study of 8 leading British companies where it was stated that the growth of individual talent “…was taking place in the organisations, (yet) the aim of much of this training was not the development of the individuals as an end in itself, but ensuring that individuals had the skills necessary to carry out their jobs in such as way as to improve organisational performance”.    

Throughout the management and leadership interviews carried out by Brighton Business School it was made clear that the instigation of the processes was a request from the employing organisations. In all cases the requests were either due to poor performance review or due to a need for creating leadership capacity to develop their organisations and take them forward.

Reflection on past learning styles

The interviewer will firstly assist the individuals in acknowledging their preferred learning style through the reflection of the ways in which they have learnt about management or leadership so far. This reflection requires the interviewee to consider the extent to which a specified range of common approaches such as ‘Trial and Error’, rolemodeling, academic or other formal studies, feedback from colleagues, mentoring, literature etc. have played a role in their learning experience. The range of approaches is loosely based on some of the underlying themes of Honey and Mumford’s learning styles.  

Reflection on skills

The second step in the interview focuses on identifying each interviewee’s level of conscious recognition of their own skills and knowledge by reflecting on specific experiences using the first steps of Kolb’s learning cycle (Fig. 1 below). The underlying philosophy of this stage is that by raising the individual’s awareness of both conscious and hidden knowledge and experience, this knowledge can be utilised in a more structured and effective way.  The positive recognition and acknowledgement of both existing, dormant or lack of own management or leadership skills through reflection on action, enables the interviewee to gain a better understanding of their own strengths as well as their development needs. 

When the management interviews took place it became clear that by focussing on building upon existing strengths of the individuals whilst establishing learning strategies to overcome acknowledged caps both the individuals and their organisations saw this as means to personal growth. This in turn was seen as an effective process in generating an enhancement of organisational performance.

“All human beings – not only professional practitioners – need to become competent in taking action and simultaneously reflecting on this action to learn from it”
(Argyris C and Schon,D  p. 4)

Fig. 1 Kolb’s Learning cycle
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During this stage of the interview, the interviewees were asked to give a response to each of the listed headings and sub-headings describing a range of management and leadership skills and knowledge areas. The responses were all placed in three different groupings and supplemented with explanatory text:

The three groupings were categorised in way that would specify whether the skill or knowledge area was:

· a new skill that needs to be developed through a formal input     or
· a skill that is recognised as dormant or under-utilised and needs development/fine tuning through an informal input  

or

· A skill which is fully recognised and utilised.
The format of the assessment built upon the concept that it is possible to establish a range of relevant and well-defined leadership and management competencies, which would be desirable for managers/leaders to have. The concept of being able to define commonly accepted competencies has, according to Watson (1994), been used by industry since the 1970s. Watson (1994) argues that a competent manager is a person who can influence others to enable them to contribute to the performance of their organisation and that this means that a competence of a manager is as much about personal qualities as it is about structural and cultural issues. This is supported by Eraut who argues that few management tasks only involves one category of knowledge and that the categories are inter-dependent in a complex variety of ways. 

The scheme of competencies developed by Watson, which is only one of many models, is based around 3 main headings ‘ Personal orientation, Cognitive Style and Interpersonal Style’ (Watson (1994): Appendix 1), whilst the Brighton Business School design, as outlined above, contains 5 main headings which goes beyond the pure identification of skills and knowledge. Despite the apparent differences between the structure and content of various competency models, they all share the fundamental approach to management and leadership development that it has to take recognition of the existing skills and knowledge of the individual.

Charting the existence of skills and knowledge within a public service organisation to assist in organisational responsiveness to an increasingly challenging agenda is supported by Schon as 

“…the question of the adequacy of professional knowledge to the needs and problems of society”.

