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Management Needsin a Time of Flux: A New
Model for Human Resour ce Manager Education

FINIAN BUCKLEY
KATHY MONKS
CONORMCKEVITT

ABSTRACT

The objective of much of contemporary managemeuata&tibn is to transform middle
managers from strategy implementers to strategikeins who can help guide their
organisations through the relatively chaotic enwinent in which they currently
reside. This requires the development of a vagiea skills and abilities to face the
conflicting demands of the modern work environmditte current study tracks the
development of deep learning and meta-competenegla@ment of 58 Human
Resource (HR) managers pursuing a part-time pakigta masters programme. The
evidence collated from participant learning reviegs (350 pages of written personal
reviews) is presented. The shape and level of tle@rning and developmental
experiences are depicted along a developmentaincomt model reflecting the
evolution of the process. The results indicate theels of learning/change
experienced by participants and how this is refléan their work practices.

Key Words. Competency Development; Graduate Education; Mennalg
Development
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INTRODUCTION

There has been a justified questioning of the tgbdif universities and business
schools to deliver on the development of the apjeitgp competencies and abilities
required of contemporary managers working in ragiéinge environments (see,
Clarke, 1999; French & Grey, 1996). Evidence isuanglating to suggest that the
traditional MBA type model of manager educatiorctleer led delivery of discreet
modules of self-contained knowledge to studentBavged and results in rudimentary
surface level learning which transfers well in loamplexity environments but not in
rapid change environments (Willmott, 1994).

It could be argued that the changes experiencetedirish economy and the Irish
business environment in the last 10 years have s®@smic in nature and
unprecedented in historical terms. For examplepiteegigh levels of emigration, the
unemployment statistics in the 1980s remained lsotiduble digit well ahead of the
EU norm. By the mid 1990s emigration had been oggmaby immigration and
unemployment had dropped below as low as 3.7%arfitet quarter of 2001 (CSO,
2001). The growth in the national economy and pectdity led to a plethora of new
challenges for Irish organisation, not least thiah@w to develop traditional middle
managers to become more flexible and proactiveurh sa chaotic environment.
Clarke (1998) suggests that such change has mbeeale of contemporary middle
managers from that of functional specialist to thaa generalist with an increased
responsibility for a wider variety of tasks and lwhiroader based goals. He suggests
that central to this evolution in role is the reguent of the managers to become
more participative in orientation, to become maram oriented and flexible in the
face of uncertainty.

This description of the role of the contemporaryddie manager in a rapidly
changing organisational milieu echoes the desonpaind requirements of the J-form
Organisation outlined by Mintzberg in his classjpdlogy of organisational forms
(Mintzberg, 1979). Lam (2000) further develops Mimrg’s model (incorporating
the work of Aoki, 1988 and Nonaka & Takeuchi, 1998hen discussing the
differential requirements of knowledge managemeneach of the organisational
forms. Figure 1 below develops Lam’s idea but regda her transposition of
knowledge requirements with how each organisatidoain might be placed in
differential change environments.

[Insert Figure 1 about here]

Professional Bureaucracy

Typically this organisational type is populated bighly trained individuals and
experts. This is somewhat reflective of Miner's 439 idealisation of a professional
organisation which he suggest were characterisddylajty to the profession being as
high (perhaps even higher) than to the organisatiyofessional competence and
adherence to professional guidelines and practgesparamount. Knowledge is
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standardised within the organisation and as areymamking procedures. However,
the source of much of this standardisation lieswitiin but outside the organisation
with the professional body/institute which accredit existence. Organisations such
as law firms or accountancy firms typify the praiesal bureaucracy form.

In such organisations each professional is regaadexh expert taking authority and
respect from the fact that he/she is an accreditethber of their profession. Thus
while procedures are standardised, each experspeaalist and has a wide span of
individual authority and control in what is often‘rlatively’ flat organisational
structure. However, there is a tendency to review mproblems in terms of old
experiences and procedures (Lam, 2000). This lead®nsistency of approach
throughout the organisation but may be a barriereta organisation change or
evolution.

