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EXPEIINEITING WITH SELF-ORGAVISED LEARVIIG FOR ORGANISATIONAL GROWTH: A PERSON-CENTRED UPROACH 

At ABSTRACT 

This thesis records my professional search for a zaaagemeat model which will harness the fill 
capabilities of people in orgaaisations to the achievezent of the organisations, goals. This 
search has taken place in the context of the lost Office in which I have spent my working life. 
The key event in this search was my introduction to Self-Orgiaised Learsiag tS-0-L) in 1984, 
during the Centre for the Study of Human Learning's S-0-L action research project on supervisory 
and managerial effectiveness. 

My survey of the literature in the fields of management, learning and psychology has prompted me 
to identify the need for a more perroo-cer trod approach to management. The survey focuses on 5 key 
issues, tbe irotivitiou of Pejple to caztribrte to the ictiereireat of orgasisational goals, 
, respossibilit, r azd costrol, assaxptioas or irltbs about people, attitudes torards poovle, and 
learshu for coatissous isproresent. 

I have followed the icdoB resemb paradigs in four main research projects; 

ji) a trial of S-Q-L in leading Read Post Office in 1995/86. 
(ii) the use of 5-0-L in the Parcel Sort Centre near leading between 1906 and 1990. 
(iii) a sajor Managezent Developient and Prodictivity Isproveneut Frograive in the Parcel 
Sort Centre in 1990. 
(iv) further use of S-O-L in the Parcel Sort Centre near Reading in 1991 and 1992. 

In the research I have used the key 5-0-L tools, the Learning Conversation and the Personal 
Learning Contract, and I have deployed sy on approach to people managesent which is based on 
trirst, oFevaess, sapport and escorrageseBt. 

The action research results have been eNhated on a nu I ti -perspective basis taking account of the 
benefits to: 

participating managers both as individuals and as teazs. 
the orquisation. 
myself, as a manager, action researcher and person. 

Included in the evaluation are the results of evabritka coBversitims held with vembers of By 
nanagement teat at the farcel Sort Centre. These are presented in the fort of Persalral Leirdvg 
liographies, which address the learner's own as well as others' evalzatiou. 

I major outcome of my research is the development of a Person -Cez trod Nodel of Orqizdradanal 
Grorth. Together the action research results and the model highlight my conclusion that, as 
managers and trainers, ire are failing to release the potential of people in organisations to learn 

sad grow and thereby filly participate in the achievement of organisatioual goals. We are tot 
developing effective personal and group relationships based upon the activation theories of Idslor 

and Ferzterr, kGregor's Theory T and fqerha concepts. 

The thesis demonstrates that the systematic practice of Learning Conversations on-the-job in a 
variety of work based contexts transforms the attitudes of people towards work and empowers them 
with learning focused skills and competencies, which enable them to work sore productively and 
effectively is individuals and as a teas to seet organisatioual goals. This is a Istually 
beneficial process, enhancing the powers of the individual and the objective demands 
(productivity, quality of service and cost effectiveness) of the organisation. Nore than this, the 
S-O-L approach creates a structured, systematic Learning Environment which proactively encourages 
change and development in ways which can sustain individual development and organisational growth. 
This thesis identifies move of the hidden mythologies and constraints which need to be 
deconstricted and reconstructed in the support environment during the change process of individual 
and organisational growth. 
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EXPERIMENTING WITH SELF-ORGANISED LEARNING FOR 
ORGANISATIONAL GROWTH: A PERSON-CENTRED APPROACH 

"To create a climate where power is shared, where 
individuals are empowered, where groups are dealt 
with as being trustworthy and competent to face 
problems - this is unheard of in ordinary life. N 

Carl R Rogers 

, wUnder the conditions of modern industrial life 
the intellectual potentialities of the average 
human being are only partially urilised. N 

Douglas McGregor 

, wThere is practically no area of business where 
the difference between rhetoric and actuality is 
greater than in the handling of people. - 

Sir John Harvey-Jones 

"For an organisation to achieve creative growth 
and change it must work as a system of corporate 
self-organised learners. 
Only by moving into this unexplored terrain can 
industrial society survive and grow. N 

Laurie Thomas and Sheila Harri Augstein 

-.... the individual has within himself vast 
resources for self understanding, for altering 
his self-concept, his attitudes, and his self- 
directed behaviour - and that these resources can 
be rapped if only a definable climate of 
facilitative psychological attitudes can be 

provided. ' 

Carl R Rogers 

wTop performing companies .... are better organised 
to ineet the needs of their people. 0 

Robert Waterman 

air is learning that has earned us our place on 
top of the evolutionary tree and it is freedom- 
to-learn which enables us to rise above the 
constraints of the gene pool. ' 

Laurle Thomas and Sheila Harri Augstein 
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1.1.1 My whole working life has been in the Post Office 

having joined as an "A" level entrant in 1965. When I 

first encountered the Centre for the Study of Human 

Learning (CSHL) of Brunel University and Self-Organised 

Learning (S-O-L) twenty years later my philosophy of 

management had developed in a way which meant that S-O-L 

appeared to be just what I was looking for to help me 

implement it. I had begun to develop a model of 

organisational growth, this thesis describes how this 

evolved between 1985 and 1992 into that which I explain 

in Chapter 7. In this first chapter I will briefly 

describe my experience working in the Post office, how my 

thinking developed, the circumstances in which I first 

heard about S-O-L and the purpose of and research method 

used in this thesis. 

1.1.2 My decision to join the Post Office was partly 

based on the fact that I had no burning ambition to 

follow a particular career and partly on my feeling that 

the Post Office played a very useful, possibly vital, 

role in the life of the community and the country as a 

whole and, as a large organisation, offered a wide range 



of opportunities. For the first three years of my career 

I worked in largely administrative jobs not directly 

related to the core activities of the Post Office which, 

at that time, included telecommunications as well as 

postal and counter services. During this time I developed 

a desire to be more involved in these core activities and 

was also faced with a choice between specialising in 

telecommunications or postal and counter services as they 

began to be separately managed, a process which 

eventually lead to their split and the privatisation of 

BT. I opted for the postal and counter services because I 

did not regard myself as a "technology" person and felt I 

would be better suited to the more "people" orientated 

Post Office. It was at this time that I gained promotion 

to what was seen as a "fast track" development grade and 

which was employed on planning and operational audit of 

postal and counter services. I spent about six years in 

this grade and learnt a great deal about the 

technicalities of Post Office operations. However, I 

gradually became dissatisfied with the role which carried 

no executive or man management responsibility. I felt I 

needed experience of the latter if I were to progress 

into the management of operations at local level -I was 

able to gain this experience by transferring to a post in 

the Personnel Section of the Regional Headquarters in 

which I worked. In this position I had responsibility for 

a number of staff and had executive responsibility for 



the staffing and accommodation of the Regional 

Headquarters. For the first time I was faced with the 

problems and opportunities involved in the management of 

people. I tried, with some success, involving my staff in 

decisions and encouraging them to take initiatives and 

responsibility; my "natural" inclination was to believe 

that organisational success was achieved through people. 

I enjoyed the job very much and it whetted my appetite 

for moving into the direct management of operations at 

local level as an Assistant Head Postmaster. 

1.1.3 During this time and later, I attended a number of 

Post Office run management courses. At these I was 

exposed to the works of writers such as McGregor, Maslow, 

Herzberg and Adair. These contributed to the development 

of my own management ideas; in particular that successful 

task achievement was dependent upon people who must be 

treated properly if they were to respond effectively; 

McGregor's Theory Y became and remains key to my 

management style and my model of organisational growth. 

1.1.4 1 moved, on promotion, into local operational 

management in 1978 and I largely remained in that field 

in various jobs until 1996 when I was appointed Employee 

Relations Manager at Parcelforce Strategic Headquarters. 

I have had short spells in Parcelforce as a District 

Manager, as an assistant to the Operations Director at 



HQ, and as a Project Manager. In the early days in local 

operational management I experienced the value of having 

team members prepared to make a full personal 

contribution and also the importance of supervisors 

having responsibility for people as well as activities. 

In 1983 1 moved to Reading and found an office in which 

middle managers did not appear to have been allowed to 

take initiatives or carry much, if any, delegated 

authority. As a result they were not making effective 

contributions to the running of the operations. They did 

what they were told but this did not include accepting 

instructions to take responsibility. To be fair, the 

managers were operating in a local Theory X environment, 

created over many years by a succession of autocratic 

leaders and which offered little or no scope for 

individual initiative, and for them it was difficult to 

fathom out exactly what the organisation required of 

them. Indeed as my model of organisational growth 

developed it became increasingly clear that it is 

impossible to "be instructed" to take on responsibility, 

this requires a different form of relationship. I was, 

therefore, looking for some way of supporting these 

managers in becoming more effective when I was introduced 

to Self Organised Learning as described in section 1.2 

below. This approach, rooted in the psychology of the 

uniqueness of the individual, provided for me the 

scaffolding on which to evolve my own personal philosophy 



of how best to manage and support people at work. This 

thesis aims to capture the learning processes and 

outcomes of my personal search for constructing, as a 

Post Office senior manager, a systematic, person-centred 

environment enabling personal and team empowerment which 

not only offered a way forward for achieving 

organisational goals but also served to expand the 

horizons of policy making and future growth. It 

represents my vision and how I set about to achieve it. 
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1.2.1 My first meeting with the Centre for the Study of 

Human Learning (CSHL), in the middle of 1985, and my 

introduction to Self-Organised Learning came at an 

opportune time in my career and learning process. At the 

beginning of that year I had taken over as Head of 

Operations for the Reading Head Post Office area which 

covered central and west Berkshire. This was a 

substantial job with responsibility for 1500 - 2000 

staff. The majority of the staff were based in the main 

sorting offices in Reading itself. These had a reputation 

for being difficult, suffering from very high staff 

turnover and poor industrial relations. 



1.2.2 Prior to taking over as Head of Operations, I had 

spent 18 months responsible for Personnel and the 

provision of Post Office Counter services in the Reading 

Head Post Office area. During this time I had gained a 

number of insights into the operational side of the Head 

Post Office. In particular: 

1.2.2.1 the office had been managed by a succession 

of autocratic managers and there was a lack of 

initiative and imagination being displayed. 

Typically, "senior managersu were expected to 

produce the solutions to most problems, "junior 

managers" expected to simply "do as they were told" 

and to take little or no real responsibility. 

1.2.2.2 when appealing against not being promoted, 

appellants frequently claimed that they had had no 

feedback on their performance and that they had 

received little or no help or training in improving 

their performance. 

1.2.2.3 counselling was used as a euphemism for a 

formal telling off. 

1.2.2.4 the discipline code was used against staff 

who had simply made unintentional mistakes. 



1.2.2.5 relations with the main trade union, the 

Union of Communications Workers (now known as the 

Communications Workers Union), were very 

confrontational and yet the local branch was lead by 

two able men who had, at least, as good and 

frequently a better understanding of the issues than 

the managers involved. 

1.2.3 The insights I had gained prior to taking over were 

confirmed when I did so. I also found that there was a 

very "hands on" style of management to the extent that 

everybody was so busy doing things that nobody had the 

time or felt the need to stand back and reflect on 

whether or not improvements could be made. This struck me 

most forcibly when watching the process of handling first 

class letters posted in the Reading area. This process 

had to be completed by 8.00pm in order to ensure that 

letters could reach their destination for delivery the 

next day. Given the volumes involved and the fact that 

final collections from posting boxes, post offices and 

customers were still being made as late as 5.30/6.00pm, 

this was a very stretching task. The response to the 

challenge appeared to have been to over-manage it. The 

whole process was supposed to be under the control of a 

second line supervisor (Postal Executive ICI or PEC) with 

a number of first line supervisors (Postal Executive 



ID'or PED) looking after component parts. In practice, a 

third line manager (Postal Executive IBI or PEB), who 

also had responsibility for all other processes and 

functions taking place at the same time, was always 

present and usurped the responsibilities of the second 

line supervisor who, in turn, did the same to the first 

line supervisors who either "stood about with their hands 

in their pockets" or involved themselves in doing 

postmen's work. At the same time I found that the third 

and second lines of management were very critical of the 

performance of the first line; not surprising given the 

way they were rrea ted. 

1.2.4 It was also whilst watching the processing of 

POBted first class letters, that I came across a striking 

example of the lack of reflection among managers. It was 

pointed out to me that one of the principal reasons Why 

the process was difficult to manage and very prone to 

failing to meet its deadlines, was lack of equipment. At 

that time, in Reading, most letters were sorted by hand 

On sorting frames containing 48 box pigeon holes. In 

order to sort the letters to all the destinations to 

which Reading despatched, it Was necessary to sort most 

of them twice, firstly to a general part of the country 

and secondly to specific destinations in that part of the 

country. I was told that the nbottleneck" in the process 

was carrying out the first or "primary" sort for which 



there were insufficient sorting frames and no more space 

in which to install additional ones. On inspection, I 

found that each of the "secondary" sorts had two or three 

sorting frames but only one or two in use. When asked, 

the third line manager confirmed that this level of 

occupancy was normal and readily accepted my suggestion 

that the spare frames be converted for primary sorting 

thereby removing the "bottleneck". He also accepted that 

he had been utoo close to the woods to see the trees". 

1.2.4 As organised it was not possible to hold any 

particular manager accountable for the performance of any 

junior managers or other members of staff. Because of 

duty rotations the same group of managers infrequently 

found themselves working together. 

1.2.5 In response to what I found, I did a number of 

things: 

1.2.5.1 1 talked to members of my team'about the 

vital importance of encouraging and allowing all 

team members to make a full contribution. 

1.2.5.2 1 told members of my team about the things 

had observed and that I found it unacceptable that 

managers were not carrying their appropriate level 

of authority and responsibility. I made it clear 



that I believed this was because they were not being 

encouraged or allowed to do so. 

1.2.5.3 With their agreement, I altered the 

accountabilities of the two third line managers 

responsible for day to day operations. When I took 

over they worked shifts and were responsible for all 

functions taking place whilst they were on duty. I 

changed this by asking them to be responsible for 

particular functions at all times. Among other 

things this made them more accountable for the 

performance and development of more junior managers 

who generally specialised in specific groups of 

functions. 

1.2.5.4 1 challenged the use of the discipline code 

for dealing with mistakes. I pointed out to managers 

that if we were disciplined each time we made a 

mistake, not many of us would still have jobs. This 

eventually developed into a philosophy which said 

that, in general, if we had to resort to the 

discipline code, we had, probably, failed as 

managers. 

1.2.5.5 1 began to listen to what the trade union 

representatives had to say and to try many of the 

suggested solutions they put forward. I had to bring 



about this change with care in order not to 

undermine the confidence of my management team. I 

believe the reduced confrontation that this produced 

was of benefit to the operation and therefore our 

customers. 

1.2.5.6 1 had begun to recognise that people could 

not simply be told to change. They needed to be 

helped to identify their own strengths and 

weaknesses and own any changes as being relevant to 

them. 

1.2.5.7 1 tried hard to think of other ways to 

change the way in which ray team managed to one in 

which there was trust and openness, a ready 

acceptance of responsibility and an atmosphere in 

which all were encouraged and allowed to contribute 

to the fullest extent possible. And then, as if "in 

answer to my prayers", I was introduced to Self- 

Organised Learning. 
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1.3.1 In 1984 the Post office undertook a major review of 

what it needed to do to improve performance in the Mails 



Business. This was particularly directed towards 

improving the Quality of Service as measured by the 

length of time it took between posting and delivery of 

letters. This review highlighted a number of issues which 

needed to be addressed including the requirement for new 

agreements with the Trade Unions. It also focussed 

management attention on the crucial role of sorting 

office supervisors and on the fact that, as a 

generalisation, their performance was not considered good 

enough. This reflected my belief that we needed to 

harness the abilities of our front line managers more 

effectively to the achievement of organisational goals. A 

senior manager, Drew Wightman who at the time was Head 

Postmaster of Edinburgh, was asked to recommend ways of 

improving supervisory performance. 

1.3.2 In the mid eighties there were three levels of 

sorting office supervision: 

- first line - Postal Executive "DO (PED) - 

responsible for the direct supervision of postmen. 

In a large sorting office, such as Reading, they 

would have responsibility for a section of work, for 

example the loading platform, facing and stamping, 

primary letter sorting. In a much smaller sorting 

office a PED would be the officer in charge of all 

functions. 



- second line - Postal Executive "C" (PEC) - 

responsible for the oversight of a number of PEsD 

and generally for a total function, for example 

letter deliveries or distribution. In a medium sized 

sorting office a PEC would be the officer in charge 

of all functions. 

- third line - Postal Executive "B" (PEB) - 

generally responsible for all or a number of 

functions in larger sorting offices. In some cases 

they were responsible for all functions over a 

particular time span, ie a shift, in others they 

carried responsibility for fewer functions at all 

times. 

Supervisory posts were always filled internally with all 

supervisors having started their Post Office careers as 

postmen. Vacancies were filled by the "senior most 

suitable candidate". Because of poor measurement of 

suitability, seniority was, in many cases, the prime 

criterion used; this was an issue addressed both in the 

trial of S-O-L at Reading Head Post Office (Chapter 3) 

and in the activities which took place in the Parcelforce 

Sort Centre near Reading (Chapter 5). Potential promotees 

were ntested" through a system of substitution or 

"acting". This involved selection from volunteers of 



staff to be placed on an "Acting List" from which they 

would be used to cover absence at the level above, ie 

postmen to cover PED absence, PEsD to cover PEC absence 

and PEsC to cover PEB absence. A number of advantages 

were claimed for this system: 

- it provided absence cover. 

- it provided potential promotees with experience at 

the higher level. 

- it provided the opportunity to gather relevant 

information on potential promotees on which 

permanent promotion decisions could be made. 

originally only staff on "Acting Lists" could be 

considered for permanent promotion although this was 

eventually relaxed and opportunities were opened to all 

staff but those on "Acting Lists" had an obvious 

advantage. The first issue addressed by the trial of 

S-O-L at Reading Head Post Office was the preparation of 

29 new acting first line supervisors for learning on-the- 

job (Chapter 3.3) 

1.3.3 Other than on-the-job experience, the only training 

offered to potential or new supervisors were locally 

devised courses run in some but not all units and a one 



week course at the Post Office Executive College which 

not everybody attended. Drew Wightman concluded that the 

generally less than adequate performance by sorting 

office supervisors was largely due to poor selection and 

almost total absence of training and other support. It 

seemed that the traditional training had failed to meet 

the need. Often the local approach was "to throw them in 

the deep end and see if they could swim". The national 

training course had a number of weaknesses: 

- less than 50% attended it and of those who did 

many had already been in the job for a number of 

years. 

- not everybody saw its relevance to the job they 

were to do. 

- few attendees understood in advance why they were 

going on the course or had any expectations from it. 

- it was "otherm rather than self-organised. 

- there was little or no follow up after the course 

to discuss lessons learnt and how they were to be 

applied. 



- local management had little or no expectations of 

the national training course. 

Wightman recommended that a different approach to 

supervisory training was required and that this should be 

locally based and have a much greater element of on-the- 

job learning. It was concluded that Self-Organised 

Learning as advocated by the Centre for the Study of 

Human Learning at Brunel University, should be trialled 

as a means of providing more effective development 

activity for supervisors. Reading was chosen as the site 

for the initial trial because of its relative proximity 

to Brunel. 
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1.4.1 One enduring experience as a manager and as an 

observer of managers is that we fail to harness the 

talents, skills, experience and commitment of the 

workforce to organisational goals. This applies 

particularly to frontline managers. Organisational 

success comes from everybody in the organisation making 

the fullest possible contribution to the achievement of 

these goals. It seems to me across Post offices, and more 

generally within industry and commerce, that such 



contributions are not being made; Sir John Harvey-Jones, 

former Chairman of ICI, has made the same point in his 

book "All Together Now": 

"We talk continuously about the need to improve our 
productivity and, God knows, it is a dire need; yet we 
appear to accept with equanimity that in the world of 
work we are achieving less than half our capacity. " 
(Harvey-. Tones 1994 p. 9) 

This is not a recent phenomenon nor is it restricted to 

industrial or commercial organisations; Frederick 

Herzberg, American psychologist and writer on motivation 

theory, wrote the following in the preface to his book 

"Work and the Nature of Man" first published in 1968: 

"Although society speaks of man's achieving his 
potential, we are actually retarding human achievement. " 
(Herzberg 1968 P. x) 

Being a manager in the Post Office and faced directly 

with this dilemma prompted me for many years to pursue my 

personal research journey of which this thesis is the 

culmination. In outline my research has been better to 

diagnose; 

- why the full potential of people was not being 

harnessed, and to explore; , 

- how the situation could be changed. 

knong the questions I will address is whether it is an 

innate part of the human character to avoid 

responsibility and commitment at work or whether such 

negative traits are more symptomatic of a pathology in 



the work environment; as a result of several action 

research studies involving in depth interviews, Harri 

Augstein and Thomas certainly believe not: 

, vPeople are naturally interested in helping the 
organisation for whom they work to achieve the objectives 
it sets itself. Amazingly, they see this as being what 
they are contracted to do. 0 (Harr! Augstein and Thomas 
1991 p. 236) 

The effective management of people has always been the 

key to organisational success. This is more openly 

recognised these days by writers such as Peters and 

Waterman in America and John Harvey-Jones in the UK and 

by organisationB such as the Institute of Personnel 

Development which put it as their first priority: 

wProductivity through people. The excellent companies 
treat the rank and file as the root source of quality and 
productivity gain. 0 (Peters and Waterman 1982 p. 14) 

"The job of businessmen and women is to win - to create, 
lead, inspire and motivate teams of people who, by their 
creativity, speed of reaction, dedication and relevance 
to the needs of tomorrow, will ensure that their business 
gets in front and stays there. "(Harvey-Jones 1994 p. 5) 

wThere is widespread recognition that survival and 
success in the years ahead will increasingly depend on 
the ability of organisations to realise the full 
potential of their people. 11 (IPD 1994 p. 1) 

1.4.2 Action research has been the method by which I have 

undertaken this project. This has been a CONVERSATIONAL 

process. The conversation has been between myself as a 

manager reflecting on the job or task and myself as an 

action researcher experimenting on the job with my teams 

and reflecting on my findings. This process has allowed 



me to recognise gaps in my knowledge in relation to my 

new experiences and to engage in conversations with my 

own tutors as part of my own process of growth. Through 

this process, over a period of ten years, various 

questions have evolved, I have identified issues and 

themes and these form the basis of my literature survey 

and of my whole action research project. Thus 

readings, experimentation and personal learning have 

evolved to become part of a developing process of 

research leading to the development of a Person-Centred 

Model of Organisational Growth which is described in 

Chapter 7. 

1.4.3 The exploration of relevant literature is something 

that I have undertaken informally over many years in my 

capacity as a manager seeking ways of helping others to 

contribute more effectively. This exploration has become 

more formal as I have sought to understand better both 

the issues of my research and action research itself. MY 

reading has broadened as relevant in the course of my 

developing. research into the fields of psychology, 

education, philosophy and action research itself. 
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2.1.1 At its simplest, the debate in the twentieth 

century on "how to manage people" can be expressed as the 

division between autocratic and democratic management 

which manifests itself in the ways in which managers use 

power and authority and in the factors which they believe 

motivate workers to perform better. Ultimately, these 

differences are consequences of how managers value 

workers and of the attitudes they adopt to them. Through 

my research I have become increasingly convinced that it 

is in these attitudes, and the assumptions or myths that 

underlie them, that we will find the key to future 

organisational success. Later in this literature survey I 

will show how important they are to effective learning, 

particularly learning-on-the-job. 

2.1.2 My review of the literature has lead me to identify 

five main inter-linked and over-lapping issues: 

2.1.2.1 The motivation of people to contribute to 

organisational goals. 

2.1.2.2 Responsibility and control. 

2.1.2.3 Assumptions or myths about people. 

Page - 22 



2.1.2.4 Attitudes towards people. 

2.1.2.5 Learning and continuous improvement. 

The order in which I have listed these issues is 

deliberate. Motivation being the overall objective, the 

second being where control of the means to achieve 

motivation can be found, the third and fourth being what 

defines how the control is exercised and 

learning/continuous improvement being how I see the 

objective of greater contributions being achieved. 

2.1.3 Additionally, I have identified five themes which 

relate to each of the above issues and which provide 

common threads through them; theses themes are: 

2.1.3.1 management theory and its development. 

2.1.3.2 humanistic psychology. 

2.1.3*. 3 the alternative autocratic and democratic 

approaches. 

2.1.3.4 the extent to which the achievement of 

success is a conversational process. 



2.1.3.5 the fact that all the main issues are 

relevant to most, if not all, aspects of life and 

not just to work. 

2.1.4 In presenting the findings of my survey of the 

literature I shall take each issue in turn, highlighting 

the common themes and showing how they link and overlap. 

In section 2.7 1 shall provide a general definition of 

action research and show how I have applied this 

methodology to my own research. As a research method, 

action research is very "sympathetic" to the kind of 

management approach that I shall be advocating in this 

thesis. 
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2.2.1 As recorded in Chapter 1.4, this was the starting 

point for ray research and in my informal reading I 

studied literature an management theory and the 

biographies of leaders, including "captains" of industry, 

in a search for ways of helping people contribute more 

effectively. In management theory, and psychology, this 

area is classified as "motivation"; what is it that 

mot. vates or de-motivates somebody to harness their 

eff)rts to the achievement of organisational qoals7 



2.2.2 As a result of the "Hawthorne" experiments in the 

1920s, Elton Mayo, an Australian born psychologist whose 

most important work was carried out in America, produced 

a set of "democratic" assumptions about the relation of 

workers to their work which were very different from the 

essentially autocratic ones which had prevailed since the 

Industrial Revolution; these were: 

11 Work is a group activity; men obtain their basic sense 
of identity through relationships with others. 

2 Man is basically motivated by social needs, 

3 Man is more responsive to the social forces of his 
work-mates than to incentives and controls of management. 

4 The need for recognition, security and sense of 
belonging is more important in determining workers morale 
and productivity than the physical conditions under which 
he works. 

5 Informal groups within the work plant exercise strong 
social controls over the work habits and attitudes of the 
individual worker. ' (Mayo 

-in Post Office Management 
College 1977) 

The generally accepted view of what motivates people was 

established by American Psychologists who were 

particularly interested in the relationship between man 

and his work. These were men such as Abraham Maslow, 

Frederick Herzberg and Douglas McGregor. I have drawn 

heavily on the work of these men despite the fact that 

they were writing in the 1950s and 1960s. There are many 

more modern books an this subject but I believe that, in 

essence, the more recent writers have largely "re- 



packaged" the work of the earlier ones. Warren Bennis 

said: 

wThe McGregorian chant is still profoundly true. If you 
look at the work of Peters and Waterman and others, they 
all grow out of the initial McGregor theory. " (Bennis in 
Clurterbuck and Crainer 1990 p. 189) 

In the "re-packaging", they have turned "essays" on 

values into "tools and techniques" and, as a result, have 

significantly diluted the message. Maslow, Herzberg and 

McGregor all identified that man is motivated by the 

satisfaction of needs; as Maslow wrote: 

"Apparently we function best when we are striving for 
something we I. ack, when we wish for something we do not 
have, and when we organise our powers to the service of 
striving towards the gratification of that wish. ' (Maslow 
1970 p. xv) 

It was Maslow who identified a "hierarchy of needs", the 

most basic of which are: 

- PHYSIOLOGICAL, for example the need for food and 

warmth. 

followed by: 

- SAFETY, for example the need for security, 

stability, freedom from fear and for order, law and 

limits. 

- BELONGINGNESS and LOVE, for example the need for 

friends, family and "roots". 



- ESTEEM, the need for a stable, firmly based, 

usually high evaluation of themselves, for self- 

respect or self-esteem and for the esteem of others. 

- SELF-ACTUALISATION, the need to be doing what the 

individual is fitted for. 

He argued that a higher need was unlikely to motivate 

somebody until the lower one was satisfied but that once 

the lower need was satisfied it would no longer motivate. 

So, if a person has no food or shelter, they will not be 

motivated to seek law and order but once they are no 

longer hungry and cold their needs will change. The 

autocratic theory of management, in which I include 

Scientific Management, fails to recognise this and 

assumes that workers will be motivated provided their 

physiological, and, to a degree, safety needs are met. 

Even today, in Parcelforce, generally the only 

motivational tools recognised and used by many 

operational line managers are money, in the form of bonus 

payments and overtime, and fear, in the form of the 

disciplinary code. Herzberg basically agreed with 

Maslow's identification of human needs but divided them 

into two categories: 

'r ...... the human animal has two categories of needs. One 
set steins from his animal disposition ..... centred on the 
avoidance of loss of life, hunger, pain, sexual 



deprivation and other primary drives, in addition to the 
infinite variety of learned fears that become attached to 
these basic drives. The other segment of man's 
nature ....... is man's compelling urge to realise his own 
potentiality by continuous psychological growth. " 
(Herzberg 1968 p. 56). 

Applying this to the work situation, Herzberg classified 

the "animal" needs as "hygiene" factors or 

"dissatisfiers" which through surveys of workers he found 

to be company policy and administration, supervision, 

salary, interpersonal relations and working conditions; 

these factors match Maslow's first three basic needs 

categories - physiological, safety and belongingness and 

love. These "hygiene" factors define the environment in 

which the worker does his/her job rather than what he/she 

does. In this context, their absence (eg low pay) or 

negative impact (eg poor supervision) will lead to 

dissatisfaction but their presence or positive impact 

only achieve an absence of dissatisfaction. Herzberg 

found five factors which were positive "motivators". 

These were achievement, recognition, work itself, 

responsibility and advancement; these factors match 

Maslow's two higher basic needs categories of esteem and 

self-actualisation. 

The relationship between man and his work can be 

described as "conversational" in so far as it involves 

future actions or behaviour resulting from a continual 

process of reviewing the effects of actions or behaviours 

which have already happened. Maslow developed a "Theory 

of Motivationm which he described as dynamic recognising 



that a theory based on the gratification of needs or 

wishes would inevitably be moving on as they were 

successfully gratified: 

11 ...... it is as if we have not yet learned this eternal 
lesson, that whatever she (or he) yearns for.... when it 
is achieved the whole process will repeat itself. 
(Maslow 1970 p. xvi) 

This suggests that man's basic needs are for "continuous 

improvement", initially in material conditions but 

ultimately in psychological growth or learning. Maslow 

described his "Theory of Motivation" as "holistic" 

because: 

W ...... the individual is an integrated, organised 
whole ..... it means the whole individual is motivated 
rather than just parts of him. " (Maslow 1970 p. 19) 

I believe that this refers not only to the physical 

nwholeff but also the social whole, ie man at work is 

integrated with man at home, Play etc. 

2.2.3 It was during the Industrial Revolution at the end 

of the eighteenth century and into the first half of the 

nineteenth century that People were first brought 

together to work in large numbers in factories. The great 

difference from the mainly rural life prior to the 

Industrial Revolution was that work and the pace of work 

was dictated by machines. The general "managerial 

attitudeO was to regard workers as no different to the 

machines and materials which were the other components of 

the manufacturing process. Adam Smith, the eighteenth 



century Scottish economist and philosopher, published his 

NInquiry into the Nature and Causes of the Wealth of 

Nations" in 1776 in which he argued: 

11 ..... that industrial work should be broken down into its 
simplest and most basic Casks. " (Hamzuer and Champy 1993 
p2) 

Despite the efforts of enlightened owners such as Robert 

Owen of New Lanark, Titus Salt of Saltaire and George 

Palmer of Reading, working conditions were generally very 

poor. The ideas of the Scientific Management School were 

based on the same assumption that workers were no more 

than machines. The founder of this school of thought, 

Frederick W Taylor, who worked in America around the turn 

of the last century, summed up his approach as follows: 

11 ...... man's role was concerned to be only that of an 
element or cog in a complex production system dominated 
by costly equipment. In Mechanical systems elements must 
be completely designed if they are to function 
efficiently. This requirement states that initiative and 
self organisation by the industrial worker are not 
acceptable for they may increase both system variability 
and the risk of fallure., v (Taylor 

-in Post Office 
Management College 1977) 

Taylor and others, such as Frank and Lilian Gilbreth, 

sought to achieve efficiency by measuring work and 

breaking jobs into component parts which allowed managers 

maximum control over the workers who had little or no 

freedom to use their initiative or develop. From this 

developed the ideas of piece work, incentive or bonus 

schemes and the work of the Industrial Engineer in work 

and methods study. This approach was not designed to 



exploit the full capabilities of the workforce as 

Herzberg wrote: 

"The system of utilising only the lowest common 
denominator in the catalogue of ability was a consequence 
of Taylor's theory of scientific management. Using only 
the minimum in a man's repertory of behaviour was, in a 
sense, amputating the rest of his capabilities. " 
(Herzberg 1968 p. 36) 

2.2.4 Parcelforce and Royal Mail have been trying to 

persuade their workforces to accept new flexible working 

practices, linked to a pay deal and incentive scheme 

improvements, which were designed to improve the 

Business' profitability and thereby lead to greater 

security of employment. Many of the workers saw it as an 

attempt to make them work harder for effectively less pay 

and, despite recognising the threat to employment 

prospects, rejected it at a ballot and, in the case of 

Royal Mail took strike action. They were not motivated to 

make a greater contribution to the achievement of the 

organisations' goals by the proposed changes to company 

policy, salary and working conditions. Taking the 

particular example of incentive schemes which are a key 

factor in a "scientific" approach to managing people, 

Douglas McGregor in his book "The Human Side of 

Enterprise" wrote: 

xThe practical logic of incentives is that people want 
money, and that they will work harder to get more of it. 
In accord with this logic, we measure jobs, establish 
standards for a *fair day's work", and determine a scale 



of incentive pay which provides a bonus for productivity 
above the standard. 
Incentive plans do not, however, take account of several 
other well-demonstrated characteristics of behaviour in 
the organisational setting: (1) that most people want the 
approval of their fellow workers and that, if necessary, 
they will forego increased pay to obtain this approval; 
(2) that no managerial assurances can persuade workers 
that incentive rates will remain inviolate regardless of 
how much they produce; (3) that the ingenuity of the 
average worker is sufficient to outwit any system of 
controls devised by management. " (McGregor 1960 p. 9) 

2.2.5 Scientific Management assumed that efficiency would 

come from breaking down tasks into the simplest possible 

elements thereby removing any need for the worker to use 

-any imagination, initiative or decision making skills. 

The response to the Scientific Management design for jobs 

came in the form of Job Enrichment which developed out of 

the work on motivation of Frederick Herzberg. Building on 

his work, Eric Trist and Fred Emery of the Tavistock 

Institute argued for providing employees with a wider 

range of skills, so that change was accommodated by the 

increased flexibility of the people, this: 

x.... involves creating jobs of greater variety and skill, 
where .... people are much more able to motivate themselves 
to high performance. " (Trist and Emery in Clutterbuck and 
Crainer 1990 p. 115) 

In the 19901s, advocates of 'Ire-engineering" argue for 

the radical redesign of a company's processes, 

organisation and culture to achieve a quantum leap in 

performance. They say that the ideas which typified the 

Industrial Revolution should be turned on their head: 



W ..... putting back together again the work that Adam 
Smith and Henry Ford broke into tiny pieces so many years 
ago. I (Hamzner and Champy 1993 p. 65) 

Working with Norwegian Einar Thorsrund, Emery defined the 

six elements that every job should have to sustain the 

worker's interest; every job must: 

N* be reasonably demanding in terms other than sheer 
endurance, yet provide a certain amount of variety 
" allow the worker to learn as he works 
" allow the worker an area of decision-working or 
responsibility which he can call his own 
" increase the worker's respect for the task he is doing 
" have a meaningful relationship with outside life 
" hold some sort of desirable future, and not just in 
terms of promotion, because not everyone can be 
promored. 1w (Emery and Thorsrund in Clutterbuck and 
Crainer 1990 p. 116) 

Adair has produced a very similar definition: 

"If motivation and job satisfaction are to be good, not 
just adequate or weak, each individual must: 

1 feel a sense of personal achievement in the job he 
is doing, that he is making a worthwhile 
contribution to the objectives of the group or 
section. 
2 feel that the job itself is challenging, is 
demanding the best of him, is giving him the 
responsibility to match his capabilities. 
3 receive adequate recognition for his achievements. 
4 have control over those aspects of his job which 
have been delegated to him. 
5 feel that be, as an individual, is developing, 
that he is advancing in experience and ability. " 
(Adair 1988 p. 140) 

Using Herzberg's definitions, all of these pre-conditions 

are "motivators" rather than "hygiene" factors, ie 

achievement, recognition, work itself, responsibility and 

advancement. They also provide clear links to the issues 

of Responsibility and Control and Learning and Continuous 

Improvement with which I shall be dealing later in this 

literature survey. 



2.2.6 As stated earlier, the principle that motivation is 

about the satisfaction of needs is stiVI recognised by 

more modern writers on management. Waterman in America 

has defined "What makes top performing companies 

different" as: 

..... their organisational arrangements. Specifically: 
They are better organised to meet the needs of their 

people, so that they attract better people than their 
competitors do and their people are more grearly 
motivated to do a superior job, whatever it is they do-Iv 
(Waterman 1994 p. 17) 

Sir John Harvey-Jones has pointed out the continuing 

validity of the theory, the fact that this is not 

universally recognised and that in many organisations it 

is still believed that motivation can be gained through 

hygiene factors alone: 

"The fear of unemployment, balanced by performance- 
related rewards, are thought to be enough in themselves 
to enlist whole-hearred commitment to excelling ... Indeed, 
fear of being fired is more likely to provoke a reaction 
of keeping one's head down and avoiding risk than a 
determination to succeed at a difficult task.... The job 
of businessmen and women is to win - to create, lead, 
inspire and motivate teams of people who, by their 
creativity, speed of reaction, dedication and relevance 
to the needs of tomorrow, will ensure that their business 
gets in front and stays there. 11 (Harvey-Jones 1994 P. 5) 

The fact that organisations are not applying the theory 

is also recognised in America: 

, wThe ferment in management will continue until we build 
organisations that are more consistent with man's higher 
aspirations beyond food, shelter and belonging. O(O'Brien 
in Senge 1990 p. 5) 



The task. facing organisations has been defined by the 

Institute of Personnel and Development in its position 

paper "People make the difference": 

11 ..... attaining or sustaining world class levels of 
performance will be increasingly unlikely in 
organisations which do not treat their employees in ways 
which are consistent with their status as the key 
business resource with this aim: 
* employees cannot just be treated as a factor of 
production. 1v (IPD 1994 p. 4) 

2.2.7 Outside the world of work, the same principles can 

be found. For instance, in countries where the basic 

needs of food and shelter are difficult to satisfy, there 

is often an acceptance of a lack of democracy, whereas, 

as these needs are met, the people begin to demand other 

material and social things and a greater say in how they 

are governed. 

2.2.8 Underlying the differences in theory of what 

motivates people to contribute more to the achievement of 

orqanisational goals, is the difference between the 

autocratic and democratic views of management and between 

alternative ways of allocating responsibility and 

achieving control over the organisation and the people 

who work in it which is the subject of the next section. 

The differences also reflect the assumptions which 

man igers make about workers. 



IR -S3EXDWS 3E13 XIý3= AaSM C: C>lsrJC]R(DI" 

2.3.1 In the preceding section, I have shown that we are 

motivated to satisfy our needs and that as they are met 

so they are replaced by new needs and that, once our 

material needs are satisfied, we are motivated by the 

need for psychological growth, or esteem and self- 

actualisation, through "achievement, recognition, work 

itself, responsibility and advancement. " There are two 

reasons for people not contributing fully to the 

achievement of organisational goals. Firstly, they may be 

dissatisfied with the prevailing nhygiene factors"; in 

situations where this is the case, these factors need to 

be dealt with. Secondly, there is a lack of shared 

responsibility and control which restricts psychological 

qrowth. 

2.3.2 Organisations are systems and systems, whether 

simple or complex, need to be controlled or be under 

control. The study of control in systems has become the 

science of cybernetics. Beer wrote: 

"The main discovery of cybernetics after a history of 
twenty-five years, and indeed what gives it the right to 
be called a coherent science, is that there are 
fundamental principles of control which apply to all 
large systems. N (Beer 1981 p. 17) 

Systems are means of processing inputs in order to 

produce desired or planned outputs. 



"There are three fundamental components of any control 
system,...; an input setup, an output setup and the 
network that connects the two.... N (Beer 1981 p. 39) 

Control systems are purposive, they are designed to 

ensure the production of outputs within design 

parameters: 

, vConrrol mechanisms are designed to make situations 
behave according to certain desired performance 
criteria. " (Beer 1966 p. 300) 

In commercial and industrial organisations or systems, 

control is essential to the achievement of their goals or 

objectives. In the "debate" about the autocratic and 

democratic styles of management, control and who should 

exercise it, has been a principle, if not the only, 

argument. As Beer, the cybernetician, wrote: 

OThe manager is the instrument of change ..... which is to 
say that his job is that of control. This means that the 
job is ..... to design a control system. " (Beer 1981 p. 
16) 

The traditional, autocratic organiaational control 

mechanisms were, and often still are, restrictive: 

IvThus aspects of organisation ..... which are recognisably 
contributing to control are frequently called by names 
like Nrules and regulations", "the book".. "the Bible" or 
just wthe systemff. 11 (Beer 1966 p. 300) 

In general, this kind of restrictive control was designed 

to correct. errors in the system rather than encourage 

growth and innovation. Systems under control are changed 

by feedback which Beer defines as: 

,V...... the return of a system's output to its input, 
which is thereby changed. " (Beer 1981 p. 402) 

Feedback has two basic forms, negative and positive. 

Negative feedback is used for keeping a system on a set 



path, correcting errors or deviations and in many 

organisations causes imagination and initiative to be 

stifled, whereas growth and change comes from positive 

feedback: 

W ... negative feedback takes back an output increase to 
decrease the input - and is therefore stabilising in 
principle. Positive feedback takes an increase in output 
back to increase the input... Iv (Beer 1981 p. 402) 

These features of control systems are clearly 

CONVERSATIONAL, constantly taking feedback in order to 

review and adjust the state of whatever they are 

controlling. They are also the features of growth, 

learning and continuous improvement which require 

positive feedback on which to "flower". 

2.3.3 Responsibility and control are the means by which 

it is decided who ensures that the organisational goals 

are delivered and what means are used to do so. The 

extremes are the autocratic and democratic models. In 

industry and commerce, the model developed in the 

Industrial Revolution and legitimised by Scientific 

Management, was an autocratic one in which it was assumed 

that control could only be maintained if responsibility 

rested with a few managers. This model was developed in 

the era of the owner/manager in which capital was 

considered more important than labour and in which 

ownership gave the owner total control. This was 

accepted, in general, by the workers because their needs 



were material - food, shelter, warmth etc, and they were 

motivated to satisfy these and not "higher" needs. This 

"owner power" is a particular feature of British industry 

which, perhaps, reflects the nature of democracy and 

government in the country. As Hutton has written: 

a.... the democracy in British corporate law is the 
democracy of owners..... They are lords of what they own, 
in the same way that the majority party of the House of 
Commons acts as a sovereign legislator. Dialogue and 
participation are not the British way.... I (Hutton 1995 
p. 87) 

In their book "Choosing Life, A Dialogue" Arnold Toynbee 

and Dakoku Ikeda wrote: 

1vA human being can be relieved of 
- 

the responsibility of 
decision making by being dehumanised, as he is when he is 
turned into the equivalent of a cog in a machine. 
(Toynbee and Ikeda 1989 p. 131) 

This is effectively what happened during the Industrial 

Revolution, during the era of Scientific Management and, 

unfortunately still applies in many organisations today, 

even though working conditions are immeasurably improved. 

Seceding power and authority to a "dictatorn seems to be 

something that human beings do quite readily. Toynbee and 

Ikeda identified two reasons, one "psychological and 

perennial" and one "environmental and occasional" for 

this: 

11 .... 
it relieves all individuals, except, of course, the 

dictator himself, of the agOnY of having to make crucial 
choices" (Toynbee and Ikeda 1989 p. 232) 

and 

x ..... the onser of some physical or social emergency. " 
(Toynbee and Ikeda 2989 p. 232) 



This suggests that in order to share responsibility and 

control, not only is it-necessary for the "boss" to be 

prepared to give up some, if not all, of what he has but 

also for the "worker" to positively seek to take up his 

appropriate share. Furthermore the environment must be 

conducive to this. 

2.3.4 In human systems or organisations, control has 

usually been translated into AUTHORITY and POWER. Modern 

management gurus espouse the concept of "empowering" the 

front line workforce which is a great distance from the 

other extreme, for example from slavery in which the 

"manager" had the literal power of life and death over 

the "managed". The autocratic, Scientific Manager expects 

his/her authority to be acknowledged simply on the basis 

of his/her position; in the words of Mary Parker Follett, 

*power over". Workers are expected to do as they are told 

in an unquestioning manner and not to participate in the 

decision making process. Underlying this thinking, still 

prevalent today, was the assumption or "myth" that 

managers were, in some way, superior to workers. 