The Brighton analysis frameworks cover the range of skills/abilities and knowledge, that the design team felt is desirable for managers or leaders to possess in order to be able to perform optimally within their organisational context. Currently, the Business School operates two formats, the Management Development Needs Analysis and the Leadership Skills Analysis. The Management Development Needs Analysis is the most comprehensive model and covers academic & employment history in addition to the headings mentioned above. The Leadership Skills Analysis model is shorter and focuses primarily on the identification of strengths and gaps in skills and knowledge.

Preferred delivery mode

This part of the interview enables the interviewee to reflect on the effectiveness of past learning experiences whilst considering new modes of learning. By identifying the preferred learning modes of the interviewee cohort e.g. intensive versus extensive, in-house versus external, accredited versus non-accredited etc. both the employing organisations and the Business School obtain a more accurate picture of realistic ways of delivering learning provisions. This has enabled both organisations to be better informed when planning the annual teaching and learning strategies and in targeting their overall resources more effectively.

Post-interview reports

A full report is drafted following each interview and sent to the individual interviewee for comments prior to the report being finalised. This has enabled the interviewees to continue the reflection-on-action process and has ensured full ownership and commitment to the development analysis contained within each report. The individual reports are confidential and shared only between the interviewees and the Brighton Business School. However, the interviewees are at liberty to utilise their own report in other contexts, such as at appraisals or personal development interviews within their organisation. 

“I felt the report was a comprehensive record of my interview and captured well the main issues and training needs, thank you”
(Interviewee)

“Generally an accurate and helpful reflection on a positive interview. I particularly valued the technical skills training list – rather a long list”.








(Interviewee)

The Analysis Matrix

Following the management and leadership interviews a Development Needs Analysis Matrix was developed outlining a summary of the needs of all the managers/leaders interviewed whilst respecting anonymity of the individuals. The Matrix, which is provided to the commissioning organisations, outlines the range of topics where more than a significant percentage of the interviewees have expressed a learning need. The details of the Matrix enable the organisations to prioritise their resources. However, it is stressed that this presentational choice does, by no means, suggest that the other needs are less important to the individuals concerned.

The Management Development Needs Analysis has now been completed by 65 middle to senior managers from the public service organisation, mentioned previously. The Leadership Skills Analysis has so far been completed by 11 leaders from emerging local National Health Service organisations. All the organisations involved have declared the wish to become learning organisations. They are also very conscious of the need to establish organisational cultures that encourage employees to undertake continuous learning in order to expand organisational capacity and capability. The overall aim being to position the organisations to meet the increasing demands of the future and promote the notion that individual learning is brought back and shared within an organisational context. There is also an acknowledgement by these organisations that, as stated by Mumford, a learning organisation depends upon the skills, approaches and commitment of individuals to their own learning. This has resulted in these organisations making commitments towards their employees by placing high priority on addressing the identified needs through learning routes such as sponsoring MBA and similar post-graduate/post experienced courses.

The importance of training and development as a key element of improved organisational performance has according to Mullins long been recognised by leading management writers. The benefits of training is outlined by Mullins as:

· “increase the confidence, motivation and commitment of staff;

· provide recognition, enhanced responsibility, and the possibility of increased pay and promotion;

· give a feeling of personal satisfaction and achievement, and broaden opportunities for career progression; and

· help to improve the availability and quality of staff” 

The results of Management Development Needs Analysis have so far been that the aforementioned public service organisation has increased the funding to its training budget, has established a comprehensive training programme aimed at addressing the specific needs of its individual managers within an organisational performance framework. Additionally, the organisation has supported the Brighton Business School in its recent development of an MBA - Public Service Management. 

The Leadership Skills Analysis, which took place this autumn, has resulted in a decision to develop new post-graduate management modules to form part of a new Leadership qualification. The emerging health organisations have acknowledge the acute learning need of its leaders and are keen to establish a framework including both accredited and non-accredited learning events in which these needs can be addressed. The emphasis is placed on creating structures that will enable the leaders and their organisations to continue both the personal and the organisational learning beyond the end of the formal inputs. The development of these new modules and learning events will take place during the current academic year through cooperation between the Post-Graduate Medical School, the Health Faculty within Brighton University, local NHS organisations and the Brighton Business School.