M achine Bureaucr acy

A machine bureaucracy is characterised by stanskddind formalised work systems
with clear division of labour. Miner (1993) refeis this organisational type as the
hierarchic organisation where management ‘do thrkithg’ and employees perform

their duties in the prescribed way at the presdriii@e. Miner suggests that “such an
organization is large enough so that formalizedit&r communication is necessary,
not merely face-to-face interaction.” (p.2). Supgion is close and a climate of
management control is pervasive in the organisafibere is little freedom of action

for employees and organisational knowledge is eedad the rules, procedures and
performance standards and thus exists at an oejemmal level rather than at the
individual level.

Frequently, advanced management information systeet®me the knowledge
management system in itself (Lam, 2000). Large rfaturing firms such as car
assembly plants or food processing plants wouldypecal representatives of the
machine bureaucracy organisational type.

Such hierarchic organisations tend not to be desliga adapt to rapid change. The
strength of the organisational form is consisteang dependability in a low change
environment. The structure of this organisationgdet discourages flexibility and
change tends to involve either slow accretion adamental redesign.

Operating Adhocracy

This organisational type is described as being domehtally organic in its form.
Miner's (1993) task organisation represented byethteepreneurial enterprise reflects
this organisational type. While comprising of spdists, in this organisational form
all members adopt generalist roles depending ankaowledge and intuition as well
as past experiences to solve issues that arises Khawledge control is at an
individual level with little standardised practicaad procedures existing within the
organisation. Independent problem-solving consules) business start-ups, software
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engineering firms might be represented by the apgyaadhocracy organisational
type.

The fluidity and non-standardised operating appgmeac suggests that this
organisational form can be flexible in rapid chamgerironments. In fact speed of
learning and reaction are a central strength af dhganisational form. However, the
fluidic organic nature of this organisational typan be a handicap, as so much
important knowledge may leak from the organisataue to the uncoordinated
manner in which tasks are approached. Thus indigarning may be at an elevated
level but sharing and retention may not occur.

J-Form Organisation

Reflective of the Japanese type organisation destrin Nonaka and Takeuchi
(1995) ‘knowledge creating companies’. These datively stable organisations with
established structures and procedures but havecioosy incorporated flexibility
and a culture of mutual learning and collaboratiomaintain reflexivity. Central to
this flexibility is the persistent use of rotatirgoss-functional teams on various
projects and initiatives. The consequence of thertigpative approach to
organisational functioning is that tacit knowledgeshared and made explicit and a
wide variety of experiences and insights are paoldus frequently leads to the
socio-cognitive conflict described by Bogenried@0(d2) and the reflection on
practice (Foley, 2000; Hackett, 2001; Schon, 1988h leads to the evolution of a
shared mental model of the organisation and itaegl Thus control of knowledge,
due the collaborative climate, is not at an indinablevel but is integrated at an
organisational level.

J-type organisations have a capacity to innovatetaradapt as various changes
impact on the organisation. However, their esskytiformal structure and the
importance of the social and relational framewofkith®e organisation implies that
firms may find it difficult to change radically. Bpite this, the J-form organisation is
has the capacity to manage, adapt and grow throagt rapid change scenarios. This
organisational type and culture would appear tahieeoptimal form to navigate and
prosper in fast change environment characterisatianCeltic Economy flux of the
1990s. Managers become participative decision rsakad are constantly learning by
doing in a challenging environment where new knolgkeis generated and shared in
a reflexive fashion.

EDUCATING THE MANAGER FOR THE J-FORM ORGANISATION

The four organisational types outlined displayehiig abilities in terms of employee
input, structural and managerial design, knowledggnagement and adaptability
when facing change scenarios. It follows that managnt development requirements
for each of these organisational forms would diffeterms of content and process.
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It could be argued that management education inPttedessional Bureaucracy is
actually professional development seen in termshef acquisition of new formal
knowledge and procedures. Typically this trainisgviewed as being functional in
nature and dedicated to professional advancemerdgasist having an explicit
organisational objective. Such an individualisegrapch to development dedicated
to tangible and explicit formal knowledge acquaitican result in real problems with
innovation (Mintzberg, 1979). In summary increagmunal knowledge would be the
primary learning goal.

Management education for the Machine Bureaucraayldvibave the objective of
enhancing managers supervisory and control sikilewledge management within
this organisational type resides with advanced mament information systems and
there is little requirement for either declaratimtormation nor for advanced strategic
review approaches. Management education tends fiacheed on the training of new
functional procedures or on traditional supervisekylls. In summary while some
formal knowledge may be desire the primary leargogl would be the acquisition of
new managerial skills.