Commenting. on Scientific Management, Zuboff wrote: 

`Fundamental to this approach was the notion that only a 
special class of men - formally educated, specially 
trained, able to reason scientifically - was fit to 
control this knowledge..... The emphasis on the 
professional and scientific orientation of the manager 
lent force to the growing conviction that managers and 
workers were intrinsically different. " (Zuboff 1988 P. 
231) 



There was the implication of a parent/child relationship 

behind this assumption as Herzberg identified: 

mThe tasks assigned the workers were limited and sterile 
because it was believed that workers were incapable of 
adult behaviour. It seems that the worker was made to 
operate in an adult's body on a job that required the 
mentality and motivation of a child. N (Herzberg 1968 p. 
39). 

This limiting view of man is also a feature of 

Obehavioural psychology" as advocated by Skinner. As he 

wrote in wBeyond Freedom and Dignity": 

"Perini ss! veness is nor, however, a policy, it Is the 
abandonment of policy, and its apparent advantages are 
illusory. To refuse to control is to leave control not to 
the person himself, but to other parts of the social and 
non-social environments. " (Skinner 1971 p. 85) 

Other psychologists, such as Kelly, have developed a more 

humanistic view which regards man as more autonomous and 

able to control his own destiny: 

'V ..... construct theory sees man not as an infantile 
savage, nor as a just-cleverer-than-rhe-average-rar, nor 
as the victim of biography, but as an inveterate 
inquirer, self-invented and shaped, sometimes wonderfully 
and sometimes disastrously, by the direction of his 

enquiries. " (Bannister and Fransella 1986 p. vii. ) 

Despite the increased talk of empowerment, this 

authoritarian approach to responsibility and control is 

still prevalent. 

, wThe old (and still verY Pervasive) dictum says that the 
job of the manager is to tel I Peopl e wha V to do. 
(Waterman 1994 P. 17) 

There is a great deal of lip service paid to a more 

democratic approach to the management of people. This is 

often rationalised by arguing that workers do not want 

control and responsibility over what they do: 



"People were thought to be delighted with the fact that 
they did not have to make decisions. Management believed 
that those people were happy workers who did not have the 
responsibilities of management. 1w (Herzberg 1968 p. 37) 

However, this assumption is also contrary to the true 

nature of whomo sapiens" as Douglas McGregor wrote: 

'Nany of our attempts to control behaviour ..... are in 
direct violation of human nature. They consist in trying 
to make people behave as we wish without concern for 
natural law. " (McGregor 1960 p. 9) 

It is also the case that many managers regard giving up 

their authority or power as abrogating responsibility and 

that by doing so they will lose control. In my experience 

as a manager, democratic, empowering leaders carry 

qreater responsibility than autocratic managers. As well 

as retaining ultimate responsibility for the achievement 

of the task, they are also responsible for ensuring that 

empowered workers have all they need, including the 

capability, to do the job. 

, vBy empowering others, a leader does not decrease his 
power; -instead, 

he may increase it - especially if the 
whole organisation performs better. " (Kanter In Kennedy 
1991 p. 78) 

,v...... relinquishing authority is seen as losing the 
power to control. This is a completely misleading 
conception. ' (McGregor 1960 p. 31) 

The authoritarian approach is in contradiction to the 

theories of motivation I described in section 2.2 above. ' 

It is, by its nature, restrictive, denying esteem, both 

from others and self, the opportunity for psychological 

growth and satisfaction of the need for self- 



actualisation which are at the peak of the "hierarchy 

needsm' 

"The philosophy of management by direction and control - 
regardless of whether it is hard or soft - is inadequate 
to motivate because the human needs on which this 
approach relies are relatively unimportant motivators of 
behaviour in our society today. Direction and control are 
of limited value -in motivating people whose important 
needs are social and egoistic. 11 (McGregor 1960 p. 42) 

An authoritarian approach to management implies an 

external rather than self discipline. The problem with 

this is that workers will tend to push at the limits of 

the authority and the managerial response is either to 

relax the authority in an uncontrolled way or to 

progressively tighten control. The use of formal external 

discipline, with the implication of the punishment of 

errors and misdemeanours, as a means of normal control of 

human behaviour is, it seems to me, a failure of 

management and that, by their nature, discipline and 

punishment should be reserved for a limited number of 

exceptional events. McGregor expressed a similar opinion: 

'The effectiveness of authority as a means of control 
depends first of all upon the ability to enforce it 
through the use of punishment ..... The second limitation 
upon the effectiveness of authority as a means of control 
is the availability of counter measures. " (McGregor 1960 
p. 21122) 

. 

2.3.5 People have to have real personal or group 

responsibility to own the problem, task or issue in order 

to be committed and, therefore, to give of their best. In 

reality very few people have such real responsibility in 



key areas of their lives, although there are many cases 

of people displaying a willingness and capability to 

accept responsibility in one part of their lives (eg 

organising in a voluntary capacity) w hich is not 

reflected in others (eg their jobs). On the one hand 

there are "controls", such as other people, rules, 

traditions, economics etc which deny them responsibility 

and, on the other hand, there is the tendency among 

people to be happy to avoid responsibility. The latter 

shows itself in the lack of care demonstrated by so many 

and by the pleasure many take in blaming others for the 

ills of the world. So many are ready to attribute blame 

but so few are prepared to take responsibility for 

improving things. There is a pressing need to spread 

responsibility by arranqements which make it more 

difficult, if not impossible, for a few to accumulate 

excess responsibility and, therefore, power and for the 

many to-avoid taking up their due level of 

responsibility. The present imbalance creates divisions, 

builds up resentment often leading to "violent" reactions 

and stifles the imagination and creativity which are 

essential to doing things better. 

2.3.6 Self-Organised Learning is a paradigm of personal 

but shared responsibility and control in which Self- 

Organised Learners take personal control of and 

responsibility for their own learning. 



,v..... Self-Organised Learners are .... able to accept 
responsibility for managing one's own learning rather 
than be dependent on other's initiatives and directives. " 
(Harri Augarein and Thomas 1991 p, 89) 

The process leads to self control of personal growth but 

this usually has to be supported by an external source 

because the learners do not know how to take such 

control. The Personal Learning Conversation is the 

principal vehicle for providing this support through five 

main activities: 

01 negotiating a learning activity; 
2 carrying this out in an actual situation; 
3 self-debrief of actions taken; 
4 reviewing the PLC by retrospective comparison with 
(1); 
5 self-diagnosis of learning strengths and weaknesses 
and planning a new cycle of PLC. " (Harri Augstein and 
Thomas 1991 p 153) 

Learners also need external as well as internal feedback 

against which to judge their purposes, strategies and 

outcomes. 

wEach Self-Organised Learner will negotiate learning 

purposes which seem to them likely to Improve their own 
performance in the terms in which they think and feel it 

should be valued. This puts the onus others - such ast 
teachers, trainers, subordinates, senior colleagues 
andlor management - to ensure that specific, informal 
feedback about performance is provided;... P (Harri 
Augstein and Thomas 1991 p 236) 

A similar process has been in the development of user- 

centred design of computer systems. Research the Human 

Sciences and Advanced Technology Group at Loughborough 

University found that systems "designed for usersw did 

not succeed: 

N ...... many systems never really achieved full 
implementation, they were often used by a smaller number 



of people than intended for a more limited set of 
purposes, and rhey rarely achieved the benefits for which 
they were purchased. ' (Eason 1992 p. 1) 

This again highlights the key point of my thesis that 

unless people are fully involved and'take ownership of 

issues, effectiveness will not be optimised. 
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2.4.1 Underlying the way organisations try to motivate 

people and the extent to which they share responsibility 

and control are the assumptions that leaders in the 

organisations make about the people who work in them. 

These are not short term assumptions but ones which 

become ingrained and take on the appearance of truth to 

those who make them. These assumptions can also be 

described as "myths". As Harri Augstein and Webb have 

pointed out all people develop myths about all sorts of 

aspects of life. These myths are developed unconsciously 

and become fixed: 

"Each of us has deeply held robot-like, myths about almost 
everything within our range Of experience.. - --At any age 
personal myths can become ultra-stable and apparently 
unchangeable. This leads to a person's performance taking 
on a robot-like function. 11 (Harri Augstein and Webb 1995 
p. 15). 

Another name for these ingrained assumptions is "mental 

models": 

ff IwMenral models1w are deeply ingrained assUMPtions, 
general Isa rions, or even Pictures or images that 
influence how we understand the world and how we take 



action. Very of ten, we are not consciously aware of our 
mental models or the effects they have on our behaviour. m 
(Senge 1990 p. 81 

Arguably, it was the fact that historically managers and 

managed had shared myths about their relative roles and 

values that allowed autocratic management to succeed: 

"Their interlocking personal myths enabled our 
forefathers unknowingly to maintain a stable, if unequal 
and often unhappy and unhealthy society. o (Harri Augstein 
and Thomas 1991 p. 337) 

Unfortunately, it seems that these same myths are still 

dictating the nature of relationships at work and 

generally preventing the creation of an environment of 

growth and continuous improvement. In particular, the 

shared myths in organisations lead to assumptions about 

the inability pf workers to be self-motivated and share 

responsibility: 

,W...... the organisations in which we work are built on 
corporate myths which assume us to be the other-organised 
receivers Of consequences not of our making. - (Harri 
Augstein and Thomas 1991 P. 337) 

2.4.2 In uThe Human Side of Enterprise", Douglas McGregor 

postulated two theories to describe the assumptions or 

myths that managers make about the behaviour of workers 

and which influence their own behaviour in return. Theory 

X, which McGregor called "the traditional view of 

direction and control", involves three basic assumptions: 

al. The average human being has an inherent di5ldke of 
work and will avoid it if he can. 
2. Because of this human characteristic, most people must 
be coerced, controlled, directed, threatened with 
punishment to get them to put forth adequate effort 
toward the achievement of organisational objectives. 



3. The average human being prefers to be directed, wishes 
to avoid responsibility, has relatively little ambition, 
wants security above all. " (McGregor 1960 p. 33134) 

Managers who make Theory X type assumptions about their 

workforce adopt an authoritarian or dictatorial attitude 

to it. If a manager believes everybody is naturally lazy 

and cannot motivate themselves, he/she will endeavour to- 

control all the actions of the workers and not encourage 

any use of individual imagination or initiative. These 

assumptions also say a great deal about the lack of trust 

displayed by Theory X managers. The results of adopting 

an autocratic approach to manaqing people tend to be 

self-fulfilling. The workers resent being dictated to and 

being so closely supervised that they resist passively by 

doing as little as possible. This, of course, confirms 

the Theory X manager in his assumptions. Generally 

speaking the results achieved in organisations managed on 

the basis of Theory X are poor in terms of productivity 

and quality and they tend to have poor industrial 

relations. 

McGregor opposed Theory X with Theory Y which involved 6 

assumptions: 

, vl. The expenditure of physical and mental effort in work 
Is as natural as play and rest. 
2. External control and the threat of punishment are not 
the only means for bringing about effort toward 
organisational objectives. Man will exercise self- 
direction and self-control in the service of objectives 
to which he is committed. 
3. Commitment to objectives is a function of the rewards 
associated with their achievement. 
4. The average human being learns, under proper 
conditions, not only to accept but to seek 
responsibili ry. 



5. The capacity to exercise a relatively high degree of 
imagination, ingenuity and creativity in the solution of 
organisational problems is widely, not narrowly, 
distributed in the population. 
6. Under the conditions of modern industrial life, the 
intellectual potentialities of the average human being 
are only partially utilised. 11 (McGregor 1960 p. 47148) 

These clearly display a much more Positive attitude to 

people and offer the hope of growth and real personal 

contributions from all rather than just "what the boss 

demands*. The hope, and reality, is that, as with Theory 

X, these assumptions will be self-fulfilling. They 

recognise that everybody has something to contribute, 

that, in general, individual potential is not fully 

exploited and that a sense of responsibility is inherent 

in humans if they are treated responsibly. Other writers 

who wrote along similar lines to McGregor were Rensis 

Likert, who defined four broad types of management style 

from "Exploitative Authoritarian" to "Participative", and 

Tannenbaum and Schmidt, who devised a "continuum of 

management styles" on a scale from "tell" and "sell*, 

through "persuade" and "consult" to "participation". 

2.4.3 Theory Y assumptions are most obviously embodied in 

the concept of "empowerment" which is very much a uchild" 

of the Quality movement. Joseph M Juran, who with W 

Edwards Deming, can be said to have "fathered" this 

movement sees: 

11 ...... greater ffempowermenrl, of the workforce as key - in 
this case to achieving quality through self -organisarion 
and self-supervision. For Juran, quality has always been 



indissolubly linked with human relations and teamwork. " 
(Kennedy 1991 p. 71) 

Genuine empowerment requires managers to believe that 

their workers can be trusted, will act responsibly and 

have the ability and willingness to make the fullest 

possible contribution to achieving organisational 

objectives. For this to be genuine, the manager's 

assumptions have to be in line with Theory Y rather than 

Theory X. This is expressed in the words of Thomas J 

Watson Jr, former head of IBM: 

wX want to begin with what I think is the most important: 
our respect for the individual. This is a simple concept 
but in IBM it occupies a major portion of management 
time., v (Watson in Peters and Waterman 1982 p. 15) 

and of Mark Shepherd, Chairman of Texas Instruments, who 

talks about every worker being: 

11 ....... seen as a source of ideas not just as a pair of 
hands. N (Shepherd in Peters and Waterman 1982 p. 15) 

To those whose assumptions are still locked into Theory 

X, these attitudes might be seen as "Soft". This is far 

from the truth for two reasons. Firstly, they are barn 

out of a recognition that future organisational success 

will depend upon gaining the full contribution of all 

people. This relates to "hard nosed", "bottom line" 

issues - the real test of success is measured in terms of 

customer service and profitability. Secondly, empowering 

the frontline does not diminish the responsibility of the 

manager. As well as being ultimately responsible for the 

achievement of the task, the manager is also responsible 



for ensuring that the empowered worker has all he or she 

needs to do the job. 

2.4.4 So modern management theory is firmly based upon 

the positive assumptions of Theory Y. But what is 

happening in practice? Clearly some organisations, 

particularly in the USA and Japan, have embraced the 

Quality message but there is also a great deal of "lip 

service" and a tendency to regard this as just another 

management "gimmick" or "fad", the flavour of the month. 

Peters and Waterman identified this as a problem when 

they wrote their best selling book "In Search of 

Excellence": 

"Genuine people orientation is in marked contrast to the 
two major alternatives all too often seen in companies: 
the lip service disaster and the gimmick disasrer. 0 
(Peters and Waterman 1982 p. 239) 

And Sir John Harvey-Jones has made a similar point in his 

book "All Together Now": 

"There is practically no area of business where the 
difference between rhetoric and actuality is greater than 
In the handling of people. 11 (Harvey-Jones 1994 p. 1) 

The fact that management practice is not coming into line 

with management thinking has been recognised by the 

Institute of Personnel Development whose position paper 

'People make the Difference" states: 

'The importance of effective People management has often 
been proclaimed in the past but has not always been 
reflected In changes in management practice. " (IpD 1994 
P. 1) 



The problem still exists even in America where the 

Quality movement is so much more advanced than in the UK. 

In a "Harvard Business Review" article, Gary Hamel and C 

K Prahalad wrote: 

"What employees hear is that they are the firm's most 
valuable assets; what they know is that they are the most 
expendable assets. ff (Hamel and Prahalad 1995 in Observer 
"Management") 

Theory X, autocratic type attitudes assume that workers, 

apparently from a different race to managers, are both 

unable and unwilling to perform well without close 

control and material incentives. This attitude dampens or 

even kills any initiative or innovation. As Peters and 

Waterman wrote: 

,, Yet most organisarions, we find, take a negative view of 
their people. They verbally berate participants for poor 
performance. (Most actually talk tougher than they act, 
but the tough talking nevertheless intimidates people. ) 
They call for risk taking but punish even tiny failures. 
They want innovation but kill the spirit of the 
champion. I (Peters and Waterman 1982 p. 57) 

By taking these attitudes and making these assumptions 

managers are failing to develop and exploit fully the 

potential that exists in all people. Released from the 

restrictions placed upon them by these assumptions and 

low expectations shared by those around them, the truly 

empowered person has the potential to make a much greater 

contribution. 

One of the key messages of the Quality movement is 

Continuous Improvement - continuously seeking to do 



things better. The advocates of Reengineering call for an 

even more revolutionary approach: 

"Reenginearing is about beginning again with a clean 
sheet of paper. " (Hammer and Champy 1993 p. 49) 

But how can this be achieved whilst the abilities and 

spirit of the workforce are being stifled by autocratic, 

dictatorial managers and when no real effort is put into 

developing the potential within organisations. Quoting 

from John Harvey-Jones' book "All Together Now": 

"Even though we are all wedded to the concept of 
continuous improvement, when did you last see an 
improvement plan for the management of your people?..... a 
plan consciously adopted to enable more of our people to 
contribute more. ff (Harvey-Jones 1994 p. 2) 

It is in Continuous Improvement that I see management, in 

so far as it is the management of people, and learning 

come together. I hope to demonstrate in section 2.6 that 

learning is about growth and improvement which is the 

same as continuous improvement and which I would argue is 

at the very heart of management. As David Whitaett, 

professor of psychology at the University of Northern 

Iowa, said in commenting upon the work of Herzberg: 

"He believes that a focus on growth opportunities or 
learning and development opportunities is really the only 
thing worth living for and makes life worthwhile in spite 
of the fact that one has to endure a significant amount 
of discomfort or pain. " (Whitsett in Clutterbuck and 
Crainer 1990 P. 134) 

As Carole Pemberton and Pete Herriot of Sundridge Park 

Management Centre succinctly put it in an article in the 

NObserver": 



11 ...... future growth will come from unleashing the 
capacity for innovation, customer care and adaptability 
of the workforce. " (Pemberton and Herriot 1994) 

In other words a workforce that is continuously learning, 
_ 

growing and improving is the key to future organisational 

success. To achieve this requires management to believe 

that the workforce is both able and willing to deliver 

this. 
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2.5.1 If the assumptions we make about people influence, 

or even dictate, the attitudes and behaviours we adopt 

towards them and that these, in turn, determine the kind 

of response we receive, what are the attitudes and 

behaviours which most effectively lead to people making 

the fullest possible contribution? The attitudes and 

behaviours which are necessary, are not those which have 

traditionally been associated with leadership. The latter 

falls under the autocratic rather than participative way 

of managing. In his book "The Fifth Discipline", American 

writer Peter Senge gives the following definition of the 

traditional view of leaders: 

" ....... as special people who set the direction, make the 
key decisions, and energise the troops ....... I (Senge 
1990 p. 340) 

He sees this view as being based on the underlying myth 

of: 



I, ...... people's powerlessness, their lack of personal 
vision and inability to master the forces of change, 
deficits which can be remedied only by a few great 
leaders. 0 (Senge 1990 p. 340) 

The problem with these views are that they: 

11 ....... reinforce a focus on short-term events and 
charismatic heroes rather than on sYstemic forces and 
collective learning. 11 (Senge 1990 p. 340) 

Also underlying the traditional, autocratic view of 

leadership is that it is not possible to be a leader and 

be a nice person or to be liked. This view is negative 

and pessimistic and does not reflect the qualities of 

fully effective, real human relationships. As a man who 

has demonstrated his ability to lead at the highest 

level, the views of Sir John Harvey-Jones on this point 

are very telling: 

"A friend recently challenged my view that it was 
possible to manage people whilst still being a nice 
person. I replied that it had to be possible; it is nor 
credible that only the selfish, insensitive, rash and 
brash can create and lead reams. " (Harvey-Jones 1-994 p. 
203) 

Summarising the philosophy of Fred Fiedler, a writer on 

leadership, David Clutterbuck and Stuart Crainer wrote 

the following: 

w ...... the manager who is disliked by his subordinates 
cannot define the teams task precisely and doesn It have 
the authority to compel compliance, is unlikely to be 
very effective. " (Clutterbuck and Crainer 1990 p. 179) 

However, I am not saying that all that is required, to 

engender effective learning or continuous improvement, is 

to be nice and to be liked. Self-Organised Learning, the 

theory at the core of my thesis, is strongly based on 

personal construct psychology (PCP) as devised by George 



Kelly. In their book about PCP, Don Bannister and Fay 

Fransella wrote: 

ffPersonal construct psychology can be seen as valuing 
people and..... is an optimistic theory in that it 
envisages the optimal as well as the minimal person and 
that it proposes itself as an elaborative tool which we 
might use to extend our own Possibilities. " (Bannister 
and Fransella 1986 p. 28)' 

2.5.2 However, it is to one of the other major influences 

on S-O-L, Carl Rogers, that I turn for my definition of 

the ideal attitudes and behaviours required. Carl Rogers 

lived from 1902 to 1987 and is regarded, by many, as 

having been the most influential psychologist in American 

history. He pioneered a major new approach to 

psychotherapy, known successively as the "non directive", 

"client-centred" and "person-centred" approach. He 

believed in dealing with the person as a whole rather 

than the way other psychologists looked at people in 

parts, eg memory, thinking, emotions. Equally, he did not 

see psychology or psychotherapy in categories unrelated 

to the rest of human life. In 1969 he published a book on 

education called *Freedom. to Learn" and in an essay, "The 

Interpersonal Relationship in the Facilitation of 

Learning" he wrote: 

NX see the facilitation Of learning as the aim of 
education, the way in which we might develop the learner, 
the way in which we can learn to live as individuals in 
process. I see facilitation Of learning as the function 
that may hold constructive, tentative, changing process 
answers to some of the deepest Perplexities that beset 
humankind today. N (Rogers in Leeper 1967 p. 1) 



This view of learning provides ample justification, if 

any is needed, for drawing upon the theories of Rogers in 

support of my thesis. At the heart of the person-centred 

approach is the hypothesis that: 

11 ...... the individual has within himself or herself vast 
resources for self -understanding, for altering his or her 
self-concept, attitudes and self-directed behaviour - and 
that these resources can be tapped if only a definable 
climate of facilitative psychological attitudes can be 
provided. 1v (Rogers 1980 p. 49) 

Rogers argued that there are three conditions which 

define the appropriate attitudes to take in any situation 

in which the development of the fully functioning person 

is the goal. These three conditions are: 

- CONGRUENCE or genuiness or realness on the part of 

the facilitator, leader or manager who should put up 

no professional front or personal facade. 

- UNCONDITIONAL POSITIVE REGARD or an accepting, 

caring, prizing, positive and non-judgemental 

attitude towards the managed or lead by the manager 

or leader. 

- E14PATHY by which the facilitator, leader or 

manager accurately senses the feelings and meanings 

of the learner or worker. 



It is, of course, necessary for the unconditional 

positive regard and empathy to be communicated to the 

learner. This will be achieved, in part, by the openness 

and genuiness displayed. It is only when relationships, 

including those within organisations, can be based on 

these attitudes, that the full potential of those who 

work in orqanisations will be fully tapped. These 

attitudes, and in particular unconditional positive 

regard, are not easy to maintain and Rogers recognised 

that they may only exist as a matter of degree in any 

relationship. However, the more they become the norm in 

relationships rather than the more typical attitudes of 

falsehood, disrespect and aggressive lack of sympathy, 

the more they will become natural and embedded. Whilst 

not using Carl Rogers' terminology, I find that many 

writers on management and learning propose very similar 

approaches and I quote some examples below: 

,, I jl? ost certainly believe that many personal qualities 
enter into leadership - .... sincerity, fair dealings with 
all ...... w (Follett in Urvick 1949 p. 48) 

N* Genuine concern and interest: the mentor seems truly 
to care about the person and what interests him or her. 

Approachability: Mentors are easy to get close to, 
though there may be a great difference in status as 
defined by the usual hierarchy., v (Waterman 1994 p. 71) 

....... success can come if you are a true empowerer of 
people, are empathetic and sensitive. w (Minrzberg in 

observer 'Management 1994) 

IvTrear people as adults. Treat them as partners; treat 
them with dignity; treat them with respect., v (Peters and 
Waterman 1982 p. 238) 



ffTo give priority to the person means respecting the 
unique and inalienable value of the other person, as well 
as one's own. ' (Cunningham 1994 p. 78) 

"The caring relationship, then, is intrinsic to both 
quality and to learning... " (Lessem 1991 p. 14) 
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2.6.1 In this section I shall define: 

- learning/continuous improvement and how it relates 

to management. 

- the culture in which learning/continuous 

improvement can flourish. 

- responsibilities in the learning/continuous 

improvement process. 

- the processes and structures needed to support 

learning /continuous improvement. 

2.6.2 The traditional definition of learning is the 

acquisition of specific knowledge or skills. This is a 

much too narrow a definition and reflects the fact that 

learning and education are regarded as issues on which 

"experts" decide: 



- what the learner needs to learn. 

- how the learner should learn. 

- whether or not the learner has learnt effectively. - 

As Nancy Dixon has written in "The Organisational 

Learning Cycle - How we can learn effectivelyn: 

"U. Itimately the term fflearning", perhaps because of early 
school experience, for most of us has come to mean to 
"thoroughly grasp what an expert knows. 11 (Dixon 1994 p. 
1) 

But in the same book American humorist James Thurber is 

quoted as saying: 

"In times of change learners shall inherit the earth, 
while the learned are beautifully equipped for a world 
that no longer exists.,, (Thurber in Dixon 1994 p. 1) 

The result of learning in the traditional way is that 

people become "learned" but do not become "learners". 

Adherence to this traditional approach results from 

"Theory X" type assumptions about learners which are 

self-fulfilling and produce passive learners. Harri 

Augstein and Thomas have defined this as: 

a ...... a non-adaptive "expert knows bestff approach which 
treats them as novicesm; empty headed followers needing 
to be held on a tight leash and led in directions 
specified by the competent few. 11 (Harri Augsrein and 
Thomas 1991 P. 4) 

The output of this traditional approach to learning is 

described in the same book as: 



"... .. learners who know how to "submit successfully to 
being caught, instructed or trained. 11 (Harri Augstein and 
Thomas 1991 p. 4) 

This clearly implies that the learner lacks the 

initiative to learn for himself, that ownership or 

responsibility for the learning rests with the expert 

teacher, not with the learner and that, if the teacher is 

taken away, the learning stops which is inconsistent with 

a search for growth and continuous improvement. 

"The expert system approach demands a submissive and 
receptive learner stance in Which degrees of freedom are 
limited to pre-set pathways towards the right answer. 
(Harri Augstein and Webb 1995 p. 21) 

This attitude to learning and learners was ulegitimised" 

by the ideas of Psychologist BF Skinner who argued that 

our behaviour is conditioned by the environment in which 

we exist. He denied the existence of "autonomous man". 

These ideas contained an arrogant attitude which again 

implied wexpert" superior knowledge, a Theory X approach 

to learning. It was considered that only "others" and not 

the "expert" researcher or psychologist were "victims" of 

their environment. This view has been challenged by other 

psychologists: 

mpsychologists are edging towards a more humanistic 

vision of persons as active, creative, as agents in their 

own right, not simply as responders to stimuli. 
(Bannister and Fransella 1986 p. vii) 

Another, almost inevitable, attribute of this expert 

organised approach to learning is that it takes place 

away from the place of work, usually in a classroom often 

in a remote school or college. This increases the 



likelihood of the learner finding it difficult to see its 

relevance to his or her real world and to make it less 

likely that what has been learned will be applied. 

RWe had got ourselves so hamstrung with management 
training courses off-the-job, which nobody could possibly 
use back at work, that we put up a sign: "There is a 
problem here called transfer of learning. " (Casey 1993 p. 
5) 

My own experience of being sent and of sending others on 

training courses has been: 

- that attendance was because there were places to 

fill. 

- that there was no purpose for attending agreed 

between the persons sent and those who sent them. 

- that, in some cases, the attendee saw no relevance 

in what was being taught and, therefore, had neither 

reason or motivation to apply it. 

- that, in other cases, the attendee was enthused by 

what he/she learned but became disheartened on 

return to work where the environment was not 

conducive to applying the new skills or knowledge. 

- that there was rarely any follow-up to evaluate 

and consolidate the learning. 



The traditional view of learning also implies that it is 

only one part of life rather than at the very heart of 

humanity; as George Kelly, founder of Personal Construct 

Psychology, wrote that learning: 

11 ...... is not something that happens to a person on 
occasion; it is what makes him a person in the first 
place. " (Kelly 1963 p. 75) 

So, if learning is something more than the expert 

organised imparting of knowledge and passing on of 

skills, what is it and why is it so important? Taking a 

broader perspective, Thomas and Harri Augstein wrote the 

following in their book "Self-Organised Learning. 

Foundations of a Conversational Science of Psychology": 

"It is learning which has earned us our place on top of 
the evolutionary tree and it is freedom- ro-1 earn which 
enables us to rise above the constraints of the gene 
pool., v (Thomas and Harri Augstein 1985 p. %-xii) 

And in the preface to her book "The Organisational 

Learning Cycle", Nancy Dixon wrote: 

'Learning is the most magnificent gift we have as human 
beings. " (Dixon 1994 p. xix) 

Learning, then, is one of, if not the, keys to human 

life, but what is it that humans do when they are 

learning? It is clearly more than just gaining knowledge 

as Nancy Dixon wrote: 

"Knowledge is the result Of learning and is ephemeral, 
constantly needing to be revised and updated. Learning -is 
"sense makingv: it is the process that leads to 
knowledge. ' (Dixon 1994 p. 1) 

Senge wrote along similar lines: 

ff ffLearning1v in this context does not mean acquiring more 
information, but expanding the abi. Zity to produce the 



results we truly want in life. It is lifelong generative 
learning. 6 (Senge 1990 p. 142) 

Learning is much more fundamental and is capable of 

making very significant changes in the lives of 

individuals, groups and organisations. As William James, 

American philosopher and psychologist, said: 

ffThe greatest discovery in our generation is that human 
beings, by changing the inner attitudes of their minds 
can change the other aspects of their lives. 0 (James in 
Dixon 1994 p. xviii) 

Learning is about change and, in particular, about change 

in individuals. American writer and teacher Peter Senge 

uses the word "metanoia" which means a shift of mind: 

0 To grasp the meaning of "metanoia" is to grasp the 
deeper meaning of "learning", for learning also involves 
a fundamental shift or movement of mind., v (Senge 1990 p. 
13) 

Friedlander also emphasises the important link between 

learning and change, which also implies the continuous 

nature of the process: 

ffLearning is the process rhar underlies and gives birrh 
ro change. Change is rhe child of learning. " (Friedlander 
1984 p. 194) 

Continuous learning is something of which all humans are 

capable. This capability is something within each of us 

and only each of us can take the responsibility for 

energising and exploiting this capability although most 

of us will need some help in doing so. The American 

psychotherapist, Carl Rogers expressed this as follows: 

NAll individuals have within themselves the ability to 
guide their own lives in a manner that Is both personally 
satisfying and socially constructive. - (Rogers in 
Kirschenbaum and Henderson 1990 p. xiv) 



Harri Augstein and Thomas define learning as: 

11 ...... the conversational construction of personally 
significant, relevant and viable meaning. " (Harri 
Augstein and Thomas 1991 p. 6) 

Nancy Dixon has a very similar definition: 

N* Learning is about interpreting what we experience in 
the world. 
* We each create our own unique interpretations. v (Dixon 
1994 p. 34) 

Harri Augstein and Thomas go on to define "meaning" as: 

,W...... purposeful patterns of thoughts and feelings which 
are the basis of our anticipations and actions. 11 (Harri 
Augstein and Thomas 1991 p. 6) 

So, once we have established our own understanding of our 

experience we decide how to act based on this 

understanding. Again quoting Vancy Dixon: 

N* The meaning we create mediates our actions. 11 (Dixon 
1994 p. 34) 

Much of the modern literature on both learning and 

management features the concept of the "learning 

organisationn or norganisational learningn. In some minds 

this refers to organisations which place greater emphasis 

upon training but this misses the real point. A learning 

organisation is one that allows and encourages the people 

in it, individually and collectively, to work out the 

solutions to the problems and opportunities with which 

they are faced. Senge defines it as follows: 

'A learning organisation is a place where people are 
continually discovering how they create their reality. 
And how they change it. 11 (Senge 1990 p. 13) 

This is the link back to the management of people and 

real empowerment. Create the right conditions and the 



potential for growth and change is unlimited. As 

Archimedes said: 

"Give me a lever long enough ...... and single-handed I can 
move the world. I (Archimedes in Senge 1990 p. 13) 

Just as true learning for which individuals take 

responsibility is the key to personal change and growth 

so it is for organisations. Again I make the point that, 

in essence, learning or continuous improvement are, 

effectively, the engine of empowerment and truly 

participative people management. In organisations the 

learning will often be in groups or teams out of which 

will arise synergistic benefits. As Thomas and Harri 

Augstein. have put it: 

"For an organisarion to achieve creative growth and 
change it must work as a system of corporate self- 
organised learners. 

only by moving into this unexplored terrain can 
industrial society survive and grow. 0 (Thomas and Harri 
Augstein 1985 p. 332) 

The change brought about by learning needs to have 

positive and beneficial effects both for the individual 

and the organisation. These effects manifest themselves 

in growth and improvement - in Continuous Improvement. 

"By learning ....... I mean growth, improvement, 
development, things becoming different, changing for the 
better. 1v (Casey 1993 p. 2) 

Just as I argued earlier that Putting people first in 

management is not a soft option, so real learning is a 

tough challenge to both learners and those who support 

them. The traditional view of learning as the expert lead 



acquisition of knowledge and skills can require little 

effort on either part and, in particular, that of the 

learner. True, life changing learning requires the 

learner to take full responsibility and to accept the 

need to continuously challenge all his or her 

assumptions, attitudes and behaviours. 

ffThe kind of learning I see as necessary for modern 
organisations is not some easy-going sponge-like 
absorption of new knowledge but a tough, searching and 
bone-deep personal change process. 0 
(Cunningham 1994 p. xii) 

The same need to put the user in charge has been 

identified in the development of "user-centred design" 

for computer systems. By being involved in the design the 

user begins to learn the potential of the system and, 

therefore begins to see new opportunities. Professor 

Kenneth Eason of Loughborough University, in his 

inaugural lecture, defined this as follows: 

"We have called these Remergent requirements" because 
they are triggered by Participation in the development 
process. They are exciting because they stimulate a 
growing recognition by users of the possibilities opening 
before them. ff (Eason 1992 p. 5) 

Again this highlights the potential available to 

organisations in involving their people as fully as 

possible. 

2.6.3 It is my experience that it is not possible to 

manage in a people oriented, continuous 

improvement/ learning way if the environment in which you 

are trying to do so is not conducive. Earlier in this 



chapter I have drawn analogies with the development of 

"user-centred design" of computer systems. The 

researchers at Loughborough University's Human Sciences 

and Advanced Technology Research Group have found that 

design can only be successfully handed over to users 

where this is the accepted culture for the whole 

organisation: 

wWe call this the process of insriturionalising these 
methods turning them from novel ideas to conventional 
approaches. This is not simply a matter of "selling" a 
portfolio of methods because they will only work if a 
user-cenrred culture has been established throughout the 
organisation. " (Eason 1992 p. 5) 

Equally an organisational culture which is not person- 

centred and seeking to develop everybody's full potential 

will have the opposite effect. 

R ...... culture can either exercise heavy constraints on 
learning or liberate springs of energy for learning ...... 
(Casey 1993 p. 23) 

Although the creation of a Positive learning culture is a 

complex matter and for which everybody in an organisation 

has some responsibility, the vision and the direction has 

to come from the top where messages and actions must 

match. 

, vir is the direction-givers job to ensure that the 
organisational climate is developed so that a "Learning 
Climare1w is encouraged. " (Garrart 1987 p. 59) 

This requires genuine commitment from leaders of 

organisations and these leaders need to have a consistent 

vision from which they can give direction. but they also 



need to be personally open to continuous 

learning/improvement. 

11 ...... organisations can only become effective if the 
people selected to run them are capable of two key skills 
- learning continuously and giving direction. " (Garratt 
1987 p. xvii! ) 

It is the responsibility of the leaders of organisations 

to create a positive atmosphere in which people feel 

valued and cared for. Managers should treat those who 

work for them as they, themselves, would wish to be 

treated. In a March 1993 article in "The Guardian 

Education" entitled "Guilt and the struggle to teach 

right from wrong", H Haste wrote: 

R ...... a caring community of which the individual feels a 
valued member, where mutual respect and justice are 
enacted, not just preached. ff (H Haste 1993 in Cunningham 
1994 p. 111-112) 

The reality of many organisations is the opposite to this 

desired picture as Nancy Dixon has written: 

'Our organisations often engender alienation in 
employees, inhibit human development and encourage 
dishonesty and distrust between ourselves and others. 
(Dixon 1994 P. xv) 

Part of this valuing of individuals must be shown by 

trusting them and allowing them the freedom to innovate 

and take risks. It must be recognised that taking risks 

involves the possibility of failure. Organisations must 

be prepared to accept this and use failures as positive 

opportunities for learning - for doing things better in 

future. Without mistakes and failures the scope for 

learning is greatly reduced. 



"A second factor might be the willingness to take risks 
and to fail, but to do so in a safe way ....... (Waterman 
1994 p. 65) 

The organisation must also genuinely value learning and 

development. If it only pays lip service to learning 

those who work in the organisation will see through the 

charade and initiatives will almost certainly fail. There 

must be open opportunities to learn on and off the job 

and time and space must be made available to allow such 

opportunities to, be taken up. 

IvIf self development is to be seen as a viable way of 
improving performance and effectiveness in an 
organisation there must exist a culture -in which it is 
valued and encouraged. " (Roberts in Training and 
Development August 1994) 

2.6.4 The question of responsibility for learning is one 

that helps define the division between the autocratic and 

participative approaches. The autocratic assumes that the 

learner needs to be told what, how, when and where to 

learn. The participative recognises that responsibility 

for identifying learning needs and strategies and for 

measuring outcomes must ultimately rest with the learner. 

, vIf we want to develop autonomous people, that could not 
come through an authoritarian process ..... 11 (Cunningham 
1994 p. 123) 

This does not mean that nobody else has any role or 

responsibility in the learning process. Others must 

support, guide and facilitate the process and they must 

also ensure that the right climate exists as described in 

the preceding section. 



11.... the learners must be responsible for their own 
learning. However, others have a responsibility to the 
learner. " (Cunningham 1994 p. 121) 

Fundamental to the clear definition of responsibility is 

the recognition that people cannot be forced to learn, it 

is a matter of choice. 

"It must always be remembered that embarking on any path 
of personal growth is a matter of choice. " (Senge 1990 p. 
l 72) 

The effects of trying to impose learning on individuals 

will, at best, be of limited benefit and, at worst, they 

will be counter productive. 

"Still many have attempted to do just that by creating 
compulsory internal personal growih programmes. However 
well intentioned, such programmes are probably the most 
sure-fire way to impede the genuine spread of commitment 
to personal mastery in an organisation. 0 (Senge 1990 p. 
172) 

Achieving this clear division of responsibility between 

the learner and those who support the learning requires a 

shift to "Theory Y" type assumptions about people and to 

the "empowerment" of the learner. The learner, or group 

of learners, must be allowed, and trusted, to identify 

what they need to learn or improve. This is not a recipe 

for anarchy. It is my experience, fully documented in 

Chapters 3,4 and 5 on the application of Self-Organised 

Learning in the Post Office, when given this kind of 

freedom, people will focus on issues that are relevant to 

the organisation's needs and objectives. In fact, it is 

likely that the learner will become more committed to the 

organisation and by being freed and empowered will make a 

significantly greater contribution than would otherwise 



have been the case. However', this does not mean that 

others or the organisation as a whole do not have a part 

to play. Learners do not learn in isolation, they respond 

to the environment around them. 

ffThey infer the management's intentions from their day- 
to-day experience of the demands the organisarion makes 
of them and the feedback they receive about how it values 
what they do. " (Harr! Augstein and Thomas 1991 p. 236) 

The responsibilities of those who support the learner are 

to: 

coach 

mentor 

provide feedback 

offer support 

act as a learning resource 

help create learning opportunities 

develop a language for communicating 

with learners and others about 

learning. 

The more learners take responsibility for their own 

learning, the more they are likely to seek feedback on 

how they are doing. They can provide an element of this 

feedback for themselves by assessing how they think and 

feel they are doing but this will, ideally, be 

supplemented by both "objective" measures and 

"subjective" judgements provided by others; I have used 



this multi-perspective, relativistic paradigm in my 

evaluation of the results of my action research (see 

Chapter 6). 

"People often do want feedback ..... They have training 
needs and welcome the chance of constructive dialogue 
with their bosses. ' (Fletcher in Observer 6 February 
1994) 

Unfortunately, typical appraisal feedback is ineffective. 

It is usually too infrequent, often annual, and based on 

inadequate, subjective, anecdotal, hearsay evidence. This 

makes it a very unsatisfactory experience for most 

people. 

"Very few people feel that they are engaged in a serious, 
valid and sustained conversation about what they are 
achieving or what they are learning. 0 (Harri Augstein and 
Thomas 1991 p. 237) 

However, if this relationship can be improved the 

potential for learning and continuous improvement will be 

significantly enhanced. As Rogers wrote: 

". Z'n a particular 'type of helping relationship, we free 
the individuals to find their inner wisdom and 
confidence, and they will make increasingly healthier and 
more constructive choices. 11 (Rogers in Kirschenbaum and 
Henderson 1990 P. xiv) 

2.6.5 Without the support of appropriate processes, 

learning is less effective than it could be. There is a 

need for some discipline and structure. This should not 

be seen as a constraint on learning, imagination, 

innovation or initiative. The processes need to support 

both the learner's actual learning and what the 

supporters of that learning do. The learner needs 



processes which help-identify learning or improvement 

needs and which then help to effectively meet the needs. 

There are many problem solving type techniques which go 

some way to fulfilling this role. However, the most 

effective processes I have found are those. designed by 

Thomas and Harri Augstein as part of Self-Organised 

Learning, the impact of which I have demonstrated in 

Chapters 3,4 and 5 on its use in the Post Office. In 

Chapter 31 describe the activities, and their outcomes, 

of a trial of Self-Organised Learning in Reading Head 

post Office in 1985 and 1986. The purpose of the trial 

was to assess whether S-O-L would help operational front 

line managers become more effective in the management of 

sorting offices and whether S-O-L would be more effective 

than traditional training methods. In Chapters'4 and 51 

describe various development activities, including 

S-O-L, and their outcomes, which I managed and lead 

between 1986 and 1992. The S-O-L processes are more 

effective than most as they focus on the'iearninq-to- 

learn process as well as the process of acquiring new 

skills or undertaking improvement tasks. For me the two 

essential elements of Self-Organised Learning are the 

LEARNING CONVERSATION and the PERSONAL LEARNING CONTRACT. 

Whilst both are techniques into which other techniques, 

such as Repertory Grid, can be imported, they are 

relatively simple, but powerful, concepts and have the 

benefit of being easily understood and quite natural to 



human beings. The Learning Conversation is not simply a 

casual "chat". Thomas and Harri Augstein describe it as 

follows: 

ffSuch a conversation is nor just chit-cbat about 
disconnected snippets of experience; rather it is a 
sustained activity creating an increasing awareness of 
the whole experiential process of learning. 11 (Harri 
Augstein and Thomas 1991 p. 3) 

I would like to highlight two words from the above quote 

which link it to my general theme of learning as 

continuous improvement. These words are "sustained" which 

gives a feeling of ongoing or continuous and "increasing" 

which gives a feeling of growth or improvement. The 

fundamental concept of the Learning Conversation is that 

it: 

......... puts learners in conversation with themselves. 
(Harri Augstein and Thomas 1991 p. 3) 

In other words it helps learners take responsibility for 

their own learning, which my earlier section on 

Responsibilities showed is essential to real learning. 