Findings

The findings of the more than 75 management and leadership development analyses carried out to date within public service organisations clearly indicates that the promotion of professional practitioners into managerial and leadership positions easily lead to knowledge and skills gaps. For the managers this has resulted in the creation of managerial tiers, where the post holders, in the best circumstances, are feeling uncertain about their own abilities to perform effectively within the new organisational context. In the worst cases, the managers feel de-skilled and under-valued, which again leads to organisational under-performance. For the leaders of the new emerging health organisations, the lack of skills and especially of context knowledge is resulting in the absence of clarity around their own roles and responsibilities. Uncertainty of the strategic direction of their organisations and the lack of a commonly understood framework in which to operate is also underdeveloped. In the study, most managers and leaders have come from professional backgrounds where their knowledge base is largely dependent upon tacit knowing-in-action (Schon) and (Polanyi). In their new position, they have not yet been able to build up a new tacit knowledge base nor did they possess the process knowledge that could give them the confidence in knowing how to do things or how to get things done. 

The majority of those promoted from professionally based to managerial or leadership positions felt that they had considerable needs for further development in order to be able to fulfil the expectations of their jobs. This was despite the fact that nearly all of the managers and leaders had undergone substantial academic education in their lifetime, although not in management/management-related or leadership topics. 

The management development needs and leadership skills analysis processes could be said to centre on discovering control and propositional knowledge (Eraut) whilst at the same time be loosely using Kolb’s Learning Cycle as a framework as a means of enabling the individuals to move forward. The philosophy behind the approach is to raise and position the individual’s self-awareness and self-knowledge in a structured framework through an actively facilitated and reflective process. Much of the feedback received indicated that the opportunity to reflect on past and present management and leadership situations had provided the interviewees with a rare and valuable insight into themselves as individuals and professionals and had instigated the desire for further development. 

This process of reflection-on-action as a means of obtaining self knowledge is well recognised and is especially relevant for professionals (Schon). The specific feature of the assessment format, which was particularly appreciated by the interviewees, was the non-judgemental facilitation of the assessment and generous time allocated for each of the management assessments. The time allowed was between 2 to 2 ½ hours per interview (¾ of an hour for the leadership assessment). The safe environment in which it took place and the confidential nature of the process from start to finish was particularly important.

The non-judgemental facilitation enabled the interviewees to outline honestly the full range of their development needs and the level of disclosure was amazingly high. According to Mullins appraisals within organisations serve the purpose, amongst others, to “..assist succession planning, to determine suitability for promotion…” Fear that revelation of ‘too many’ needs might hinder career progression can lead to a reluctance by the managers to fully disclose needs when appraised within their own organisations. The model used by the Brighton Business School clearly stressed that no repercussions would arise from the interviews and the design team felt that this had a crucial influence. 

The generous time allocation meant that no one was being rushed through the process. The structure of having a team of two people carrying out the function of interviewing and note taking on a shift basis ensured constant personal eye contact and a high level of accuracy in reporting. Most interviewees reflected back that this was the first time in their careers that anyone had taken such an amount of time to listen to them and their needs in a professional capacity and it was considered to be a much appreciated but unfamiliar and therefore a luxury.

“I found the two hours session very helpful and indeed, a luxury to talk about my own needs”

(Interviewee) 

The safe environment for reflection also enabled the individuals’ to dwell on their current roles within their organisations, organisational culture and their past/present aspirations.  This resulted in a number of very emotional situations where the interviews were used as a cathartic process for the interviewees.

“The process was therapeutic in itself since it provided an opportunity to sound off about my experience of organisational change. I was given a lot of time.” 