The Operating Adhocracy type typically does not aggg in strategic formal
management education or development. Rather moeageament development is
through experience and on the job in what are #aty knowledge intensive firms.
If formal management development is to take plaseould typically be directed at
generalist and advanced management competencles tdan specialist skills or
approaches. In summary the goal in not necesgsagily knowledge of skills but new
ways of perceiving and solving diverse problems.

Management education requirements of the J-Formangsgtion would lie
somewhere between those of the of the operatingpcadby and the machine
bureaucracy. The development of advanced managkiisd and competencies are
required but there is a very real need for advantEining approaches to
organisational change and development. While manage development in this
situation has the goal of effecting long term orgational change, much of the
content actually impacts on the individual learngrersonal awareness and
development.

Supporting the requirement for more advanced agpréa educating managers
who work in organisations facing rapid change, Aramd Noble (1999) call on
management educators to recognise that learningtipurely a rational intellectual
process but is a complex and sophisticated proedssh is dependent and
participative as well as being both a social andtenal experience. To be effective
they believe that contemporary management educadiguires the participant to be
actively involved in the process, using techniqsesh as reflective learning and
participative sense-making with others in the leggrsituation. These sentiments are
supported by Bogenrieder (2002) who recognises iti@ortance of the social-
relational aspect of organisational learning, hgiiting the importance of socio-
cognitive conflict involved in such person to perseview of the issue to hand. Such
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a grounded, shared and integrated approach toilgacan participants evolve to a
double-loop levels of sense-making and learninggyAis & Schon, 1978). This
double-loop process is the essence of ‘deep legimihich encourages the learner to
make sense of what is being learnt and not alonatégrate this with pre-existing
assumptions but to create new structures and framesich this knowledge may
evolve (Ramsden, 1992). The design of educatiaxareences which promote such
deep learning have been shown to lead to higha&r @aimpetency development such
as critical and creative thinking, often referredas meta competencies (Biggs &
Rihn, 1984; Pedler, Burgoyne, and Boydell, 1994).

FROM BASIC FACTS TO META-COMPETENCIES —THE NEEDS OF

DIFFERENT ORGANISATIONAL TYPES

Various researchers have attempted to classifyleels of knowledge, skills and
abilities required in certain occupations (Boyat4i881; Cheetham & Chivers, 1998;
Jessup, 1991; Spencer & Spencer, 1993). Thesemst@mclassification are of use to
management educators as they help identify theogpipte level, scope and depth of
the education experience for different cohortsafhers.

Among those who have developed competency frameamadkclassifications, Pedler,
Burgoyne and Boydell (1994) developed a competentassification system
reflecting the successful manager. Their researdicated that there were three levels
of competencies and qualities an effective manpgssessed.

In order these are:
1. Basic Knowledge and Information
2. Skills and Attribute
3. Meta-Competencies

The constituent sub-competencies of each of treetlavels are displayed in Figure 2
below.

[Insert Figure 2 about here]

Pedler et al (1994) model offers a useful templgen which to project the potential
knowledge skills and competencies which might lspiired of managers in different
organisational types. One might assume from théeeaeview of organisational
forms that the Professional Bureaucracy would Hitle need for Level 3 meta-
competencies while the emphasis would be on Levetnaéwledge and facts
supplemented by some Level2 development of skdlailities (see Figure 3).

[Insert Figure 3 about here]
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The requirements of the Machine Bureaucracy woobddis more on the development
of specific skills and abilities which have a pmoal and tangible impact on work
procedures. These might include new proceduresméoeasing production efficiency
or skills directed at dealing with employees madifeatively. Reflecting these needs
on the Pedler et al framework it might be suggetheatl Level 2 Skills and Abilities
would be the major requirement with some input ewdl 1 Basic Facts and a lesser
requirement for Level 3 Metacompetencies (see Eigir

[Insert Figure 4 about here]

The Operating Adhocracies, although least likelyp#ot-take in formal management
education, have needs that are qualitatively dgifiefrom the two bureaucracy types.
The highly fluidic nature of their structure andsdg indicates that specialised
information and skills are not of value but higlvde reframing and double-loop
problem-solving metacompetencies are a premium.sThevel 1 and Level 2

competencies are not likely to be a central need, the higher order Level 3

competencies would be critical (Figure 5).