However, in addition: 

11 ...... 
ir also enables rhem ro converse more effecrively 

wi th ...... rhei r ..... coach, rrainer..... manager.... 
(Harri Augsrein and Thomas 1991 p. 3) 

This confirms that most learners need the help of a 

second party for their conversation to be effective. The 

ultimate Self-Organised Learner is capable of holding a 

Learning Conversation in his or her own head but most 

people cannot do so. The role of the second party to the 

Conversation is: 



ff ...... systematically to overhaul the learner's 
undernourished inner conversation by pulling this out 
into terms of public exchange and making this very 
process explicit. This externalisation of the 
conversation makes it available for review and 
development. " (Harri Augstein and Thomas 1991 p. 96) 

Thomas and Harri Augstein identify the attributes of a 

Learning Conversation as: 

, wl. That it is a process of sustaining a conversation 
with oneself about learning ...... 
2. The Learning Coach temporarily externalises this 
"Learning Conversation" to Improve its quality. 
3. The Learning Coach makes the nature of the 
conversation explicit to the learner as they learn. 
4. The Learning Coach gradually passes control of the 
Learning Conversation to the learner as awareness and 
skill is developing. 
5. The Learning Conversation can now move on and upwards 
as individuals, pairs and groups converse, initiating 
fflearning networks" and a whole system of S-O-L 
throughout the organisation. 11 (Harri Augstein and Thomas 
1-991 P. 90) 

The uLearnin2 Coach" does not have to be somebody outside 

normal workinq relationships, indeed, I have concluded 

that it should be the learner's line manager and that the 

Learning Conversation should be a part of this 

relationship. One prerequisite to successful learning is 

feedback and it is in a Learning Conversation that a 

manager or coach can input how he or she and others see 

the performance of the learner or group of learners both 

on the level of the topic or task and on the level of 

learning-to-learn. 

'Feedback is information about performance or behaviour 
that leads to action to affirm or develop that 
performance or behaviour. ff (Thatcher in Training and 
Development July 1994) 

Providing feedback is something most people agree is 

essential but which more often than not is not given. The 



feedback process falls down because there is rarely a 

suitable vehicle on which to convey it. Many 

organisations are tied to annual appraisals which are 

inadequate because they are too infrequent and only allow 

"sketchy" discussion of performance often based on 

abstract impressions rather than evidence. 

IwIt is quite extraordinary that some managers believe 
they can obtain the best from their people on the basis 
of seeing them perhaps for an hour once a year and 
keeping a casual eye on their output. 11 (Harvey-Jones 1994 
p. 97) 

Performance appraisal and feedback need to be part of the 

continuous learning process and Learning Conversations 

provide the opportunity for this to take place on a 

frequent and regular basis. 

,, It is essentially a continuous process, on which 
managers and employees need to work 365 days in the year 
by engaging in regular dialogues about performance and 
how it is to be improved, rather than just focusing on 
these issues periodically, once every year or once every 
half year, in formal appraisal sessions. 0 (Anderson in 
Training and Development October 1993) 

The Personal Learning Contract is the other key learning 

process devised as part of Self-Organised Learning. This 

is a further vehicle for helping learners with their 

learning and again it is a process which brings a degree 

of discipline to learning. As with the whole Self- 

Organised Learning process, the Learning Contract is 

conversational in that it includes an element of 

reflection, review and analysis. The latter can take 

place as part of a Learning Conversation with a coach or 

manager or can be undertaken by the learner on his or her 



own. The Learning Contract is a medium for helping 

learners to identify something they want to learn or 

improve, a way of doing so and what outcome they 

anticipate. After the event it provides a means of 

reviewing the actual outcome leading to the 

identification of a new task or topic to become the 

subject or purpose of a further contract and so on. 

Thomas and Harri Augstein have produced the following 

algorithm to define the Learning Contract: 

IV T- top! c 
T-a task in relation to the topic 
P- specific purposes in relation to the topic 
S-a strategy for achieving these purposes 
0- the anticipated and actual outcome 
R- criteria for reviewing the quality of the 
outcome 
R- and reviewing this cycle process as a 
whole" (Harri Augstein and Thomas 1991 p. 153) 

They also describe the f ive main activities which take 

place during the course of a Personal Learning Contract 

being worked through: 

'I negotiating a learning activity before the 
even t; 

2 carrying this out in an actual situation; 
3 self-debrief of actions taken; 
4 reviewing the PLC by retrospective 

comparisons with (1); 
5 self-diagnosis of learning strengths and 

weaknesses and planning a new cycle of PLC., v 
(Harri Augstein and Thomas 1991 p. 153) 

Part of the process is for the learner to review how they 

learn and, indeed, this itself can be the subject of 

Personal Learning Contracts. The Learning Contract again 

emphasises the synonymity of learning gind continuous 

improvement. The cyclic nature of the Contract algorithm 



means that the process is continuous. The overall purpose 

of the Contract process is to achieve change and 

improvement either in the learner's own performance or 

behaviour or in that of the organisation in which they 

work. It is this kind of process which will help build 

continuous improvement into the fabric of organisations. 

, "What might it take for whole organisations to learn? 
First, I rhink, would be the ability of all individuals 
to change and learn. 11 (Waterman 1994 p. 65) 

In my earlier section I described the importance of 

creating the right environment to engender learning or 

continuous improvement in organisations. This needs to be 

supported by clear processes which ensure that learning 

is focussed and takes place throughout the organisation. 

Partly as a result of the work that they did in the Post 

office and which is described in Chapters 3,4 and 5 of 

this thesis, Harri Augstein and Thomas have invented such 

a management process which they have called "Systems 7". 

The name is derived from seven: 

jr ....... conversations which create awareness and 
facilitate self-organisation ....... (Harri Augstein and 
Thomas 1991 p. 216) 

These conversations take place between five nodes which 

represent the roles to be found in a true learning 

organisation. These roles do not have to be undertaken by 

separate people or groups; indeed, they can, where 

appropriate, all be vested in one Person. These roles 

were defined by Harri Augstein and Thomas and are shown 

in Figure 2.6-5.1. 





Of these, the role that does not exist in most 

organisations is that of the Learning Manager. I think 

that I can claim to have been the first person to have 

borne this title during the trial of Self-Organised 

Learning at Reading Head Post Office which is described 

in Chapter 3. The Learning Manager's role is to monitor, 

support and improve the nature, level, quality and growth 

of learning in the organisation. This is achieved by 

means of the seven systems or conversations which need to 

operate in a learning organisation. Each of these 

conversations should be subjected to the process which 

Thomas and Harri Augstein have called MA(R)4S. This 

heuristic represents the process of: 

- monitoring M 
- analysing A 
- recording R 
- reflecting R 
- reconstructing R 
- reviewing R 
- spiralling S 

and is illustrated in the diagram at Figure 2.6.5.2. 

The seven conversations or systems are: 

, vSystems I within the Learning Domain 
Systems 2 on the process of Learning 
Systems 3 on the Learning Conversation 
Systems 4 on Creating Learning Opportunities 
Systems 5 on setting the Horizons of Learning 
Systems 6 on the Management of Learning 
Systems 7 on creating a Learning Policy. " 

(Harri Augstein and Thomas 1991 p. 216) 

The whole "environment" of Systems 7 is illustrated in 

figure 2.6.5.3 
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Once more I find that this illustrates the continuous 

nature of the learning process and that growth and 

improvement are built into it. 

'Systems 7 amplifies the results of each conversation so 
that not only does each individual become self-organised, 
but groups, departments and the organisarion as a whole 
achieve greater awareness, becoming more concerned with 
learning, with controlled change and with creating the 
type of future in which the organisation and its members 
wish to live, work and get their livelihood or their 
education. II(Harri Augstein and Thomas 1991 p. 216) 

'Ac=Cýw IZIESFý, C-El 

2.7.1 An understanding of Action Research is necessary to 

an understanding of this thesis for two reasons: 

- firstly, it is the method by which the research 

has been undertaken, and 

- secondly, it is a paradigm for the approach to 

management which I ain advocating. 

Research implies a "scientificu approach to the enquiries 

undertaken. In this case, I was not enquiring into the 

worlds of the physical or natural sciences but into that 

of social science, how men and women interact with 

themselves and their environment. In the natural or 

physical sciences there are two main kinds of research - 

pure in which the researcher is more or less free to set 



off on a journey of discovery and applied which is 

concerned mainly with establishing practical 

relationships and testing the utility of theories. The 

latter can be and has been used extensively in social 

science research but a number of conditions are applied 

to it which differentiate it from Action Research: 

w ...... it insists on studying a large number of cases; 
establishing as much control as possible over variables; 
precise sampling techniques; and a serious concern to 
generalise its findings to comparable situations. " (Cohen 
and Mannion 1994 p. 187) 

On the other hand, Action Research is an adaptive 

approach and much more concerned with contributing 

directly to the solution of problems and interprets the 

scientific method much more flexibly and openly. The 

reason for this as defined by Cohen and Mannion is: 

11 ..... chiefly because its focus is a specific problem in 
a specific setting. The emphasis Is not so much on 
obtaining generalised scientific knowledge as on precise 
knowledge for a particular situation and purpose. " (Cohen 
and Mannion 1994 p. 187) 

It is this definition which causes me to argue that it is 

also a paradigm for management and, in particular, for 

continuous improvement in management. This argument is 

strongly supported by the, not exhaustive, list of 

contexts in which Cohen and Mannion suggest Action 

Research may be used and which could equally be used as a 

description Of the kinds of tasks which managers have to 

address: 

"There is the kind that: 



1 acts as a spur to action, its objective being to get 
something done more expeditiously than would be the case 
with alternative means; 

2 addresses itself to personal functioning, human 
relations and morale and is thus concerned with people's 
job efficiency, their motivations, relationships and 
general well-being; 

3 focuses on job analysis and aims at improving 
professional functioning and efficiency; 

4 is concerned with organisational change in so far as it 
results in improved functioning in business or industry; 

5 is concerned with planning and Policy-making, generally 
in the field of social administration; 

6 is concerned with innovation, and change and the ways in 
which these may be implemented in ongoing systems; 

7 concentrates on probleM-solving virtually in any 
context in which a Specific problem needs solving; 

8 provides the opportunity to develop theoretical 
knowledge, the emphasis here being on the research 
element of the method. 

Equally diverse are the situations in which these 
different kinds of intervention may be used - almost any 
setting, in fact, where a problem involving tasks and 
procedures cries out for solution or where some change of 
feature results in a more desirable outcome. 11 (Cohen and 
Mannion 1994 p. 187) 

2.7.2 So, what are the key features of Action Research? 

2.7.2.1 First and foremost, Action Research involves 

collaboration on an equal footing between researcher and 

subject. In the introduction to "Human Inquiry in 

Action", Peter Reason refers to "cooperative experiential 

inquiry", *participatory research", "collaborative 

inquiry" and "action science" all of which are other 



names for Action Research. He defines "cooperative 

experiential inquiry" as: 

a ..... research that was with and for people rather than 
on people. ' (Reason 1988 p. 1) 

In my research, in which I was, at times, both researcher 

and subject, there was collaboration between the Centre 

for the Study of Human Learning (CSHL), the managers in 

my various teams and myself. 

2.7.2.2 In Action Research the subject understands and is 

involved in defining the purpose of the research to the 

extent that it becomes a shared purpose. Hill and Kerber 

provide the following description of this feature: 

-wAction Research functions best when-it is cooperative 
action research. This method of research incorporates the 
ideas and expectations of all persons involved in the 
situation. 'v (Hill and Kerber in Cohen and Mannion 1994 p. 
190) 

In my research, the studies were undertaken to meet 

organisational purposes but, in addition, they met the 

purposes of CSHL and myself as researchers and also the 

personal and work purposes of participating managers. 

2.7.2.3 Action Research takes place in "real" situations 

and not in "experimental laboratories". Furthermore, 

these wreal" situations are not established purely for 

the purposes of carrying out research, on the contrary, 

they continue to exist after the research has been 

completed, albeit, they may be changed in the process. 



Part of Cohen and Mannion's definition of Action Research 

reads as follows: 

0 ...... action research is ..... intervention in the 
functioning of the real world ..... action research is 
situational - it is concerned with diagnosing a problem 
in a specific context and attempting to solve it 

-in that 
contexr. 'v (Cohen and Mannion 1994 p. 186) 

My research certainly took place in the real world of 

work in the Post Office and this world, changed to a 

degree, has continued. 

2.7.2.4 Action Research should produce benefits for both 

the researcher and the subject. A "contract" exists 

between the two parties from which the subject and the 

domain, in which he/she/they operate, receives added 

value to its own purposes and goals and from which the 

researcher gains privileged access to the subject and the 

domain. Quoting again from Hill and Kerber: 

wCooperative action research has the concomitants of 
beneficial effects for workers, and the improvement of 
services, conditions and functions of the situation ...... 
(Hill and Kerber in Cohen and Hannion 1994 p. 190) 

I believe that the descriptions of my Action Research in 

this thesis, identify benefits for the organisation, 

individual-managers, CSHL and myself both as a manager 

and as a researcher. 

2.7.2.5 Action Research is a learning process in terms of 

both researcher and subject acquiring new knowledge and 

skills and in terms of improvement and growth of both 



organisations and individuals. Action Research is 

learning and learning is Action Research and it is 

difficult to differentiate between the two whilst the 

research is being undertaken: 

11 ..... the difference between -inquiry, 
learning and action 

become indistinct and unimportant, as we consider 
collaborative inquiry as a holistic human learning 
process. N (Reason 1988 p. 2) 

2.7.2.6 Action Research is a CONVERSATIONAL process and 

effectively an Action Researcher is carrying out an 

ongoing Learning Conversation with the organisation into 

which he/she is researching. The process of research fits 

in with the conversational model defined by Thomas and 

Harri Augstein in that it involves identifying needs and 

purposes, devising and implementing strategies and 

reviewing outcomes in order to redefine and refine the 

process. John Heron, in his contribution to "Human 

Inquiry in Action", "Validating in cooperative inquiry", 

has identified common features of different versions of 

the research cycle of cooperative inquirers or Action 

researchers: 

mEach version involves the inquirers moving to and fro 
between reflection and experience, so that these two 
poles are in repeated interplay with each other. In the 
first reflection phase of the cycle the inquirers 
generate research propositions to identify and illuminate 
some area of experience; in the experience phase they 
open up fully to construe the content of this area; and 
in the next reflection phase they use this content CO 
modify the research proposition; and so on. 1v (Heron in 
Reason I 9so p. 44) 



Cohen and Mannion produce a similar description in the 

chapter on Action Research in their book "Research 

Methods in Education": 

IV ..... over the period of a project information is 
collected, shared, discussed, recorded in some way, 
evaluated and acted upon; and that from time to time, 
this sequence of events forms the basis of reviews of 
progress. 0 (Cohen and Mannion 1994 p. 192) 

This is very analogous to Harri Augstein and Thomas' 

definition of "conversational science" which formed the 

basis of most of the activities described in this thesis: 

NWe have contributed to the development of a 
'conversational science" based on the premise that no one 
can explain themselves unaided, nor can they exploit 
their infinite (almost) potential by being facilitated by 
an exclusively non-directive practitioner. The unique 
attribute of humans is that they "converse'. Separate 
nodes of meaning construction (namely, people) can pool 
their experiences, identify needs and purposes, 
critically evaluate performance strategies and develop a 
language for enhanced awareness of this very process. The 
role of the psychologist (experimenter, teacher, manager) 
becomes that of tool-maker and provider, observer and 
joint interpreter of the evolving conversational 
experiment in which both subject and psychologist are 
full bur different participants. N (Harri Augstein and 
Thomas 1991 p. 6) 

2.7.3 In summary, the features of Action Research are 

that it: 

is a collaboration between researcher and subject, 

has a shared purpose, 

takes place in real, ongoing situations, 

produces benefits for both researcher and subject, 

is a learning process, and 



- is a CONVERSATIONAL process. 

Furthermore, Action Research is another way of defining 

the role and tasks of a manager and that Action Research, 

as a process for delivering continuous improvement, 

should be at the heart of all organisations. It also 

involves the five issues which I have identified as being 

key to helping people contribute fully to the achievement 

of organisational goals; it: 

- requires researcher and subject to be well 

motivated, 

- involves shared purpose and responsibility, 

- requires the researcher to adopt positive 

assumptions about the subject 

- requires the researcher to adopt positive 

attitudes towards the subject, and 

- it is a learning and continuous improvement 

process. 

Action Research or cooperative inquiry requires a 

Rogeriam. approach to relationships: 

xThus in cooperative inquiry we work with our co- 
researchers, establishing relationships of authentic 
collaboration and dialogue; ideally we care for each 
other with mutual love and concern. While not ignoring 
the necessity for direction and the role of expertise, we 
eschew unnecessary hierarchy and compulsive control. 
(Reason 1988 P. 11) 
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2.8.1 At the beginning of this chapter I defined the 

purpose of my research as better to diagnose: 

- why the full potential of people was not being 

harnessed, 

and to explore: 

- how the situation could be changed. 

My reading of the literature has made a significant 

contribution to answering and elaborating these questions 

and to validating my own action research in a wider 

context. It has also made a significant contribution to 

the development of my Person-Centred Model of 

Organisational Growth as described in Chapter 7. 

2.8.2 The literature points to reasons why we fail to 

harness the full potential Of People. These are that: 

2.8.2.1 the continuously changing needs of workers, 

particularly for learning and growth, are not being 

satisfied. 



2.8.2.2 responsibility and control are concentrated 

in the hands of too few "leaders". 

2.8.2.3 people are assumed to be incapable of self- 

organised learning and growth, self-responsibility 

and self-control. 

2.8.2.4 the capacity of people, groups and 

organisations for continuous improvement is 

undervalued, if not totally ignored. 

2.8.3 To eradicate these restrictions on growth, the 

literature points to the need to: 

2.8.3.1 adopt THEORY Y type assumptions about people 

2.8.3.2 establish effective personal and group 

relationships based on CONGRUENCE, UNCONDITIONAL 

POSITIVE REGARD and EMPATHY. 

2.8.3.3 share responsibility by arrangements which 

make it impossible for a few to accumulate it to 

excess and f or the many to avoid taking up their due 

level of it. 



2.8.3.4 make learning or continuous improvement the 

key purpose of all individuals, groups and 

organisations. 

2.8.3.5 establish Self-Organised Learning processes 

and structures to ensure that 2.8.3-2,2.8.3.3 and 

2.8.3.4 happen. 

2.8.3.6 recognise that Action Research in a paradigm 

for this model of management. 

2.8.4 Thus through action research and addressing the 

five main interlinked themes of my literature survey: 

- the motivation of people to contribute to 

organisational goals 

- responsibility and control 

- assumptions 

- attitudes 

- learning and continuous improvement 

I am guided by a search for a model of management which 

empowers individuals, teams and the organisation as a 



whole to be productive, to deliver quality and to grow. 

This model is based on meeting people's needs, effective 

relationships, shared responsibility and Self-Organised 

Learning, and encourages all to become Action Researchers 

in the interests of the organisation. My model is 

described more fully in Chapter 7. 
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3.1.1 In Chapter 1.3 1 described the process which lead 

to the Post Office deciding to trial Self-Organised 

Learning as an alternative to existing supervisor 

training and how Reading was selected as the trial site. 

During the year, beginning in January 1986, that the 

Centre for the Study of Human Learning (CSHL) spent 

working with managers and supervisors in Reading Head 

post office (HPO), the impact of Self-Organised Learning 

(S-O-L) was very marked and varied. The trial at Reading 

enjoyed the great benefit of considerable direct 

attention from CSHL and its associates. This ensured that 

a lot of activity was started and sustained and that the 

skills involved in helping people learn were themselves 

well learnt. I am also grateful to CSHL for the access 

they granted me to their draft report on the trial and 

which has proved an invaluable resource. In this chapter, 

I shall describe some of the action research in which, in 

my double function as the Head of Operations or Mails 

Manager and Learning Manager, I actively participated. I 

shall also refer to the outcomes of this research, some 

of which stemmed from specific pre-planned initiatives, 

others of which emerged from the gradual exposure of 

individuals and groups to 



S-0-L and as managers were offered the freedom to take 

responsibility for their own learning and for their 

actions. 

3.1.2 Once it was established that a trial of Self- 

Organised Learning (S-O-L) would be supported by the 

local management at Reading, CSHL undertook an initial 

study to discover whether or not they felt there was 

scope for their ideas and techniques to bear fruit. This 

study indicated that there was already a considerable 

amount of informal learning taking place "over the tea 

cups". They also identified the learning benefits of the 

system of rotating duties. The latter involved 

supervisors performing different duties in different 

sections and on different shifts over a period of weeks. 

Whilst this clearly lost the possible benefits of 

specialisation, it helped supervisors gain a broad 

understanding of all the operations and of the 

implications for colleagues on other shifts or in other 

sections, of their decisions or actions. 

3.1.3 Once it was decided to proceed with the trial, I 

assumed, with the support of CSHL, the role of Learning 

manager which, in itself offered many learning 

opportunities for me. My role as Learning Manager 

involved: 



- demonstrating total support. 

- ensuring that learning opportunities were 

available. 

- identifying learning needs. 

- monitoring cost. 

- learning to become an effective Learning Manager 

As with many projects, the key was where to start. I 

identified, during a Learning Conversation with CSHL, two 

issues which had clear learning needs: 

- we had recently created a new "Acting List" of 29 

people for coverage of first line supervisor (PED) 

absence (see Chapter 1.3.2) and this mainly 

contained staff with no previous experience (see 

Section 3.3). 

-I also identified that an area of unsatisfactory 

performance was Code/Sort which is at the "heart" of 

mechanised letter sorting in which operators sit at 

keyboards, keying in the relevant postcodes to allow 

machine readable versions to be printed on envelopes 

in phosphor ink (See Section 3.4). 



These became the two "jumping off" points for the trial. 

Many activities were generated as can be seen from the 

"Bulletin for Supervisors" dated June 1986 (Appendix 

3.1.3). As well as specific task related projects and 

learning assistance to individuals, systems of self 

appraisal and of appraising others using values and 

criteria relevant to the appraisee and appraiser, were 

developed. 

3.1.4 CSHL approached the introduction of S-0-L in the 

office within an Action Research paradigm in which the 

researcher works to enable the "client" to identify, 

define and solve problems for themselves; a fuller 

description of the Action Research paradigm can be found 

in my Literature Survey (Chapter 2.7). 1 saw them 

offering their expertise, tools and professional 

experience in introducing S-0-L to individuals, teams and 

managers at various levels in the Letter Sorting office. 

I saw my role as mediator, working with the CSHL team to 

explore fully the learning needs of the office at all 

levels, to decide on priorities and how agreed 

initiatives could be processed. My initial actions as 

Learning Manager, supported through Learning 

Conversations (Chapter 2.6) by CSHL, were: 



- to advertise for and appoint the first Learning 

Coach. 

- to inform all supervisors and managers that the 

trial was. to take place and what its purpose was. 

to similarly advise Trade Union representatives. 

to agree the initial plan with which the trial 

commenced. 

- to ensure that the S-0-L activities were properly 

resourced and that supervisors were able to 

participate in such activities whilst maintaining 

the integrity of the operations. 

I also saw myself liaising closely with the CSHL 

principals, my Learning Coach, my own manager and with 

the Headquarters Steering Group which was established to 

monitor the trial. 

3.1.5 On the issue of appointing a Learning Coach, we 

concluded, in the case of the trial at Reading Head Post 

office, that a volunteer should be sought from among the 

operational first and second line managers. It was the 

stated intention that, -whilst the individual would be 

withdrawn from normal line management duties in order to 



assist in getting the trial off the ground, this would 

only be a temporary state of affairs as it was considered 

essential that he kept in touch with the "real" work 

domain and avoid becoming an "expert" offering other 

organised solutions. In practice only one, first line, 

manager put himself forward to become the coach. The lack 

of interest was probably a result of fear/apprehension of 

something new and unknown. This is an important factor to 

be borne in mind when launching any new initiative. How 

do you overcome the initial lack of interest? Fortunately 

this man, Geoff Batstone, proved to be an excellent 

choice becoming a very effective coach and being an 

excellent example of what an S-O-L approach to work and 

life can do for an individual. once appointed as Learning 

Coach, the volunteer was introduced to S-0-L by CSHL and 

began to assist them in implementing the tasks that had 

been identified. An important part of this activity was 

organising the attendance of other managers at S-O-L 

events which involved persuading both the individuals 

concerned and their bosses that this would be a valuable 

use of their time. Again in the early days of such 

initiatives, this is particularly difficult. Issuing 

mandatory instructions to attend would be contrary to the 

underlying philosophy of S-O-L which seeks to place 

responsibility for learning on the learner. This typifies 

the dilemma involved in converting an organisation from 

Theory X to Theory Y management. This problem was 



overcome by the choice of issues to be tackled and by 

involving a number of the more senior operational 

managers as "learning resource" in the delivery of 

learning opportunities to new managers. 

3.1.6 From the beginning of the trial it was clear that 

the Coach required managerial support. It was from this 

that the concept of the Learning Manager was more fully 

developed. He needed somebody with whom to talk over, or 

converse about, the difficulties and opportunities that 

he was encountering. As Learning Manager, I had to be 

sympathetic to the needs and problems of the Coach, in 

effect, I became the latter's coach or mentor. This was 

highlighted during the trial at Reading HPO when I moved 

away to another job. Those who took over were less 

attuned to S-O-L and made the work of the Coach much more 

difficult; there was, in effect, a return to Theory X 

type management. 

3.1.7 As a result of Learning Conversations between the 

CSHL team and myself, as Learning Manager, a five point 

initial plan was agreed. To meet this action plan it was 

agreed that I would work with CSHL so that I could learn 

how to take on the, functions of a Learning Manager. 

The plan comprised the following activities: 



3.1.7.1 Preparing 29 new acting first line supervisors 

(PEsD) for learning an the job. 

3.1.7.2 Working with the supervisors involved in the 

code/sort area, to improve the use of the coding and 

automatic sorting equipment and coordinate it with manual 

sorting. 

3.1.7.3 Conducting individual and group learning 

conversations with managers, substantive first and second 

line supervisors and experienced acting first line 

supervisors. 

3.1.7.4 Offering a weekly "open house" session which 

individual supervisors could attend for confidential 

learning conversations. 

3.1.7.5 Identifying and collecting appropriate evaluation 

measures for the office, work functions and individual 

supervisors. 

In implementing the action Plan and Pursuing other issues 

which arose as a result, six types of S-0-L activity took 

place: 

Individual learning Conversations 

Group learning conversations 



Open house 

Workshops 

SOL linked local training 

Special projects 

There was much evidence of improvements in attitude, 

understanding and job performance and agradual 

appreciation that S-0-L coaching was part of the line 

manager's job and that managers above second line had to 

be involved if the programme was to continue to grow and 

the organisation was to move from Theory_X to Theory Y. 

There were examples which clearly demonstrated the 

detrimental impact when more senior managers were not so 

involved. 

3.1.8 As the benefits of the trial in Reading became 

. 
apparent, S-O-L was extended to other units, firstly 

Edinburgh and eventually every major operational unit was 

encouraged to have a SOL coach(es). Thomas and Harri 

Augstain have recently published a report in which the 

results of*all the activity has been brought together and 

it makes very impressive reading. 
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3.2 1 shall now describe the specific processes and 

outcomes of the S-0-L activities, which I believe clearly 

demonstrate the breadth, depth and quality of the impact 

that S-0-L made in a relatively short time. Although 

there are inevitably areas of overlap, I have described 

outcomes and impact under the five main headings of the 

initial plan described in paragraph 3.1.7 above and also 

other initiatives which came about through S-0-L. 
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INTRODUCTION 

3.3.1 Coincidental with the commencement of the S-0-L 

trial and because of a significant number of expected 

first line supervisor vacancies, 29 staff had been 

selected to perform acting duties (for an explanation of 

"acting" see Chapter 1.3.2), none of whom had previous 

supervisory experience. The previous practice with staff 

appointed to such duties was sometimes, but not always, 

to give them a one week local training course which was 



limited in its scope and then to "throw them in at the 

deep end" with no organised means of support in the hope 

that they would "pick up the ropes" and if not, they 

could be rejected and others tried. This had proved not 

very successful in producing effective supervisors and 

was clearly an unsatisfactory arrangement for the 

individuals involved. It was usually "justified" on the 

grounds that it was how the substantive supervisors had 

been treated when they were in the same position and so 

why should it be changed. 

The S-O-L way of preparing the newly appointed acting 

PEsD for learning on the job was devised and carried out 

by the Learning Coach with the support of CSHL. The 

approach involved a five day workshop with individual and 

group learninq conversations both during the workshop and 

once the acting PESD were learning whilst doing the jo 

As a result of the learning conversations learning 

contracts were produced and fulfilled. 

S-O-L WORKSHOP ACTIVITIES 

3.3.2 The five day workshop was varied and took place at 

different hours each day, including one night attendance, 

to allow observation of as wide as Possible a spectrum of 

the operations which took place over three shifts (see 

the five day timetable at Figure 3.3.2.1 and daily 

timetables at Appendix 3.3.2.1). No part Of the workshop 
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involved teaching in the traditional or other organised 

sense, although there was a limited element of 

demonstrating specific learning skills such as charting 

and observing. The main activities were: 

a) briefing on Self-Organised Learning and review 

sessions. 

b) talks by various managers followed by question 

and answer sessions and reviews of what had been 

learnt. 

c) observing different aspects of the operations, 

having prepared in advance and then jointly 

reflecting on what had been observed. 

d) group discussions, eg On "What is supervision? w 

e) producing learning contracts, the final one in 

relation to day 5 when each new acting PED spent his 

time in the work area in wbLich he was to work as a 

supervisor during the following week. During the 

fifth day the new supervisors had learning 

conversations with the Learning Coach and 

developed their skill in practical learning on the 

job. 



During their early weeks performing supervisory duties, 

the Learning Coach kept in close contact with all the new 

acting men, holding Learning Conversations with them and 

agreeing Learning Contracts as they developed; examples 

of these Learning Contracts are at Appendix 3.3.2.2. 

OUTCOMES 

3.3.3 The success or otherwise of the preparation of the 

new acting PEsD for learning on the job and of that 

learning can be measured in various ways. I believe that 

the clearest measure is that of the 29 who attended the 

five workshops in 1986,12 were promoted to substantive 

rank by the end of the year, three only two months after 

attending their Workshop. A thirteenth was promoted in 

September 1987. Previously staff could remain an the 

Acting List for years and then, in many cases, find 

themselves rejected or giving up out of frustration. The 

effectiveness of the preparation and the supported 

learning on the job was acknowledged by the senior 

operational managers to be so successful that a further 

14 new acting PEsD appointed in November 1986 were 

supported in the same way during 1987. 

The effectiveness of this approach can also be 

demonstrated by the new demands made upon the second line 

supervisors (PEsC). The new acting supervisors wanted 



better performance feedback and coaching. The experienced 

supervisors were seen by the new ones as a very valuable 

learning resource but the former were unsure how to be 

used as such. The lack of effective feedback eventually 

lead to the development of a local Feedback for Learning 

package and to the third line manager responsible for 

administration to develop a spreadsheet on which to 

monitor S-0-L. These became very significant issues and 

are described separately later. The demands made on 

experienced supervisors caused them to seek S-O-L 

opportunities for themselves including the acquisition of 

coaching skills. Again these are described in greater 

detail later. 

A number of the acting PEsD involved in the process 

proved to be very fruitful sources of suggestions for 

improving methods of work. One of them wrote several 

reports suggesting solutions to problems at the Railway 

Station and in the Foreign and . outward letter sorting 

sections. I attribute this to them looking at things with 

a "fresh pair of eyes" but also to the enquiring/learning 

approach that they had learnt and the confidence they had 

gained from a successful transition into supervision. The 

impact on individuals more generally and their capacity 

to produce fully worked through improvements to methods 

of work is more fully explored later. 



The workshops and follow up activities for the acting 

first line supervisors proved to be an excellent starting 

point for S-0-L and for proving the potential 

effectiveness of it. This was probably made easier by the 

fact that those involved had the natural desire of 

newcomers to learn, were not embarrassed to admit to 

having things to learn and were not encumbered by 

preconceived ideas and prejudices. There was clear 

evidence that this method of introducing new people to 

supervision was both actually more effective than 

previous methods and was seen to be so. I judge that the 

principal reason for this was the support given to it by 

the Learning Coach and experienced members of the 

management team. 

SOME LESSONS LEARNT FROM THE S-0-L WORIKSiRops 

3.3.4 Lessons that can be learnt from the acting first 

line supervisor workshops and subsequent on the job 

learning are: 

- the value of experienced supervisors as learning 

resource. 

- how quickly various learning tools, eg charting, 

proved of value. 



- how demands were created which could not always be 

met, leading to some frustration. 

- how the needs of the participants were generally 

Inet. 
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INTRODUCTION 

3.4.1 This project centred around the area of the office 

where staff sat at keyboards in order to convert 

postcodes or addresses into machine readable patterns of 

phosphor dots. Performance as measured in terms of 

throughputs, keying rates, accuracy etc was below the 

acceptable standard and had been criticised in a recent 

operational audit report. Having said that, accommodation 

constraints meant that the office had much less of this 

kind of equipment than would be justified by the volumes 

of letters being handled. As a result the majority of 

letters were still being sorted by hand. Nonetheless, it 

was a high profile part of the operation and, at the 



time, a new sorting office was being constructed which 

was to be fully mechanised and it was important that 

standards were raised before the move. 

This initiative was desiqned to raise awareness of the 

supervisors involved as to how performance could be 

improved. An attempt was made to involve more people than 

just the direct supervisors, for example, the maintenance 

engineer. It was commenced very early in the trial 

(February 1986) at which time, the second and third line 

managers had not had much, if any, exposure to S-0-L and, 

therefore, did not provide it with the necessary support 

in its early days. This was an important lesson for the 

implementation of S-0-L. It was clear that such a project 

would not succeed fully without their support and that it 

was essential that they accepted that such support was an 

integral part of their responsibilities. 

S-0-L CODE/SORT AREA ACTIVITIES 

3.4.2 Despite the difficulties described in 3.4.1, the 

area supervisors produced a detailed description of how 

the area functioned. From this they identified the need 

to improve the quality of the presentation of letters 

from another section and had Learning Conversations with 

the supervisor from that section. Additionally, they 

introduced a two hour course for staff responsible for 



loading letters to the coding desks and the sorting 

machines. There was a high turnover of these staff and 

the supervisors had identified the importance of 

effective loading to performance in their area. With some 

help they were able to measure the effects of these 

initiatives. 

OUTCOMES 

3.4.3 One of the most telling outcomes of this project 

for the individuals, for the introduction of SOL in 

Reading and as a demonstration of the way people learn 

from seeing things happen, was that the second and third 

line managers became more involved as they began to see 

results. Once they saw the benefits which would flow from 

improved performance in this area they invited one of the 

post office's training colleges to run a three day course 

on mechanisation in the office. It also meant that the 

general credibility of the S-O-L approach was 

strengthened. 

One of the first line supervisors in the area attended a 

national S-0-L workshop and went on to establish 

objective performance measures relevant to himself and 

the work area. 



Finally there was an improvement in the coding 

performance. 

LESSONS LEARNT 

3.4.4 The project in the code/sort area was less 

successful than the workshops for acting first line 

supervisors. This was probably because its purpose was 

less obvious and that it did not have the same level of 

managerial support. It highlighted the need for and 

actual lack of performance measures relevant to the 

supervisors and the work area. Nonetheless there were 

very positive OutcOmes in terms of the effects on 

individuals, of the development of local staff training 

packaqes and of the qradual awareness of second and third 

line managers of its value and importance. 
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INTRODUCTION 

3.5.1 Given their key role in S-O-L, Learning 

Conversations were an integral part of all the activity 

and initiatives undertaken during the trial . As the 

initial plan began to be fulfilled and patterns of 

learning needs and opportunities to emerge, most of the 

Learning Conversations became integrated into more 

specific projects which are described in greater detail 

later. 

As def ined by CSHL Learning Conversations cover four main 

elements: 

Purpose: What do I want to achieve? 

Strategy: What actions shall X take to achieve my 

purpose? 

outconLe: How shall I judge MY success? 



Review: When and how shall I review the process? 

These elements are recorded in the form of a Personal 

Learning Contract or Commitment, a typical format for 

which can be found in Appendix 3.5.1. When first 

introduced to the concept I saw it as very similar to 

counselling as defined as helping others to work opt 

solutions to their own problems. Having already found 

that the most effective use of counselling was in 

encouraging improved personal contribution by individuals 

at work I saw Learning Conversations as a significant 

extension. However, an S-0-L Personal Learning Contract 

is more than an action plan or the kind of "learning 

contract" widely used in training. The latter is 

typically only a written record of the agreement between 

the learner and trainer in relation to what each party 

undertake to do, eg be on time for workshops, do pre- 

workshop reading. This type of contract does not address 

the learner's ability to "learn to learn", nor is it 

iterative encouraging constant review and amendment of 

the elements of the Personal Learning Contract: 

the TOPIC 

the PURPOSE 

the STRATEGY 

the OUTCOMES 



The Personal Learning Contract is one that the learners 

makes with themselves. The tutor or coach has the role, 

in the Learning Conversation, of supporting the learners 

to plan, action and review their contracts. The latter 

highlights the three phases of the Personal Learning 

Contract: 

- the PLANNING phase in which the TOPIC, PURPOSE, 

STRATEGY and desired OUTCOMES are identified and 

negotiated. 

- the ACTION phase in which the TOPIC, PURPOSE, 

STRATEGY and OUTCOMES are pursued and actions, 

learning points and impressions recorded. 

- the REVIEW phase in which the PLAN and the ACTION 

are reviewed in order to enhance the learning to 

learn process and to identify new TOPICS and 

PURPOSES for future Personal Learning Contracts. 

My experience of Learning Conversations and Personal 

Learning Contracts was that they: 

- encouraged individuals and groups to reflect on 

what they do. 



- allowed individuals and groups to negotiate their 

own needs. 

- allowed the exploration of possible strategies. 

- allowed the discussion and agreement of criteria 

for judging the quality of what was achieved. 

- developed a trusting relationship. 

- provided support for personal enterprise and risk 

taking - 

- encouraged and supported increased individual and 

group contribution. 

The CONVERSATION takes the form of encouraging the 

LEARNER to talk about their job and needs, with the 

objective of producing a CONTRACT or COMMITMENT which the 

LEARNER sees as PERSONAL and to which they are COMMITTED. 

The CONVERSATION and CONTRACT should be seen as HELPFUL 

and not as something imposed. 

The most important and prevalent tOPiCB Of individual 

Learning Conversations were appraisal or feedback for 

learning and how experienced BuperViBors could most 



effectively act as learning resource for more junior 

colleaques. 

The Learning Conversation and the alternative assumptions 

about people which it implies, epitomises the difference 

between the Theory X and Theory Y approaches to the 

management of people. 

LEARNING CONVERSATION ACTIVITIES AND OUTCOMES 

3.5.2 One striking example was the outcome of Learning 

Conversations with one of the third line managers who 

identified that he needed to improve his performance 

counselling skills. The impact of this and the manager's 

wider involvement with S-O-L can be judged from the 

change in the views of him of those who worked for him. 

He had previously been regarded as a "bit of a bully" but 

became "more thinking, more dedicated, more confident and 

more consultativen. 

Another man promoted to third line manager in November 

1986, also dramatically changed his man management style 

and developed a number of controls and monitors for the 

function to which he was appointed. 

An experienced first line supervisor agreed Learning 

Contracts for himself in his role as an acting second 



line supervisor. As a result he gained much more respect 

from all round him and he gained substantive promotion in 

September 1986. His commitment to S-0-L was further 

strengthened by his attendance at a national coaching 

workshop and his interest in taking a full time coaching 

post in Reading. 

Another first line supervisor who had not been especially 

well regarded by his superiors developed-a capability for 

implementing management information having very quickly 

learnt computer operating skills. According to his 

managers this transformed his approach to his job. He was 

able to significantly improve the quality and consistency 

of the information detailing the duties of individual 

postmen. He also brought to attention weaknesses in a 

computer package being introduced nationally. 

Two first line managers involved in the training of new 

postmen and young Ocadets" on YTS, set themselves the 

objective of applying S-0-L to these tasks. 

Yet another first line manager promoted in June 1986, 

committed himself to improving the "meter" section of 

which he was in charge. This involved the development of 

a detailed workplan and measures by which to evaluate 

performance against the plan. He extended his activity to 

contact with customers who posted meter franked mail and 



as a result greatly improved the way in which such mail 

was presented to the Post Office. He also used S-0-L to 

help acting and substantive first line supervisors 

understand the changes he had made and to improve the way 

postmen were familiarised with the work requirements of 

the section. In November 1986 (only two months after his 

promotion) he declined the opportunity to become an 

acting second line supervisor because he wanted to see 

through his improvement project. 

Examples of Group Learning Conversations were: 

- the acting first line managers courses (see para 

3.3). 

- the weekend workshop held at Basingstoke in july 

1986 (see para 3.9). 

- workshops held for substantive first line managers 

(see Para 

- the development of local criteria for feedback for 

learning (see para 



LESSONS LEARNT 

3.5.3 It became clear to most participants that the 

Learning Conversation is at the heart of S-0-L. I shared 

this view and Learning Conversations form the basis of 

the Person-Centred Model of Organisational Growth which I 

have developed as a result of my action research and 

which is described in Chapter 7. This section 

demonstrates the wide range of Conversations that took 

place and the quality of outcomes that resulted. The 

topics covered by the Learning Conversations were not 

chosen as part of the initial plan or imposed on the 

learners. During the Learning Conversation they were 

largely free to choose their topics and these potentially 

could have lead to S-0-L projects and suggestions which 

had no relevance to the objectives and needs of the 

Organisation. The evidence was that this seldom occurred 

and I believe initial fears of self-developed projects 

evolving well beyond job boundaries were unfounded. 

Participants demonstrated loyalty and welcomed 

opportunities to initiate their own projects and that if 

you treat people with respect and in a trustful, 
_ 

Theory Y 

way, which S-0-L does, they will-respond in a mature and 

responsible manner. This lesson, reinforced many times 

over during my action research, influenced the 

development of my Person-Centred Model Of Organisational 

Growth, in particular the TRUST conversation (see Chapter 



7). The Learning Conversations lead to clear changes in 

the models by which supervisors and managers operated, 

exposed hidden talents in some individuals and produced 

valuable improvement projects. 
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INTRODUCTION 

3.6.1 Commencing in late February 1986 a2-3 hour 

session was held every Tuesday to allow supervisors to 

raise issues of concern to themselves. The "open house" 

needs time and patience so that there really is a 

confidential facility available when the need/usefulness 

is recognised. As coaching and improved feedback for 

learning became more a normal part of the Office way of 

life, the need for such a facility should decline. Having 

said that a number of important projects were "born" 

during the "open house" sessions and involvement enthused 

a number of supervisors to want to learn more about S-0-L 

and to become more involved in general coaching. This was 



an opportunity for supervisors to learn about S-0-L in a 

purely voluntary sense whereas involvement in some of the 

other activities resulted rather more from what stage 

they were at in their career or where they worked. 

OPEN HOUSE ACTIVITIES 

EXAMPLE ONE: ORGANISATION AND CONTROL OF STAFF AT THE 

RAILWAY STATION. 

3.6.2 One project which grew out of learning 

conversations at the "open house" was a review of the 

organisation and control of staff sorting, loading and 

unloading mail bags at Reading railway station undertaken 

by a first line supervisor. Because of its position in 

the rail network, Reading railway station is one of the 

busiest outside London in terms of the numbe*rs of mail 

bags handled. This is not only because Reading is a very 

major letter sorting centre in its own right but also 

because mail bags from many other places are transferred 

between trains at the station. 

The first line supervisor was aware through experience 

that there were problems on the station. He negotiated 

himself three weeks in which to-carry out a review and 

recommend changes. As part of this review he measured the 

effects of the problems by visiting Paddington station to 



evaluate the extent to which mail bags due to have been 

off loaded at Reading had been over carried to the 

terminus. He identified that there was insufficient 

supervision on each platform and that the staff lacked 

detailed knowledge of what they had to do. His main 

recommendations were to introduce dedicated or regular 

staf f ing with a senior selected postman given a 

responsibility allowance to supervise each platform. The 

effects of the introduction of these recommendations were 

the cessation of the over carrying of mail bags to 

Paddington and an improvement in the general tidiness and 

efficiency of the station operation. 

Following the success of his station project, the first 

line supervisor became a full time coach and became very 

involved in the trial. 

EXAMPLE TWO: THE OFFICE TIDINESS PROJECT. 

3.6.3 The second major project which originated in "open 

house" sessions was one lead by a very experienced "old 

schoolu second line supervisor who saw the need to raise 

awareness of the need for tidiness and orderliness 

because he believed lack of these qualities lead to 

inefficiency and ineffectiveness; see his project 

objectives and problem description at Appendices 3.6.3.1 

and 3.6.3.2. The supervisor used various methods of 



spreading his message - attendance at supervisor 

workshops, installing Ndustbins" in work areas, Learning 

Conversations with selected staff and publicity notices. 

He was able to identify effects of his efforts in 

increased tidiness and the positive response of other 

supervisors some of whom began to include the concept in 

their personal work plans. 

As a result of his involvement with SOL, the second line 

supervisor produced: 

-a paper on what prevented other supervisors seeing 

it as a benefit which he diagnosed as "fearn. 