 




(Interviewee)

Most management and leadership courses, whether provided by further, higher educational establishment or through private management or training consultants, use different forms of self-assessment questionnaires to enable participants to gauge the current level of abilities. These questionnaires are normally designed to cover a range of specific situations with a simplistic rating scale. Some of these questionnaires, such as the one used by the authors Whetten and DiPadova and others, serve the purpose of enabling the users to identify their view of themselves and monitor progress in achieving their own identified learning objectives. Others, for example those used by Myers and Lim, aim to stimulate reflection.

An example of how parts of the knowledge base are discovered is the exploration of management and leadership history. This looks at impressions, personal knowledge and the interpretation of experience (Eraut). The focus is to identify how the individual’s management or leadership style has been formed. The results so far, as has been demonstrated in other professional fields (Crist) clearly shows, how past experiences of other people’s management styles, positive and negative role models, mentoring, self-directed reading, formal studies etc have to different degrees influenced the individual’s knowledge and own style of management or leadership. The organisational culture and the models of management or leadership which are being fostered within an organisation’s learning environment through the behaviour of existing senior managers and leaders are therefore greatly influential in positioning the organisation’s ability to perform effectively in the future.

Conclusion:

The matrix used by the Brighton Business School’s needs analyses firstly serve the purpose for the public service organisations involved of providing a comprehensive picture of identified management and leadership development needs amongst its managers or leaders in order to improve organisational performance. Secondly, for the Business School the analyses serve to ensure that the provision of post-graduate management courses reflects the identified needs either as part of the core curriculum or as part of elective modules. The section of the analyses on orientation to learning has provided the Business School with a clear guidance on preferred mode of delivery including accredited versus non-accredited learning event. This has enabled the Business School to concentrate its resources on creating educational pathways suitable to meet the needs.                                        

This project has since lead to the development of new skills and the employment of new staff with specific experience within a number of the emerging themes thus enhancing the organisational learning for the Business School. The difference from the past being that the learning and teaching within the post-graduate public service management area is now reflecting the changing nature of the organisational learning needs within the public services. At the same time, the public service organisations are increasingly drawing on the academic framework as a challenging but safe environment for enhancing organisational learning. The Brighton Business School is now (through its MBA’s and other post graduate management and leadership provisions) assisting individuals in moving onto the third and fourth stages of Kolb’s learning cycle. The new management and leadership curriculum is designed to reflect the most prevalent needs, which were identified through the analyses. These include topics such as Strategic Marketing for the Public Services, Information Systems management, Financial management, Performance management, Business & Service Planning, Strategy, Quality management, Managing People amongst others. The teaching and learning strategies are also focussing on providing the individuals with the opportunity to form abstract concepts and generalisations based on their own observations and reflection on practise. The revised MBA assessment process is now focussing on work-based assignments combined with Reflective Statements. This enables students to test and reflect upon the implication of introducing abstract concepts in new situations within their own organisations whilst remaining within a safe learning environment. This testing within the organisations will lead to modification of concepts as a result of the concrete experience and create the continuous learning cycle. 

The development of facilitated and reflective management and leadership needs analysis framework is therefore one example of how universities and especially Business Schools can create new domains for organisational learning. Other areas, in which Brighton Business School is currently using the needs profiling matrix is in the design of leadership programmes for emerging public services organisations. The purpose here is to aid and enhance the learning outcomes for the individuals when attending an educational event by creating personal development plans by building upon the identified learning need areas. Additional initiatives to support organisational and individual learning, which have been incorporated as core elements in the new MBA structure for Brighton Business School, are facilitated action learning sets (Bourner).

Business Schools will increasingly need to utilise their knowledge and safe learning environments to provide more than just accredited higher educational provisions or traditional consultancy work in order to play a successful role in their local communities. They should increasingly be seen as enablers rather than respondents to demands actively supporting and enhancing organisational performance by assisting in identifying learning needs in the widest possible sense.  

NB.

At a recent inspection of the public service organisation mentioned in this study, the organisation was praised for its ability to turn itself around and was awarded a 2 star rating out of a 3 star rating system, one of only a handful in the whole of the country.
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