[Insert Figure 5 about here]

The J-type organisational form would have educalioequirements which would
have the goal of developing continued best praaticgperational skills and abilities
and a special need for more advanced meta-competdeeelopment taking
traditional specialists and helping them develdp proactive generalists with a more
holistic view of the organisation. Figure 6 suggetste conceivable degree of input
from each of the three levels of competence devedop to meet the requirements of
this organisational form.

[Insert Figure 6 about here]

THEORY INTO PRACTICE
A survey of IPD members in 1996 conducted by théh@s revealed that 50% of
survey respondents felt they required immediatedwcation which would equip
them with the skills and competencies required smage the rapid change facing
their organisation. Informed by this need and gaildg the understanding that the re-
education required was reflective of the form attl in Figure 6. This educational
goal by definition involved the movement away frtime reliance on the delivery of
basic facts and declarative information and a mamntoward the provision of
opportunities to develop a series of advancedsskitid most importantly to facilitate
metacompetencies development.

A new masters level programme was developed fontéRagers and a dedicated
team developed a series of educational experiemoish it was hoped would provide
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the fora for the development of the required vgraetid levels of competencies. Table
1 outlines some of the tools employed throughoetptogramme to develop a variety
of competencies and metacompetencies.

[Insert Table 1 about here]

Many of the tools employed were chosen and/or dpesl because of their direct
relevance to participants working roles and the ediate issues facing them as their
organisations faced change. Yearl of the prograitiheeprogramme runs over two
years on a part-time basis one day per week) ecidid at individual and personal
level development with Year2 progressing toward eransystems and strategic
approaches to their understanding of their orgéioisa

DATA COLLECTION
Participants are encouraged to keep learning diatevarious stages throughout the
programme to help develop the reflective practéioarientation. The present study
involved the review of participants post programooenpletion of a learning review
log (on average circa 2,000 words).

These reviews were typically chronological in natwith participants beginning
with their earliest memories on the programme amidwing their development at a
personal, social and professional level over theyears.

RESULTS

Data Analysisand Findings

Reviews of 58 participants (constituting nearly rfoyears of the programme
throughput) were content analysed by two independeganisational psychologists
with no input on the programme. Their analysis wasded by the Pedler et al
competency framework and each review was analyseteisce by sentence for
allusions to any of the 11 competency sets ovetttlee levels of the model.

In the 350 pages of reviews analysed, 981 clear disckernible mentions or
allusions to the 11 competency sets were recorBeglire 7 below displays the
frequency of occurrence of references to competelewelopment across the three
levels for the 58 participant reviews analysed.

[Insert Figure 7 about here]

The breakdown of these three levels into the eles@mponent competencies is
displayed in Table 2 below. Among the individuaihgmetencies developed which
participants mentioned most were Self-Knowledge 8(2@entions), Balanced
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Learning Habits and Skills (212 mentions) and So&kills and Abilities (108
mentions).

This distribution of reported competency developtrefiect that hypothesised as
the optimum for the J-form organisational type. fEhes a high prevalence of the
overarching metacompetency development supportesignyficant development of
skills and abilities. There was little reportage lefel 1 competency development
(basic facts and professional knowledge) with gueascy of just 12%.

[Insert Table 2 about here]

Examples of Participants Comments

Reviewing the actual comments of participants givesy real insight into the life
altering effect that some of the developmental egpees. This section presents a
selection of the actual comments of participantslennthe competency labels
attributed by the independent assessors.

Level 2 Skills and Abilities - Proactivity
“I would challenge senior management in lookingthé problems from a
different angle. | have tried to solve problemgatthan ‘blame the system’.
Examples that come to mind consist of speakingtmuiuyers in drapery
range review meetings or on last season’s sales-rpostems meetings”
(Participant # 37)

“Because | have begun to become more actively vegbin various (strategic
review bodies with his organisation group) bodiesee | can help convey
information on these developments to my organisatnanagement and staff
in terms that they find meaningful and relevanisTias been a major positive
outcome for me and my organisatiorig&xt inside brackets added by authors
to contextualise comment and maintain anonymity pérticipants
organisation] (Participant # 16)

Both comments indicate a change in both thinkingl am behaviour of these
participants. Clearly they now take a more holisfproach to the change and issues
facing their organisation and are proactive inrtbehaviour rather than being passive
observers. Intrinsic to these comments is a sublideation in participants self-
confidence to express and lead discussions on res wf working and approaching
problems.