(Appendix 3.6.3.3) 

-a personal description of the job of a second line 

supervisor. (Appendix 3.6.3.4) 

a problem solving algorithm. (Appendix 3.6.3.5) 

a proposal for changing the promotion system. 

(Appendix 3.6-3-6) 

He found the obstacles to his own learninq were removed 

and despite being near to retirement would have been 

happy to stay on workipa. Eventually he became a full 

time coach. 



LESSONS LEARNT 

3.6.4 The "open house" proved a very effective way of 

identifying those managers and supervisors who were very 

interested in S-O-L to the extent of wanting to learn 

coaching skills. Attendance at these sessions was 

voluntary and therefore those who came were demonstrating 

particular commitment. Again this highlights the 

importance and value of operating openly and freely if 

you wish to bring out the best in People and allow them 

to develop fully. You must be prepared to take the risk 

that they will "go off at a tangentu but with the 

reassurance that the evidence shows that most do not and 

those that do quickly come back and apply what they have 

learnt to the job, ie even apparent digressions lead to 

job related improvement. The evidence produced by the 

"open house" sessions endorsed Theory Y as the most 

effective approach to managing People. The evidence from 

the wopen house" activities demonstrated how people can 

be motivated by striving to satisfy their needs, in these 

cases for fulfilment, and respond to being properly 

empowered. This influenced the make up Of my Person- 

Centred Model of Organisational Growth and, in 

particular, the MOTIVATION and COMMITMENT conversations 

as described in Chapter 7. 
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INTRODUCTION 

3.7.1. One set of measures of the effectiveness of S-O-L 

are the outcomes in terms of the impact on individuals 

and groups of supervisors as described in this section. 

Although to some degree these are subjective, they are 

also convincing in their variety and quality. All the 

activities and their outcomes were recorded by CSHL and 

the, by now, three coaches developed a coding system 

which covered the following main subjects: 

Individual learning conversations 

Group learning conversations 

Open house learning conversations 

Workshops 

SOL linked local training 

Projects 

Meetings 

Visitors to see SOL in action. 

These were then broken down into sub-topics, for example, 

there were 22 projects some of which were classified as 

initiated by the S-O-L process (eg the Mech. area 



project), some as initiated by supervisors but supported 

by the S-0-L process (eg the meter mail project) and some 

as initiated by a coach in his operational role (eg the 

Station project). These results were recorded on a 

Project evaluation Matrix, an example of which is at 

Figure 3.7.1 with further examples at Appendix 3.7.1. 

The other set of measures by which it was hoped to 

evaluate the trial were objective, statistical ones 

related to quality of service, productivity and cost 

effectiveness. In practice little or no information of 

this nature, which related to individual or supervisory 

group performance was available. It was found that the 

collection of performance information was related to 

reporting upwards through the organisation and that most 

supervisors saw such activity as something they had to do 

for others and was, therefore, if anything a hindrance to 

them rather than the help which good performance measures 

ought to be. 

ACTIVITIES 

3.7.2 There were, however, examples of supervisors 

beginning to develop objective measures which they saw as 

relevant to the activities they controlled. Such examples 

were: 
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3.7.2.1 the first line supervisor in the code/sort 

or mech. area who generated his own measures of 

performance (see para. 3.4). 

3.7.2.2 the first line supervisor in charge of the 

Ometer" section generated measures by which to 

evaluate performance against his workplan, including 

productivity measures (see para. 3.5.2). 

3.7.2.3 a recently promoted third line manager 

developed a number of controls and monitors for the 

function (letter delivery) in charge of which he was 

placed; see Appendix 3.7.2.3. 

3.7.2.4 more generally, there was evidence of 

supervisors becoming interested in tracking the flow 

of work through the different work processes which 

it was anticipated could be developed into systems 

which would produce tighter control. 

3.7.2.5 am ng the outcomes of workshops run for 

experienced first line supervisors (see para. 3.10) 

was the development of systematic personal workplans 

and ideas for ways in which they Might measure their 

work area performance in terms of quality of service 

and cost effectiveness. 



LESSONS LEARNT 

3.7.3 In some ways, it could be argued that we failed in 

our endeavour to identify and collect appropriate 

evaluation measures. This, however, could only be applied 

to the collection of statistical performance measures 

relevant to the supervisor and his work area which proved 

to be largely non-existent in the office. However, this 

had a positive aspect as it highlighted a further 

learning need which was being tackled in various ways. 

Nonetheless, performance improvement needs effective and 

relevant feedback to fuel it. On the other hand a great 

deal of more subjective but yet convincing measure of the 

success of the trial was found. After I left my post in 

Reading Letter Sorting Office as Mails and Learning 

Manager, CSHL went on to develop af ramework for 

evaluation, involving multi-perspectives and a short, 

medium and long time structure. The need for a more fully 

evolved evaluation structure involving better subjective 

qualitative criteria as well as better objective 

statistically based criteria was reported to the Steering 

Committee at Headquarters. 
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3.8 Action Research demands constant monitoring of 

activities in progress and the negotiation and 

renegotiation of individual and group needs. I saw part 

of my role as Learning Manager, to keep a watchful eye on 

all developing S-0-L projects and to resource these as 

best I could within the budget and time constraints. I 

was in constant discussion with CSHL about how their 

requirements could be best met and I was often challenged 

to expand my horizons. Results of the first six months 

lead to the evolution of the Reading project and I shall 

now go on to describe this. The success of the first six 

months allowed the National Steering Committee to not 

only support the further development of S-0-L but also to 

promote Reading as a "demo" site to be visited by 

personnel from other offices. 

INTRODUCTION 

3.9.1 In late July 1986, about half way through the trial 

at Reading, a residential weekend workshop (Friday night 

to Sunday lunchtime) was held in a hotel in Basingstoke. 

The nature of the operations and the shift working meant 



that it was not feasible to hold such an event during 

normal working hours. Those attending were 19 first and 

second line supervisors, four third line managers, five 

senior managers, four members of CSHL and four visiting 

supervisors from Edinburgh which was to become the second 

SOL trial office. The aims of the workshop were: 

1. To exchange ideas for seeding a system of S-0-L 

in Reading Post Office. 

2. To explore the functions of the second line 

supervisor in promoting this endeavour. 

3. To further develop the S-0-L appraisal package, 

see section 3.11. 

4. To use this package for evaluation of staff 

performance and as feedback for learning. 

5. To initiate and follow up *Oxk the jobm Personal 

Learning Contracts with experienced PEsD. 

6. To set up a working link between second line 

supervisors and the full tilne coach. 

7. To create strategies for Bustainilag and expanding 

S-0-L in Reading as the CSE[L team withdraw. 



THE WEEKEND ACTIVITIES 

3.9.2 The weekend was divided into eight sessions (see 

the timetable at Appendix 3.9.2) during which a variety 

of activities took place using different techniques 

including a role play based on a particular acting first 

line supervisor whose progress was proving difficult. The 

latter proved enlightening and resulted in the formation 

of a "coaching team" to develop him to the point where he 

was substantively promoted in September 1986. 

OUTCOMES 

3.9.3 The important general outcome from the weekend 

workshop was that the second line supervisors accepted 

that: 

- changes were inevitable. 

- learning from experience an the job is a skill. 

- S-O-L could contribute to the Management of the 

above two issues. 



- S-0-L coaching should be seen as part of their 

job. 

There was also a recognition that the involvement and 

support of higher management was necessary for the 

success of S-0-L. 

More specific outcomes were, recorded in the CSHL memo at 

Appendix 3.9.3, that the second line supervisors agreed 

to try to be responsible for: 

- initiating a self appraisal activity for each 

acting first line supervisor. 

- initiating learning contracts on the mfloor". 

- following these up with assistance from the full 

time coach if necessary. 

- engaging in learning conversations based on the 

feedback for learning package. 

- working with each other to exchange experiences 

and plan Opyramidu groups for first and second line 

supervisors working in dedicated work areas. 



It also became clear at the workshop that there was a 

need to provide more S-O-L support for substantive first 

line supervisors and this materialised in the form of 

three workshops held in October and November 1986 (see 

Section 3.10). 

LESSONS LEARNT 

3.9.4 The weekend workshop at Basingstoke proved to be a 

key event placed at roughly the half way point in the 

trial. It focussed attention on what should be done next 

and strengthened the commitment of those who attended. 

They accepted that they had essential roles to play in 

the further development of S-O-L and agreed specific 

actions they would take on return to the workplace. The 

workshop also provided an opportunity to review and 

refine the very important Feedback for Learning package 

(see para 3.11) which was seen as the "motor" for future 

activity. It was also at this workshop that the idea of 

providing more S-0-L support for substantive first line 

supervisors was agreed. The workshop was both a learning 

experience for those who attended and an opportunity to 

agree future learning policy and how this should be 

managed; another example of how learninq and its 

management become interlinked. 
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INTRODUCTION 

3.10.1 As reported in para 3.9 above, about half way 

through the twelve month trial, it became clear that 

there was a need to involve more first line supervisors 

in S-0-L. At the same time it was recognised that there 

was a need to develop Work Plans for each supervisory 

duty. The latter had been made "mandatory" nationwide as 

part of the overall initiative to improve supervisory 

effectiveness of which the trial of S-0-L formed a part. 

The approach of issuing a directive tlýat Work Plans 

should be developed contrasted very markedly with the 

whole ethos of Self-Organised Learning, it was the 

epitome of "other organised". The Work Plans were 

intended to provide a functional description of the 

supervisor's duties, relevant reference information eg 

forecast volumes, staff deployment etc and a documented 

control system. 

Despite seeing examples of Work Plans developed in other 

parts of the country and having a group of visiting 

management trainees produce some specimen plans for 

Reading, the concept had not taken off with the 



supervisors who saw it as just more paperwork getting in 

the way of them doing what they saw as their job. 

WORKSHOP ACTIVITIES 

3.10.2 Three workshops for a total of 22 first line 

supervisors from different operational functions were 

held. The purposes of the workshops were defined as: 

a) to challenge long established methods of work. 

b) to allow supervisors to exchange experiences with 

each other. 

c) to develop systematic personal work plans for 

each duty. 

d) to allow supervisors to suggest Methods by which 

they could generate relevant measures of 

productivity, quality of service and cost 

effectiveness of their work area. 

e) to help supervisors offer themselves as resources 

for learning rather than "instructorsw for acting 

FEsD. 



Each workshop lasted for a week (see Appendix 3.10.2). 

The first three days involved jointly reviewing the role 

and responsibilities of supervisors covering such topics 

as: 

Accountability 

Control systems 

Information 

People management 

Appraisal 

The supervisors were also introduced to some S-0-L 

techniques such as the Personal Learning Task 

Analysis/Interview, Constructs and Learning Contracts. 

The last two days of the workshops were spent helping the 

supervisors systematically document their personal work 

methods on the job. Through this exercise the supervisors 

were encouraged to describe the actual control systems 

they used on the job no matter how intuitive. These were 

then developed by the supervisors into something which 

would effectively aid any supervisor on a particular 

duty. The typed results were then elaborated, refined and 

amended in the light of actual experience of their use. 

These aids became the subject of discussions to elicit 

the underlying "model in the headO of the originating 

supervisor and of Learning Conversations with the second 



line supervisors and the Learning Coach. The emerging 

Work Plans were subjected to discussion with second and 

third lines of management as a result of which some 

needed further development to take account of what the 

latter saw as requirements. Eventually the Personal Work 

Methods were approved as Work Plans for each first line 

supervisor duty and unlike those "imposed" from outside 

the office, they were seen as relevant and useful. 

Furthermore, it was recognised that the plans were 

dynamic and they were kept under review, updated and 

improved in the light of changed circumstances and better 

understanding. 

LESSONS LEARNT 

3.10.3 The workshops and in particular the documenting 

and refining of personal work methods was a good example 

of how the S-0-L technique of eliciting the "model in the 

head" leads to improved understanding and performance; a 

lesson carried forward into my Person-Centred Model of 

Organisational Growth, see Chapter 7. 
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INTRODUCTION 

3.11.1 The development of a local Feedback for Learning 

system to replace the nationally produced systems of 

staff appraisal which were supposedly in use, grew out of 

a number of different S-0-L activities. Firstly, the 

acting first line supervisors who had attended the 

workshops to prepare them for learning on the job , had 

learnt very well that without feedback it was not 

possible to review performance and without the latter 

performance could not be improved. In practice, once they 

were on the job, they, generally, found that either they 

got no feedback from the second line supervisor or that 

which they did get was inadequate and difficult to 

translate into performance improving action. This was 

despite the fact that a national system existed for the 

completion of a weekly appraisal form (F723) (see Figure 

3.11.1) on which the acting supervisor was due to be 

counselled each week he performed such duties. Secondly, 

and partly stemming from the above, second and third 

lines of management expressed the view that they did not 

find the national criteria of performance relevant and 

that they had difficulty in making recommendations for 

promotion etc. because they could not agree among 
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themselves. They also found completion of the appraisal 

forms "time consuming"; another example of them seeing 

things they had to do getting in the way of them 

performing their primary task rather than as something 

that helped them or added value. 

DEVELOPING THE FEEDBACK FOR LEARNING SYSTEN 

3.11.2 The start of the development of a local Feedback 

for Learning package was a series of Learning 

Conversations with the third line managers. These 

concentrated upon their ideas on what did and did not 

constitute supervisory effectiveness. Working together 

with their boss, the Letter Sorting Office Manager, they 

eventually agreed on 15 criteria spread over 5 main 

categories: 

Flair for management 

Personal characteristics 

Experience 

Common sense 

Self organised learning. 

In order to check that they had common understanding of 

the criteria, they each rated some acting first line 

supervisors and as a result were able to resolve some 

conflicts although they also highlighted some genuine 



disagreements between them. This experience was key to 

persuading this group of managers of the potential value 

of S-0-L and they agreed that the package should be 

further developed for use by the second line supervisors. 

The next stage was to let the second line supervisors try 

out the new criteria. One of the results of this was that 

they did not agree with all the criteria. During the 

weekend workshop at Basingstoke (see para. 3.9) 

additional criteria were elicited and agreed. The package 

then had 21 criteria spread over six major categories: 

Job performance 

Supervisory skills 

Organisational skills 

Communication skills 

Personal skills 

Self-Organised Learning. 

A full description of the criteria can be found at 

Appendix 3.11.2.1. The second line supervisors again 

tried out the new criteria by rating all acting and 

substantive first line supervisors. Subsequent Group 

Learning Conversations were able to further raise their 

understanding of what they judged to be effective and 

ineffective supervision. 



Using CSHL software, the results of the ratings produced 

by the second line supervisors were analysed in four 

ways: 

a) the ratings of all first line supervisors by each 

second line supervisor. 

b) the ratings of each first line supervisor by all 

second line supervisors. 

c) the ratings of all first line supervisors by all 

second line supervisors for each criterion. 

d) an average of the ratings of all second line 

supervisors on each first line supervisor. 

These analyses were used for Planning coaching 

programmes, for use in Learning Conversations, as an aid 

for reviewing coaching progress and for 

reviewing/improving the quality of feedback. They also 

highlighted patterns of weakness or lack of skill which 

could be addressed by training. Examples of the analyses 

can be found at Appendix 3.11.2.2. 

The local Feedback for Learning package was recognised to 

be easier to use and fairer. It also provided a more 

effective diagnosis of development needs than existing 
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systems. By keeping, monitoring and using records of the 

feedback it was seen that this had the potential to be 

the main motor of S-0-L activity in the future. It would 

help second line supervisors provide more effective 

support to the development of first line supervisors and 

this would lead to improved performance and it would 

provide more and better evidence for annual appraisals 

and promotion decisions. The third line manager 

responsible for administration in the sorting office 

developed a spreadsheet (Figure 3.11.2) on which to 

record the results of the Feedback for Learning along 

with individual's involvement in other S-O-L activity. 

LESSONS LEARNT 

3.11.3 The Feedback for Learning project was important in 

a number of ways: 

- it grew out of dissatisfaction with existing 

appraisal systems, an issue addressed in my proposed 

Person-Centred Model of Organisational Growth (see 

Chapter 7) 

- it ensured that there was effective feedback vital 

to the reflection which is at the heart of S-0-L. 
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- it highlighted the difference in commitment which 

comes about when people are involved in developing 

systems compared with when they are imposed from 

outside. 

- it provided a structure on which to build ongoing 

learning conversations. 

- it highlighted the importance of relevance to the 

success or otherwise of systems, activities or 

tasks. 
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INTRODUCTION 

3.12.1 One of the most striking and encouraging outcomes 

of the trial of S-O-L was the way in which it released 

the imaginative and innovative qualities of many 

supervisors who previously had not felt able or allowed 

to make suqqestions. Having said that, there were still 

difficulties in ensuring that suggestions were 

recognised, implemented, developed or rejected for sound, 

explained reasons. To try to overcome these difficulties 

and collected evidence for evaluating the trial, the 

Learning Coaches, assisted by CSHL, set Up systems for 



collecting, processing and following through suggested 

work method improvements. 

The release of imagination and innovation can also be 

seen in many of the projects inspired by S-O-L, eg 

Orderliness and Tidiness and the Station Review. 

Particularly fruitful in providing ideas to improve 

methods of work were the acting first line supervisors 

who had attended the workshops to prepare them for 

learning on the job. This process had encouraged them to 

question everything and they did so with no preconceived 

ideas or prejudices. One of these men made a number of 

suggestions in relation to the Railway Station. These 

covered matters such as how mail. bags were loaded and 

segregated on trains, duty records and re-scheduling 

staff. Other suggestions were made about collection 

routes and contingencies against delays. Another 

supervisor suggested improvements to the operation of the 

Recorded Delivery service which had national 

implications. 

LESSONS LFARNT 

3.12.2 There is much evidence in the outcolftes of the 

trial of S-O-L, not only in the BuIlgestions made, that it 



made supervisors aware that they had both the ability and 

the responsibility to be imaginative and innovative. 
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INTRODUCTION 

3.13.1 In section 2.6 of my Literature Review I have 

described Systepas 7, the management of learning model 

which Thomas and Harri Augstein developed largely as a 

result of their involvement in the trial of S-O-L at 

Reading Head Post Office; Systems 7 is shown at Figure 

2.6.5.3. During the trial there was a shift in the 

emphasis placed upon different management activities and 

this had to be managed in order to ensure that it was 

effective. At the start of the trial, managers and 

supervisors were almost entirely task focussed as was the 

environment in which they worked. This meant that, in 

effect, there was no learning or improvement activity 

with managers simply concentrating on keeping things 

going on a day to day basis. More particularly, this task 

centred approach to management treated people as "Cogs in 

a machinem in the way that the followers of Scientific 

Management had done and was based upon Theory X type 

assumptions about people. The trial of S-O-L turned the 



focus onto learning and improvement by encouraging front 

line managers to analyse and question how things were 

done and by providing vehicles and opportunities for 

change. This process also brought the people involved to 

the centre of the activities. The key element in this 

change of emphasis was the role of the Learning Coach 

because he had no specific task responsibilities. His 

role was to support individuals and groups to take 

responsibility for learning and improvement. Another key 

change was that task supervisors were identified as and 

recognised themselves as "domain experts" in which role 

they were a vital learning resource not just task 

supervisors. This became clear very early in the trial 

during the preparation of 29 new acting first line 

supervisors (PED) for learning on the job (see 3.3) when 

experienced managers were used as learning resource. The 

third new management element introduced during the trial 

of S-0-L was that of Learning Manager. Placing this 

responsibility with the senior operational manager helped 

ensure that learning had a higher priority and, also, 

that the more person centred, Theory Y approach began to 

be applied'throughout the organisation. As Learning 

Manager I had to cover a range of activities: 

-a general S-0-L strategy 



- use of S-0-L resources - staff/ 

techniques/equipment. 

- establishing priorities and timetabling 

activities. 

- coaching resources. 

- relating S-0-L activities to the management of 

operational plans and activities. 

- regular meetings at all levels to review policy. 

- access to data. 

- S-0-L feedback reporting system. 

- allocation of resources and costing of S-0-L. 

One of my key tasks as Learning Manager was to "protect" 

the trial of a more person centred approach in a general 

business environment which was still largely based upon 

Theory X assumptions both within that part of the Post 

Office in which the trial took place and in the wider 

context. The learning management structure developed 

during the trial at Reading became the model for 

introducing S-O-L at other sites around the country and I 



have built my Person-Centred Model of Organisational 

Growth into it (see Chapter 7). 

LESSONS LEARNT 

3.13.2 The trial clearly demonstrated that learning needs 

to be managed like other activities and that the function 

needs to be spread throughout the organisation. Just as 

learners must take responsibility for their own learning, 

so all managers must take responsibility for the 

management of learning within their domain. It is also 

clear that the management of learning is itself a 

learning process. 

Cglgý*E3EZAAIý Ir JE: PORLIJW IPIEZ(DM '-L'JHE: 
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3.14 The trial of S-0-L demonstrated that: 

a) people have the capability and willingness 

to learn and innovate and they will, if allowed, 

take responsibility for their actions and their 

learning. 



b) whilst such a trial needs some starting 

points, there must exist the will and the courage 

to let things develop. 

c) evidence shows that people do not abuse the 

freedom and increased responsibility by spending 

time on irrelevauces. 

d) the Oparadigm shiftu can be accomplished 

both in individuals and groups. 

e) coaching can become a line function and that 

line managers will readily recognise this. 

f) supervisors become more effective appraisers 

when they have been involved in producing the 

. performance criteria. 

g) learning needs to be supported. 

h) the management of learning is a 

responsibility throughout the management structure 

and to itself a conversational learning process. 

J) learning is a major activity in its own 

right and tying it to acme other activity in order 

to apparently give it more credibility should not be 



necessary and can be counter-productive in the 

longer term. 
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INTRODUCTION 

3.15.1 In 1986 the Post Office underwent a major 

reorganisation. Up to that point it had comprised two 

main parts, the Post Office which provided letter, parcel 

and counter services, and Girobank which provided banking 

services via Post Office Counters and the letter service. 

The reorganisation involved dividing the main body into 

three separate businesses covering its principal 

functions, Royal Mail Letters (now simply called Royal 

Mail), Royal Mail Parcels (now called Parcelforce) and 

post office Counters. The rationale for this change was 

that the three functions were in very different markets, 

communications and advertising (direct mail), 

distribution and retail and financial services 

respectively and as such required dedicated management. 

Previously, at local level, the Head Postmaster had been 

responsible for the provision of all three services and, 



on balance, the two smaller ones, parcels and counters, 

had probably suffered as a result. 

THE EFFECT OF THE REORGANISATION ON HE 

3.15.2 As Head of Operations for the Reading Head Post 

Office area, I was responsible for the letter services. 

had been doing this job whilst someone else was managing 

the planning, construction and equipping of a major new 

mechanised letter sorting office for Reading. As this 

project was drawing to a close, it was clear that I would 

not be appointed to the equivalent post in the new Royal 

Mail Letters business. Of particular disappointment to me 

was that this effectively meant I would also not be able 

to carry on as Learning Manager for the twelve month 

trial of Self-Organised Learning. The change also 

involved the appointment of a new Head Postmaster who 

displayed little empathy for S-O-L; his assumptions about 

people seemed to be Theory X in their nature. Although 

there was the possibility of taking up another post with 

Royal Mail Letters, I decided to join the new parcels 

business as manager of the large mechanised sorting 

centre which had opened about twelve months earlier on 

the outskirts of Reading and adjacent to the motorway 

network. My main reason for making this decision was that 



I wanted to remain in direct operational line management 

which I enjoyed and which afforded me the best 

opportunity to continue developing my ideas on improving 

supervisory/managerial effectiveness and, in particular, 

to learn more about and practice S-0-L. 

THE EFFECT OF THE REORGANISATION ON THE TRIAL OF SELF- 

ORGANISED LEARNING 

3.15.3 The implementation of the reorganisation and my 

move to Royal Mail Parcels took place about two thirds of 

the way through the twelve month period of the trial of 

Self-Organised Learning at Reading Head Post Office. 

Although the trial ran its full course, and some of the 

S-O-L activities, eg the workshops for substantive first 

line supervisors, took place entirely after I had ceased 

to be Learning Manager, it suffered from the fact that 

those who replaced me in this role had less understanding 

of and commitment to it. In particular, the Learning 

Coaches found they received less support and therefore it 

was harder to organise and resource activities and there 

was a tendency to be more directive in the activities 

undertaken rather than allowing them to evolve, ie more 

"other* rather than "self" organised. After the trial and 

the departure of CSHL, the level of formal S-O-L activity 

declined although I am sure it continued to affect the 

lives of a number of those who had been involved. 



MY REFLECTIONS ON THE TRIAL OF SELF ORGANISED LEARNING AT 

READING HEAD POST OFFICE 

3.15.4 When I first learnt of the idea of Self-Organised 

Learning, I saw that it fitted very well into what I 

wanted to achieve as Head of Operations; this was to: 

- empower all supervisors to make the fullest 

contribution possible. 

- enable managers and supervisors to stand back and 

reflect upon what we were doing and to find ways of 

improving it. 

- change the culture or atmosphere from an 

autocratic one, to one in which people felt 

supported and encouraged. 

- enable supervisors to develop personally to 

fullest extent possible. 

- to improve overall performance in terms of cost 

and quality and to have measures of this which the 

supervisors found relevant to their jobs. 



- to improve the assessment of individual 

performance and how these assessments were used to 

help supervisors improve. 

I embraced the principles of S-0-L with enthusiasm but 

remained unsure as to how it would be maintained after 

the trial was completed and the considerable input from 

CSHL was withdrawn. Could it be absorbed into the very 

fabric of the organisation or would it require special 

support and, if so, would it, like so many initiatives, 

wither as management attention moved onto something else? 

Looking back on my involvement in the trial, even at this 

distance in time, I am very excited about what took place 

and the impact on individuals and groups and about the 

improvement activities which were initiated. Lessons 

which I learnt personally were: 

- that my general attitude and approach to managing 

people, whilst counter to the prevailing Theory X 

style, was valid. I set out how the justification 

for my belief that improved supervisory 

effectiveness would come from increased acceptance 

of personal responsibility in the widest sense in a 

paper I wrote in May 1986, looking forward to the 

future in Royal Mail Parcels; this is at Appendix 

3.15.4.1. 



- that 1, and others, could acquire the skills to 

help people learn. 

- that, frequently, all 1, and others, needed in 

order to clarify what we wanted to do and how, was a 

structured conversation with someone skilled in 

listening and guiding without telling. 

- that such activities required consistent and 

public support from the "top*. 

- that I needed to structure and organise myself in 

how I managed. Support of S-0-L had to be positive 

whilst allowing those involved to become "self- 

organised". 

- that I was still not convinced that such an 

initiative as S-0-L could take on "a life of its 

ownw and I was not sure what structure was required 

to support it. At the time I was about to transfer 

to Royal Mail Parcels, I proposed one idea for the 

latter which involved setting up a Staff Development 

Section; this is described more fully in the paper 

wrote in June 1986 which is at Appendix 3.15.4.2. 



- that I also needed to think in leadership terms, 

promoting a new vision for my office, transforming 

it to be concerned with Total Quality and enabling 

effective team learning activities throughout. 

My involvement in the trial of Self-Organised Learning at 

Reading Head Post Office contributed significantly to the 

development of my Person-Centred Model for Organisational 

Growth which is fully described in Chapter 7. In 

particular, it demonstrated: 

- the capacity of individuals and groups to learn 

and grow which is not being effectively harnessed to 

organisational goals. 

- the need to provide effective support and 

management processes for learning and growth. 

- that individuals and groups respond positively to 

being allowed their appropriate share of 

responsibility. 
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4.1 As described in Chapter 3.15,1 transferred to Royal 

Mail Parcels (subsequently renamed Parcelforce) in 1986 

following the reorganisation of the Post Office into four 

separate businesses. The biggest difference between my 

responsibilities as Head of Operations (Letters) and 

Manager of the Reading Parcel Sort Centre was the scale 

of the operations involved. In the former position I was 

responsible for 1500 to 2000 people in largely hand 

sorting, sorting offices throughout central and west 

Berkshire, whereas, in the latter, I was responsible for 

about 200 all in one, more highly mechanised location 

which cost E15 million pounds for site, building and 

equipment. This meant I was more involved in day to day 

activities and was able to get to know and be known by 

all the people involved. 

In 1986, the Reading Parcels Sort Centre had been open 

for one year and processed parcels Posted and for 

delivery in Berkshire and Oxfordshire. To do this it: 

- collected posted parcels from sorting offices and 

customers I premises in the two counties.. 

- transported the parcels to the sort centre. 



- unloaded and sorted by machine, the parcels to the 

sort centres serving the rest of the UK and abroad. 

- transported the sorted parcels to the other sort 

centres and brought back parcels they had sorted and 

which were due for delivery in Berkshire and 

Oxfordshire. 

- unloaded and sorted by machine the parcels for 

delivery to the sorting offices from which they 

would be delivered to the end customer. 

- transported the parcels to the delivery sorting 

of f ices. 

This cycle of activity took place every 24 hours, 

starting early afternoon on Monday through to Saturday 

afternoon. 

In its first year of operation, the parcel sort centre 

had been managed by a man who had been "brought up" in 

the autocratic atmosphere of the "old" Reading Head Post 

Office (see Chapter 1.2). As such, he displayed Theory X 

assumptions about People and he had not encouraged much 

initiative or imagination. He advocated the "stick* as 

the most effective method of motivating people. 



Between 1986 and 1992 there were a number of significant 

changes to the function and operating methods of the sort 

centre. Chronologically these were: 

- 1987: - cessation of the national contract with 

British Rail for the carriage of parcels. This meant 

that the proportion of the parcels processed in the 

sort centre which were carried by road increased 

from about 50% to 100%. 

- 1988: - closure of the sort centre at Milton Keynes 

and the transfer of the parcels it processed for the 

counties of Buckinghamshire and Bedfordshire to 

Reading. 

- 1989: - installation of some loose loading 

equipment. Traditionally parcels had been sorted to 

either mailbags: or towable containers. This was 

expensive in manpower terms and did not make optimum 

use of the carrying capacity of the road vehicles 

used. The new equipment allowed direct sorting of 

parcels into the trailers where they were loaded 

loose rather than in containers. This allowed us to 

load twice as many parcels to each trailer compared 

with containerisation. 



- 1990: - installation of further loose loading 

equipment. 

- 1990: - closure of the sort centre at Southampton 

and the transfer of the parcels it processed for the 

counties of Dorset, Hampshire, Isle of Wight and the 

Channel Islands to Reading; this represented a 75% 

increase in workload. 

- 1991: - the closure of the sort centre at Brent 

Cross, NW London and the transfer to Reading of the 

parcels it processed for Middlesex and West and 

North West London. At the same time, parcels for 

Oxfordshire and Bedfordshire were transferred to 

sort centres in Birmingham and Peterborough 

respectively. 

In 1994 the Reading Sort Centre, now under a new manager, 

again underwent a major change. It became the first sort 

centre to handle both the traditional standard parcels 

and those due for guaranteed delivery next day. 

The principal management task throuqhout was to sort the 

parcels to the correct destinations by the set deadlines 

at the lowest possible unit costs. Althouqh the operation 

was me chanised, success depended mainly on the 

performance and contribution of People. 
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4.2.1 Frain feedback I received from employees at the time 

I took over, from the evaluation conversations I had with 

the three shift managers who also worked for him (see 

Chapter 6.10 - 6.13) and the performance of the sort 

centre, I believe it would be fair to say that the 

approach of the first manager of the sort centre had been 

unsuccessful. Given my approach to management and the 

lessons I had learnt from my involvement in the trial of 

Self-Organised Learning in Reading Head Post Office 

(Chapter 3), 1 planned to run things differently. I felt 

that the much smaller size of the operation would make it 

easier to impact on the whole rather than parts. The 

general approach that I had in mind was set out in the 

paper headed wImproving Supervisory Effectiveness in 

Royal Hail Parcelow dated 15 Hay 1986 which can be found 

at Appendix 3.15.4.1. My plan was to encourage, support 

and develop the supervisory team with the expectation 

that this would lead to a more Theory Y based approach to 

people and improved performance for the whole unit. 

4.2.2 In this chapter I shall describe the first two of 

four phases of a programme of Action Research which I 

carried out between 1986 and 1992; phases 3 and 4 are 



described in Chapter 5. In my Literature Survey (Chapter 

2.7.3) 1 summarised the features of Action Research and 

these are repeated below with my comments on them in 

relation to my programme of Action Research: 

- it is Collaboration between researcher and 

subject: as Manager of the Sort Centre I was both 

researcher and subject in this programme. Other 

subjects were the members of my management team and 

Parcelforce both locally in Reading and nationally. 

The evidence I shall produce will demonstrate 

collaboration with each of these subjects. 

- ir has a shared purpose: whilst there were some 

differences about means between mYSelf, as 

researcher, and the organisation, as subject, we 

shared a common purpose of seeking to improve 

organisational performance through more effective 

management. 

- it takes place in real, Ongoing situations: the 

situation, an operational parcels sort centre, in 

which the research took place was very real and 

ongoing beyond the end of the programme of Action 

Research. 



- it produces benefits for both researcher and 

subject: I evaluate the benefits of both the four 

phases of my Action Research in Parcelforce and the 

earlier trial of Self-Organised Learning in Reading 

Head Post Office (Chapter 3) in Chapter 6. 

- it is a learning process: the results of my Action 

Research will show individuals, groups and the 

organisation learning and improving their 

effectiveness. This thesis demonstrates that the 

Action Research has been a significant learning 

process for me as manager, researcher and person. 

- it is a CONVERSATIONAL process: the programme of 

Action Research has been "conversational" in a 

number of ways: 

- it has involved working together with different 

suppliers of learning opportunities. 

- it has involved working with Parcelforce at a 

national level. 

- it has involved the use of Learning 

Conversations. 

- it has involved the sort centre management team 

working together. 

- it has involved reflection on and review of what 

has taken place in order to learn how to do the 

next thing better. 



4.2.3 PhaBeB 1 and 2 of my programme of Action Research 

are very. contrasting both in content and duration. Phase 

1 lasted from my appointment as Manager of the 

Parcelforce Centre in the summer of 1986 until late 1989. 

During this period I endeavoured to use an S-0-L approach 

to the management of those who worked for me and received 

very little external support. There were three main 

elements to this phase: 

- an attempt to replicate the trial Of S-O-L in 

Reading Head Post Office (Chapter 3) through the 

appointment and use of a learning coach. 

-a period when I tried relying solely on my own 

management style. 

-a period when I was seconded to Parcelforce 

Headquarters which allowed me to reflect and review 

and lead to the implementation of Phase 2. 

Phase 2 occurred during 1990 and took the form of an 

integrated Management Development and Productivity 

Programme which had the support of Parcelforce 

Headquarters and involved three learning opportunities: 



- productivity improvement supported by the Harry 

Mitchell College. 

- the Introductory Certificate of the National 

Examination Board for Supervisory Management 

supported by the Thames Valley College. 

- Self-Organised Learning supported by CSHL. 
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4.3 In the following sections I will describe how I used 

an S-0-L approach to the management of those who worked 

for me between 1986 and 1989. This will cover: 

4.3.1 the appointment and use of a Learning Coach. 

4.3.2 reflections on the impact Of may managi3ment 

gstyle. 

4.3.3 a period of reflection and review. 

Initially I hoped to retain a link with the trial of 

S-0-L taking place in Royal Mail Letters (Chapter 3) and 

in particular with CSHL. My paper "Improving Supervisory 



Effectiveness in Royal Mail Parcels" engendered some 

interest in the new Business' training function and I was 

initially encouraged to develop my ideas (see the letter 

dated 4 December 1986 at Appendix 4.3.1). The Head of 

Training for Royal Mail Parcels had, for a time, been a 

member of the National Steering Committee for the 

national trial of S-0-L. As a result of this I was able 

to secure a place on one of the national S-0-L Coaching 

Workshops for one of my staff to learn the skills 

required of a Learning Coach. At this stage I envisaged 

replicating the pattern of activity that had proved so 

successful during the twelve month trial in Reading Head 

Post Office. 

In her letter of 4 December 1986 (Appendix 4.3.1), the 

Head of Training for Royal Mail Parcels indicated that it 

was the intention "to encourage other PCos (Sort Centres) 

to adopt the (S-O-L) approach". However, at the same time 

the Business was developing a "Parcels Supervisory 

Management Training Programmew and was proposing to 

appoint ulocal trainers" at District Office level (see 

the description of the role of local tutors at Appendix 

4.3.2). The plan was that as much as possible of the 

management training aimed a first and second line level 

should be carried out at District level. This would be 

done through the local trainer working to centrally 

prepared but locally adapted tutor briefs. This was an 



indication that the Business was intending to introduce 

largely wother" rather than "self" organised learning. 
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4.4.1 1 adopted a similar method of appointing a Learning 

Coach as I had used for the trial in Reading Head Post 

Office. I invited all operational supervisors to 

volunteer (see my minute of 7 January 1987 at Appendix 

4.4.1). Whereas before the commencement of the trial in 

Royal Mail Letters, only one out of about 70 supervisors 

volunteered to become the coach, three out of only twelve 

supervisors volunteered to become the coach for the 

parcels sort centre. I think that this difference was due 

to number of factors: 

4.4.1.1 although none of the supervisors had been 

directly involved in the trial they were aware of it 

and knew, and had talked to, others who had. 

4.4.1.2 because of the much smaller number of 

supervisors involved, I was able to talk to each of 

then and answer their questions. 

4.4.1.3 the cOncePt was no longer so new and 

unknown. 



Actually selecting the coach was quite difficult, because 

none of the three candidates was completely suited to the 

role. Two were second line supervisors (Shift Managers) 

who, at that time, still adopted an autocratic, Theory X 

approach. The better of the two saw becoming the coach as 

an opportunity for him to be able to "tell" his 

colleagues how to run the operation because he felt he 

knew best. The third volunteer was a first line 

supervisor who had shown some interest in "training" and 

who was probably attracted by the prospect of temporary 

promotion and to get away from the day to day pressures 

of supervision. On balance, I decided to appoint the 

first line supervisor on the grounds that I felt he would 

be more likely to learn the new approach. He attended a 

national Learning Coaches workshop during April 1987. 

LESSONS LEARNT 

4.4.2 The main lesson I learat from this process was that 

it would not always be possible to find somebody suitable 

to be a Learning Coach outside the line of command. 

Eventually this lesson contributed to the development o 

my view that coaching should be-the responsibility of 

line managers, 



S-0-L ACTIVITIES 

4.4.3 1 lacked the benefit of the Learning Conversations 

with CSHL to help in devising an initial action plan in 

the way I had done the start of the trial of SOL in 

Reading Head Post Office (Chapter 3-2). However, with the 

Learning Coach, I identified two specific learning needs. 

Firstly, there was a small group of acting first line 

supervisors whose learning needs appeared to be very 

similar to those of the equivalent group in Royal Mail 

Letters who had taken part in the workshops (Chapter 

3.3). Secondly, there was one particular first line 

supervisor whose performance was considered 

unsatisfactory and who, therefore, seemed a good choice 

for offering the help that S-O-L could bring. 

OUTCOMES 

4.4.4 Neither of these initiatives proved particularly 

successful. I believe that the reasons for this were: 

4.4.4.1 the learning coach was not adopting a true 

S-0-L approach being more inclined to *train' rather 

than support learning. 

4.4.4.2 1 did not provide BufficierLt support and 

involvement. 



4.4.4.3 other members of the management team were 

not involved, did not understand and were not 

convinced of the potential benefits. 

4.4.4.4 the general style of supervision remained 

autocratic and based on Theory X assumptions, and in 

so far as any of the acting first line supervisors 

and the single first line supervisor, absorbed and 

understood anything about S-O-L, they could not see 

its relevance to their normal work domain. 

4.4.4.5 1 allowed the major operational changes 

(described in section 4.1.2) to dominate activity at 

the expense of developing further the use of a 

learning coach. 

LESSONS LEARNT 

4.4.5 The lessons I learnt from this rather unsuccessful 

first attempt at using S-0-L in Royal Mail Parcels were: 

4.4.5.1 that a learning coach needs a lot of support 

in the early days. In the trial in Reading Head Post 

Office, this was provided both by myself but to a 

very large extent by CSHL. 



4.4.5.2 other people, not directly involved in the 

S-0-L activity need to be aware of what is happening 

and, if not positively supporting it, at least, not 

opposing it. 

4.4.5.3 it is necessary to have a Theory Y type 

environment which is conducive to the development of 

S-O-L. This was created during the trial in Reading 

Head Post Office by the speed with which many 

supervisors became involved. In the early days of 

Royal Mail Parcels, the introduction was much more 

low key. 

4.4.5.4 1 lacked the confidence of knowing that what 

I was doing was part of a national initiative. 

Although there had been an indication of Business 

support for using S-0-L, this support never showed 

itself in any positive form. I should have sought 

the guidance of CSHL but was not sure that I could. 
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INTRODUCTION 

4.5.1 For a number of reasons, I abandoned the idea of 

attempting to repeat the activities of the trial of S-O-L 

in Reading Head Post Office. The reasons were: 

4.5.1.1 a recognition that the learning coach was 

probably not suited to the role. 

4.5.1.2 1 needed to develop greater acceptance of 

the benefits of an S-0-L approach amongst my 

management team. 

4.5.1.3 the changes taking place in the Business 

generally but at the Reading Sort Centre in 

particular (see section 4.1-2) diverted my attention 

and eventually lead to the learning coach being 

fully occupied in training new and existing staff in 

basic parcel handling sorting skills. 

Despite the disappointment of this early "failure" in my 

use of Self-Organised Learning in Royal Mail Parcels, I 

remained committed to a Theory Y management style which 

involved: 



- encouraging others to accept responsibility for 

making the fullest possible contribution and solving 

their problems. 

- consulting as fully as possible with members of my 

management team, trade union representatives and 

staf f. 

- delegating authority to the fullest extent that 

members of my team were prepared to accept. 

- offering consistent support and encouragement to 

individuals and groups. 

ACTIVITIES 

4.5.2 My main activity during the period between the 

early attempt at using a learning coach and 1989, was to 

live my Theory Y management style as consistently as I 

could and to encourage other members of my team to adopt 

a similar style. The latter proved difficult because some 

members of the team had adopted an autocratic approach 

for many years and tended not to consult and inform 

others of what was happening. It i5 probable that this 

great contrast in styles was one of the reasons why it 



took so long for the more Odemocratic" style to be 

accepted. Specific actions I took were: 

4.5.2.1 to consult with team inembers before reaching 

important decisions. 

4.5.2.2 to support and encourage team members in 

trying out their own solutions to the problems and 

decisions they faced. This process involved helping 

then to clarify: 

- their JVRPOSE - what it was they intended to 

do. 

- their STRATEGY - how they intended to do it. 

- the OUTCOME - what they expected the result 

to be . 

- REVIEW of what theY had done and lessons 

learnt. 

4.5.2.3 to establish regular COMMunication and 

liaison between the different functions within the 

sort centre, ie sorting, transport, plant 

maintenance, vehicle maintenance, training and 

administration. This took several forams: 



-a daily meeting at 8- 30cam to revjew the 

preceding 24 hours and plan for the next 24 

hours. 

-a weekly mizeering to review productivity 

performance and staffing and agree plans for 

the next week. 

-a monthly meet-ing of the whole management 

reaju. 

4.5.2.4 to encourage cross functional teamworking 

through means such as those described at 4.5.2.3 and 

by general encouragement and by challenging 

instances of poor or non-existent teamwork. 

4.5.2.5 to adopt a sympathetic and listening 

approach to staff. I walked the work areas of the 

sort centre on a regular basis, and made myself 

available and approachable for all staff. I 

endeavoured to follow up all suggestions or queries 

and to feedback results as promptly as possible. I 

was more sympathetic towards personal problems and 

matters such as time off to deal with them than had 

been traditional. I believed that, in general, we 

treated operational staff differently to office 



staff in the latter respect and found this 

unacceptable. 

4.5.2.6 to encourage and therefore much reduce, the 

correct use of the Discipline Code. I "preached" the 

view that, in the majority of cases, if we had to 

use the discipline code we had failed as managers 

and that its use was not appropriate in cases 

involving unintentional mistakes. 

4.5.2.7 to develop constructive relationships with 

local trade union representatives. Building upon the 

lessons I had learut during my time working in 

Reading Head Post Office (Chapter 1.2.5), 1 

consulted very fully with the representatives, took 

account of their views often adopting their 

suggestions and developing clear guidelines on what 

was and was not acceptable to both sides. I saw it 

as appropriate and beneficial to ensure that the 

representatives shared responsibility for plans and 

actions in the sort centre. 

4.5.2.8 1 produced personal and unit action plans in 

order to clarify what I and my team were planning to 

achieve (examples from January 1991 and 1992 are at 

Appendix 4.5-2). This had the effect of: 



- clarifying our purposes. 