Level 2 — Skills & Abilities - Problem-Solving aDécision-making
“My problem solving skill have definitely improvegor instance | now tend
to use the systems approach, looking at the biggure” (Participant # 42)
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“The approach he takes to problem-solving nowaisomplex action learning
exercise, factoring in a systems perspective.tingeteedback on the impact in
one area from something one did in another, revnigwdelays between cause
and effect and differences in personal needs apda®ns™ (Participant #
11)

These examples again reflect a more holistic ajghrda analysing and reviewing
problems and issues within the participants orgdinss. The comments reflect a
development of both thinking skills and in actuahbviour in terms of how
participants approach framing organisational sdesar

Level 3 — Meta-competencies — Self-knowledge
“The programme has forced me out of my comfort Zoteesituations that |
would previously have avoided. An example of thisy facilitation skills. |
would have been quite comfortable facilitating agsoup up to middle
management...the programme forced me to facilitateumber of meeting
with these people and each time | do it the mordident | become — | have
learnt a lot about myself’(Participant # 22)

“There have been some specific areas of persomgirovement. These
include the ability to establish priorities and rheébem to the best of my
ability, and the willingness to take criticism wotht being internalised or
demotivating and taking due cognisance of its nmmeaand intent. In addition,
| consider that | now have a greater level of dpilio change and adapt to
change at a much faster rate, and am better abkake on difficult problems
and/or conflict as appropriate and deal with thelmam also more likely to
disagree and debate issues with superio(Farticipant # 19)

These extracts indicate that self-awareness arfec@didence are two particular
metacompetencies which elevate participants tasetitheir level 1 and level 2
competencies in a more impacting fashion. It alsticates that participants have
become reflective practitioners, not behaving irreflexive fashion but able to
reconsider their abilities and their approach torkwssues and choose from a
portfolio of possible behaviours.

Level 3 — Meta-competencies — Creativity

Participant # 54 (shows how a new insight led teating a new approach in his

organisation):
“Involvement and providing ownership have proverb&huge challenges for
management. There is one potential organisatioe&iak which would allow
the development of a reasonably high level of wemlent while at the same
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time, maintaining the strong line management cdntteeded to run a
disciplined policing organisation. This providesr fthe development of a
‘simultaneous loose-tight culture’ of where the wigato be done could be
decided centrally and how it is to be done couldleeided locally”.

This participant’'s extract gives a concrete exangdlehow his experience on the
programme has altered her view of his organisamhidentifying a new and creative
approach to managing problem issues in quite ativadl and static organisational
from.

CONCLUSION

This paper sought to position the development neédsntemporary Irish managers
facing rapid change in the traditional Mintzbergamisational type continuum. The
paper suggests that given the change occurringeirirtsh economy, managers need
to cognisant of the competencies to manage traditiorganisational from effectively
but importantly suggests that managers need td@eaelvanced meta-competencies.
These managerial meta-competencies reflect theireegents of the J-Form
organisational type which is most suitably adapi®ddvance effectively through
periods or rapid change.

The J-Form organisational type encompasses a s#r@ganisational processes
which require managers (and employees) to steprigetteeir functional specialism
and share their views and experiences in crosdtumat project teams. The
requirement is to create a Learning Organisatiqre tgulture (Senge, 1990), using
collaborative techniques including a systems apro® framing organisational
problems and avoidance of the reflexive inactiwitifich dogs so many traditional
organisations when facing rapid change. In ess#red-Form organisation requires
managers with advanced managerial skills and @sil{Pedler et al, 1994) and with a
range of Level3 meta-competencies.

The paper further elaborates on how a programniectiefy these educational
goals was established to meet the needs of HR menaglreland. The goals of the
programme reflected the objective of facilitatinige t development of advanced
managerial skills, abilities and metacompetencies.