- providing something against which to measure 

progress. 

- rezLinding us of what we planned to do when 

pressures from elsewhere tended to drive us off 

course. 

OUTCOMES 

4.5.3 Given the nature of a personal management style it 

is difficult to identify specific, measurable outcomes. 

However, I was able to observe the impact of the 

activities I have described in paragraph 4.4.2.3 even 

whilst being deeply involved in them. The response of 

team members to being consulted on decisions and being 

given the freedom to try their own solutions to problems, 

varied; this is reflected in greater depth in the 

evaluation conversations I held with my management team 

and which are described in Chapter 6.10 - 6.13. The range 

was from one second line supervisor who was immediately 

ready to offer advice and suggestions and who was not 

afraid to back his own judgement, to one of his 

colleagues who appeared to want to remain in a Theory X 

environment in which he "did as he was toldn and in 

which, if he made a mistake he was admonished rather than 



helped to learn lessons from them. In more general terms, 

I found that the team dealt with crises more effectively 

and imaginatively as time went by and I believe that this 

resulted from the confidence they had gained from seeing 

their own solutions implemented successfully and from the 

fact that they had learnt to consider the wider 

consequences of what they were doing, to be imaginative 

and to seek and use ideas from other people. The more 

effective management of crises was particularly evident 

on the occasions when extra work was taken into the sort 

centre - in 1988 on the closure of Milton Keynes, in 1990 

on the closure of Southampton and in 1991 on the closure 

of NW London. On each occasion, mainly for reasons beyond 

local control, the change took place during the Autumn 

which is our busiest period. On each occasion, the change 

was not as smooth as we had planned but it was the 

efforts of the local team which brought the situation 

back onto an even keel with little or no constructive 

help from elsewhere. The circumstances and consequences 

of the timing of these changes was not recognised by the 

Business. 

The range of meetings designed to maintain teamworking 

among the different functions ran. throughout my period in 

charge of the sort centre. In the first two or three 

years, until he was promoted, I designated the 



Engineering Manager as my deputy. This was unusual for 

two reasons: 

- the tradition was to designate somebody from the 

operational function. 

- at the time, the Eugiueeriug Hauager was au 

employee of Royal Mail Letters. We "bought' the 

services of himself aud his teajn of eugiueers ou au 

iuter-busiuess coutract. 

However, I regarded him as the best qualified person to 

manage the sort centre in my absence and I saw it as a 

way of emphasising the importance I placed on cross 

functional working. Some endorsement of my judgement-can 

be found in the fact that he is now Head of Engineering 

for Parcelforce. 

Whilst I would not claim that relationships within the 

unit were perfect, I have had many, unsolicited, verbal 

statements from individuals and from trade union 

representatives as to the Positive effect of my endeavour 

to create a non-autocratic atmosphere. In particular, 

constructive relationships were firmly established with 

local trade union representatives. 



LESSONS LEARNT 

4.5.4 1 learnt two main lessons during this period up to 

1989: 

4.5.4.1 firstly that a more "democraticu, Theory Y 

style of management worked for me and that I was 

neither suited nor capable of adopting any other on 

a sustained basis. 

4.5.4.2 secondly, that I needed to do inore than 

simply set a good example, if I was to change the 

way all my team managed and supervised. 

On a more personal level, I-learnt, durinq a Period of 

reflection which I will describe-next, that I had to be 

more courageous and confident in-pursuing what I believed 

to be the correct course. In the development of my 

person-centred model for organisational growth (see 

Chapter 7), this period showed me the importance of 

having an empathic environment in which to operate. 
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4.6.1 In February 1989 1 was invited to work in the 

Headquarters of Parcelforce for a period. One of the 

Assistant Directors (Operations) had been withdrawn to 

manage a major project and I was asked to cover most of 

his responsibilities for the period. I accepted the 

invitation reluctantly for two main reasons: 

4.6.1.1 1 did not want to be away from my job as 

manager of the Reading Sort Centre for which I had 

plans in particular in relation to supervisory 

effectiveness. 

4.6.1.2 1 did not want to become involved in daily 

commuting to London. 

4.6.2 1 did not enjoy the seven months I spent at 

Headquarters for the reasons listed above and because I 

did not enjoy the work I was asked to do which tended to 

be long term policy making which rarely seemed to come to 

a satisfactory conclusion. However, this period did give 

me an opportunity to reflect from a distance on what I 

had and had not achieved as Manager Of the Reading Sort 

Centre and how I had done so. This eventually crystalised 

into the following conclusion: 



4.6.2.1 1 must be more open about my intention to 

help supervisors improve their performance. 

4.6.2.2 1 must be more courageous in pursuing my 

intention to help aupervisors. 

4.6.2.3 1 must be more structured in providing help 

to supervisors. 

These conclusions, particularly the first and third, 

played an important part in the development of my Person- 

Centred Model of Organisational. Growth as described in 

Chapter 7. 
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4.7 In October 1989 1 returned from my spell of working 

in Headquarters with a determination to pursue the needs 

I had identified (Chapter 4-6). 

My PURPOSE was to create an atmosphere in the Sort Centre 

which ensured that improvement and development was 

regarded as an important but normal part Of working life. 



My STRATEGY was to win the support and commitment of the 

members of my team to my purpose and to demonstrate my 

own determination and commitment by delivering learning 

opportunities and ensuring that the organisation was 

sufficiently robust to bear the strains that this would 

produce. 

As reported in Chapter 4.6, in 1989 1 recognised that I 

needed to be more open about my intention to help 

supervisors improve their performance. I realised that if 

the improvement were to be approached in a "self- 

organised" way, the supervisors must first acknowledge 

that they had a need for it, in other words I needed to 

win their support and commitment. My strategy for 

achieving this was to explain my plans to them at a team 

meeting and to ask them whether they wished to 

participate. More informally I also talked to individuals 

about my plans in order to "sow the seed". The meeting 

took place on 13 November 1989 and its outcome is 

summarised in my minute of 17 November 1989 which is at 

Appendix 4.7-1. 

At the meeting I endeavoured to set my proposals in a 

general context of limprovementn by exposing the team, 

for the first time, to the concept of Total Quality 

Management. In using the word nimprove" I had in mind the 

definition o be enhancedw 



which I believe can also be used as a definition for 

learning. I used the concept of Total Quality Management 

to highlight the goalg that we ought to be aiming for, 

ie: 

- meeting agreed customer requirements. 

- getting it right first time. 

I asked the team if they believed that we could improve 

the performance of the sort centre and, if so, how? The 

team agreed that we could bring about improvement by 

increasing our effectiveness. as a team and as individual 

members of it. The team committed themselves to 

participate in development activities to this end. 

I also exposed the team to the idea that everybody has to 

accept responsibility for their learning because if we do 

not see the need or want to learn, it is most unlikely 

that we can be taught, ie Self-Organised Learning. 

Having won the commitment of the members of my team, I 

went on to try to demonstrate my own by offering a range 

of learning opportunities and by ensuring the 

organisation was capable of allowing these to be 

exploited. 

The initial learning opportunities that I identified, 

were a combination of initiatives being pursued by 



Parcelforce as a business and others which I proposed to 

create locally. Parcelforce was moving to a position in 

which all new first line supervisors had to obtain the 

Introductory Certificate of the National Examination 

Board in Managerial and Supervisory Skills (NEBSM) before 

permanent appointment. It was also possible for existing 

permanent managers to obtain both the Introductory and 

Full Certificates. Parcelforce had also developed a 

number of interactive videos on subjects such as 

effective teamwork and learning to listen. Locally I 

committed myself to create opportunities which would use 

techniques and ideas that I had learnt from my 

involvement with Self-Organised Learning. I also promised 

that if training needs were identified that could not be 

met within the sort centre, then I would endeavour to 

arrange for them to be met elsewhere. 

A further lesson I had learnt from my involvement in the 

trial of S-0-L in Reading Head Post office was that 

activities often could not proceed because managers could 

not be released from the duties because cover could not 

be provided. This was also frequently a barrier to 

"withdrawingm managers to undertake special projects. I 

decided that I must mitigate the impact of this problem. 

To do so I made a case for an additional "reserve" first 

line manager. My minute dated 16 November 1989 addressed 

to my boss, the District Manager, sets out my 



justification for the extra post: a copy of the minute is 

at Appendix 4.7.2. My confidence in the benefit that 

would accrue from this investment of additional resource 

was shown by the fact that I did not request budgetary 

provision, believing that it would be financed through 

improved performance. The extra post was approved and 

filled. 

At about the same time as I was winning the support of my 

team and strengthening the organisation to allow more 

learning activity, I was visited by two representatives 

of the training function who were trying to create 

interest in some of the courses being run at the Post 

Office College in Cardiff. We had a long discussion on 

the learning needs of my management team and some 

initiatives which Parcelforce were developing. The 

conclusion of the discussion was that there would be 

mutual benefit in trialling Parcelforce HQ's initiatives 

in Reading. As a result my offer of Reading as a site at 

which to hold the trial was accepted; see the 

correspondence at Appendix 4.7.3.1 was conscious that 

some of the programme that would be put together for the 

trial was likely to be, at least partially, mother 

organised". Despite this I saw it as an opportunity that 

could not be missed given the funding it would provide 

and the clear confirmation of the delivery of my 

commitment to my team that it demonstrated. In particular 



it meant that I would be able to work once again with 

CSHL in developing the use of S-0-L. So, a combination-of 

my own plans and those of Parcelforce HQ resulted in a 

major programme of supervisory development. 

In drawing up their ideas for a Management Development 

and Productivity Improvement Programme to be trialled at 

Reading, Parcelforce HQ had the experience of an earlier 

attempt at the sort centre in North West London. This had 

comprised two elements: 

- the NEBSM Introductory Certificate. 

- some productivity improvement training 

provided by consultant industrial engineers who 

were not "trainerso. 

HQ felt that this programme could be improved by 

employing the Harry Mitchell College of the Chinal 

Consulting Group to provide a more professional training 

approach to the productivity element and also were keen 

to overlay the whole programme with the Self-Organised 

Learning approach. 
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PLANNING ACTIVITIES - THE OVERALL PROGRAMME 

4.8.1 The principal measurable benefit which it was hoped 

to gain from the Management Development and Productivity 

Improvement Programme was an improvement in productivity 

in the sort centre in terms of parcels handled per man- 

hour. With this in mind, and their experience in putting 

programmes together, the Harry Mitchell College was 

charged with coordinating the planning of the programme. 

The first main event was a workshop held on 15 March 1990 

at which the programme was discussed and the agenda for 

which is at Appendix 4.8-1-1. Those attending the 

workshop were: 

- Parcelforce HQ - Training division 

- Parcelforce HQ - Productivity Services 

Harry Mitchell College 

Thames VallsY College (now University) - 

NEBSM 

- Centre for the Study of Human Learning 

- Myself. 



At the workshop it was agreed that the main elements of 

the programme would be: 

- the NEBSM Introductory Certificate 

- Productivity Improvement 

- Self Organised Learning 

In addition it was hoped that a computerised simulation 

of the sort centre would be available for use in the 

programme; in practice this did not happen due to 

programming delays. Also being developed was a 

computerised production control system which was designed 

to provide productivity feedback to supervisors on a work 

area and daily shift basis. The latter was eventually 

introduced but only toward the end of the programme. The 

whole programme was to be set in the context of Total 

Quality Management which the Post Office in general, and 

Parcelforce in particular, had adopted as the way 

forward. 

As a result of the workshop held on 15 March 1990, it was 

agreed that the programme would run from 30 April to 4 

August 1990. This time span was dictated by the number of 

weeks required to complete the NEBSM Introductory 

Certificate. A detailed schedule of activities was drawn 

up and a copy of this is at Appendix 4.8.1.2. This 

schedule did not include any specific S-0-L activity as 



7, 

the latter was seen as supporting the whole learning 

which was to take place through the other elements of the 

programme. Although there were some events scheduled 

during the currency of the programme, this lack of pre- 

planning proved a weakness and not as much progress was 

made with S-0-L as I had hoped at the outset. 

LOCAL PLANNING 

4.8.2 The Management Development and Productivity 

Improvement Programme was to involve all members of the 

sort centre management team including acting first line 

supervisors. We had never undertaken such an enterprise 

before and needed both to believe that we could complete 

it and make the necessary arrangements so that we could 

do so whilst at the same time keeping the sort centre 

operating effectively over three shifts, 24 hours per day 

from Monday to Saturday. The main local planning focussed 

on attendance at the Productivity Improvement seminars 

and the three, two day NEBSM workshops. These group 

activities all took place off the job and were generally 

held on the first two days of the relevant weeks because: 

- Monday morning was free as, at that time, we did 

not process parcels before 2-OOPm. on Monday. 



- it caused less disruption if, for example, a 

supervisor scheduled to be working on the night 

shift was due to attend one of the group activities 

which took place during "normal office hours". 

The planning also had to take account of the fact that 

not all team members were to attend all activities, for 

example, some had already completed their NEBSM 

Introductory Certificate. 

As part of the local planning I formally advised all team 

members of the general outline of what was proposed (see 

my minute of 29 March 1990 which is at Appendix 4.8.2.1) 

and at a team meeting on 2 April 1990. On 6 April 1990,1 

advised the representatives of the SupervisorB/Managers 

Trade Union (CMA) and of the main staff Trade Union (UCW) 

of what was proposed (see my letters at Appendix 

4.8.2.2). In the latter case I invited them to have a 

representative participating fully in the programme, in 

particular the Productivity improvement element. 

In order to plan the attendance of team members at the 

group, off the job activities it was necessary to take 

account, for each individual, of: 

what duty they were due to cover. 

what shift they were due to be on. 
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- what annual leave (holiday) they had chosen. 

This exercise was done for me by three team members 

working from the basic information in the manuscript 

chart at Appendix 4.8.2.3. This chart gives details of: 

- the team members names. 

- when they were due to be on annual leave. 

- what duty, by number, they were due to perform. It 

was also possible from this information to know what 

shift they were due to be on. 

Where a letter "R" appears against an individuals name, 

this indicated that they were due to be a "reserve" for 

that week and would be available to cover duties vacant 

because of absence etc. The last four team members listed 

on the chart were the acting first line managers who were 

also available to provide cover for vacant duties. I 

published the results of this exercise with my minute of 

9 April 1990 (see Appendix 4.8.2.4) and invited team 

members to let me know of any changes that needed to be 

made. Making these groups work required the cooperation 

of all team members, some of whom had to attend them in 

their own time and some of whom had to do overtime to 

provide the necessary cover whilst others attended them. 



It war, also necessary to ensure that rooms were available 

for the activities in a building not blessed with a great 

many such facilities. 
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4.9 In the following sections I will describe in more 

detail the elements of the Management Development and 

Productivity Improvement Programme. I will describe the 

learning activities which took place, the outcomes and 

the lessons learnt in relation to the delivery of such 

programmes and learning in an active industrial 

environment. Although I will describe the elements 

separately, it was the intention that they were to be 

delivered in a coordinated way. To this end, the 

providers of the three main inputs: 

Harry Mitchell College Pl'oductiviry 

Improvement 

thames Valley College NEBSpf 

CSHL - Self-Organised Learning 

met to discuss and understand what each other was 

offering and how, and also to agree points of overlap and 

linkage. It was agreed that the wholft__pro_qramme would 



encourage those taking part to take responsibility for 

their own learning. 

E'RI'fIE IR'E21Er 

INTRODUCTION 

4.10.1.1 As with most industries, productivity is a key 

factor and measure of performance of Parcelforce and 

operational units within it. Generally speaking, the more 

parcels that are handled for each manhour spent results 

in lower unit costs and lower unit costs permit the 

charging of lower prices to customers or the achievement 

of higher profit margins or both. It is also generally 

the case that where productivity is high so is quality. 

The latter is certainly the case in parcel distribution 

where a key factor in achieving high quality is the 

completion of sortation by specific deadlines. 

Productivity is, therefore, an area where the search for 

continuous improvement is beneficial in achieving a 

competitive edge. This was one of the reasons why the 

programme trialled in Reading Parcels Sort Centre 

starting in April 1990 concentrated upon productivity 

improvement. The other reason was that a new bonus scheme 

had recently been introduced and it was important that it 



was properly understood and fully exploited to the 

benefit of the staff and the Business. 

4.10.1.2 Part of the background to the Management 

Development and Productivity Improvement Programme was 

that Parcelforce was moving from a position in which 

front line managers supervised work with little or no 

means of measuring, monitoring or controlling costs, to 

one in which they made balanced, cost effective decisions 

based on usable information. At the same time we were 

attempting to change the make up of the pay packets of 

our employees who were unskilled and paid a relatively 

low basic wage, particularly in the expensive, low 

unemployment Thames Valley. Traditionally they had 

boosted their take home pay by working overtime. When 

recruitment was difficult, plentiful availability and 

take up of overtime was an important factor in ensuring 

that staff were retained and essential work was covered. 

At its peak, 25-30% of hours worked were paid as multiple 

rate overtime.. Reliance on overtime had many 

disadvantages, including: 

cost 

unreliability 

lack of control 

manipulation by employees 



- tiredness resulting from working too many 

hours. 

Business policy was to reduce overtime and to substitute 

it in the pay packet with bonus payments earned through 

increased productivity. However, experience at the 

Reading Parcel Sort Centre and elsewhere, showed that the 

incentive scheme could not adequately compensate 

employees for the loss of overtime earnings. This created 

a number of problems including: 

- resentment 

- opposition to the incentive scheme 

- increased staff turnover during times of low 

unemployment 

-a moral dilemma for managers conscious of the 

impact of the reduction in take home pay on the 

standard of living of the staff who worked for 

them. 

The new incentive scheme was called the Performance Based 

Incentive Scheme (PBIS) and was basically a measure of 

parcels handled per manhour. Every parcel handling 

activity in the sort centre had been measured by our 

industrial engineers and given a unique work value. The 

sum of these work values produced an overall target 

throughput of parcels per hour for the sort centre. The 



target throughput for each of the Business' sort centres 

was different depending upon many factors parcel mix, 

type of sorting machinery, building layout but could be 

said to be 100%. Actual throughputs achieved could be 

compared with and expressed as a percentage of the target 

allowing equal bonuses to be paid for equal effort. The 

work activities which could be measured by the industrial 

engineers were called "direct" because they involved 

directly handling parcels, eg unloading, sorting and 

loading. In order to be measurable it was necessary to be 

able to relate appropriate, measurable workload to the 

hours used and, in general, this was in the form of 

parcels or "traffic" as it was called. Activities which 

could not be measured because there was no appropriate, 

measurable workload to relate to them, were called 

"indirectu. Hours used on "indirect" activities were 

excluded from the calculation of productivity performance 

and, therefore, bonus payments. One of the issues 

highlighted during the Productivity Improvement phase of 

the Programme was that of transferring staff and, 

therefore, hours from "direct" to "indirect" activities 

in order to keep the measured productivity, and bonuses, 

as high as possible. This raised questions of legitimacy, 

availability of *indirect" work on to which to redeploy 

staff and the willingness of staff to be moved from their 

"normal" duties and of managers to move them. As well as 

being designed to be a "fair" bonus system, PBIS produced 



a great deal of information which could be used for 

assisting in managing the sort centre productively. 

Information such as measured rates for particular tasks 

which could be turned into staffing levels for given 

levels of traffic. This information could be used for day 

to day planning - to help answer the question "how many 

staff are required to clear today's forecast volumes? " - 

and for longer term planning - to help answer the 

question "what should be the size and shape of the 

standard duty structure of the sort centre? " The 

Productivity Improvement phase of the Programme was 

designed to help front line managers understand and use 

this information. 

PRODUCTIVITY IMPROVEMENT ACTIVITIES 

4.10.2. A pre-requisite for this element of the programme 

was that all participants should have Completed a FBIS 

Appreciation Course. Unfortunately during my absence in 

Parcelforce HQ during 1989, many supervisors in Reading 

had missed some or all of this course. It was necessary 

to put this right by sending some to courses at the Harry 

Mitchell College in Nottingham and by organising courses 

ýn Reading. This training was completed by 19 April 1990. 

The programme for Productivity Improvement was car_ýIly 

structured and specifically targeted to achieve a 

measurable increase in throuqhput Of parcels handled per 



manhour of ten percentage points. The activities are 

listed under the column headed "Productivity Trainers" in 

the schedule of activities for the whole programme which 

is at Appendix 4.8.1.2. In summary, the activities were: 

- Staff seminars to explain PBIS 

- Activity sampling seminars 

- Activity sampling pilot and main studies 

- Presentation and discussion of activity 

sampling results 

- Productivity improvement counselling 

- Calculation and presentation of results. 

STAFF SEMINARS 

4.10.3. Although the Management Development and 

Productivity Improvement Programme was designed to 

improve supervisory effectiveness, it was agreed in 

advance that it was important that the front line staff 

themselves understood the incentive scheme (PBIS) and the 

objectives of the Productivity Improvement element of the 

programme. To this end, seminars of two hours duration 

were held; an outline of the contents of the seminars is 

at Appendix 4.10.3. 

OUTCOMES 



4.10.4 Both parcel handlers and drivers attended the 

seminars. The former expressed some dissatisfaction as 

they felt that they did all the work whilst drivers could 

win free time by getting back from their runs early. The 

latter expressed dissatisfaction because under the 

national agreement they received only 50% of the weekly 

bonus earned. There is a great deal of detail in the make 

up of the target throughput and it is very easy to over- 

complicate an explanation of it. I found little evidence 

from talking to members of staff after the seminars to 

suggest that they had succeeded in increasing the level 

of understanding of PBIS. Many staff lacked faith in the 

fairness of the scheme and tended to approach any 

explanation of it in a rather hostile manner. 

LESSONS LEARNT 

4.10.5 The motive behind the staff seminars was good but 

insufficient thought was put into the planning. Although 

there was a case to justify the seminars being run by 

*independent consultants", it may have been more helpful 

if a member of the local management team had also been in 

attendance. We also did not try to find out from the 

staff what their learning need was and therefore, failed 

to achieve our objective of increased understanding of 

the bonus scheme. 



ACTIVITY SAMPLING 

4.10.6 In planning the programme it was agreed that the 

learning about productivity and its improvement should be 

based entirely upon what was actually happening in the 

Reading Sort Centre. With this in mind, it was decided to 

involve all first and second line supervisors in 

undertaking a sort centre wide activity sample. This 

would ensure that we had a very detailed picture of what 

was happening in the sort centre and that the team would 

"own" these results as they had produced them. In 

addition, the supervisors would acquire activity sampling 

skills which it was believed could be used by them in 

their normal duties for assessing staffing levels etc. 

ACTIVITIES 

4.10.7 Before the activity sampling began, all members of 

the team attended a half day "training" session. Four 

seminars were held on 14 and 15 May 1990. These sessions 

covered: 

- the principles of activitY sampling. 

- activity breakdowns ensuring that there was 

uniformity in the activities sampled in each work 



area, ie all managers responsible for one work area 

recorded the same group of activities. 

- the use of random number tables to select when to 

sample. 

- how the accuracy of the data collected was to be 

checked. 

As a result of the seminars the productivity improvement 

tutors produced sampling sheets showing the categories of 

work and identification codes (for working, not working, 

waiting for work etc. ) which were agreed during them. 

The next step was to use the remainder of the week in 

which the seminars were held, to undertake a "pilot 

study" or trial run of the activity sampling. This was 

intended to confirm the design of the observation sheets, 

allow the identification of additional codes, check that 

the supervisors could do the sampling whilst also 

carrying out their normal duties and allow the 

supervisors to familiarise themselves with the skills 

they had 16arnt in the seminars. 

The full activity sample began an Saturday 19 May 1990 

and continued for the next three weeks. During this 

period, the tutors were available for "on the job" 

coaching to assist managers with any problems that arose. 



On each shift there were four managers taking samples and 

they were, as a rule, each coached, at least, once per 

shift. At the same time, the tutors, who were fully 

qualified industrial engineers, undertook a rated 

activity sample which would provide a check against the 

results produced by the managers and also an assessment 

of the overall pace of work during the sampling period. 

At the end of the three week sampling period, the tutors 

collated all the results and then held a further four, 

half day group sessions on 13 and 14 June 1990, to 

present and discuss the results and what they meant in 

terms of the productivity of the sort centre. The purpose 

of these group sessions was to agree the areas where 

productivity could be improved and, at least, begin to 

consider how this might be achieved. 

OUTCOMES 

4.10.8 The activity sampling seminars held prior to the 

sampling taking place proved beneficial in establishing a 

constructive relationship between the team and the 

tutors. The general reaction, confirmed by the pilot 

study, was that the activity sample could be carried out 

by the supervisors within their duties and that the skill 

would prove useful. 



I 

The outcome of the activity sample can be expressed 

statistically. Over the three week period the management 

team took 6422 observations. In addition the tutors took 

4296 observations. There were some differences between 

the results achieved by the two sets of observations 

although these were, generally, explained by the fact 

that the supervisors were involved in the operation and 

in taking meal and tea breaks at the same time as the 

staff being observed. 

At the discussion groups held on completion of the 

activity sample, the tutors concentrated on the amount of 

ineffective time identified and the causes of this. Re- 

reading the report they produced at the time, the 

exercise, at this point, had begun to change from a 

learning experience into an audit of the office. The 

tutors began to "tell" the supervisors what they should 

do and the supervisors reacted rather defensively, saying 

some things Ncould not be doneu and others were "outside 

their control". The figures suggested that the sort 

centre was overstaffed to the extent of 100000 parcels 

per week capacity. Unfortunately most of the evidence for 

this came from the more detailed sampling carried out by 

the tutors and therefore, "ownershipu of the results by 

the management team was lost to an extent. 



LESSONS LEARNT 

4.10.9 On reflection, I feel that the programme lost 

sight of its purpose during the activity sampling 

element. The tutors, experienced and expert industrial 

engineers, had three weeks in which to study the sort 

centre and draw conclusions which, whilst accurate in a 

statistical sense, did not take account of other factors 

such as office custom and practice and the developing 

industrial relations atmosphere. I believe many of the 

supervisors were left with the impression that the 

activity samples they had taken were just "for show" and 

that the only results being considered were those 

produced by the tutors. It also seems that, at the 

discussion groups at. the end of the activity sampling 

element, the supervisors were not invited or given 

sufficient opportunity to draw their own conclusions but 

were told where and what action was necessary. Despite 

having had conversations with CSHL and my regular 

encouragement to take an S-O-L approach, it seems that 

the Harry Mitchell College tutors took an "other 

organised" approach. The defensive reaction of the 

supervisors suggests that this was not an effective 

learning experience for them; this is confirmed in the 

evaluation conversations I held with my management team 

and which are reported in Chapter 6.10 - 6.13. At the end 

of the whole programme it was agreed that the 



Productivity Improvement element was too long. It would 

probably have been more helpful to have set up 

conversations on the areas for improvement earlier and 

involved the supervisors in deciding how they should be 

tackled. 

PRODUCTIVITY IMPROVEMENT COUNSELLING 

4.10.10 The next major part of the Productivity 

Improvement element of the programme was five weeks of 

individual, on the job counselling or coaching. In the 

pre-planning this was seen as key stage when the three 

elements of the programme could be brought together in a 

meaningful way. It was seen as an opportunity for helping 

the supervisors to reflect upon the performance of their 

work area, shift and themselves and to decide upon and 

try improvement action. The tutors would play a true 

coaching role in challenging the supervisors to face 

reality and to find better ways of doing things; this was 

the link to S-0-L. The tutors would also be able to help 

the supervisors make the link to some of the modules they 

were studying as part of the NEBSM Introductory 

Certificate. In particular there were clear linkages to 

Decision Taking, Communication, Supervising with 

Authority and Team Leading, all subjects covered in the 

NEBSM element (section 4.11). More obviously, the tutors 



would be able to refer to the results of the activity 

sampling. 

COUNSELLING ACTIVITIES 

4.10.11 A meeting was held on 7 June 1990 to agree the 

approach to the counselling phase of the programme and to 

agree specific terms of reference which were: 

- the Counselling phase would continue through weeks 

8-14 inclusive, with the Harry Mitchell College 

providing one tutor for the complete period. ' 

- the tutor should be a "learning resource* to give 

the front line management team the knowledge and 

confidence to improve the overall productivity of 

Reading sort Centre. This was to be achieved by 

*shadowing" shift mangers and by "on-the-job* 

learning conversations with the first line managers. 

- the tutor was to discuss day to day decisions and 

where necessary prompt individual managers into 

improving productivity. PBIS data and the results Of 

the activity sampling phase of the project would be 

used as a basis for this training. Actual decisions 

would necessarily be solely the responsibility of 

the actual shift management team. 



- the original aim to increase overall productivity 

by 10 points was to be vigourously pursued but with 

the proviso that the prime aim was to, ensure that 

local managers were capable of maintaining a long 

term improvement in productivity rather than short- 

term gains achieved only by the direct intervention 

of the consultant tutor. 

The tutor maintained a daily diary of the counselling/ 

coaching which took place over 34 days; copies of 

examples of this diary are at Appendix 4.10.11. In his 

diary the tutor names supervisors with whom he had 

conversations. This suggests he had 83 conversations and 

of these: 

- 41 were with Shift Managers (second line) 

- 34 were with first line managers 

-8 were with Traffic (transport) Managers. 

Further analysis shows that: 

-2 substantive Shift Managers were seen 13 times 

each whereas the third was seen on only 8 occasions. 

Seven conversations were with f irst line managers 

acting as Shift Managers. 



- the five substantive first line managers were seen 

on 20 occasions and the acting first line managers 

on 14 occasions. The range was from one first line 

manager who was seen on ten occasions to two who 

were only seen once each. 

The main topics discussed during the counselling sessions 

were: 

- overtime - the amounts required to cope with 

workload, to what extent it should be pre-scheduled 

for the week, and the mmoral" question of 

maintaining take home pay for the staff (Chapter 

4.10.1-2). 

- job and finish - the informal incentive to the 

staff that the earlier the work was completed the 

sooner they could go home. 

- indirect work - non-parcel handling work which had 

not been measured by the industrial engineers and 

therefore, hours spent which were not include in the 

bonus calculation (Chapter 4.10-1.2). 

- booking in and out of direct (bonusable) and 

indirect hours to ensure accurate bonus calculation. 



- supervisory cover and shift patterns. 

- delegation of authority. 

- staff training and follow up. 

- levels of parcel volumes and matching staffing to 

them. 

Assuming that the "tone" of the tutor's diary reflects 

how the conversations went and his approach to them, then 

they fell short of being "self organised". In S-0-L the 

coach helps the learner to identify his own learning or 

improvement needs and to draw up a contract setting out 

how the learner plans to meet the needs. During the 

Productivity Improvement counselling the tutor, 

generally, identified the needs and proposed the 

solutions but did not appear to gain the commitment of 

the supervisors. Figure 4.10.11 lists 40 quotes from the 

tutors diary. They are listed in chronological order, ie 

the first comes from the first diary sheet and the 

fortieth from one of the last diary sheets. It is not 

until quotes 37 - 40 that there is any consistent run of 

positive remarks, eg "All hours now seem to be being 

accounted for correctly". Earlier there are many critical 

or disparaging remarks, eg: 



40 QUOTES FROM THE DAILY DIARY OF THE PRODUCTIVITY 
IMPROVEMENT COUNSELLOR 

I Considerable evidence of confusion and crisis 
management .... 

2 Little idea of who was actually in work or who was due 
in. 

3 Tended to want to throw men at the job 

4 Alan has, however, a tendency to be defeatist 

5 An apparent far greater understanding that it is not 
necessary to throw men at the job ...... obviously the 
exercise has worked more effectively in his case. 

6 Pointed out after Yesterdays near panic they did in 
fact clear easily ........ 

7 This appears to be a standard wcop out" ........ 

8 Some evidence of sense from PEsD. 

9 Conversation with PEC ....... falling very much on deaf 
ears. 

10 Productivity or good manpower utilisation or even the 
workers' bonus does not appear to interest them. 

11 Certainly there is much work needed with this group 
and probably considerable pressure from senior 
management, to get a positive reaction to the 
productivity control system. 

12 No entry on current use control sheets and frankly 
little interest. 

13 ....... very much an attitude of someone will do it 
later. 

14 Conversations with Ray Workman appears to be taking on 
board many of the concepts raised by the project 
(NEBS/SOL/HMC). Certainly appears to be giving PEsD/TMs 
responsibility to run their own areas. Apparent that he 
is not averse to accepting suggestions to improve 
productivity. 

15 Some reluctance on part of some PEsD etc on 
staff/union reaction and a certain feeling that in the 
case of a reaction they would not get full backing from 
higher management. 
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16 1 also suggested that as there was time available 
perhaps some preparatory work could be undertaken for the 
oncoming late shift. 

17 Like others of his FED and Shift Manager grade he 
feels strongly that there is a moral duty to provide 

overtime ..... He accepts that commercially this is wrong 
but like many others sees the moral factors as paramount. 

18 Although clearly effort is being made to fine tune the 
hours, more hours need to be lapsed before real 
productivity improvement can be achieved. 

19 Still much scepticism from PEsD who themselves seem 
more interested in the early finish than correct 
management. It will be interesting to see their reaction 
if their bonus is based on performance. 

20 This, however, may prove useful later in the project 
to push the idea that ...... 

21 This culture will be difficult to break down. 

22 However, they pay lip service, at least, to the 
importance of the forms ....... 

23 1 have no doubt he understands the need for 
controlling and booking in/out hours used on 
indoor/outdoor work but he does not seem to feel it is 
anything to do with him. 

24 1 feel this to be untrue whilst showing loyalty to 
their fellow managers. 

25 It is evident that Alan just throws men at the job, 
anyone (including engineers) who wants overtime gets itt 
It is the syndrome that there is a moral duty to provide 
the staff with overtime. 

26 This cannot be allowed to be used by managers as a 
reason for not controlling and booking in/out hours. 

27 1 felt the discussion was useful as part of the 
overall project aim to get its managers to think for 
themselves and suggest improvements. 

28 1 regard it as unlikely that he would have taken any 
action without pushing ....... 

29 Alan still has a basic misconception that the staff 
here are not interested in the bonus scheme. 

Figure 4.10.11 



- "Tended to want to throw men at the job 11 

- mlAlan has, however, a tendency to be 

defeari5t.... 

OThis appears to be a standard Ocop our .......... v 

I ....... very much an artitude of someone will do 

. 
it later. 0 

There is evidence from the quotes that the tutor was 

actually Otelling" the supervisors what to do rather than 

helping them to work it out for themselves. This is 

evidenced by such remarks as: 

- ffConversarion with PEC ....... lalling very much on 

deaf ears., w 

- 'Cerrainly there is jouch work needed with this 

group and probably considerable pressure from senior 

imanagement, to get a positive reaction to the 

productivity control system. 

- rhis, however, may prove useful later 
-in the 

project to push the idea that N 



- -1 regard it as unlikely that he would have taken 

any action without pushing ff 

- wHowever, reinforcement of principles is a 

continuing process if successful productivity gains 

are to be achieved. ' 

- RX needed to stress this was incorrect very 

strongly. 0 

- wX pointed out that as ainanager he would need to 

take steps to ensure this did not happen but, also 

as a manager he needs to take steps to effectively 

employ staff and there was no justification for huge 

amounts of Tob & Finish ..... I need to convince 

Steve that current levels are untenable., w 

OUTCOMES 

4.10.12 The clearestmeasure of the outcome of the 

Productivity Improvement element, in general, and the 

counselling, in particular, was the level of productivity 

in the sort centre. Before the project, the average evel 

of productivity was 70.2% of target, compared with 72.6% 

during the counselling phase. This fell well short of the 

10 percentage point improvement which was the objective 

set for the project. One of the main reasons for this 



relatively small improvement was that the counselling 

phase took place during the summer when the volumes of 

parcels posted traditionally fall. Before the project 

started an average of 337,000 parcels were being handled 

each week whereas the average for the counselling phase 

was 293,000 per week. The comparison of traffic at Figure 

4.10.12.1 shows how the parcel volumes declined week by 

week to a low of 254,500 in the final week. At the latter 

level, it would have been necessary to reduce the number 

of direct hours used by about 25% in order to maintain 

productivity at the pre-project level of 70.2%. 

To counter the decline in parcel volumes, a significant 

reduction in direct hours used was achieved. The average 

number of weekly hours used prior to the project was 

2981, whereas during the counselling phase the average 

was 2508, a difference of about 16%. The table headed 

"Comparison of Bonus Hours Used" at Figure 4.10.12.2 

shows how the reduction in hours used increased through 

the counselling phase to a peak in the final week of 695 

hours or more than 23%, ie only just short of that 

required to maintain productivity at pre-project levels. 

The ability of supervisors to reduce hours was limited, 

at least in the short term , by the following factors: 

there was only a limited amount of indirect work 

available. 



COMPARISON OF TRAFFIC 

PRE PROJECT AVERAGE 336757 

PROJECT 
WEEK 

DATE W/E TRAFFIC DIFFERENCE 
FROM PRE PROJECT 
AVERAGE 

1 6 MAY 1990 336958 + 201 

2 EXCLUDED B/H ------- N/A 

3 20 MAY 1990 325553 - 11204 

4 26 MAY 1990 314824 - 21993 

5 EXCLUDED B/H ------- N/A 

6 10 JUNE 1990 318046 - 18711 

7 17 JUNE 1990 323246 - 13511 

8 24 JUNE 1990 306536 - 30221 

9 1 JULY 1990 319255 - 17502 

10 8 JULY 1990 300856 - 35901 

11 15 JULY 1990 296664 - 40093 

12 22 JULY 1990 281996 - 54761 

13 29 JULY 1990 291740* - 45017 

14 4 AUG 1990 254502 - 82250 

* Includes approximately 15000 parcels diverted from East 
and West London PCO's. 

Figure 4.10.12.1 



COMPARISON OF BONUS HOURS USED 

PRE PROJECT AVERAGE 2981 HOURS 

PROJECT 
WEEK 

DATE W/E HOURS DIFFERENCE 
FROM PRE PROJECT 
AVERAGE 

1 6 MAY 1990 2913 - 68 

2 EXCLUDED B/H ------- N/A 

3 20 MAY 1990 2922 - 59 

4 26 MAY 1990 2761 - 220 

5 EXCLUDED B/H ------- N/A 

6 10 JUNE 1990 2810 - 171 

7 17 JUNE 1990 2774 - 207 

8 24 JUNE 1990 2675 - 306 

9 1 JULY 1990 2544 - 437 

10 8 JULY 1990 2597 - 384 

11 15 JULY 1990 2479 - 502 

12 22 JULY 1990 2452 - 529 

13 29 JULY 1990 2578 - 463 

14 4 AUG 1990 2286 - 695 

Figure 4.10.12.2 



b) it was not possible to reduce the hours below 

those for the normal, non-overtime attendances of 

the staff who had to be paid regardless of the 

amount of work to be done. 

c) it was sometimes necessary to incur overtime to 

ensure the correct skills and numbers of staff were 

available to meet the quality of service 

requirements of each shift and phase. 

The overall productivity performance hid the underlying 

work rate because of the factors described above. In week 

13,66 hours more were used than in week 12 to handle 

9744 more parcels. This "marginal" performance equates to 

91.7% of target. The highest performance was in week 9 

when 78.3% was achieved. At the same time there was 

evidence of early finish resulting in direct hours, not 

actually needed, having to be included in the calculation 

of productivity. It was the "professional" view of the 

tutor that, when parcels were available, the actual 

performance was about 91% of target. 

There was evidence in the tutor's diary that some 

supervisors were beginning to respond to the messages he 

was broadcasting in terms of improving productivity. At 

this stage, it was not p9ssible to forecast the extent to 

which this would be sustained. 



The minute dated 20 September 1990 from Paul Farrow (Head 

of Productivity Services) to Pat Hedges (Head of 

Training), a copy of which is at Appendix 4.10.12.1, 

indicates that Parcelforce felt that the Programme 

overall and the Productivity Improvement element, in 

particular, had been beneficial. The Business was 

wanxiousm to extend the course to other suitable sort 

centres provided the costs could be reduced; this 

happened. My own assessment of the outcomes and benefits 

are set out in my minute of 21 September 1990 (see 

Appendix 4.10.12.2). An important message in the latter 

is that it is difficult to separate cause and effect for 

the benefits gained. 

LESSONS LEARNT 

4.10.13 At the end of the Counselling phase it was agreed 

that it might have proved to be of greater value during a 

period'of higher or rising parcel volumes when the 

achievement of improved productivity should be easier. As 

a consequence it was agreed that the tutor would return 

to Reading during October and November, a period of high, 

pre-Christmas volumes and after the closure of the sort 

centre at Southampton which would increase the workload 

at Reading by 75%. This extension to the counselling 

phase is described in para. 4.10.14. 



Despite the intention that an S-0-L approach would be 

adopted to the whole Management Development and 

Productivity Improvement programme, I believe, on 

reflection, that this element was "other" organised. I 

also believe that the counselling was less effective than 

it could have been because: 

- the supervisors were not convinced of its 

relevance. 

- there was some resentment of an woutsider" telling 

thein what to do. 

- there was insufficient involvement of the line of 

command in monitoring and discussing progress during 

the counselling. Had there been so, it may have been 

possible to derive greater benefits. 

- even when supervisors identified actions they 

believed were needed, eg on training and delegation 

of authority, there was no attempt to help them 

pursue these needs. Had the supervisors seen this 

process allowing them to achieve some of their own 

purposes, they might well have been more committed 

to it. 



EXTENSION TO PRODUCTIVITY COUNSELLING PHASE - 

OCTOBER/NOVEMBER 1990 

4.10.14 1 agreed with the Harry Mitchell College that the 

10 days which had been allocated to the extension should 

be spread over a four week period after the transfer of 

the workload from Southampton. The programme arranged 

was: 

Week 1-2 days 3 and 4 October 1990 

Week 2-3 days 11 to 13 October 1990 

Week 3-3 days IS to 20 October 1990 

Week 4-2 days 25 and 26 October 1990 

In the event, the last two days were Postponed to 19 and 

27 November 1990 to allow the operational problems that 

occurred on the transfer of work from Southampton to 

settle down. 

As mentioned earlier the closure of the sort centre at 

Southampton resulted in an increase of 75% in the parcels 

handled at Readin_q. It was originally planned to make 

this change in the early summer when parcel volumes were 

low. However, the change was delayed by protracted 

negotiations with the Union of Communications Workers at 

Southampton. Eventually the change took place in October 

when parcel volumes were at much higher pre-Christmas 



levels. Prior to this, the number of facilities available 

for loose loading parcels into trailers had been 

increased from 6 to 16. This was a key element in making 

Reading capable of taking on such a large increase in 

parcels handled. Whilst a great deal of planning effort 

was put into preparing for the change, there was no 

previous experience anywhere in the Business of handling 

the very high proportion of loose loaded traffic that it 

introduced. Given the size of the change, the time of 

year and the switch to'loose loading, we ran into 

difficulties and could not process all the parcels to 

schedule. It was into this "crisis" that the Harry 

Mitchell College tutor returned. He found that we were 

having to sacrifice productivity (cost effective use of 

resource) in order to gain higher total production (the 

total volume of parcels being handled). 

ACTIVITIES 

4.10.15 The original plan had been for the tutor to 

continue conversing with the supervisors as he had done 

during the summer. Effectively, his diary entries 

(examples of which are at Appendix 4.10.15) were a report 

of what he saw with occasional records of discussions. 

The main theme of the entries in the diary was that we 

were "throwing men" at the problems and were not paying 

attention to productivity. As the man ultimately 



responsible, I can confirm that we had to use large 

amounts of manpower because the problems created 

considerable double and triple handling and to restore 

confidence that we could cope. We gradually reduced the 

resource being used as the situation improved but it was 

my judgement that it would have been imprudent to have 

done so any more quickly. 

OUTCOMES 

4.10.16 Having said that the tutor was critical of the 

resource being used, he also found some positive aspects. 

To quote from his report: 

wHowever, all operational managers were highly 

motivated and very -innovative in their attempts to 

solve the situation. Even those considered lacking 

in management skills early in the is er project 

were prepared to make and justify decisions which 

they would have Previously passed further up the 

management tree. It was also clear that the staff 

were achieving very good work rates. 

, w27je overall standard of the Reading pDC PEaC and 

PEsD is now in general terms that of skilled 

juanagers instead of juere supervisors. 0 



'wReading's problems would not have been as quickly 

solved without the fairly innovative and motivated 

action of its first line managers., v 

Paul Farrow, in his minute of 24 January 1991 (see 

Appendix 4.10.16) sets out the HQ view of the outcome of 

the extension to the Counselling element. 

LESSONS LEARNT 

4.10.17 The main lesson to be learnt from the extension, 

was that it was probably not sensible to carry out 

development activities at the same time as major 

operational changes. The idea that productivity 

improvement activity should take place during periods of 

rising volumes was unproven but probably remained valid. 

Another lesson was that the supervisors responded 

positively and imaginatively to adversity and pressure. 

OVERALL REVIEW OF THE PRODUCTIVITY IMPROVEMENT ELMMENT OF 

THE PROGRAM14E 

4.10.18 Whilst the Productivity Improvement element had a 

positive impact on supervisors in the short term, 

the delivery Of the element was probably not as effective 

as had been hoped. The reasons for this were: 



- it went on too long, its duration being dictated 

by the NEBSN element. 

- the counselling phase turned into an 

"instructional, phase. 

- there was insufficient variety and flexibility. 

The tutor did not respond to needs and ideas put 

forward by supervisors and did not help them in 

their development. 

- there was insufficient involvement of the line 

managers in monitoring and shaping the element as it 

went on. In this respect it was *other" organised. 

- the Business learnt that it needed a different 

format for delivering this element at other sites. 

I'JA'N=XCV4Arl ýýXSTXJNIC3 EX3AJPID PI(DIR 
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4.11.1 The second element of the Management Development 

and Productivity Improvement Programme involved first and 

second line supervisors working to obtain the 

Introductory Certificate awarded by the National 



Examining Board for Supervisory Management (NEBSM). Royal 

Mail Parcels had recently introduced the opportunity for 

supervisors to gain the Introductory Certificate with a 

view, in due course, to making it compulsory for all 

first line managers. 

NEBSM offers an open learning package made up of five 

modules each of which includes a number of topic units. 

Each of the latter consists of a workbook and an audio 

cassette. The five modules are: 

Principles and Practice of Supervisory Management. 

Technical Aspects of Supervisory Management. 

Communication. 

Economic and Financial Aspects of Supervisory 

Management. 

Industrial Relations. 

The whole scheme comprised 54 units. The package was 

delivered by accredited centres, in the case of the 

Management Development and Productivity Improvement 

Programme at Reading, the Thames Valley College (now 



University) based in Slough. A list of the 54 units 

covered by NEBSM is shown at Appendix 4.11.1.1. 

In order to gain the Introductory Certificate it was 

necessary to successfully complete seven units: 

MODULE UNITS 

Principles and Practice Team Leading 

Supervising with 

Authority 

Taking Decisions 

Technical Aspects Managing Time 

Communication Communicating 

Industrial Relations Training Plans 

Health and Safety 

The units to be studied for the Introductory Certificate 

had been chosen by Parcelforce HQ Training Division and 

had already been used for national courses in which 3 

supervisors from Reading had participated. Descriptions 

of the unit objectives of the seven units studied are at 

Appendix 4.11.1.2. 



NEBSM ACTIVITIES 

4.11.2 As mentioned earlier the structure and duration of 

the whole Management Development and Productivity 

Improvement Programme was dictated by the NEBSM element. 

The fixed points in the programme were three workshops 

each of two days duration, one at the beginning, one half 

way through and one at the end of the programme. In order 

to accommodate the 15 managers due to complete the 

Introductory Certificate and be able to manage the unit 

effectively, it was necessary to set up four groups, 

three of four and one of three managers. It was then 

necessary to "recruit" onto the programme managers from 

other units in order to make each workshop group viable. 

Attendance at the workshop was either in the supervisors 

normal duty time or was paid as overtime. In addition 

they had an allowance of five hours per week in which to 

complete the workbooks. The original concept was that 

supervisors would find five hours per week during their 

normal working hours. This was not practical for the 

operational supervisors in the Sort Centre who generally 

completed their workbooks in their own time and claimed 

the allowance as overtime. 

One of the advantages of havinq a_larqe qroup of 

supervisors from the same work unit undertaking the NEBSM 

programme at the same time was the mutual support thqy 



were able to offer each other. All participants were, 

more or less, always at the same point in the programme 

and were, therefore, able to discuss "over the teacups", 

offer suggestions, encouragement etc. I believe that this 

deepened understanding of the management concepts being 

studied through the exchange views. I also believe that 

the mutual support was a major factor in ensuring that 

all participants completed the programme successfully and 

on time. Anybody undertaking the programme in isolation 

has to demonstrate considerable determination and 

commitment despite the knowledge the tutor was 

contactAble by telephone at any time; he is only 

effectively able to compare notes and progress with 

fellow participants at the two day middle workshop. 

During the programme at Reading Parcel Sort Centre 

momentum was maintained through feelings of both support 

and competition and the sense of not wanting to fall 

behind or fail. 

From my point of view as manager of the Sort Centre and 

despite the logistical difficulties of releasing 

supervisors in groups of three or four, holding the 

workshops locally was a more efficient use of time, as we 

saved the time that would have been used for travelling 

to the location of national workshops. It also saved on 

expenses involved in travelling and overnight stays. It 



is also the case that some supervisors would not have 

been happy to have to stay away from home. 

OUTCOMES 

4.11.3 The most clearly measurable outcome of the NEBSM 

programme was that all participants completed it 

successfully. each participant was given a performance 

rating: 

A: very good, potential to progress. 

B: good. 

C: accepted as a "pass". 

Of the fifteen participants from the Reading Sort Centre: 

9 achieved a performance rating of "AN 

3 achieved a performance rating of OBN 

3 achieved a performance rating of NCO. 

The opportunity existed for supervisors to carry on and 

work for the NEBSM Full Certificate (this involved a 

further 21 workbooks and five workshops spread over 9- 



10 months). When offered this opportunity, ten of the 

fifteen participants volunteered to take it up and eight 

actually completed the Full Certificate course. 

More subjectively but nonetheless quite clearly there was 

evidence from the language being used by the participants 

that they had absorbed much of what they had been 

learning. They talked of "group norms" and "organic" as 

opposed to "mechanistic" styles of management and 

organisation and understood what they were talking about. 

Parcelforce Training Division carried out a measurement 

of the effectiveness of the NEBSM programme as perceived 

by the participants. They used a nreaction questionnaire" 

which comprised three sections: 

- firstly, a section covering the content of the 

programme in which participants were asked to answer 

questions such as: 

mHow much of the information received was new 

to you? " 

and to comment on issues such as the amount of time 

given to specific subjects. 

- secondly, a section covering perceptions of the 

standard of training in which participants were 

invited to comment an how satisfied they had been 



with issues such as the help and advice they had 

received. 

- thirdly, a section in which participants were 

asked to make any other comments not covered by the 

other two sections. 

Overall the reaction of the participants to the NEBSM 

element was very positive. On the content coverage just 

over 90% responded Positively. The responses in more 

detail were: 

"How much of the information received was new to you? " 

62.5% 

"Generally speaking, how much do you think you learned 

about the course content? " : JoO% 

"Generally speaking, how much of the content seems likely 

to be of practical value to you? m : 97.9% 

"Has the workshop prepared you sufficiently for your 

iirunediate needs? " : 97.9% 

wHow much of the content in relation to your expectations 

was actually covered? " : 93.8% 



Equally the standard of training was generally well 

received with 95.8% satisfied with the amount of help and 

advice provided and 89.6% satisfied with the practical 

work. Comments received included: "a good course", 

believe the NEBSM idea of studying in your own time is 

far better than college" and "A very interesting and 

rewarding course". 

Each of the participants was also invited to complete a 

repertory grid, a copy of which is at Figure 4.11.3. The 

grids was completed before the programme started, on its 

completion and one year after completion. The constructs 

and elements of the grid were produced by the Head of 

Training and were intended to reflect a "Business" view 

of how supervisors should feel about their jobs. The 

grids completed by the participants were compared with a 

"model grid" prepared by the Head of Training. Before the 

training started, the results of the grids for all the 

participants combined showed a difference from the "model 

gridn of 415 points against a maximum possible of 7680, 

ie a difference of 5.2%. On an individual basis the 

differences ranged from 5 (1.0%) to 92 (19.2%). At the 

end of the training the overall points difference had 

reduced to 268 (3.5%) with a range of 2 (0.4%) to 39 

(8.1%). One year after the completion of the training the 

overall points difference was 195 (2.5%) with a range of 

nil (two participants) to 57 (11.9%). Only two 



6U0im se0E) 
ýulqlawos 11 Alg 

! q! suodsa)j exel 

meal BDJOIIODIL'd 
ýIg quo se )IJOM 

liels 

AB 

11eIS isnil. 

uoileiado 
ýq1 eßeuekl 

Div lIels Ari iuali 
1113 MOH MOUN 

niom eießeia(1 

ýk1 
mel eql MOU)i 

ii, eis ot uaisn 

SISOZ) eGeuvil 

SPOON 

iewolsn: 9 leekl 

liels ialig 
ci 

(D 

.0 0) 0 e; 
(D > 

cu 0 

*ö CO to Z; E c > Mö C) 

c» ch C» 
is 0 

0 

0 
E 

E Q) E 
D (9 0 Z 0 Co 0 (0 

Ii 

U 

C) 
1 
cm 

I 

u-- (0 
Co t. - 

I- 'ý- 
M 
0 

ca 
c 
0 
0) 
IV) 
-3 

ca 
c 0 
0) 
IV) 

1- 
ý 

60 0 
EL 

c* (0 
9 C2. 
co v 

S- 3.. =3 

0) 
EE 

V) -6 

C) 
. 

0)0 

co 

,aG 

vi a M0 
0 V) 

r0 
E 
0 

It- 

All 

49 

Ficure 4.11.3 



supervisors had a bigger difference one year after the 

training than before it took place and only two had 

differences of greater than 5% when the final grid was 

completed. Overall this suggests that the supervisors 

were already quite close (just over 5%) difference to the 

Business "model" prior to the training and steadily moved 

closer over time. 

LESSONS LEARNT 

4.11.4 An important lesson learnt from running the NEBSM 

programme at Reading was the extent to which it was 

possible to do so without seriously disrupting the 

operation of the Sort Centre. We had started with a fear 

that it would not be possible but proved this to be 

unfounded. 

We also learnt that there were benefits to the 

participants from running the course at "home" and for 

everybody at the same time. These benefits were in terms 

of mutual support in getting through the work and in 

terms of learning from each other. 

I believe that there is evidence that the course was 

beneficial to the participants and to the organisation. 

This can be seen from the changes in attitude as measured 



by the repertory grid and from the evidence in the 

language used by the participants following the course. 

The Business also learnt lessons about the running of the 

NEBSM programme which it was able to apply to subsequent 

courses run. Among these was that it was better to base 

such courses in Parcelforce premises rather than in 

hotels as had been the original arrangement. 

At the end of the Management Development and Productivity 

Improvement Programme, the Training Division of 

Parcelforce HQ who sponsored it, prepared a submission 

based upon it for a National Training Award. a copy of 

the submission, which summarises outcomes from a 

different perspective, is at Appendix 4.11.4. 

Ir IFi- 
. 

4.12.1 The third element of the Management Development 

and Productivity Improvement Programme was Self-Organised 

Learning. Given my earlier experience and my desire to 

use S-0-L in the Parcels Sort Centre I was keen that it 

form part of the programme. The Head of Training of 

Parcelforce had some knowledge of S-0-L and was 

interested in trialling it in a parcels environment. 

Unlike the other two elements, this element was much less 

prescribed and I was allowed greater freedom in deciding 

how it should be run. Before the programme began it was 



envisaged that S-0-L would be used as a tool for 

supporting the delivery of all elements. The Productivity 

Improvement element being seen as helping supervisors to 

learn how to manage more productively and NEBSM being 

itself a form of self teaching. 

Taking into account the amount of time that they would be 

able to allocate to the project and their judgement as to 

how long it would take to have an effect, CSHL originally 

proposed a programme running from April to December 1990. 

However, the other two elements were to be completed by 

August and the sponsors in Business HQ wanted the whole 

programme to be completed by that time. Eventually a 

proposal covering the period April to October was agreed. 

The proposal involved 33 man days. 

SELF ORGANISED LEARNING ACTIVITIES 

4.12.2 The CSHL proposal envisaged four main activities: 

4.12.2.1 a series of Learning Conversations with the 

Tutors for the other two elements of the programme - 

Harry Mitchell College for Productivity Improvement 

and Thames Valley College for NEBSM. This was 

intended to give them an appreciation of S-0-L as a 

support system within their own programmes. 



4.12.2.2 a series of Learning Conversations with 

members of my management team to prepare them for 

conducting Learning Conversations themselves with 

all supervisors on and off the job. 

4.12.2.3 demonstration Learning Conversations with 

supervisors to assist the management team in the 

acquisition of S-0-L skills. 

4.12.2.4 progress monitoring and a series of 

Learning Conversations with myself, as Learning 

Manager, to help me develop the competence necessary 

to manage the S-0-L environment beyond the period 

covered by the proposal. 

My initial task, in conjunction with CSHL, was to set up 

"appointments" to initiate activities 4.12.2.1 and 

4.12.2.2. This was largely accomplished over the first 

three days on which CSHL attended as can be seen from the 

manuscript schedule at Appendix 4.12.2.1. It was 

subsequently possible to publish a schedule of all the 

dates when'CSHL would be attending (see my minute of 25 

May 1990 at Appendix 4.12.2.2). 1 had also agreed with 

CSHL, at least in broad terms, the purpose of each 

session and therefore, who from the management team 

should attend. Inevitably it was possible to be more 

specific about the early sessions than those planned 



towards the end of the programme. In June an additional 

CSHL associate joined the project and this required some 

re-scheduling of the programme and this was published in 

my minute of 20 June 1990 at Appendix 4.12.2.3. 

During my Learning Conversations with CSHL and in my role 

as Learning Manager, I identified two topics which I felt 

could benefit from Group Learning Conversations. One was 

performance measurement on which I did not feel there was 

a common team view (see my minute of 10 May 1990 at 

Appendix 4.12.2.4) and the other was staff appraisal the 

feedback from which would be a very important factor in 

the development of a truly S-0-L environment; in the 

event this was not picked up during the first round of 

S-0-L activities. 

Before starting work with team members on performance 

measurement, CSHL held Learning Conversations with me to 

establish my position in relation to the topic. Out of 

these conversations came a number of issues over which I 

felt there was not a shared view in the management team. 

These were: 

4.12.2.1 recognition that numbers could make a 

valuable contribution to achieving progress. 



4.12.2.2 recognition that accountability for the 

production, accuracy and interpretation of the 

measures could and should be shared. 

4.12.2.3 recognition that there needed to be 

agreement on what was to be measured. 

I also identified possible barriers to achieving a shared 

view of performance measurement in the form of: 

4.12.2.4 lack of numerical skills and understanding 

of numbers. 

4.12.2.5 a fear of numbers. 

4.12.2.6 belief among many of the team that their 

intuitive feel for performance was sufficient. 

There were clear opportunities to link this topic into 

the other two elements of the Management Development and 

Productivity Improvement Programme and it could also 

impact on appraisal or feedback for learning. 

As a result of these conversations and others with team 

members, a "Numbers algorithm" was produced (see Figure 

4.12.2). 



NUMBERS ALGURiTlIM 

I Work out criteria for job effectiveness 

a At the end of a shift - how do you really know how well 
you have performed intuitively and explicitly - what are the 
criteria? 

b In what terms do you monitor progress over: one week, 
weeks and months? 

c How does this relate to your annual appraisal? 

2 If you take productivity, quality of service, and cost 
effectiveness into account 

plus any other dimensions arising out of one abc above 
then can you put numbers to these measures 

a within a shift 
b at the end of the shift 

3a Check with yourýimmediate boss to agree those measures 
that you have arrived at 

b Check with your subordinates 

4. Make sure that your subordinates go through the same 
process i. e I-3 

5. Consider how you recruit the NEBS scales and the work 
study skills into this S-O-L activity. 

60 
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The CSHL team also carried out a number of individual 

Learning Conversations with team members. These initiated 

a number of activities: 

- the Operations Manager undertook a tidiness 

project similar to that which had taken place during 

the S-O-L trial at Reading Head Post Office. There 

was a direct link to the trial as, at that time, the 

Operations Manager had been the direct boss of the 

second line supervisor who lead the Tidiness and 

Orderliness Project. 

- the Operations Manager, a man of very wide 

knowledge and experience, tried to turn himself into 

a learning resource for those who reported to him. 

This partly involved him in reflecting upon how he 

learnt. This proved a considerable challenge to him 

as his preference appeared to be to get on and do 

something rather than take time to help others learn 

how to do it for themselves. 

.- 
joint Learning Conversations between the 

Operations and Transport Managers, who were iny two 

most senior direct reports, during which they more 

clearly defined the division of their 

responsibilities. 



- Learning Conversations with team members about 

their job and how they did it; a manuscript record 

of such a conversation with the Transport Manager is 

at Appendix 4.12.2.5. 

- Learning Conversations about particular activities 

(eg Control Room) which developed into Group 

Conversations (seemy minute of 10 August 1990 and 

the statement of modified operation which resulted 

at Appendix 4.12.2-6). 

OUTCOMES 

4.12.3 The most significant, specific Outcome at the end 

of the initial period of involvement of CSHL was the 

establishment of Shift Management Teams. This resulted 

from a recognition by the members of the management team 

as a whole, that effectiveness was being diluted by the 

fact that the same first line managers did not work with 

the same second line manager each week. This weakened 

accountability and the scope for effective feedback for 

learning. The first and second line managers produced and 

introduced their own proposals for shift teams and these 

proved effective. 

The other main outcome was a clarification of the way 

forward which is set out in my minute to team members 



dated 28 September 1990 (see Appendix 4.12.3) and which 

builds upon the creation of shift teams described above. 

The other outcome was agreement by Parcelforce HQ to 

sponsor and finance further work by CSHL in the Reading 

Parcels Sort Centre; this is described in Chapter 5. 

LESSONS LEARNT 

4.12.4 Overall I did not feel that the S-O-L phase of the 

Management Development and Productivity Programme went as 

well as I had hoped - My expectations were based upon the 

great success of the trial of S-O-L in Reading Head Post 

Office. I think the differences were: 

- less involvement by CSHL 

- the other activities, NEBSM and Productivity 

Improvement, going on at the same time and taking 

up a lot of the attention of the management team. 

The main lesson that I learnt from this was that future 

programmes should make more effective use of CSHL 

research staff's time and be better focussed on providing 

more relevant and viable learning opportunities to the 

management team. 
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4.13 As mentioned at the beginning of this chapter, 

Phases 1 and 2 of the Programme of Action Research in 

Parcelforce were very different both in content and 

duration. They also took place during a period in which 

significant change, as detailed in 4.1, took place to the 

function and operating methods of the Sort Centre. 

The purpose of my research, as defined in Chapter 1.4, 

has been better to diagnose: 

- why the full potential of people was not being 

harnessed, and to explore: 

- how the situations could be changed. 

The outcomes of Phases 1 and 2 provided some answers to 

these questions, both Positively and negatively. Phase 1 

demonstrated: 

4.13.1 t. hat applying solutions from one situation, the 

trial of S-0-L at Reading Head Post office, to another, 

introducing S-0-L into the newly created Parcelforce, 

was not necessarily appropriate. As with individuals, 

so organisations need solutions and activities which 

are relevant and viable for them. 



4.13.2 that a Theory Y style of management produces a 

positive response from team members but that, on its 

own, it is not enough to encourage people to contribute 

fully to the achievement of organisational goals. In 

the Parcelforce Sort Centre the team reacted 

effectively to the management of crises and changed 

situations but did not operate proactively by 

initiating and innovating. The organisational 

improvements and teamwork developments that were 

introduced were on my initiative and were not fully 

owned by the rest of the team. 

Phase 2 demonstrated: 

4.13.3 through the mixed reaction to the Management 

Development and Productivity Improvement Programme 

(Phase 2), that particular learning methods are not 

relevant or viable for everybody and that "imposing" 

particular methods can be counter-productive. Despite 

the considerable tutorial and other inputs, the 

evidence*of learning and change among the management 

team was limited. 

4.13.4 that introducing a radical change in learning 

such as Self-Organised Learning needed to be structured 

as had been the case in the trial of S-0-L at Reading 



HPO but which had not been sufficiently so during Phase 

2, the Parcelforce Management Development and 

Productivity Improvement Programme. However, signs of 

members of the management team beginning to take 

initiatives and responsibilities started to emerge in 

the form of the introduction of shift teams. 

Phases 1 and 2, then, did not produce the answer but 

highlighted the need to continue searching and to try 

Self-Organised Learning in a more structured and planned 

manner. The opportunity to do so was provided by 

Parcelforce HQ's financial support for further 

involvement by CSHL and which became Phases 3 and 4 of 

the Programme of Action Research in Parcelforce and which 

are described in Chapter 5. 
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5.1 In this chapter I will describe the third and fourth 

phases of a Programme of Action Research in Parcelforce 

which took place in 1991 and 1992. The location for the 

research remained the Parcelforce Sort Centre near 

Reading as described in Chapter 4.1. In 1991, when Phase 

3 took place, the Sort Centre underwent another major 

change with the closure of the sort centre at Brent 

Cross, NW London and the transfer to Reading of the 

parcels it processed for Middlesex and West and Vorth 

West London. At the same time, parcels for Oxfordshire 

and Bedfordshire were transferred to sort centres in 

Birmingham and Peterborough respectively. Towards the end 

of 1992 it was decided that I should cease to be Manager 

of the Sort Centre and take on the role of planning a 

major upgrade for it. 

In Chapter 41 highlighted the differences in content and 

duration of Phases I and 2. Phases 3 and 4, on the other 

hand, were similar in content and duration and formed two 

parts of a coherent programme of learning opportunities. 

Phase 3 involved ten separate full day sessions with all 

members of my immediate management team. On each of five 



of these days the team were introduced to specific S-O-L 

skills. Between each of the above five days were five 

"follow-up" days during which how the newly acquired 

skills were being applied was reviewed. Phase 4 involved 

five further full day workshops which were structured in 

the form of "Group Learning Conversations" during which 

the team explored and demonstrated how S-O-L based 

strategies were being used on-the-job. 
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5.2 As described at the end of Chapter 4, in September 

1990, after the Management Development and Productivity 

Improvement Programme, I had identified some benefits and 

some ways forward which looked likely to benefit from a 

Self-Organised Learning approach. These are set out in my 

minute to my management team dated 28 September 1990 

which is at Appendix 4.12.3. However, as recorded 

earlier, the S-0-L element of the Programme had not been 

as successful as I had hoped for a number of reasons: 

- the time taken up by the NEBSM and Productivity 

Improvement elements. 

- insufficient clarity of purpose and strategy. 
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- poor use of the time of CSHL. 

Despite these disappointments, Parcelforce HQ still saw 

potential benefit in using S-0-L and invited CSHL to 

submit proposals to extend its use. This they did in a 

submission dated 8 November 1990; Appendix 5.2.1. The 

proposals addressed four agreed needs: 

5.2.1 increasing the S-0-L skills levels of the 

Reading Parcels Sort Centre management team. 

5.2.2 integrating a Learning Conversation approach 

into future NEBSM and Productivity Improvement 

programmes. 

5.2.3 supporting the use of a newly developed 

computerised operational simulator as a learning 

tool. 

5.2.4 a series of S-0-L meetings with senior 

managers throughout the Business. 

In the event the only part of the proposal which 

Parcelforce HQ felt able to support financially was 

5.2.1. This proposal in relation to the Reading Parcels 

Sort Centre was intended to support one of the objectives 



identified during the Management Development and 

Productivity Improvement Programme (see Chapter 4), ie: 

'to develop a greater awareness of the role of 

performance measures on-the-job and how these 

could be best used to improve. productivity and 

quality of service. a 

The plan was to hold ten separate full day sessions with 

all members of my immediate management team. On each of 

five of these days the team would be introduced to 

specific S-O-L skills, as follows: 

- the Personal Learning Interview (PLI) and Personal 

Learning Task Analysis (PLTA). 

- the Personal Learning Contract (PLC). 

- understanding the job of managing individuals and 

teams using the CSHL Focused Repertory Grid. 

- charting the task in action - the Flow Process 

Chart. 

- conducting team based learning conversations using 

the PURPOSE - STRATEGY - OUTCOME - REVIEW (PSOR) 

approach. 



Between each of the above five days would be five 

"follow-up" days during which how the newly acquired 

skills were being applied would be reviewed. 

Once agreement had been given to the ten S-O-L sessions, 

I advised the participants of the details including a 

full list of the dates on which they would take place; 

see my minute dated 8 February 1991 at Appendix 5.2.2. 

The sessions were spread over seven months from the 

beginning of March to the end of September; the gap 

between 1 July and 16 September took account of the fact 

that this was the peak holiday period for both 

Parcelforce and CSHL. All the sessions were scheduled for 

Mondays as. this was the day when it was easiest to get 

together those members of the team who worked shifts. 

For each of the five skills learning workshops CSHL 

produced a pack of handouts for each participants; a Bet 

of these handouts can be found at Appendix 5.2.3. They 

also produced records/reminder8 of the tasks that 

participants had undertaken to carry out between 

sessions; examples of these are at Appendix 5.2.4. Over 

the following paragraphs I will describe the activities 

that took place in the workshops, the skills learnt and 

some of the outcomes. 
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"Personal Learning Interview (PLI) 
This elicits a hierarchical description of a task or job 
and how it is done, as well as a hierarchical description 
of related learning opportunities and how the learning 
was achieved. This procedure is often used to launch a 
series of Learning Conversations in on-the-job learning 
situations as a means for diagnosing personal strengths 
and weaknesses in order to initiate personally relevant 
PLCs. 1v (Harri-Augstein and Thomas 1991 p. 282) 

wPersonal learning Task Analysis (. PLTA) 
In its simplest form, this allows learners to represent 
their purposive, strategic, causal model of a given task, 
hierarchically. Each node of description. in the hierarchy 
contains elements of what is done, how it is done, why it 
is done, how well, where it is done and what next. This 
hierarchical structure allows the whole task and each of 
its component parts to be represented in relationship. " 
(Harri-Augsrein and Thomas 1991 p. 289) 

5.3 The Personal Learning Interview and The Personal 

Learning Task Analysis were chosen for the first workshop 

as they allow the learner to analyse what they do by 

breaking down the constituent tasks and then put them 

back together again in ways which increase their 

understanding and improve their performance. The 

methodology used involved writing tasks and elements Of 

tasks on numbered, coloured cards and also writing ways 

that the learner has learned an other numbered cards of a 

different colour. Having filled in the cards, they can be 

laid out in different patterns and hierarchies. Tasks and 

learning methods can be grouped and this aids the learner 



to more clearly elicit and understand what they do, how 

they do it and. how they learnt to do it. I took part in 

the workshops and activities . The tasks and methods of 

learning I elicited at the time are shown in Figure 5.3.1 

and 5.3.2. The final groupings that I produced are at 

Figures 5.3.3 and 5.3.4. 

Using the results of the card exercise it was possible to 

undertake Learning Interviews. For this the participants 

were split into groups of three, so that each person 

could adopt a different role in the interview; each 

participant played each role in turn. The three roles 

were: 

LEARNER - the person whose Task Analysis was the 

subject of the interview. 

INTERVIEWER - whose role was to help the Learner 

explore the job and how he had learnt it. 

OBSERVER - whose role was to monitor the interview 

process and feedback the observations to the Learner 

and Interviewer at the end of the interview. 

The purpose of the interview was to identify personal job 

related learning needs and ways in which the Learner had 

learnt in the past. From this it was possible to turn the 

learning need into a purpose and to devise a learning 



ICARD NO. 

PERSONAL LEARNING TASK ANALYSIS 

TASK OR ACTIVITY 

1 Manage Reading PDC within QofS & cost/budget targets 
4 Interpret Area/National objectives 
5 Plan - resource, physical changes 
6 Instigate action 
7 Measure performance 
8 Report results up and down 
9 Quantify 

10 Communicate 
11 Delegate authority 
12 Obtain authority 
13 Define responsibilities 
14 Verbal-one to one, groups, meetings, formal, informal 
15 Written 
16 Prepare justifications, cost/benefits etc 
17 Union negotiation/consultation 
18 Feedback/counsell/appraisement 
19 Specific project control 
20 Build teams 
21 Agree targets/objectives with Area Manager 
22 Set targets/objectives for team members 
23 Help, support, guide, listen 
24 Contribute to development of Area/National policy 
24 Carry out project 
25 Review/report success 
26 Review and revise targets, plans and actions 
27 Them to me 
28 Me to them 
29 Keeping them in the picture 
30 Information of direct influence on their job 
31 Review last 24 hours service 
32 Report daily situation to HQ 
33 Deal with day's post 
34 Telephone calls in and out 
35 Visitors - job related 
36 Individual staff problems 
37 Meetings with contractors 
38 Walk the job to be seen 
39 Deal quickly with points raised by members of staff 
40 Walk the job to find out what is happening for myself 
41 Convert plan into message/action 
42 0900 meeting 
43 Write monthly report 
44 Talk to colleagues - finance/personnel 
45 Graph/record results 
46 Visitors - overseas/BPCS 
47 Circulate information to team members 
48 Respond to requests for information 
49 Respond to requests for views/opinions 
50 Monthly management/supervisors meetings 
51 Attend DJCC 
52 Letting them get things Off their chests 
53 Telephone - public complaints 
54 Chair LJCC 
55 Informal talks with UCW - "hint dropping"/Seed sowing" 
56 Targets/objectives 
57 Industrial relations 
58 Receive feedback 

Figure 5.3.1 



PERSONAL LEARNING TASK ANALYSIS 

CARD NO. METHODS OF LEARNING 

I Experience 
2 Reading 
3 Listening to others 
4 Observing others: doing things right/wrong 
5 Training courses 
6 Trial and error 
7 Thinking things through: in my head/on paper 
a From mistakes/failures 
9 From successes 

10 By building on things I have tried 
11 By applying lessons/themes to different subjects 
12 Reviewing the results of actions 
13 Susceptible to new ideas(need to maintain momentum) 
14 From past rebuke 
15 From boss 

Figure 5.3.2 



PERSONAL LEARNING TASK ANALYSIS 

CARD NO. HIERARCHY GROUPING OF TASKS/ACTIVITIES 

1 Manage Reading PDC within QofS & cost/budget targets 
58 Receive feedback 
27 Them to me 

56 Targets/objectives 
21 Agree targets/objectives with Area Manager 

4 Interpret Area/National objectives 
13 Define responsibilities 
22 Set targets/objectives for team members 
11 Delegate authority 

5 Plan - resource, physical changes 
9 Quantify 
7 Measure performance 

26 Review and revise targets, plans and actions 
41 Convert plan into message/action 

10 Communicate 
28 Me to them 
29 Keeping them in the picture 
14 Verbal-one to one, groups, meetings, formal, informal 
50 Monthly management/supervisors meetings 
42 0900 meeting 
30 Information of direct influence an their job 
15 Written 
47 Circulate information to team members 
38 Walk the job to be seen 

25 Review/report success 
8 Report results up and down 

43 Write monthly report 
45 Graph/record results 
42 0900 meeting 
32 Report daily situation to HQ 
31 Review last 24 hours service 
40 Walk the job to find out what is happening for myself 

20 Build teams 
23 Help, support, guide, listen 
18 Feedback/counsell/appraisement 
36 Individual staff problems 
39 Deal quickly with Points raised by members of staff 
52 Letting them get things off their chests 

57 Industrial relations 
17 Union negotiation/consultation 
54 Chair LJCC 
51 Attend DJCC 
55 Informal talks with UCW - "hint dropping"/Seed sowing" 

Figure 5.3.3 



PERSONAL LEARNING TASK ANALYSIS 

19 Specific project control 
16 Prepare justifications, cost/benefits etc 
12 Obtain authority 
24 Carry out project 
37 Meetings with contractors 

24 Contribute to development of Area/National policy 
35 Visitors - job related 
48 Respond to requests for information 
49 Respond to requests for views/opinions 

33 Deal with day's post 
34 Telephone calls in and out 
53 Telephone - public complaints 

46 Visitors - overseas/BPCS 

6 Instigate action 

Figure 5.3.3 



PERSONAL LEARNING TASK ANALYSIS 

CARD NO. HIERARCHY OF GROUPINGS OF METHODS OF LEARNING 

I Experience 
6 Trial and error 
8 From mistakes/failures 
9 From successes 

14 From rebuke 

7 Thinking things through: in my head/on paper 
10 By building on things I have tried 
11 By applying lessons/themes to different subjects 
12 Reviewing the results of actions 

2 Reading 
5 Training courses 

13 Susceptible to new ideas(need to maintain momentum) 

3 Listening to others 
4 Observing others: doing things right/wrong 

15 From boss 

Figure 5.3.4 



strategy for achieving the purpose. In a work or business 

environment this process seems to me to be the ultimate 

basis of Self-Organised Learning. The use of Learning 

Conversations is the basis of the Person-Centred Model of 

Organisational Growth which is described in Chapter 7. 

Also, the purpose of S-0-L in such circumstances must be 

to continuously improve personal and group effectiveness 

in meeting organisational needs and objectives; ie the 

purpose which is at the heart of my Person-centred Model 

for Organisational Growth. This purpose can be best 

accomplished by systematic analysis of what is done, how 

it is done and how it has been learnt. Reviewing these 

conversationally will lead to the identification of needs 

for: 

learning 

improvement 

innovation. 

These needs can then be turned into action by defining: 

PURPOSE - what is to be learnt, improved or 

. nuovated 

STRATEGY - how the purpose is to be accomplished 

OUTCOME - the desired or exPected result 



REVIEW - when and how the process is to be reviewed. 

The above can be documented in a Personal Learning 

Contract, the subject of the second workshop. 

At the end of the first workshop participants were set 

three tasks: 

- elaborate and refine the representation of the 

tasks and sub-tasks of your job. 

- use your remembering of how you have learned the 

skills and competences of your job (and its tasks 

and sub-tasks) to increase your awareness of your 

self as a learner. 

- begin to conduct Personal Learning Interviews with 

the members of your team. 

ZZ = -XFIE: ir Tr- 
ýMOEU, 

JXJNC3 

ccx*7WEZ. Acýv 

x ..... the idea of levels in the Learning Conversation. 
The central level is seen to be concerned with specific 
topic or task learning activities and with the Personal 
Learning Contract. Here the not-ion of self-organisation 
begins to grow: how -is the learning to be organised, what 
resources are to be used, what learning skills will be 
required, can one plan a strategy for the learning and 
can one define criteria by which the quality of the 
outcomes of learning may be judged? Xf learners cannot 
carry through their contract with themselves then the 



conversation moves to the learning to learn level. Here 
we are concerned with the improvement in learning skill 
so that contracts can be implemented. If the contract is 
successfully concluded but the results do not seem to 
achieve what was expected, then we move to the life 
relevance level. Here the specific learning activities 
are reviewed with a wider context, longer time spans and 
larger goals. " (Harri-Augstein and Thomas 1991 p. 39) 

5.4 The second S-0-L technique introduced to the 

management team was the Personal Learning Contract. 

Specifically this is the outcome of a Learning 

Conversation, ideally it should be written down so that 

it can be referred to during its execution and reflected 

upon on completion. Having said that, a Learning Contract 

can be verbal or even not publicly expressed, ie kept 

entirely to the learner. The Contract should be owned by 

the learner and not imposed by the coach or line manager. 

The basic elements of a Learning Contract are: 

PURPOSE: what is to be learnt, improved or innovated 

STRATEGY: how the purpose is to be accomplished 

OUTCOME: the desired or expected result 

REVIEW: when and how the process is to be reviewed. 

It could be possible to regard a Learning Contract as 

being only to do with training or skills acquisition. 

However, if you define the outcome of learning as 



personal and organisational improvement and innovation, 

as I do in Chapter 7 when describing my Person-Centred 

Model of Organisational Growth, the scope for Learning 

Contracts is significantly widened, if not boundless. 

To introduce the Personal Learning Contract, CSHL first 

described the theory and then used one of their 

associates who used them in producing a PHD thesis, to 

describe their use in practice. Using fictitious 

appraisal forms that I had prepared in advance (see 

Appendix 5.4.1), workshop participants role played 

appraiser and appraisee with a view to producing a 

Learning Contract for the appraisee. 

At the end of the workshop, participants were set three 

tasks: 

- work on at least one Personal Learning Contract 

for YOURSELF. 

- try to complete a Personal Learning Contract with 

at least one member of your team. 

- engage your manager in, at least, one Learning 

Conversation about your Personal Learning Contract. 
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"The repertory grid was invented as a therapeutic 
technique. It was designed to enable clients to explore 
the pattern of their deepest thoughts and feelings about 
the people closest to them. It allows each individual 
client to express significant personal meaning in the 
terms which are most natural to Vhem., v 
(Thomas and Harri-Augstein 1985 p. 18) 

5.5 The third workshop saw the introduction of the 

repertory grid, a technique of psychology used for 

exploring meaning. As indicated by the above quote, it 

was invented to elicit what a client felt about other 

people. It can, however, be used to help learners make 

clear their meanings and understanding of other subjects. 

For the workshop, the participants were invited to 

produce grids based on people who did or had worked for 

and with them. The procedure for eliciting a repertory 

grid is set out in the CSHL paper headed "Eliciting a 

Kelly Repertory Grid" at Appendix 5.5. At Figure 5.5.1 is 

a form on which to record the grid and at Figure 5.5.2 a 

way of sorting element cards without repeating any in a 

triad. 

The purpose of the grid exercise at the workshop was to 

make clear how participants felt about people and what 

they valued about them. From this it was possible to 

develop plans to help the individuals who were the 



z 0 

w 
-j 0 
z 
0) 

0 
U. 
C9 LU 

z 
v- w 

w 

, 7, 0 ui 

() co 
LLI 

w 

- LU 

tLi 

lw 

ui 
LLI 

F- 
w LLI 
w 
(L 

w ý 
w 
It 
z 

w 
4 

1 5 
C14 

0. 
C-3 
0 

----- Lu 0 0 

Figure 5.5.1 



SELF ORGANISED LEARNING - REPERTORY GRIDS 

How to sort Element Cards without repeating any in a triad. 

1,2.3 2.5.8 3.4,8 

4,5.6 3,6,9 3.5,7 

7,8,9 1,5,9 2,4,9 

1.4.7 2.6,7 1,6,8 

11 June 1991 

Figure 5.5.2 



elements in the grid but also help the participants learn 

about what they do and do not value in others. The grid 

was used to "illuminate the models in your head which 

influence how you work with the members of your team. " 

At the end of the workshop participants were set three 

tasks to "further illuminate the models in your head": 

a) add 3 more people (elements) to your grid 

b) develop 3 more new and different constructs 

c) reflect on how you would deal with people as 

described by these poles. 

d) look at all your constructs and reflect on how 

many of these are concerned with "learning". 

e) use your original 9 people (elements) to elicit a 

grid which contains constructs generated by thinking 

about these people as Olearners". Reflect on how you 

enable them to learn more effectively. 
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ffThe PURPOSE of charting a task is to enable the Learner 
to: 
1) become more aware of their understanding of the task 
2) check 1) ffon-the-jobO 



3) refine and improve their understanding in thý light of 
personal experience. 
4) understand how functional operations influence 
objective measures of Productivity, Quality of Service 
and Cost Effectiveness. 
5) appreciate how more effective supervision can improve 
performance. " 
(CSHL Paper: 'Charting a Task with TALKBACK") 

5.6 At workshop 4, the Management Team were introduced to 

Flow Process Charting, a Work Study or Organisation and 

Methods Study technique. The purpose of charting is set 

out in the above quote; a copy of the full paper from 

which it is extracted is at Appendix 5.6. By charting the 

processes for which they were responsible, the 

participants were able to make explicit and share their 

understanding or models of how they worked and managed. 

copies of the Charts produced by the group are at Figures 

5.6.1,5.6.2 and 5.6.3. 

At the follow-up session to workshop 4, CSHL worked with 

the management team to help us reflect on how our 

personal models or understanding of managing people, ie 

the results of the repertory grid, related to how we saw 

control of operations and measures of productivity as 

defined by the Flow Process Chart. 

TW(DPjZjCýSIHK: Mp, S= 4GIZC3E. XE? ir -IF*- xUEZ X%U[: 14Cr, 

xpfost groups which develop or are formed within an 
organisation have a work Purpose beyond that of helping 
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each of their members to become more effective at 
learning from experience on the job. Once the group has 
identified its purpose conversationally (and not just had 
it imposed by dictat from the outside, perhaps in terms 
which are at variance with the experience of its members) 
it is possible to initiate a Learning Conversation with 
the group as a whole. They can together learn to achieve 
their group purpose more effectively. " (Harri-Augstein 
and Thomas 1991 p. 212) 

5.7 If one extends the concept of a group to equate to an 

organisation, then the Group Learning Conversation can be 

seen as a paradigm of my Person-centred Model for 

Organisational Growth described fully in Chapter 7. The 

fifth workshop was used as an opportunity to bring 

together the techniques learnt at the earlier workshops 

and to consider the place of S-0-L in helping the 

management team develop as a group rather than as 

individuals. To do this CSHL introduced the team to the 

skills of conducting Group/Team based Learning 

Conversations. However, principally it took the form of a 

structured conversation about the way forward. During the 

conversation a number of ideas formed including a clearer 

picture of how I should behave as overall team_je_ader- 

After the fifth workshop, two further sessions with CSHL 

were programmed. The purposes of these two sessions, held 

on consecutive Mondays in September 1991, were agreed 

between myself and CSHL and then published in my minute 

to team members dated 17 July 1991 (see Appendix 5.7). 
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5.8 Although the workshops during 1991 were based around 

various awareness raising techniques, there were outcomes 

which were of direct benefit to individual team members, 

to the group and to the Sort Centre. In evaluation 

conversations with participants held during 1994, the 

impact on them of S-0-L has remained even, in some cases, 

when they have left Parcelforce employment; these 

conversations are covered in Chapter 6. 

The impact of S-0-L on participants as individuals is 

very powerfully expressed in the statements they produced 

for the first of the two sessions with CSHL in September 

1991. Copies of these statements can be found at 

Appendices 5.8.1 to 5.8.3. The following extracts 

illustrate the Learners' perceptions: 

, vincreased self confidence" 

Raffecred both working and personal lifeO 

, wraised self awareness" 

, vincreased willingness to delegate responsibilitYO 

ffmore relazedw 

"not trying to run others' lives for themw 

, wimproved working relationships between team 

members" 



"greater involvement of team members in total Sort 

Centre activities" 

wstrengthened conviction of the need for individuals 

to take on responsibility for their own learning and 

development, w 

"improved ability to sit back and observe" 

Rfuller planning of day- 

Nberter listenerff 

"less self conscious at meeringsv 

"staff appreciation of increased help and use of 

knowledge' 

"providing better quality" 

"learning more quickly to be able to manage more 

effectively" 

, vmore reflective and open minded" 

Oralk things through moreff 

ffmade more aware that there was more to thinking 

than just doing it" 

'became more self critical and started to examine 

some of my thoughts" 

Nnot just a gut feeling and now I find most things I 

do I ask the question why that way" 

"charring helped with NEBSM book on Methods StudYv 

mralking to the turors I found it very useful" 

Nfeel quite happy to talk to my team about the way 

they wish to go and assist them in any way I can'v. 



During the period of the workshops of 1991 and developing 

particularly from workshop 3, Repertory Grid, we 

established a series of meetings of the Office Objectives 

Group. It became clear during our conversations that my 

personal objectives were also those of the sort centre as 

a whole and yet I was the only member of the team 

accountable for their achievement. Here was highlighted 

the importance of clear accountability and shared 

responsibility which are key elements in my Person- 

centred Model for Organisational Growth (Chapter 7) and 

which is supported in my Literature Survey (Chapter 2.3). 

The objectives were ones that I agreed with my boss at 

the beginning of the financial year and which formed part 

of my annual appraisal; the objectives for 1991/92 are at 

Appendix 5.8-4. During the workshops it became clear that 

there was a need to involve all team members in the 

achievement of these objectives and in agreeing how this 

should be done; in S-O-L terms, Purpose and Strategy. As 

a result it was agreed to hold a separate meeting on 14 

May 1991 to define how this might be done. The notes of 

that meeting are at Appendix 5.8.5 and show that it was 

run as a Group Learning Conversation with a PURPOSE, 

STRATEGY and OUTCOME. During the meeting we defined some 

of the ways we could ensure successful achievement of 

office objectives and the kinds of team behaviour that 

would be necessary. More specifically it was agreed to 



hold weekly meetings each taking a specific topic drawn 

from the objectives. There were four topics: 

- Budget 

- Quality of service 

- Teamwork and communication 

- Eliminating barriers between the Sort Centre 

and dependent delivery Depots. 

which would be taken in turn. When there was a fifth week 

in a month, we agreed to use it to review the whole 

process. At the second meeting on 21 May (notes at 

Appendix 5.8.6), the structure of these meetings was more 

clearly defined and a schedule for the meetings for the 

whole of 1991/92 was published; a copy of this is at 

Appendix 5.8-7. Notes of some subsequent meetings are at 

Appendix 5.8-8. On review of the process, it was felt 

that it was difficult to sustain weekly meetings and we, 

therefore, moved to fortnightly meetings each of which 

covered two of the original four topics: 

- Budgets and Quality of Service 

- Teamwork, communication and eliminating the 

barriers between the Sort Centre and dependent 

delivery Depots. 