Tools and techniques for the achievement of thesdsgare also outlined. The
results of an analysis of a reflective review o ffrogramme experience, completed
by 58 participants, are delivered. The findingsgasy that the programme met its
stated goals with appreciable positive incrememta series of advanced managerial
skills and abilities as well as a clear evolutionneta-competencies. Some of the
extracts detailed indicate that the developmemnanious skills and abilities have not
alone impacted on the participants personal styetbe developments have had
significant impact on the organisations in whichythvork.

Preliminary research pursuing the level of thespaicts on the organisations is
currently under way. An interesting sub-findingtli®it some managers who came to
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the programme from Professional Bureaucracy and hiiac Bureaucracy type
organisations have found that their new-found cderp@es were not valued in their
organisation or did not receive scope for expresdmave left their organisations in
search for more J-Form type organisations.
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TABLES AND FIGURES

Table 1: Tools Employed and Competencies and M etacompetencies Developed

Taol
Personal Learning

Journals/Logs (across 2

modules)

Level 1
* Command of Basic Facts
* Professional Understanding

Level 2
* Sensitivity to Events

Level 3

* Self-knowledge

* Balanced Learning habits and Skills
* Creativity

Team-working Weekend | * Professional Understanding *® Social Skills * Mental Agility
(residential) - * Emotional res_jlience . Self—k_npwledge
* Problem-solving * Creativity
* Proactivity
Team Reviews *® Problem-solving * Self-knowledge

*® Proactivity
* Emotional resilience

* Balanced Learning Habits and Skills

Team Projects

* Command of Basic Facts

*® Social Skills
* Emotional resilience
*® Problem-solving

* Mental Agility

* Self-knowledge

* Creativity

* Balanced Learning Habits and Skills

Creative Thinking
workshops (DeBono)

* Social Skills

* Emotional resilience
*® Problem-solving

*® Proactivity

* Mental Agility

* Self-knowledge

* Creativity

* Balanced Learning Habats and Skills

Leadership Computer
Simulation

*® Professional Understanding

* Sensitivity to Events
*® Social Skills

*® Problem-solving

*® Proactivity

* Mental Agility
* Self-knowledge
* Creativity

Professional Styles
Profiling

* Professional Understanding

* Problem-solving
® Proactivity
* Sensitivity to Events

* Self-knowledge
* Mental Agility
* Balanced Learning Habits and Skills

Learning Styles
Development

*® Professional Understanding

*® Sensitivity to Events
* Problem-solving
*® Proactivity

* Self-knowledge

* Mental Agility

* Balanced Learning Habits and Skills
* Creativity

Systems Thinking

*® Professional Understanding

*® Sensitivity to Events

* Mental Agility

de\-elopmem *® Problem-solving * Creativity

*® Proactivity * Balanced Learning Habits and Skills
Team Development * Sensitivity to Events | * Mental Agility
Diarvy * Problem-solving * Self-knowledge

* Social Skills
® Proactivity

* Balanced Learning Habits and Skills

Reflective review

*® Professional Understanding

*® Sensitivity to Events
* Problem-solving
* Proactivity

* Self-knowledge
* Balanced Learning Habits and Skills
* Mental Agility

Table 2: Frequency and percentages of references of competency development
Pedler et al Competency Framework

Mentions (Percentage of total)

1. Command of Basic Facts 5 (0.5)
2. Relevant Professional Knowledge 113 (11.5)
3. Sensitivity to Events 22 (23
4. Problem-solving and decision making an  (9.2)
5. Social Skills and Abilities 108 (11.0)
6. Emotional Resilience 69 (7.0
7. Proactivity 69 (7.0
8. Creativity 13 (1.3
9. Mental Aeility 92 (9.4)
10. Balanced Learning Habits and Skills 212 (21.6)
11. Self-Knowledge 228 (23.4)
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Figure 1: Organisational Type: Optimum Level Of Knowledge Control And Pace
Of Change
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Figure 2: Pedler et al (1994) Eleven qualities of a successful manager
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Figure 4: Machine Bureaucracy L evels of Competency Development Required
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Figure5: Operating Adhocracy L evels of Competency Development required
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Figure 6: J-Form Organisation Level of Competency Development required
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Figure 7: Frequency of mentions of three levels of competency
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