During the Autumn, always the busiest part of the year, 

the Sort Centre took on additional work resulting from 

the closure of another centre in NW London (Chapter 4.1), 

and this totally diverted management attention to day to 

day operations and the Office Objectives Group meetings 

ceased. On reflection they produced some good ideas and 

began to involve more people but they were not 

universally supported and, at times, lost direction. 

Other outcomes of these workshops can be seen in the form 

of Personal Learning Contracts agreed by myself, the most 

significant of which is at Figure 5.8.1. 

This contract encapsulated what I had been trying to do 

from my first introduction to S-O-L in 1985 and before, 

in spirit. I believe it describes a simple structure 

which would be very powerful if adopted universally. It 

was also a key factor in the formulation of my model of 

organisational growth as described in Chapter 7. Whilst I 

believe that I endeavoured to live the underlying 

philosophy of the contract, I did not carry it out to the 

letter. I held some individual learning meetings and 

examples of early Personal Learning Contracts that 

resulted are at Figures 5.8.2 and 5.8.3. However, as with 

the office Objectives Group, I was overtaken by the 

problems created by the increase in workload at the Sort 

Centre resulting from the closure of the centre in NW 

London. I also feel that-it was difficult to sustain such 
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THE PERSONAL LEARNING CONTRACT FORM 

BEFORE - NEGOTIATING THE CONTRAC7 

WHAT IS MY PURPOSE1 
To help Nigel, Ray, Dave, Alan, Steve and Pete to develop 
personally and to support their efforts in introducing SOL to 
the Team. 

2. To improve the quality of the appraisal of the managerial team 
by collecting specific evidence of actual performance. 

3. To win the support of team members in achieving office objectives. 

WHAT ACTIONS? 
1. Regular, pre-scheduled, individual meetings. Probably once per mon 

but Shift Managers may be each -ti6e-. th6y: -perfOrm--- an early shift. 
I shall use the Learning Conversation and Committment on a regular 
basis and the Repertory Grid, Task Interview/Analysis and Charting 
as necessary. 

2. Team meetings to pool ideas, review general progress and agree 
action. . 

HnW SHALL I JUDGE MY SUCCESS'? 

I. Monthly learning committments -and their outcome. 

2. Learning activity going on through the team with feedback via 
my meetings. 

3. Specific appraisal evidence. 

4. Achievement of office objectives. 

Figure 5.8.1 

I' 
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a process in a wider environment to which it was alien 

and in which I-was being offered no equivalent support. 

This points to the need in all organisations and parts of 

organisations for a person-centred culture in which 

fulfilled, motivated and committed people can develop. 

Frequently after the workshops I had a Personal Learning 

Conversation with CSHL and examples of Personal Learning 

Contracts which resulted from these are at Figures 5.8.4 

and 5.8.5. The Conversations were focused on me both as 

Task and Learning Manager and as an individual. The two 

Learning Contracts show examples of the two sides, one 

dealing with involving team members more and the other 

dealing with my own personal development and tackling an 

issue on which I wanted to improve or learn. Both had 

successful outcomes - the first with the establishment of 

the Office Objectives Group and the second as recorded at 

the foot of the Learning Contract. 

The final noteworthy outcome was a discussion with my 

sponsor in Parcelforce HQ which had two outcomes; 

firstly, a failure to agree the way forward for the 

Business as a whole and secondly, a commitment to fund 

further sessions with CSHL during 1992. Correspondence 

recording this discussion is at Appendix 5.9.9. 

The CSHL assessment of the outcomes of the use of S-0-L 

in the Reading Parcels Sort Centre are expressed in their 



PERSONAL LEARNING CONTRACT - ANDREW TAYLOR 

PURPOSE 

To overcome my reluctance/ apprehension about speaking to 
people, seeking advice or asking for quotes/work to be 
done. 

STRATEGY 

To tackle such situations, one at a time, starting with 
ones that appear less daunting and building up to more 
daunting. After each occasion to reflect upon what I did 
and how and to amend my approach if appropriate. 

OUTCOME 

To have successfully completed each situation/event by 
having accomplished its purpose and to have gained 
confidence/overcome reluctance/apprehension and to have 
understood how. 

REVIEW 

I Speak to cousin David - done 26/3/91 - need to ring 
back when weekend arrangements clearer. Got on with it, 
had to make myself actually press the kevs on the phone 

2 Speak to Tom Clay about my "low profile" - rang Tom who 
offered to come and see me (28/3/91). Tom came on 3 
April, spoke for 2 hours. Decided to speak to Tom after 
discussing situation with Lorna. 

3 Find out various costs of vehicle hire - rang 3 or 4 

companies - decided on Eurodollar because only round the 
corner from our house. 

4 Rang around turf suppliers to find out costs etc of 
turfing bottom of garden (10/4/91). 

5 Rang contractors to arrange visits to discuss 
decoration of outside of house (17/4/91). 

Figure 5.8.4 



PERSONAL LEARNING CONTRACT - ANDREW TAYLOR 

rP-URPOSE 

To find out from team members how they think they could 
become more involved in the management of productivity 
improvement/cost reduction in the PDC. 

STRATEGY 

To ask team members individually/as a group with a view 
to agreeing a strategy for getting them more involved. 

OUTCOME 

An agreed strategy for getting them involved. 

REVIEW 

11 Discussed with Dave Matthews - part of the problem 
Idifficulty in reconciling results with managers' own 
Ifeelings. Agreed might be better to talk about 157 iph 
Irather than 90 BSI. Dave began to talk about using 157 
liph to assess staffing/clearance situati 

* 
on during shift. 

jDave already planning to delegate pre-listing to Shift 
IManagers. Discussed use of EPC forecast for latter. 

2 PEsC beginning to take a bigger interest in figures and 
demonstrated that EPC does not appear to be fully 
reflecting performance. 

Figure 5.8.5 



letter of 21 June 1991 to Parcelforce's Training Division 

(see Appendix 5.8.10). The main comments made were: 

'each manager has seriously taken on board a 

commitment to acquire the S-O-L techniques on offer, 

in ways which are enabling them to practice these 

as part of their on-going on-the-job activities. 11 

"Not only have they taken these new (for them) S-O-L 

skills on board for themselves, but they have also 

practised them with the dedicated teams thar they 

are responsible for. " 

"There have been some inreresring ourcomes. m 

11 ..... managers ..... have most certainly become much 

more informed and now understand better what is 

actually meant by 'performance measures'. " 

orWhar's more they are working on translating their 

office performance measures to each of their 

specific areas of responsibility and are also 

explaining how such new understandings of 

performance measures are enabling them to improve 

their management of their dedicated teams. N 



"They are also seriously questioning their Omanaging 

peoplem skills and each has taken on responsibility 

to act as their own learning coach. 11 

-There is a definite change in attitude and 

atmosphere - greater confidence, openness, a feeling 

of job ownership and general empowerment through 

S-O-L. 11 

,w one of the interesting findings from our 

point of view is how S-O-L can be installed in an 

office in a "coach-less environment" (ie there being 

no formally appointed learning coach ...... ). " 

ffThere is no doubt that the project has been very 

successful in enabling managers to act as learning 

coaches themselves on-the-job. 
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5.9 The lessons learnt from the 1991 round of S-0-L 

workshops and follow-ups were: 



5.9.1 confirmation that S-0-L can change the way 

individuals behave and perform. 

5.9.2 coaching can be a line management function. 

5.9.3 S-0-L sessions are more effective when they 

are clearly focused. 

5.9.4 the introduction of techniques such as the 

repertory grid needs careful thought. For people not 

used to using techniques of this sort, they can be a 

daunting prospect which could put them off the basic 

S-0-L philosophy. 

5.9.5 the sessions increased the sense of 

confidence, awareness and involvement of the 

participants. 

5.9.6 group learning conversations can produce new 

and effective solutions and ways of managing. 

5.9.7 ideas which resulted frcm S-0-L sessions need 

to be reviewed and updated. 

5.9.8 crises tend to overwhelm the sort of 

activities that were initiated by the S-0-L 



sessions, eg the Office Objectives Group and my one 

to one coaching sessions with team members. 

5.9.9 there was a need for some further, undefined 

step(s) to lead to S-0-L becoming part of the day to 

day culture of the organisation. 

5.19.10 learning is more than acquiring skills or 

knowledge and is about improvement and innovation. 

On reflection, this group of five workshops and follow-up 

days was designed to heighten our awareness of the basic 

philosophy of Self Organised Learning and to show us some 

skills which could assist with two things: 

- the analysis of what we do and how we learnt to do 

it. 

- the identificatiOn Of learning needs and how tO 

turn these into effective action. 

I judge the core of this to be the Personal Learning 

Interview or Conversation and the Personal Learning 

Contract and these form the basis of my Person-Centred 

Model of Organisational Growth as described in Chapter 7. 

The other techniques learnt during these sessions, ie 

Personal Learning Task Analysis, Repertory Grid and 



Charting are all designed to support the process, in 

particular the analysis. The latter techniques would be 

very valuable in making a deeper analysis of personal 

constructs. 
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5.10 As recorded in paragraph 5.8, at the conclusion of 

the series of S-O-L Workshops and follow-up days in 1991, 

Parcelforce HQ agreed to fund CSHL to spend a further 

five days working with the Sort Centre management team 

during 1992. In her minute of 23 January 1992 (see 

Appendix 5.8.9), the Parcelforce Head of Training 

confirmed that she was "happy to fund further sessions 

for you between January and September, to help you 

consolidate your gains. " In my reply of 13 February 1992 

(see Appendix 5.10.1), 1 proposed four dates for 

sessions, with a back-up date if required and subject to 

available funds. In the event the dates had to be 

revised, see my minute of 10 March 1992 to team members 

at Appendix 5.10.2. 

In their letter to Parcelforce HQ of 5 March 1992 (see 

Appendix 5.10.4), CSHL set out what they proposed for 



these additional S-0-L days. The PURPOSE of the days was 

defined as follows: 

11 To support the 5-0-L initiative already in place 

at Winnersh for empowering managers to effectively 

lead their teams-* 

The STRATEGY was defined as: 

"These days will be strucrured in the form of "Group 

Learning Conversational. Each manager will rake on 

responsibility for actively exploring and 

demonstrating how S-0-L based strategies are being 

used by their ream on-the-job ......... 

The planned OUTCOME was defined as: 

'M ........ heightening awareness of self- 

responsibility, leading to an enhancement of 

personal skills and to improvements in productiVitY, 

cost effectiveness and total quality.,, 

The reference to "total quality" in the CSHL proposal 

reflected the fact that the Business was moving into the 

field of Total Quality Management (TQM) through an 

initiative called "Customer First". I saw S-0-L as an 

ideal vehicle for delivering TQM. which is about 



"empowering the frontline", "ownership" and 

"responsibility". As part of forging the link between 

S-0-L and TQM, I invited the Area Total Quality Manager 

to attend the sessions. The Area Total Quality Manager 

was responsible for the development and introduction of 

TQM in the area. 

It was agreed between myself, as Learning Manager, and 

CSHL that we should try to retain the two themes of 

performance measurement and appraisal or feedback for 

learning which we had identified as key when we initiated 

S-0-L in Parcelforce as part of the Management 

Development and Productivity Improvement Programme in 

1990. 

The 1992 workshops took the form of Group Learning 

Conversations. They could also be defined as seminars 

with a mixture of lectures, discussions and exercises. 

There were five workshops on the following dates; 

27 April 

18 May 

15 June 

29 June 

12 October 



The sessions were all full days between the hours of 

8.30am and about 4.00pm. 
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5.11 For the first two workshops, CSHL prepared detailed 

agendas and a copy of those for the first workshop are at 

Appendix 5.11.1. The morning of the first workshop was 

largely taken up with a review of the 1990 and 1991 S-0-L 

activities, a re-statement of CSHL's aims and a 

discussion of how participants, as individuals and team 

members, had been getting on since the last workshop of 

1991. In the afternoon the team was helped to elicit 

their own criteria of performance. In doing this they 

were invited to consider what criteria they would use 

for: 

- selecting someone for promotion 

- providing feedback 

- assessing the performance of a work area or 

the whole Sort Centre. 

They also took account of the current criteria laid down 

by Parcelforce in the form of appraisals and the key 

management information measures of: 



Productivity 

Quality of Service 

Cost Effectiveness 

The final step was to produce a "Total Criteria Set" 

combining the team's own criteria and Parcelforce's 

"official" criteria. At the end of the workshop we had 

produced three lists of criteria. There was a list of 

"commonly agreed performance criteria": 

Willingness to learn 

Dependability 

Communication 

Openness, honesty and integrity 

Keeps people motivated 

Confidence 

Job knowledge 

Gets good performance 

Decision making 

New insights/ideas. 

A list of 17 feedback for learning criteria appropriate 

to the performance of a first line manager: 

- Gets good productivity, quality and 

performance 



- Gets his people motivated, ie sickness and 

absence 

- Good judgement decision making 

- Job knowledge passes it on 

acts in light of knowledge 

- New insights and ideas 

- Makes sound judgements under pressure - keeps 

his cool 

- Communicates - instruct/explain/understand 

- Flair for the job/ability 

- Willingness to learn - uses opportunities 

- Dependability - will be here/do it well 

- Implements changes in a supportive manner 

- Openness, honesty and integrity 

- Firm but fair - treat as you would wish to be 

treated 

- Confidence - makes decisions with belief and 

accepts criticism 

- Calm on outside 

- Appearance/image/stature as seen by others 

- Sense of humour. 

A list of job requirements for each of the three main 

operational work areas of the Sort Centre, the Arrival 

Loading Bay, the Parcel Sorting Machines (PSMs) and the 

Chute Hall were also produced: 



AIRIRL BAY 

Deploysent of 
staff 

Knovledge of work on 
hand/Tork to coze 

Provide advance 
inforzation. 

Respond to situations 

Correct use 
equipient lRadio I 
other equipient) 

Staff awareness of 
epipient 

Organise traffic 
flow 

Psms CHUTE HALL 

Deplopent of Deployient of 
staff staff 

Availability of 
equiplent 

Monitor I control 
of traffic flow 

Use of inforzation 
aids 

kwareness of 
Uplication of 
iraraings I alaris 

Collunicate Vith 
Chite Hall, Arrival 
Bay i Engineers 

Conunicate by 
use of radio I 
telephone 

Keep records in 
irriting 

Judgements - varn 
Transport of trailer 
full 

Monitor staff i 
patrol Chute Hall 

Telephone - commicate 
irith ottside 
futeracy i cotputer 
skills 

Figure 5.11.1 

At the end of the workshop, participants were set two 

exercises to complete before the second session. the 

exercises involved using the forms at Appendix 5.11.2 to: 

- to rate the teamls own criteria and work area job 

requirements for relevance to Parcelforce's 

Nofficial criteria' of Productivity, Quality of 

Service and Cost Effectiveness. 



- to rate the team's own criteria and the work area 

job requirements for relevance to the five 

dimensions of effective management: 

1 Supervising individuals 

2 Getting people working as a team 

3 Working in with surrounding areas 

4 Offering support to people working with you 

5 Improving the area. 
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5.12 The agenda for the second 1992 workshop (see 

Appendix 5.12-1) sets out what took place during it. As 

with workshop I it took the form of a seminar with 

lectures, discussions and exercises. It started with a 

review of workshop 1. Participants were then asked to 

annotate a copy of the feedback for learning criteria 

using the following categories: 

ME: - criteria suggested by the participant 

ME TOO - criteria not suggested by the participant 

but with which he agreed 



NOT ME - criteria with which the participant did not 

agree 

ADDITIONALS - additional criteria not thought of 

during workshop 1. 

This was intended as a reflective process and in order to 

consolidate the criteria into a set which all 

participants could "own". It was found that most of the 

criteria were shared by the whole team and, where 

differences existed, they were found to be due to the 

different perspectives of people with different roles in 

the team. The remainder of the workshop, using a mixture 

of lectures, discussions and exercises and building upon 

the criteria defined by the team plus Parcelforce's 

objective measures (productivity, quality of service and 

cost effectiveness), was used to try to build up a 

"modela of how the sort centre operated both as a whole 

and in its constituent functions and how this could be 

measured in terms of individual, team and whole centre 

performance. This again related to the five dimensions of 

effective management referred to in above. These 

dimensions can be seen as relevant in terms of both 

managing and learning, as follows: 

Supervising individuals - individuals learning 

I 



I 

2 Integrating the performance - grouplteam learning 

of individuals 

3 Integrating the performance - whole team learning 

of teams 

Supporting individuals, teams - supporting learning 

whole team 

5 Improvement/ innovation which is the woutward 

manifestation of learning". 

Figure 5.12.1 
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5.13 At the third workshop, we concentrated upon how we 

might help individual members of the whole management 

team to learn and develop skills. In particular the three 

operational second line managers (Shift Managers) 

recognised the need to help their subordinate first line 

managers to broaden their outlook. It was recognised that 

many of the first line managers were ambitious and that, 

to some extent, their exposure to the various development 



initiatives that had taken place in the Sort Centre over 

the preceding two years was leading to frustration as 

they were restricted to the supervision of a particular 

work area within the centre. From the "conversation" that 

took place during the third workshop, a "Group Learning 

Contract" was agreed; a copy of the Contract is at 

Appendix 5.13-1. The main elements of the Contract were: 

OPURPOSE 

To provide all operations PEaD (first line managers) 

with a broader perspective of shift management, more 

challenging and satisfying jobs and the opportunity to 

develop the qualities and skills required for 

promotion. 

STRATEGY 

To invite all PEsD (first line managers) to avail 

themselves of the opportunity to act as a Shift Manager 

(second line manager) for a week (minijuum? ) with a 

substantive or acting Shift Manager to act as a 

ushadow* or coach. 

OUTCOME 



We shall be looking for feedback on how each 

opportunity has gone. 

REVIEW 

Progress to be reviewed at our next get together on 29 

June with a view to setting up a series of future 

review meetings". 

Within the basic STRATEGY some specific activities were 

agreed and allocated to team members to carry out. These 

were: 

- to work out and publish a plan for releasing first 

line managers to take part. 

- to advise local union representatives of what was 

proposed. 

- to write to all first line managers explaining 

what was proposed and inviting them to take part. 

- to talk to team members about what was proposed. 

- to work out strategies for preparing individual 

first line managers for the experience. 



- to work out strategies for how the second line 

managers would perform the *shadowing" role. 

- to effectively publicise the names of the second 

line (Shift) managers each week. 

This proposal was the idea of the second line managers 

who were not prepared to allow my doubts to stop them 

going ahead with it. Of particular interest was their 

insistence that all first line managers should be offered 

the opportunity whereas previously they would have 

restricted such opportunities to those whom, they 

believed, could cope. I feel this was evidence of a 

developing Theory Y approach among members of my 

management team, many of whom started out with a much 

more autocratic outlook. A programme for the "shadowing" 

was drawn up and published, see Appendix 5.13.2. In 

drawing up the programme it became clear that: 

a) Oshadowing" should take place on the late (1400 - 

2200) shift as it was possible to cover the absence 

of the released first line manager by use of 

overtime, if necessary, which was not the case on 

the other two (early and night) shifts. 



b) wshadowing" should not take place during peak 

annual leave (holiday) weeks when it would not be 

possible to provide the necessary cover. 
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5.14 The fourth workshop allowed the team to review the 

Learning Contract agreed at the third. This "reflection" 

did not cause any of the team to doubt that it was the 

right course and it was agreed to proceed. The remainder 

of the session was spent discussing how the team could 

operate more effectively both in terms of performance and 

learning. It was agreed to organise a further session in 

October to review how things were going and CSHL were 

asked to provide feedback at that session on how they 

felt each team member was progressing. 
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5.15 There was a general outcome of the 1992 workshoPs 

which was a further increase in the effectiveness of the 

team and its individual members in terms of cohesion, 



confidence, imagination and commitment and an 

increasingly participative approach to management. 

The "shadowing" had mixed outcomes but in terms of some 

first line managers, there was a definite "opening of the 

eyes" which I believe has had a lasting effect. It also 

made the second line managers reflect both on how they 

did their own jobs and on how they could support the 

first line mangers in their learning. 

The workshops reinforced my determination to proceed with 

my own Personal Learning Contract (see Figure 5.8.1), 

very much the prototype of my Person-Centred Model of 

Organisational Growth (see Chapter 7), described in 

paragraph 5.8, the purposes of which were: 

1 To help Nigel, Ray, Dave, Alan, Steve and Pete (my 

direct team as it then stood) to develop personally 

and to support their efforts in introducing S-0-L to 

the team. 

2 To improve the quality of the appraisal of the 

management team by collecting specific evidence of 

actual performance. 

3 To win the support of team members in achieving 

office objectives. 



I had already made clear that it was my intention to 

continue with these purposes at the beginning of 1992 and 

following the "disruption" caused during the preceding 

Autumn by the extra work taken on after the closure of 

the Sort Centre in NW London. I did this in my paper 

"Action for early 1992" dated 9 January (see Appendix 

4.5.2). In particular I wrote: 

112.1 We need to re-activare our regular meetings which 

I see as: 

........... 

2.1.5 Some version of the Office Objectives Group that 

we were running prior to the Autunm. 

and 

"2.2 S-O-L 

I shall re-srarr the individual 5-0-L sessions that 

was having with you. " 

Under the guidance of the Area Total Quality Manager, I 

had also been thinking how we could begin to install TQM 

and establish Quality Improvement Teams. This resulted in 

a meeting with the operational second line managers 

(Shift Managers) on 7 September 1992. The outcome of that 

meeting was a recognition that what we did as a team 

needed to be more coordinated. We also agreed the "Key 



Criteria" by which we might measure "Quality" 

performance, these were: 

- Daily consistent clearance by phase 

- Productivity 

- Unit cost 

- Hissorts/missents 

- Staff attitudes 

- "Going for Gold" -a national Sort Centre 

recognition scheme 

- Objectives. 

We also identified a list of "issues" that we needed to 

tackle as a team, these were: 

Standard Plus (a new product). 

Objectives deployment - involving the whole 

management team. 

- Cascading awareness of TQM. 

-A revision of the postmenIs duty structure 

and the necessary consequent training. 

- The impact of the loss of some work (the 

DNC)- 

- The introduction of Monday - Friday, as 

opposed to Monday - Saturday working. 



- Feedback from Team Briefings, meetings with 

the staff and attitude surveys. 

- The possibility of some staff from a local 

delivery depot opting to work in the Sort 

Centre when the depot changed location. 

- The Christmas rush. 

- Privatisation of Parcelforce announced by the 

President of the Board of Trade in July 1992. 

- Our contribution to improving the mHealth" of 

Parcelforce. 

- The use of the Admin. and Training support 

functions in the Sort Centre. 

- Proposals to increase the processing capacity 

of the Sort Centre. 

- The national recognition scheme wGoing for 

Goldw. 

- Initiatives to improve Quality of Service. 

It was also agreed (see my minute of 11 September 1992 at 

Appendix 5.15.2) at the meeting on 7 September that, to 

secure the effective coordination of the management 

team's activities, the three Shift Managers and I should 

meet every five weeks to: 

"consider the key performance criteria and to agree 

how we should manage the key issues facing the PDC. " 



It was also agreed that our role: 

"will not be to tackle the issues but to agree how 

they should be tackled and to sponsor and support 

those charged with doing so. 11 

We had in mind the need to "empowern other people in the 

team and to encourage them to take "responsibility" for 

resolving issues. The first of the meetings took place on 

5 October 1992 and a record of its outcomes is recorded 

in my minute of 8 October (see Appendix 5.15.3). The 

outcomes were of a mixed nature: 

-I and 2 were requests for clarification of the 

process and of other people's involvement in it. 

-3 was the first instance of a decision of how an 

issue would be tackled aud by whom. 

- 4,5 and 6 were agreements to discuss three 

specific issues at the next meeting and who should 

lead them. 

- and 8 were agreements to discuss two other 

issues but for which nobody was allocated the lead. 



At the next meeting, held on 2 November 1992,1 gave 

presentations on items 1,2 and 6 from the October 

meeting and copies of the materials I used are at 

Appendix 5.15-4.1 took the opportunity to expand 1 and 2 

into a broader discussion of how we managed as a team. In 

this I covered: 

Organisation and responsibilities 

Teamworking 

Management style 

Staff attitudes. 

In my presentation I endeavoured to put across: 

- the concept of the "inverted triangle" 

organisation which emphasises the role of managers 

in supporting the "frontlinew staff who are directlY 

in contact with customers, external and internal. 

- the roles and responsibilities of the operational 

and support managers. 

- The wCustomer First* or Total Quality Management 

approach to problem solving which has similarities 

to the Self Organised Learning Personal/GrouP 

Learning Contract: 



CUSTOMER FIRST LEARNING CONTRACT 

Take something we do PURPOSE 

Identify the customers 
Find out what they want 
Agree a quality specification 

Plan it, including quality 
measures 
Do it 

STRATEGY 

OUTCOME 

Measure how well we're doing REVIEW 
Improve further 

Figure 5.15.1 

In December 1992, Parcelforce announced another 

reorganisation, one of the effects of which was that I 

was asked to move from being Manager of the Reading 

Parcels Sort Centre to act as full time Project 

Controller for a proposal to increase the Centre's 

capacity by 80%. 1 was given two reasons for the change: 

- the importance of the proposal and the 

contribution I could make to its planning and 

implementation. 

- the fact that I had been in charge of the Sort 

Centre for six years and that both the centre and 

needed a change. 

Although my replacement did not, in the event, take over 

until April 1993, the Change was expected to take place 



earlier and I, therefore, pulled back on some of the 

initiatives I had been taking. 

It is also worth recording that the first half of 1992 

produced the most consistently high record of 

productivity performance in the Parcelforce Sort Centre. 

This higher performance was maintained even as parcel 

volumes seasonally fell until the impact of an unpopular 

duty revision and the effects of deteriorating machine 

performance reversed this trend in the Autumn. This 

performance is discussed in greater detail in Chapter 6.7 

as part of my evaluation of my action research. 

ý. f; C)W! 3 1 . 16-- BQEZI\-r: r 1; 'F, "(: >lt4 -a%- C)IF 

, A=J[C: )rJ IRJE! 33FýCýEl M>IB1A--31E 

5.16.1 Team members continued to respond to their 

exposure to S-0-L, to act___with greater confidence_ý. nd to 

produce outcomes of greater quality. 

5.16.2 There is considerable opportunity for symer2y 

between Self-Organised Learning and Total Quality 

ManAgtment. 



5.16.3 Managers can produce their own performance 

criteria. 

5.16.4 My experiences during this period also contributed 

significantly to the development of my Person-centred 

Model for Organisational Growth (Chapter 7). In 

particular, it highlighted the value and benefits of: 

-a person-centred approach to management 

- clear accountability and shared responsibilities 

-a structured approach to learning and its 

management. 
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5.17 In Chapter 4.13 1 reflected on Phases 1 and 2 of the 

Programme of Action Research in Parcelforce and 

concluded: 

"Phases 1 and 2, then, did not produce the answer but 

highlighted the need to continue searching and to try 

Self-Organised Learning in a more structured and planned 

manner. " 



Phases 3 and 4 provided the opportunity to do this and 

produced evidence of the management team as individuals 

and as a group starting to learn in a Self-Organised way, 

take more responsibility and to show greater initiative. 

Examples of this were: 

- shift manager "shadowing" 

- the Office Objectives Group 

- effective coordination of team activities. 

There was also evidence that team members recognised that 

they were changing and this was highlighted very clearly 

in the evaluation conversations I held with team members 

and which are recorded in Chapter 6.10 - 6.13. 

In my description of the outcomes of Phase 4 in 5.15 1 

mentioned initiatives which were beginning to form into a 

cohesive set of individual and group Learning 

Conversations: 

- my Personal Learning Contract (Appendix 5.8-1) in 

which I committed myself to supporting my team as 

individuals. 

- Team Coordination in whiCh the team planned to 

control the key issues with which we were faced. 



Unfortunately the decision at the end of 1992 to change 

my role denied me the opportunity to follow these 

through. They have, however, re-emerged in rather more 

sophisticated form in my Person-Centred Model of 

Organisational Growth which I describe in my concluding 

chapter, Chapter 7. 

Overall I regard my Programme of Action Research in 

Parcelforce between 1986 and 1992 as period of learning 

and growth for my team and myself and this is the basis 

of the evaluations that I present in Chapter 6. 
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6.1.1 In this chapter I aim to present an evaluation of 

the learning activities described in Chapters 3,4 and 5 

which took place in Reading Head Post Office in 1985 and 

1986 and the Parcelforce Sort Centre near Reading between 

1986 and 1992. 

"To evaluate" is defined as "to determine the value of". 

What was the value of the activities that took place 7 

To whom were they of value and in what ways? 

How am I to determine the value of my Action Research? 

The traditional view of evaluation or assessment is 

similar to the traditional view of management or 

leadership. This view assumes that evaluation, the 

determination of value, is the perogative of the leader, 

the teacher or the "expert" just as control and decision 

making in organisations are traditionally assumed to be 

the perogative of the aboss". This expert based system of 

evaluation tends to disregard what the participants in an 

activity value. In my Literature Survey (Chapter 2) 1 

argued that modern organisations needed to adopt a 



person-centred, democratic and participative approach to 

management which: 

- helped people satisfy their needs 

- shared responsibility and control 

- created an environment of trust 

- developed person-centred behaviour 

- encouraged learning for continuous improvement 

Accepting that life is holistic, the logical corollary of 

this for evaluation, is that it should also have a 

person-centred component. Modern theories of management 

and learning advocate "empowerment" and "ownership". 

These same qualities should also apply to the methods of 

evaluating such activities. My evaluations will be 

"conversational" in that they will address the issues 

from different perspectives and will be based on the 

Theory Y type assumption that the participants' own 

evaluations are of, at least, equal value to those of 

people who have supported them, eg tutors, coaches, line 

managers and to the "expert system" evaluations. I willt 

therefore, bring together evaluations from: 



- the organisations, eg performance criteria such as 

quality, productivity and unit cost. 

- providers of learning activities. 

- participants in the learning activities. 

- myself as learner, manager and action researcher. 

Another benefit of this multi-perspective approach to 

evaluation is that it recognises that things which are of 

value to individuals are likely to also be of value to 

the organisations. For example, the increased confidence 

and self-awareness of individual managers are likely to 

feed through into improved individual, group and 

organisational performance. Evaluation, like learning, 

like life, should be holistic and not compartmentalised. 

6.1.2 In sections 6.2,6.3 and 6.4 1 will evaluate the 

trial of Self-Organised Learning in Reading Head Post 

office by highlighting the value to the managers involved 

and the value to the Post Office, in particular, the Post 

office in Reading. In sections 6.5,6.6 and 6.7 1 will 

provide similar evaluations for the learning and 

development activities at the Parcelforce Sort Centre 

near Reading. In section 6.8 1 will offer an evaluation 

of the value that the whole experience has had for me as 



the person who has been involved throughout in the roles 

of leader, Learning Manager and action researcher. In 

presenting my evaluations I shall refer again to the 

outcomes of the activities as described in the relevant 

chapters and which, in my opinion, are particularly 

helpful in determining the value of the activities. 

Additionally, I shall produce for the section on 

Parcelforce further evidence of organisational relevance 

based on agreed objectives, some statistical, to 

demonstrate how the Sort Centre's performance changed 

over the period. 

Finally, in Sections 6.10 - 6.13,1 will present the 

personal testimonies from those Parcelforce managers who 

were most involved over the years 1986 to 1992; this data 

was collected by personal conversations during 1994.1 

have tried to demonstrate in the earlier Chapters of this 

thesis, that Self-Organised Learning is "person- 

centred". It is about supporting individuals, groups and 

an organisation as a whole, enabling them to develop 

primarily by focusing on responsibility for their own 

learning, and to evolve their capacity for life-long 

learning. It follows that evidence of how the main 

participants in the S-O-L action research felt they had 

changed in attitudes and behaviours and what outcomes 

they valued, would be very important. Such data forms a 

major contribution to the evaluation of my project. I, 



therefore, decided to obtain this evidence by holding 

follow-up evaluation conversations with participants in 

the Parcelforce Sort Centre elements. 
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6.2 The trial of Self-Organised Learning at Reading Head 

Post Office is fully described in Chapter 3. The trial 

was undertaken in order to test whether locally based, 

mainly on-the-job, learning, in which learners took 

greater responsibility, would help front line managers 

perform more effectively and whether it would prove more 

effective than the traditional training which usually 

took place away from the workplace. The activities which 

took place during the trial fell into two groups, firstly 

those which resulted from the initial planning for the 

trial: 

- preparation of 29 new acting first line supervisors 

(PED) fo r learning on-the-job (Chapter 3.3) 

- working with supervisors involved in the code/sort 

area to improve the use of the coding and automatic 

sorting equipment and coordinate it with manual sorting 

(Chapter 3-4) 



- conducting individual and group learning 

conversations with managers, substantive first and 

second line supervisors and experienced acting first 

line supervisors (Chapter 3.5) 

- weekly "open house" sessions in which individual 

supervisors could attend confidential learning 

conversations (Chapter 3.6) 

- identifying and collecting appropriate evaluation 

measures (Chapter 3.7) 

Secondly, there were activities that evolved during the 

trial, these were: 

- weekend workshop at Basingstoke (Chapter 3.9) 

- workshops for substantive first line supervisors and 

personal work methods (Chapter 3.10) 

- feedback for learning on-the-job (Chapter 3.11) 

- suggestions for improvement on-the-job (Chapter 3.12) 

- the management of learning (Chapter 3.13) 
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6.3.1 As Chapter 3 describes, a large number of 

substantive and acting managers at various levels were 

involved in a wide range of activities during the trial 



of Self-Organised Learning at Reading Head Post Office in 

1985 and 1986. The impact on managers will have been as 

varied as the number of managers. Equally, most of the 

outcomes of activities which were of value to managers 

were also of value to the organisation. 

6.3.2 The clearest value to the managers involved in the 

trial was in the form of promotion which appeared to be, 

in large part, attributable to Self-Organised Learning. 

As reported in Chapter 3.3,12 of the 29 new acting first 

line supervisors who were prepared for learning on-the- 

job, were promoted by the end of 1986, with a thirteenth 

promoted in September 1987. This was in contrast to 

previous experience which was that staff could remain on 

the acting list for many years and then, in many cases, 

find themselves rejected or giving up out of frustration. 

Another example, described in Chapter 3.5, shows an 

experienced acting second line manager finding Personal 

Learning Contracts very effective learning tools to the 

extent that the respect that others had for him increased 

and he gained substantive promotion which had not been 

considered'likely only a little earlier. The value that 

this man placed on S-0-L was clearly shown by the fact 

that he showed interest in becoming a full time learning 

coach and attended a national coaching workshop. 



6.3.3 For other managers there were significant changes 

in the way they managed or in the role they played in the 

organisation. In Chapter 3.5 1 describe how an 

experienced third line manager identified that he needed 

to improve his performance counselling skills. He had 

previously "told" subordinates what to do and how and had 

a reputation for being something of a bully. He was able 

to change so that subordinates were able to describe him 

as "more thinking, more dedicated, more confident and 

more consultative. " A more recently promoted third line 

manager also adopted a more participative management 

style at the same time as developing a set of controls 

and monitors for the function for which he was 

responsible. Yet another third line manager developed a 

spreadsheet on which to monitor S-O-L as part of the 

Feedback for Learning package (Chapter 3.11). A first 

line supervisor who had not been especially well regarded 

by his superiors transformed his approach to his job as 

he very quickly learnt computer skills and developed a 

capability for implementing management information. 

Chapter 3.6 describes the activities which evolved from 

the "open house" sessions including the work undertaken 

by a first line supervisor in improving the operation of 

the railway station. This gave this man confidence and he 

became very involved in the trial as a full time coach. 

Also in Chapter 3.6 is the story of the "old school" 

second line supervisor who found that S-0-L removed the 



obstacles to his own learning and who also became a full 

time coach. 

6.3.4 Another way in which participating managers showed 

that they valued S-0-L was the way in which they sought 

and exploited opportunities to become more involved. I 

have already quoted examples of managers who having 

become involved went on to become coaches. Another 

example of this was one of the first line supervisors in 

the code/sort area who attended a national coaching 

workshop (Chapter 3-4). The demands made on experienced 

supervi'sors by the new acting first line supervisors as 

"learning resource" caused them to seek opportunities for 

themselves (Chapter 3-3). The impact of the work with the 

supervisors in the code/sort area (Chapter 3.4) was that 

second and third line managers became more involved as 

they saw it produce results. 

6.3.5 The participants in the trial also benefited from 

the way in which S-0-L "opened their eyes" and increased 

their awareness. This manifested itself in the way in 

which the new acting first line supervisors adopted an 

enquiring approach to their new roles and the way they 

questioned accepted ways of doing things. They also 

produced many ideas for improved methods of work (Chapter 

3.3). The outcomes of the trial Of S-0-L and the 

suggestions put forward by participants was evidence that 



they had become aware of both their ability and 

responsibility to be imaginative and innovative (Chapters 

3.5,3.6 and 3.12). 
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6.4.1 The activities at Reading Head Post Office were 

undertaken as a trial of Self-Organised Learning in order 

to assess whether it should be introduced throughout the 

Post office. One measure of the success of the trial and 

of its value to the Post Office generally was that 

further trials were undertaken, initially at Edinburgh, 

followed by national implementation through*the 

appointment of Learning Coaches in all areas. S-O-L was 

linked to the implementation of a process of efficiency 

improvement called the Revised Revision Procedure (RRP)- 

When RRP ran into difficulties, in particular in 

negotiations with the trade union, and was abandoned, the 

national introduction of S-O-L died with it. This was 

unfortunate since the link with RRP was fortuitous and 

not originally envisaged nor in any way necessary. 

6.4.2 As mentioned in Section 6.3, much of the value of 

the trial of S-0-L to the Post office locally in Reading 

reflects the value to the participating managers and 

acting managers.. As I have described in Chapter 1.2, the 



culture of Reading Head Post Office was very autocratic 

which had produced a number of negative consequences: 

- the office had been managed by a succession of 

autocratic managers and there was a lack of 

initiative and imagination being displayed. 

Typically, "senior managers" were expected to 

produce the solutions to most problems, "junior 

managers" expected to simply "do as they were told" 

and to take little or no responsibility. 

- when appealing against not being promoted, 

appellants frequently claimed that they had had no 

feedback on their performance and that they had 

received little or no help or training in improving 

their performance. 

- counselling was used as a euphemism for a formal 

telling off. 

- the discipline code was used against staff who had 

simply made unintentional mistakes. 

- relations with the main trade union, the Union Of 

Communications Workers, were very confrontational 

and yet the local branch was lead by two able men 

who had, at least, as good and frequently a better 



understanding of the issues than the managers 

involved. 

It was whilst seeking ways to tackle these negative' 

elements in the management of the unit that I was 

introduced to CSHL and Self-Organised Learning and I 

consider that the outcomes of the activities that took 

place during the trial demonstrate that significant, 

beneficial change occurred. The changes manifested 

themselves in four key areas: 

- increased personal effectiveness of both 

experienced and new members of the management team 

(see 6.4-3). 

- improved measurement and assessment of the 

performance and learning needs of individual 

managers (see 6.4.4). 

- improved working methods and organisation (see 

6.4.5). 

- locally developed and, therefore, more relevant 

measures of operational performance (see 6-4.6). 

6.4.3 In 6.3.2 1 have described the value to individual 

members in terms of promotion I- . The value of this to M. 



organisation was, of course, that it had more effective 

and aware managers who would bring a more participative 

style and greater imagination and innovation. The courses 

for 29 new acting first line supervisors (Chapter 3.3) 

equipped 12 of the participants so well that they were 

promoted substantively by the end of 1986 and that the 

second and third line managers, on whose judgements such 

promotions were made, felt sufficiently confident to 

support their advancement. The course was also used in 

1987 to prepare a further 14 new acting first line 

supervisors. There is also evidence in various parts of 

Chapter 3 of managers changing attitudes and approach, 

achieving promotion and choosing to become more deeply 

involved in Self-Organised Learning, many as coaches. 

overall, the evidence of the outcomes of the activities 

which took place during the trial, points to a noticeable 

increase in the effectiveness of managers. 

6.4.4 One of the key weaknesses I had noticed when I 

first moved to Reading was the inadequacy of the 

assessment of performance of individual managers and 

acting managers. This was an area tackled as the trial 

evolved. It came to light during the initial preparation 

of 29 new acting supervisors for learning on-the-job. The 

participants began to seek feedback from their superiors 

so that they could plan and carry out continuous 

improvement. As part of this exercise, the acting 



supervisors assessed themselves against the same criteria 

that their own supervisors were due to be using. At the 

weekend workshop in Basingstoke (Chapter 3.9) second line 

managers agreed to try to be responsible for initiating 

self appraisal activity for each acting first line 

supervisor. Out of a recognition that the existing 

appraisal systems were not producing the best results, 

grew the Feedback for Learning project which: 

- ensured that there was effective feedback vital 

to the reflection which is at the heart of SOL. 

- highlighted the difference in c itment which 

comes about when people are involved in developing 

systems ccmpared with when they are imposed from 

outside. 

- provided a structure on which to build ongoing 

learning conversations. 

- highlighted the importance of relevance to the 

success or otherwise of systems, activities or 

tasks - 

A key output of the Feedback for Learning package and of 

S-0-L Personal Learning Conversations was the 

identification of personal and group learning needs and, 



given that no method of identifying such needs previously 

existed, this was of significant value to the 

organisation locally. 

6.4.5 Although the lack of pre-existing objective 

measures by which to evaluate the impact of S-O-L on a 

"before and after" basis was a disappointment, there was 

evidence that the importance to the achievement of 

continuous improvement of having measurement was being 

learnt and put into effect. Examples were: 

- the first line supervisor in the code/sort or mech. 

area who generated his own measures of performance 

(Chapter 3.4). 

- the first line supervisor in charge of the "meter" 

section generated measures by which to evaluate 

performance against his workplan, including 

productivity measures (Chapter 3.5.2). 

-a recently promoted third line manager developed a 

number of controls and monitors for the function 

(letter delivery) in charge of which he was placed; 

(Chapter 3.7-2). 

- more generally, there was evidence of supervisors 

becoming interested in tracking the flow of work 



through the different work processes which it was 

anticipated could be developed into systems which would 

produce tighter control. 

- among the outcomes of workshops run for experienced 

first line supervisors (Chapter 3.10) was the 

development of systematic personal workplans and ideas 

for ways in which they might measure their work area 

performance in terms of quality of service and cost 

effectiveness. 

6.4.6 The ultimate objective of both my personal search 

and the trial of Self-Organised Learning was improvement 

in organisational performance and results. There were 

many instances of improvement suggestions and their 

implementation. In the case of the new acting first line 

supervisors (Chapter 3.3) 1 attribute this to managers 

looking at things with a "fresh pair of eyes" but also to 

the enquiring/learning approach that they had learnt and 

the confidence they had gained from a successful 

transition into supervision. Examples of improvement 

suggestions and implementations were: 

- one of the new acting first line managers wrote 

several reports suggesting solutions to problems at the 

Railway Station and in the Foreign and outward letter 

sorting sections. 



- One of the first line supervisors in the code/sort 

area attended a national S-0-L workshop and went on to 

establish objective performance measures relevant to 

himself and the work area. 

- Another man promoted to third line manager in 

November 1986 developed a number of controls and 

monitors for the function to which he was appointed. 

- Another first line supervisor was able to 

significantly improve the quality and consistency of 

the information detailing the duties of individual 

postmen. He also brought to attention weaknesses in a 

computer package being introduced nationally. 

- Yet another first line manager promoted in June 1986, 

committed himself to improving the "meter" section of 

which he was in charqe. This involved the development 

of a detailed workplan and measures by which to 

evaluate performance against the plan. He extended his 

activity to contact with customers who posted meter 

franked mail and as a result greatly improved the way 

in which such mail was presented to the post office. 



Finally, there was measurable improvement in the 

performance of the main sorting office in Reading as 

shown below: 

- Productivity raised by 24% over 18 months 

- Costs reduced by 19% over 12 months 

- Quality of Service improved over 13 months: 

First Class from 97% to 99% 

Second Class from 93% to 98%. 
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6.5.1 In this section I shall endeavour to present some 

evaluations of the activities that took place at the 

Parcelforce Sort Centre in Reading between 1986 and 1992- 

The activities can be summarised as: 

- Phase 1: Self-Organised Learning in action between 1986 

and 1989 (Chapter 4): 

the appointment and use of a Learning Coach 

reflections on the impact of my management style 



- Phase 2: the major management development and 

productivity improvement programme in 1990 (Chapter 4): 

- productivity improvement 

- NEBSM 

- Self-Organised Learning 

- Phase 3: Self-Organised Learning in action in 1991 

(Chapter 5): 

- Phase 4: Self-Organised Learning in action in 1992 

(Chapter 5) 

The activities directly related to S-O-L were not as 

varied, deep or brought to such successful conclusions as 

those during the trial at Reading Head Post Office. On 

the other hand the managers were exposed to a variety Of 

other activities, sometimes to the point where they felt 

overloaded, but which allows some comparison of the 

relative values of the activities. The outcomes of the 

activities as described in Chapters 4 and 5 give an 

indication of their value whether good, bad or 

indifferent. In presenting my evaluations I shall refer 

again to those outcomes which, in my opinion, are 

particularly helpful in determining the value of the 

activities. Additionally, I shall produce further 

evidence of organisational relevance based on agreed 

objectives, some statistical, to demonstrate how the sort 



centre's performance changed over the period. Personal 

testimonies from those managers who were most involved 

over the years are also presented in Chapter 6.10 - 6.13. 

This data was collected by personal one to one interviews 

during 1994. 

In order to measure or evaluate the activities that took 

place, it is necessary to have a standard against which 

to set them. I believe this can be found in Chapter 4.1.4 

in which I said that on taking over as Manager of the 

Sort Centre: 

, vMy plan was to encourage, support and develop the 

supervisory ream with the expectation that this 

would lead to a more Theory Y based approach to 

people and improved performance for the whole unit. " 

The evaluations that I produce, therefore, need to 

demonstrate whether or not the supervisory team, as a 

group and as individuals, benefited from the 

encouragement, support and development they received, and 

whether or not the performance of the whole unit improved 

as a result. In the light of this I shall present the 

evaluations in three sections: 

- the value to the supervisory team as a whole and 

as individuals, see Section 6.5 . 



- the value to the organisation, see Section 6.6. 

-I shall finish with a personal statement of my 

judgement as the senior manager of the value of 

what took place and how it has benefited me, see 

Section 6.7. 

I am thus presenting a multi perspective evaluation 

system, designed to highlight process and product results 

over six years. 

One note of a caution; what took place at the parcels 

sort centre in Reading between 1986 and 1992 was not an 

experiment within the traditional scientific paradigm. 

There were no controls as such or pre-set standards of 

comparison for checking the results. The activities took 

place in a dynamic environment - involving fluctuating 

volumes of work and major changes as described in Chapter 

4.1 and summarised here: 

- 1987: - cessation of the national contract with 

British Rail for the carriage of parcels. This meant 

that the proportion of the parcels processed in the 

sort centre which were carried by road increased 

from about 50% to loot. 



- 1988: - closure of the sort centre at Milton Keynes 

and the transfer of the parcels itprocessed for the 

counties of Buckinghamshire and Bedfordshire to 

Reading. 

- 1989: - installation of some loose loading 

equipment. Traditionally parcels had been sorted to 

either mailbags or towable containers. This was 

expensive in, manpower terms and did not make optimum 

use of the carrying capacity of the road vehicles 

used. The new equipment allowed direct sorting of 

parcels into the trailers where they were loaded 

loose rather than in containers. This allowed us to 

load twice as many parcels to each trailer compared 

with containerisation. 

- 1990: - installation of further loose loading 

equipment. 

- 1990: - closure of the sort centre at Southampton 

and the transfer of the parcels it processed for the 

counties of Dorset, Hampshire, Isle of Wight and the 

Channel Islands to Reading; this represented a 75% 

increase in workload. 

- 1991: - the closure of the sort centre at Brent 

Cross, NW London and the transfer to Reading of the 



parcels it processed for Middlesex and West and 

North West London. At the same time, parcels for 

Oxfordshire and Bedfordshire were transferred to 

sort centres in Birmingham and Peterborough 

respectively. 

This is the very nature of action research, 
__whic allows 

systems and processes to be monitored and developed as 

part of the very process of research. It is in this 

context that I present my evaluation data. As a result it 

is not possible to "prove" that a particular effect 

resulted from a particular cause. Which activity produced 

a particular change in a group or individual's behaviour 

is not always clear. Why productivity or quality of 

service improved or deteriorated cannot always be 

definitely attributed to any specific influence. One 

exception to this, I would argue, can be found in the 

personal testimonies of those most involved and who, 

during the interviews I held with them in 1994 (6.10 - 

6.13), clearly stated what had and had not influenced 

them and what they had valued at the time and 

subsequently. In many respects the evidence of value or 

worth produced by the interviews is the most telling 

available. 
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PRODUCTIVITY IMPROVEMENT 

6.6.1 1 shall refer in Section 6.7 to the changes in 

productivity performance identified during and after the 

period of productivity improvement training and - 

counselling (see Chapter 4.10). During the early part of 

this period, the tutor from the Harry Mitchell College 

recorded in his diary many critical comments on the 

performance, attitude and behaviour of individual 

managers. However, his final comments were much more 

positive, for example: 

"However, all operational managers were highly 

motivated and very innovative in their attempts to 

solve the situation. Even those considered lacking 

in management skills early in the summer project 

were prepared to make and justify decisions which 

they would have previously passed further up the 

management tree. It was also clear that the staff 

were achieving very good work rates. ff 



"The overall standard of the Reading PDC PEsC and 

PEsD is now in general terms that of skilled 

managers instead of mere supervisors. - 

"Reading's problems would not have been as quickly 

solved without the fairly innovative and motivated 

action of its first line managers.,, 

Clearly the tutor would wish to claim that the credit for 

this should go to the training and counselling which he 

carried out. Whilst this may be valid, it is interesting 

that during their interviews in 1994 (6.10 - 6.13), two 

out of three Shift Managers involved, considered that his 

activities had little or no impact on them. 

NEBSM 

6.6.2 As stated in Chapter 4.11 on the NEBSM programme 

the most tangible measure of the value to the managers of 

taking part in it, was their success in completing it and 

receiving the Introductory Certificate, 80% with a "good" 

or Nvery goodw assessment, and, in the case of eight out 

of 15 team members, the Full Certificate. 

Parcelforce Training Division carried out some evaluation 

of this part of the Management Development and 

rroductivity Improvement rrogra=e. This evaluation 

showed that a high percentage of participants felt 



positively about the course and that there appeared to be 

narrowing of the gap between the "Business" view of how 

managers should feel about their jobs and how they 

actually felt. However, the gap prior to the course was 

only just over 5% and it reduced after the course to 

2.5%. 1 am personallynot convinced of the validity of 

this kind of measure. 

During their interviews in 1994 (6.10 - 6.13), the three 

managers who completed the NEBSM course had very 

different views on it: 

- one enjoyed and found it valuable, 

- one found it hard work, found he had to "cheat" to 

keep up but ultimately felt he benefited from it, 

and 

- one found it a chore that had to be completed but 

which he regarded as an imPosition. 

As recorded in Chapter 4.11 on the NEBSM programme, one 

clearly visible, or, perhaps more accurately, audible 

evidence of the impact of it was the change in language 

used by participants. For example, they talked of "group 

norms" and "organic" as opposed to "mechanistic" styles 



of management and understood what they were talking 

about. 

SELF-ORGANISED LEARNING 

6.6.3 Self-Organised Learning can be particularly 

powerful in its impact on individuals and can play a 

significant role in helping groups to perform more 

effectively. As reported in Chapter 5 on S-0-L, members 

of the Sort Centre management team produced statements of 

how they felt S-0-L had affected them. I repeat the 

extracts below because I believe they very clearly 

demonstrate the value of S-0-L to those involved: 

"increased self confidence' 

"affected both working and personal lifew 

"raised self awarenessO 

Iwincreased willingness to delegate responsibilitym 

wmore relaxed' 

, wnor trying to run others' lives for them" 

"improved working relationships between team 

members' 

'greater involvement of team members in total Sort 

Centre activities" 

'strengthened conviction of the need for individuals 

to take on responsibility for their own learning and 

development' 



"Improved ability to sit back and observe" 

"fuller planning of dayw 

"better listener" 

"loss self conscious at meetings" 

"staff appreciation of increased help and use of 

knowledge" 

Rproviding better quality" 

"learning more quickly to be able to manage more 

effectively" 

"more reflective and open minded" 

"talk things through more" 

"made more aware that there was more to thinking 

than just doing it" 

"became more self critical and started týo examine 

some of my thoughts" 

"not just a gur feeling and now I find most things I 

do X ask the question 'why that way? "' 

"charting helped with NEBSH book on Methods Study" 

Otalking to the tutors I found it very usefulw 

fffeel quite happy to talk to my team about the way 

they wish to go and assist them in any way I can" 

These comments reflect real and significant changes in 

attitude and behaviour and show what the participants 

valued. 



The changes which took place in the management team were 

also seen and reported on by the CSHL tutors who in their 

letter of 21 June 1991 to the Parcelforce Training 

Division (see Appendix 5.8.10) said among other things: 

"each manager has seriouslY taken on board a 

commitment to acquire the SOL techniques on offer, 

in ways which are enabling them to practice these as 

part of their on-going on-the-job actIvities" 

"Not only have they taken these new (for them) SOL 

skills on board for themselves, but they practised 

them with the dedicated reams that they are 

responsible for. " 

"There have been some interesting outcomes. " 

11 ..... managers ....... have most certainly become much 

more informed and now understand better what is 

actually meant by 'performance measures'. " 

"What's more they are working on r ranslating their 

office performance measures to each of their 

specific areas of responsibility and are also 

explaining how such new understandings of 

performance measures are enabling them to improve 

their management of their dedicated teams. ff 



OThey are also seriously questioning their "managing 

peopleP skills and each has taken on responsibility 

to act as their own learning coach. 

OThere is a definite change in attitude and 

atmosphere - greater confidence, openness, a feeling 

of job ownership and general empowerment through 

SOL. ff 

....... one of the interesting findings from our 

point of view is how SOL can be installed in an 

office in a 'coach-less environment* (ie there being 

no formally appointed learning coach ....... 

IvThere is no doubt that the project has been very 
I 

successful in enabling managers to act as learning 

coaches themselves On-the-job. 1w 

The measure of the, on-going value of S-0-L to those 

involved can be found in the records of the interviews 

that I had with them during 1994 and which can be found 

In 6.10 - 6.13. 



SUMMARY 

6.6.4 Overall, the learning and development activities 

which took place in the Parcelforce Sort Centre near 

Reading between 1986 and 1992 proved of value to the 

participants. Reading 6.10 - 6.13 will confirm and 

strengthen this conclusion. 

mm-][H: NFpkj-xjH: -xc: ý : L: -JNXZC: T;. --y ýw-c>r-zc: 1E: 

6.7.1 First of all I would say that what the learning and 

development activities, and in particular S-O-L, did for 

the members of the management team as shown in section 

6.6 above, was equally of value to the organisation. 

Because it was not possible to establish a "control 

experiment", it is not possible to say how things would 

have been if the activities had not taken place. However, 

I think it is legitimate to claim that the evidence of 

value put forward in section 6.6 is so strong that there 

must have been impact on the organisation. This does not 

mean, of course, that everything operated perfectly. 

Any business organisation ultimately measures itself with 

figures - income, expenditure, profit and customer 

satisfaction. In an operational unit such as the parcels 

sort centre in Reading, there was no direct 

accountability for revenue. Also the sort centre was one 



link in a national network and could not, therefore, be 

held fully accountable for the quality of service to 

customers as measured in terms of parcel transit times 

from collection to delivery. The key measures of 

performance were: 

Productivity 

Unit costs 

Despatch of parcels to schedule. 

PRODUCTIVITY 

6.7.2 Over the years there has been a progressive and 

significant improvement in productivity. This is 

illustrated in: 

- the table at Figure 6.7.2.1 which shows productivity 

performance between 1988/89 and 1992/93. 

- the graph at Figure 6.7-2.2 which replicates the table 

over the whole period as a single line. 

- the graph at Figure 6.7.2.3 which shows the performance 

for each of the 5 years as separate lines and highlights 

seasonal trends. 



PARCELFORCE SORT CENTRE READING PRODUCTIVITY 

WEEK NO. 1988/89 1989/90 1990/91 1991/92 1992/93 

1 69 81 92.5 80 
2 50.5 70 70.5 75.5 83.6 
3 35 76 68 78 73.5 
4 43 60.5 71 83.5 82.5 
5 55 58.5 72.8 83 84.8 
6 54 66.5 72 79.5 86.7 
7 58.5 60.5 66 80.5 84.7 
8 49 64.5 69 80.5 81.3 
9 50 63 71 79 81.7 

10 39 65 71 76 85.6 
11 49 64 70.5 72.3 87.2 
12 50 63 73 72.3 85.9 
13 52 62.5 71.3 80 81.4 
14 53 62 78 81.5 88.1 
15 52.5 66 72 83.5 79.6 
16 52.5 59.5 75 76.3 84.1 
17 52 65.5 71 81 84.4 
18 50 57.5 70.5 77 78.6 
19 48 58 67.5 70.5 76 
20 50 58 76 69.5 74.6 
21 48 62 71.5 71 77.7 
22 50.5 69 87.5 70.3 82.5 
23 INDUSTRIAL 73.5 64.5 73.5 84.2 
24 ACTION 60 66 72 88.3 
25 BY UCW- 64.5 69.5 81 87.7 
26 57 62 77.5 83.5 86.2 
27 61.5 74 73.5 85 83.4 
28 61 68.5 67 86.8 76.7 
29 61.5 65 66 86.8 78.5 
30 57.5 66.5 75 79 80.7 
31 57 70 77.5 79.5 86.1 
32 54 62.5 72.5 76.8 80.5 
33 53.5 59.5 61.5 70.5 75.9 
34 51 67.5 68 77 73 
35 56.5 69.5 69.5 83 79.4 
36 55.5 67.5 74.5 86.5 77.8 
37 53.5 73.5 77 79 83 
38 54 70.5 78.5 79 71.1 
39 52 51.5 71.5 78.5 58.8 
40 29.5 35.5 64.5 65.5 53.5 
41 

. 
56 46.5 44.5 63 69.4 

42 61 69.5 59.5 88.8 77.7 
43 70 72 84 88.8 82.5 
44 70.5 61.8 86.5 82 75.4 
45 65.5 71 87 87.5 72.6 
46 63.5 64 89 85.2 74.3 
47 70 66 72 83.5 76.9 
48 64 72 86 90 81.2 
49 63.5 71 88 88.5 81.6 
50 64 67 79.5 88.2 79.7 
51 62.3 73 81.5 84.5 79.3 
52 70.5 72 84.5 85.5 82.8 

Figure 6.7.2.1 
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As described in Chapter 4.10, the measurement of 

productivity in Parcelforce Sort Centres was based on 

work measurement by which industrial engineers calculate 

a work value for every parcel handling activity. 

Productivity in the table at Figure 6.7.2.1 and graphs at 

Figures 6.7.2.2 and 6.7.2.3 is expressed in percentage 

terms against a throughput target which is set at 100%. 

This, therefore, reflects changes in real productivity as 

over the years the throughput target has increased to 

reflect changes in workload volumes and mix, and in 

handling methods which have meant that more parcels could 

be handled per manhour without any increased time and/or 

effort on the part of the workforce. In order to maintain 

or raise productivity, the task of the shift management 

teams was to try to align the manhours used to the number 

of parcels to be processed. The graph at figure 6.7.2.4 

compares the weekly parcel volume or traffic levels with 

the productivity achieved in 1991/92 and 1992/93. The 

graph shows that there is some relationship between 

volumes and productivity although the early months of 

1992 show productivity holding up whilst parcel volumes 

were at a relatively low level. I believe that this was a 

vindication of the improvement efforts of the previous 6 

years. The progressive improvement in productivity 

illustrated in Figure 6.7.2.2 continued until the end of' 

September 1992 (around week number 37). At this time a 

revision of working duties was introduced which was not 
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universally popular with the staff and which involved 

more of them working as keyboard operators on the Parcel 

-Sorting Machines which involved a learning curve which 

was underestimated to a degree. It was also during the 

Autumn of 1992 when the machinery was under greatest 

pressure from peak volumes, that I was able to highlight 

that wear was resulting in poor performance, and reducing 

capacity by about 18%. This resulted in a major programme 

of overhaul taking place during 1993. 

The Productivity Improvement element of the programme run 

during 1990 was, of course, specifically aimed at raising 

the level of the productivity in the sort centre. As 

described in Chapter 4 on the Productivity Improvement 

element, the improvement achieved was well below that 

targeted but nonetheless there was a measurable effect. 

Before the project, the average level of productivity was 

70.2% of target, compared with 72.6% during the 

counselling phase. This fell well short of the 10 

percentage point improvement which was the objective set 

for the project. One of the main reasons for this 

relatively small improvement was that the counselling 

phase took place during the summer when the volumes of 

parcels posted traditionally fall (see figure 6.7.2.4 for 

a more general illustration of this point). Before the 

project started an average of 337000 parcels were being 

handled each week whereas the average for the counselling 



phase was 4193000 per week. The comparison of traffic at 

Figure 6.7.2.5 shows that the parcel volumes declined 

week by week to low of 254000 in the final week. At the 

latter level, it would have been necessary to reduce the 

number of direct hours used by about 25% in order to 

maintain productivity at the pre-project level of 70.2%. 

To counter the decline in parcel volumes, a significant 

reduction in direct hours used was achieved. The average 

number of weekly hours used prior to the project was 

2981, whereas during the counselling phase the average 

was 2508, a difference of about 16%. The table headed 

"Comparison of Bonus Hours Used" at Figure 6.7.2.6 shows 

how the reduction in hours used increased through the 

counselling phase to a peak in the final week of 695 

hours or more than 23%, ie only just short of that 

required to maintain productivity at pre-project levels. 

The ability of supervisors to reduce hours was limited, 

at least, in the short term, by the following factors: 

a) there was only a limited amount of indirect work 

available, 

b) it was not possible to reduce the hours below 

those for the normal, non-overtime attendances of 

the staff who had to be paid regardless of the 

amount of work to be done. 



COMPARISON OF TRAFFIC 

PRE PROJECT AVERAGE 336757 

PROJECT DATE W/E TRAFFIC DIFFERENCE 
WEEK FROM PRE PROJECT 

AVERAGE 

1 6 MAY 1990 336958 + 201 

2 EXCLUDED B/H ------- N/A 

3 20 MAY 1990 325553 - 11204 

14 26 MAY 1990 314824 - 21993 

5 EXCLUDED B/H ------- N/A 

6 10 JUNE 1990 318046 - 18711 

7 17 JUNE 1990 323246 - 13511 

8 24 JUNE 1990 306536 - 30221 

9 1 JULY 1990 319255 - 17502 

10 8 JULY 1990 300856 - 35901 

11 15 JULY 1990 296664 - 40093 

12 22 JULY 1990 281996 - 54761 

13 29 JULY 1990 291740* - 45017 

14 4 AUG 1990 254502 - 82250 

* Includes approximately 15000 parcels diverted from East 
and West London PCO's. 

Figure 6.7-2.5 



COMPARISON OF BONUS HOURS USED 

PRE PROJECT AVERAGE 2981 HOURS 

PROJECT 
WEEK 

DATE W/E HOURS DIFFERENCE 
FROM PRE PROJECT 
AVERAGE 

1 6 MAY 1990 2913 - 68 

2 EXCLUDED B/H ------- N/A 

3 20 MAY 1990 2922 - 59 

4 26 MAY 1990 2761 - 220 

5 EXCLUDED B/H ------- N/A 

6 10 JUNE 1990 2810 - 171 

7 17 JUNE 1990 2774 - 207 

8 24 JUNE 1990 2675 - 306 

9 1 JULY 1990 2544 - 437 

10 8 JULY 1990 2597 - 384 

11 15 JULY 1990 2479 - 502 

12 22 JULY 1990 2452 - 529 

13 29 JULY 1990 2578 - 463 

14 4 AUG 1990 2286 - 695 

Figure 6.7.2.6 



c) it was sometimes necessary to incur overtime to 

ensure the correct skills and numbers of staff were 

available to meet the quality of service 

requirements of each shift and phase. 

The overall productivity performance hid the underlying 

work rate because of the factors described above. In week 

13,66 hours more hours were used than in week 12 to 

handle 9744 more parcels. This "marginal" performance 

equates to 91.7% of target. The highest performance was 

in week 9 when 78.3% was achieved. At the same time there 

was evidence of early finish resulting in direct hours 

which were not needed, having to be included in the 

calculation of productivity. It was the "professionalu 

view of the tutor that, when parcels were available the 

actual performance was about 91 % of target. 

An even more telling measure is whether or not this 

improvement in productivity management could be 

maintained once the Harry Mitchell College tutor was no 

longer on site. Study of the table and graphs at Figures 

6.7.2.1,6.7.2.2 and 6.7.2.3 suggests that in the very 

short term, during the autumn of 1990, the improvement 

was not sustained with the improvement over the same 

period of 1989 being either marginal or non existent. It 

was during this period that Southampton sort centre was 

closed and the Reading sort centre had some difficulty in 

absorbing a 75% increase in workload. However, early in 



1991, as volumes returned to more normal levels and the 

change began to settle down, a significant year on year 

increase in productivity was achieved. During Autumn 1991 

the increase in productivity slowed again as the sort 

centre absorbed another major change following the 

closure of the sort centre in North West London. However, 

in early 1992 we achieved the most consistent period of 

high productivity. As the table at Figure 6.7.2.7 and 

graph at Figure 6.7.2.8 show, the average throughput of 

parcels per manhour during the first 12 weeks of 1992, at 

165, was 22% higher than in the same period of 1991. 

UNIT COSTS 

6.7.3 About 80% of the revenue costs of the Parcelforce, 

Sort Centre near Reading were for labour. A key measure 

of the centre's performance was the labour cost of 

handling one parcel which is called the labour unit cost. 

The level of the unit cost was influenced by three 

factors: 

- parcel volumes 

- the number of labour hours used to handle the 

parcel volumes 



READING PARCELS SORT CENTRE - PARCELS PER MAN HOUR 

1991 1992 

January 

Week 1 96 122 

Week 2 135 172 

Week 3 139 172 

Week 4 140 159 

February 

Week 1 143 170 

Week 2 116 165 

Week 3 138 162 

Week 4 142 175 

March 

Week 1 136 172 

Week 2 131 171 

Week 3 147 164 

Week 4 140 166 

AVERAGE 135 

AVERAGE WEEKLY TRAFFIC 517K 

AVERAGE WEEKLY HOURS 3837 

AVERAGE INCREASE IN THROUGHPUT = 30 OR 22% 

165 

562K 

3406 

Figure 6.7.2.7 
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- the cost of the hours used which, in turn is 

influenced by factors such as overtime levels, 

levels of night working for which premium payments 

are made and bonuses earned. 

The progressive improvement in productivity described 

above combined with the 75% increase in workload in the 

Autumn of 1990 when the sort centre at Southampton was 

closed, resulted in a 33% reduction in the labour cost of 

handling a parcel (the Unit Labour Cost) during 1990/91. 

QUALITY OF SERVICE 

6.7.4 The other key measure of performance in Parcelforce 

is Quality of Service. The principal measure of this 

measures how long it takes between collection and 

delivery of a parcel. The latter process involves a 

number of stages and the measure is not capable of 

accurately reflecting how well each stage has performed. 

The key task of a sort centre is to despatch parcels 

received to schedule. This is measured on a daily basis. 

Unfortunately records of this measure only exist back to 

1991/92. The graph at Figure 6.7.4 shows the month by 

month achievement against a target of 100% clearance to 

schedule. The graph illustrates the seasonality of the 

performance and that during the peak volume months of 

September - December it declines. However. the final 
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three bars of the graph show the annual performance over 

the three years and this indicates a steady improvement. 

SUMMARY 

6.7.5 In summary, there was clear evidence in the key 

measures of productivity, unit labour costs and 

successful clearance to schedule, of an improving trend 

in performance in the sort centre. Having said that, the 

performance was inconsistent and susceptible to being 

undermined by high volumes and major changes. 

Furthermore, the achievements were not as good as 

targeted. There were signs in the first half of 1992 that 

a breakthrough into a more consistently high level of 

performance had been made only for a revision and 

deteriorating machine performance to result in another 

fall. As I have said earlier it is not possible to 

directly attribute causes to the improvements but in my 

judgement the evidence is convincing that one major cause 

was the greatereffectiveness of the management team 

resulting from the learning and development activity in 

which they had participated. 

In addition to these measurable benefits in performance, 

Parcelforce also gained the valuable experience of a 

"test bed" for development activities from which it has 

been able to go on and produce what in the view of those 



producing them were better programmes. I would wish to 

contend whether or not the right lessons were learnt from 

the experience but that would form the basis of another 

thesis. 

IM"FlIE: Nr-PLTýTJIE 'JLX: > ME: 

6.8.1 In presenting my own evaluation of the development 

activities that took place in the Parcelforce Sort Centre 

in Reading, I shall concentrate on what they were worth 

to me personally. I have already given my judgement on 

the value to my management team, which I believe was 

significant, and to Parcelforce as an organisation, which 

I believe was measurable. 

I hope that it is now clear to readers that I reqard what 

I have written in this thesis as the story of a personal 

journey'and a journey which has not ended and probably 

never will. I measure the value to me in terms of: 

- how I felt I performed as a manager against which 

I can set the views expressed about we by my 

superiors, peers and subordinates. 

- my personal learning process. 



- personal outcomes. 

When I took up the position of Manager of the Reading 

Parcels Sort Centre in 1986,1 saw it as an opportunity 

to test and develop my personal theories on management, 

not simply as an academic exercise but in order to 

achieve positive results for the-organisation and for the 

people who worked in it. I think that the evidence set 

out in the Chapters 4, and 5 on Parcelforce amply 

demonstrates that I made efforts to fulfil this 

objective. However, from a personal point of view, the 

outcomes were disappointing. Overall, cost and quality 

performance of the Sort Centre were never consistently as 

good as targeted or as I had hoped. Furthermore, I do not 

think that the potential benefits of the development 

activities were exploited to anything like their fullest 

extent possible; perhaps these two points are linked - 

had I managed to exploit the benefits of the development 

activities more, would performance have been better and 

vice versa? In the write up of the activities I have 

explained reasons why there had been less success than 

hoped for, and I still believe these to have been valid 

reasons but that does not remove my overall feeling of 

disappointment and a recognition that I wish I had done 

more. In particular, and on reflection, I did not pursue 

my Personal Learning Contract in which I committed myself 

to supporting my team by holding regular Learning 



Conversations with them. This concept is at the heart of 

my model for organisational growth (see Chapter 7) and 

yet I have not given it a full personal test. 

HOW OTHERS VIEWED HE 

6.8.2 The evidence of how others viewed me as a manager 

comes from three sources: 

- the annual performance appraisals written by my 

various immediate bosses. 

- evidence I collected in completing my NVQ5 

Accreditation of ýIrior Learning portfolio. 

- the conversations which I recorded with members of 

my management team and which are more fully 

described in 6.10 - 6.13. 

The comments in my annual appraisals (see example extract 

at Appendix 6.8.2) generally reflect a recognition that I 

am reasonably intelligent and can apply this in a 

practical way: 

"Andrew's strengths are his constructive approach to 
problems, both on an intellectual and practical 
level.... 

1990191 



"Andrew's major strengths are his good analytical 
brain and practical approach to problemsv 

1991192 

The appraisals also record that I have a distinctive and 
c 

recognisable management style in particular in relation 

to the management of people. Opinions on the 

effectiveness and appropriateness of this style have 

varied over the years. Some views expressed on my 

management style were as follows: 

"He has a friendly approach to others, using 
patience, tact and encouragement to get the best out 
of subordinates and -influence his peers. His work on 
the local management1supervisory project highlights 
his own perception of his team leading role in the 
office. ' 

1990191 

"He has highly developed inter personal skills 
which, combined with patience, contribute to 
effective team leadership and resolution of 
potentially difficult situations. 11 

1991192 

I'Xt is difficult to determine whether the change 
could have been smoother with a tougher manager in 
charge .... A more assertive approach would help build 
confidence in his abilities., v 

1991192 

"Andrew's good brain and participative, almost 
democratic style, has ensured an enlightened and 
theoretically correct approach to many 
projects ...... The lack of speed of improvement is 
perhaps nor unexpected given the approach... N 

1992193 

'0 ....... his approach to the Depot teams was 
supportive, visible and reasonably pro-active where 
necessary., v 

1993194 



6.8.3 During 1991 and 1992 1 successfully produced 

portfolios of evidence to gain Accreditation of Prior 

Learning at NVQ Levels 4 and 5. The evidence had to be 

produced for various Units of Competence. For NVQ5 one of 

the Units was "Create, maintain and enhance effective 

working relationships. " Three of the elements in this 

Unit were: 

- "Establish and maintain the trust and support of 

one's subordinates. 0 

- "Establish and maintain the trust and support of 

one's immediate manager. 0 

- OEstablish and maintain relationships with 

colleagues. w 

My approach to obtaining evidence in relation to these 

elements was to ask the people concerned to provide 

comments on how my performance met the criteria set for 

each element. In the case of my subordinates and my 

colleagues, I did this by means of a questionnaire on 

which they were invited to mark my performance out of 

five which allowed me to produce a quantitative measure; 

copies of these questionnaires are at Appendix 6.8.3.1 

and 6.8.3.2. Statistically the overall results were: 



Subordinates gave mae, an average score of 23 out of a 

poosible 30, and 

Colleagues gave we an average scare of 27 out of a 

possible 30. 

Copies of the completed questionnaires and the letter 

provided by my immediate manager are at Appendix 6.8.3.3, 

6.8.3.4 and 6.8.3.5. The following Quotes are intended to 

give a flavour of the feedback I received: 

ffAndrew Is always honest with his subordinates. I 

, wManager always encourages -ideas and recognition is 
given. ' 

'Any errors are pointed out quickly and not in an 
overpowering ways. 11 

ffHave a good relationShip with my manager. lw 

"Of ten your support is the lever to start things 
moving. v 

OAII joint commitments have been honoured., v 

IvI can talk to you about anything and you listen. "I 

"Andrew has an enlightened approach to management 
which is based on getting the best from the people 
who work for him. I 

"Your general approach has filtered through to those 
who work for you. " 

'I have always found Andrew to be honest, open and 
helpful both as my line manager and as a colleague. ff 

"Andrew's honest approach encourages others to be 
honest with him In return. - 



"His comments to colleagues on policy issues are the 
same privately to individuals as they are publicly 
to the management team. 0 

'One of your strengths I find is your commitment to 
follow through. " 

6.8.4 When I undertook the evaluation interviews of 

participants in the Parcelforce development activities 

(6.10 - 6.13), one of the issues on which I was seeking 

feedback was the effects of my own management style. 

Given that I was not deliberately prescriptive in the way 

I carried out the interviews, not all participants 

provided such feedback. The general tenor of the 

interviews was positive, as were the comments on my style 

a sample of which are given below: 

, w5aw better, thinking side of boss at first 
appraisement. 11 

"Given a free hand to do things within reason. Iv 

"Things began to change. He tried to get our ideas 
rather than impose his own. More of a team. I 

IvLeft to run our own ship but boss always there for 
guidance. 1v 

IvFelt part of the team from the start and much more 
than colleagues in other parts of the country. ' 

-with the supportive environment in the sort centre, 
he had the confidence to help people develop., ' 

"The group was a good thing, allowing team members 
to be more involved and committed to objectives. 
Evidence of the ffinverted trianglev, empowerment. 



MY PERSONAL LEARNING PROCESS 

6.8.5 1 now see learning as an integral part of life and 

specifically the key to the effective management of 

people. As such it is difficult to see it differently 

from the way I saw my performance as a manager. However, 

I believe the evidence in Chapters 1 to 5 shows a process 

of qrowth and improvement which are the outcomes of real 

learning. The most valuable learning experience for me 

were the Learning Conversations which I had with Laurie 

Thomas and Sheila Harri-Augstein. Not only were these 

valuable as a result of their specific outcomes but they 

helped me to learn how powerfully effective were the 

Self-Organised Learning tools, the Learning Conversation 

and the Personal Learning Contract. They also helped me 

to understand better the importance of the attitudes 

adopted by those supporting learning. They were, and 

remain, honest and open, genuinely caring and empathetic. 

I believe these Rogerian qualities are required by all 

managers. 

PERSONAL OUTCOMES 

6.8.6 The principal outcome of my involvement in all the 

activities which form the basis of this thesis has been 

the extension and development of my learning. 

Additionally Laurie Thomas and Sheila Harri-Augstein 



persuaded me to use my experience as the basis for this 

thesis in order that others could share in it and that I 

would receive some "recognition" for the work that I had 

done. This has been a very positive experience because: 

-I have demonstrated to myself that I can persevere 

with a long term project of this nature. 

-I have totally surprised myself by what and how 

much I have been able to write. 

-I have gained a great deal from my tutorials and 

from the reading I have done which have broadened my 

understanding and outlook. 

-I have been elected a Fellow of the Royal Society 

of Arts. 

! 3T-m-j]mLaQR-W 

6.9 Overall I believe that the evaluations presented in 

this chapter clearly demonstrate the positive benefits 

which resulted from the activities which took place 

during the trial of Self-Organised Learning at Reading 

Head Post Office in 1985 and 1986 and at the Parcelforce 

Sort Centre between 1986 and 1992. The benefits to the 

participants are further confirmed in 6.10 - 6.13 in 

which I record the outcomes of evaluation conversations 



with members of my management team at the Parcelforce 

Sort Centre. The benefits to the organisations in which 

the activities took place were many and various. The 

evidence from both Reading Head Post Office and the 

Parcelforce Sort Centre demonstrates improvement in the 

"bottom line n measures of productivity, unit cost and 

service which were the ultimate objective of the 

exercise. The benefits to me are largely demonstrated by 

this thesis and the story of my learning journey which it 

tells. The contribution of these evaluations to the 

development of my Person-centred Model for Organisational. 

Growth (Chapter 7) was principally in confirming its 

validity in the light of actual experience. 

jý! --AAX, XjrPL-XJECV%7 U7XwJCEI 

MEMNMEMRS CXF IPAAIZCý. ýIEZ4=E: 
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6.10 In Section 6.1 1 described my multi-perspective, 

conversational approach to evaluation and argued that, 

within a person-centred paradigm, evidence of how the 

main participants in the S-O-L action research felt they 

had changed in attitudes and behaviours and what outcomes 

they valued, would be very important. I obtained this 

evidence by holding follow-up evaluation conversations 

with participants in the Parcelforce Sort Centre 



elements. I developed a plan for gathering the evidence 

which was based on a modified form of the S-0-L Personal 

Learning Biography (PLB). The Personal Learning Biography 

was developed by Harri-Augstein and Thomas as a means of 

evaluating learning which recognised the need for 

11 .... a pluralistic paradigm, ie a relativistic 
framework.... 0 (Harri-Augstein and Webb 1995 p. 117) 

Such a paradigm accepts that the learner's values have, 

at least, equal weight as the subjective views of the 

"experts" and others who support them and the relevant 

objective measures; in other words that: 

wThese are all legitimate perspectives which together 
provide evidence to evaluate learning.,, (Harr! -Augstein 
and Webb 1995 p. 117) 

Personal Learning Biographies with their multi- 

dimensional perspectives have the potential to become 

powerful tools for providing feedback, for appraisal of 

individual's performance and for planning and monitoring 

personal development. As well as taking account of the 

individual's own personal assessment the PLB provides for 

the recording of specific evidence rather than the more 

generalised assertions usually found in appraisals. They 

create a vehicle for meaningful dialogue or conversation 

rather than the monologue that appraisal counselling 

often entails. The PLB also encourages the process of 

individuals becoming their own action researcher 

collecting and comparing data and drawing conclusions and 

actions there from. 



I tape recorded the conversations so that I, as action 

researcher, could analyse them in detail later using the 

MAR(4)S heuristic (Figure 2.6.5.2). This allowed me to 

concentrate on what was being said without having to 

attend to taking notes or attempting to more or less 

intuitively evaluate what was being said. I was then able 

to review the data retrospectively and interpret the key 

evidence from within the format of the PLB heuristic and 

relate it to the views of others and objective measures. 

This follow-up series of evaluation conversations took 

place between 18 months and two years after the 

completion of the Learning Conversation activities that 

took place between 1986 and 1992. 

The managers I selected were those who had been most 

involved across the activities but, in particular, those 

who had participated in the Self-Organised Learning 

Workshops. Given the passage of time and the drastic 

changes taking place in the company, some of the 

participants had left Parcelforce on early retirement. In 

the end, out of the nine people I originally identified, 

I conversed with six, three still in Parcelforce 

employment and three who had taken early retirement. I 

wrote a letter to each of them (Appendix 6.10.1) inviting 

them to take part, to which they all enthusiastically 

agreed. 



As part of the structure to the evaluation conversations, 

I produced a schedule of key events (Figure 6.10.2) that 

had taken place at the Sort Centre between 1985, when it 

opened, and 1993 when I ceased to be manager of it. Where 

appropriate I have cross-referenced these key events to 

the relevant sections of my thesis. The schedule was used 

to enable each manager to reconstruct and relive the 

learning events that they had taken part in. 

I also devised a Personal Learning Biography format on 

which to record the main points from the taped 

conversations. The record was to be in chronological 

order and would show: 

the activities, 

any changes in attitude and/or behaviour resulting 

from them 

outcomes that were valued by the learner 

other people's observations, including my own, and 

any relevant objective measures. 

Each conversation proved to be constructive yielding a 

rich source of evaluation data. Whilst essentially 



KEY EVENTS AT READING PCO BETWEEN 1985 AND 1993 

1985 - New PCO opens CHAPTER 4-4.1 
1986 - Royal Mail Parcels established as seperate 
Business CHAPTER 3-3.3 
1986 - Andrew Taylor appointed PCO Manager CHAPTER 3- 
3.3 
1987 - Peter Hood appointed as Operations Manager 
1987 - Peter Davies appointed as Transport Manager 
1987 - Rail to road. CHAPTER 4-4.1 

1987 - appointment of learning coach. CHAPTER 4-4.4 
1988 - Ken Evans as PCO Manager 
1988 - concentration of Beds & Bucks (closure of Milton 
Keynes). CHAPTER 4-4.1 
1989 - Laury Callan as PCO Manager CHAPTER 4-4.6 
1989 - first phase loose loading. CHAPTER 4-4.1 
1990 - second phase loose loading. CHAPTER 4-4.1 
1990 - Management Development and Productivity 
Improvement Programme: CHAPTER 4 

PBIS appreciation training - 4.10 
Activity Sampling - 4.10.6 
On the job productivity counselling - two 
phases - 4.10-10 
NEBSM Introductory Certificate-workshops - 4.11 

workbooks - 4.11 
SOL - introduction 4.12 

measurement 4.12 
feedback for learning/appraisement - 4.12 
Control room - PED/Engineers - 4.12 

1990 - supervisory teamworking: CHAPTER 4-4.12.3 

1990 - concentration of Hants & Dorset (closure of 
Southampton) CHAPTER 4-4.1 

1991 - Peter Davies leaves Reading. 
1991 - SOL workshops and follow ups CHAPTER 5 

1 Personal Learning Interview and Task 
Analysis - 5.3 

2 Personal Learning Contract - 5.4 
3 Repertory Grid - 5.5 
4 Charting the processes of work - 5.6 

1991 - Peter Hood takes EVR 

1991 - Office objectives group CHAPTER 5 
1 Teamwork & communication - 5.8 
2 Barriers between LPDs & PDC - 5.8 
3 Budget - 5.8 

4Q of S-5.8 
5 Process Review - 5.8 

1991 - Shift manager shadowing. CHAPTER 5-5.13 
1991 - concentration of Middlesex, NW &W London (closure 

of NWLPCO). CHAPTER 4-4.1 

1991 - NEBSM Full Certificate - workshops/workbooks 
CHAPTER 4-4.11 

1992 - SOL workshops. CHAPTER 5-5.10 - 5.16 
1992 - Management team coordination. CHAPTER 5-5.15 
1992 - Autumn performance - duty revision/inhibits 
CHAPTER 5-5.15 
1993 - Joe McGovern becomes PCO Manager CHAPTER 5-5.15 

Figure 6.10.2 



subjective, the adapted PLB format offered several 

perspectives from which the data could be validated. Each 

participant was able to talk fluently about their 

recollections and to produce good evidence for use in 

evaluating the activities; in the true sense of action 

research, they fully participated in this part, as in 

others, of the research . The conversations took between 

an hour and an hour and a half to record and three to 

four hours to review and summarise. 

24Y' EZýýO=JIC>WE5 C>" nCE-ME: 

6.11 The overall and generalised impression given by the 

interviews is very positive towards the learning 

activities which took place in the Parcelforce Sort 

Centre in Reading between 1986 and 1992. There is, of 

course, some variation in the reactions of the 

participants, in the extent to which they feel their 

attitudes and behaviour has changed, in what they believe 

caused the changes and in which outcomes they valued and 

how much. The uniqueness and variety is in keeping with 

the philosophy of S-0-L, accepting that each individual 

constructs their personal meanings ie their own set of 

personal constructs. However, this was also partly due to 

the fact they each experienced the events at differing 

levels of organioational responsibilities: 



- three Shift Managers (SM/A, SM/B AJND SM/C) all now 

retired, experienced the full range of activities 

and were, therefore, able to comment on all and to 

make comparisons. 

- the Transport Manager (TH) was able to comment on 

the managerial environment pre 1990 and was in post 

during the 1990 programme although he was only 

directly involved in S-0-L. He left Reading during 

1991 and did not attend all the workshops during 

that year. 

- the Administration Manager (AN) who joined the 

team in 1991, took part in the S-0-L workshops of 

that year and the next and completed the CHS 

Introductory Certificate, the administrative 

equivalent of NEBSK. 

- the Engineering Manager (EM) who was in post 

through most of the period, took part in the S-0-L 

activities and some of the Productivity Improvement 

activities. 

There are a number of common themes which emerge from my 

analysis of the conversations: 



a) a generally positive reaction to the philosophy 

of S-0-L and to the effects it had an the 

individuals concerned. 

b) a feeling that some of the S-0-L techniques, 

particularly the Repertory Grids, were unnecessary 

and got in the way. 

c) attitudes and behaviour had changed or, in some 

cases, been positively reinforced by involvement in 

the activities. 

d) an increased willingness to delegate authority 

and to take a more democratic approach to 

management. 

e) a lasting effect from involvement in S-0-L which 

has manifested itself clearly in participants' 

private lives. 

f) S-0-L sessions were good for team building. 

g) participants were challenged bY S-0-L and were 

made to think about what they were doing and how. 

On the other hand there were some divergent views 

expressed: 



h) on the value of the Productivity Improvement 

element. 

i) some found INEBSK/CMS useful and enjoyable, others 

struggled with it and one found it a chore. 

Overall the individuals found the outcomes personally 

beneficial but there was an implied disappointment that 

more members of the management team had not been involved 

and that some of the initiatives resulting from the S-O-L 

workshops etc. had not been as fruitful as had been hoped 

or been sustained for longer. 

Analysis of each individual Personal Learning Biography 

produced the following findings: 

6.11.1 SM/A (Figure 6.11.1) 

SM/A recorded very significant changes in his attitudes 

and behaviour: 

IwStarted to changemore ..... Started getting others to 
find their own answers. " 

He was able to trace the starting point to very early in 

the research period in Parcelforce: 

"That's when my thinking started to change. Started 
questioning my way of doing things., r 



PERSOMAL LEMING BIOGRAPHY - SM/1 

'I'larly days in 
ilow Sort Centre 

4.1 

'few boss for 
'Sort Centre 
', CBIPTEI I-3.3 

"Closire of 
'Rilton Keynes 
: CBLPTEI 4-4.1 

'Pro4octivity 
: Itprovesent 
: Rrogranve 
: CKI? TEI 5 

'hadictivity 
, lagovement 
: Clu? flt 5-5.2 

'CHAIGES 11 ATTITUDE : OUrCOXES VALUED 
: AID BEHAVIOUR ', BY LEA1IE1 

:1 was very blinkered in 
: my ways. Did the job the 
: war I was told. 
: Originated in Letters, 
! not allowed to use 
: initiative. First boss in; 
: Sort Centre was sore or 
3ess the save. 

'OBSERVATIONS OF OTHERS : OBJECTIVE MEASURES 

! My early experience of 
1SM/A was of an obstinate 
: Inflexible van. His 
: description resonates 
: with what I found during 
: vy early days in Reading 
! good Post Office. (AT) 

III 
III 

, Ibat's when vy thinking : Saw better, thinking side: SK/A was a great support 
: started to change. ! of boss it first : to ze in the early days 
'Started questioning vy I'appraisesent ! acting as both a sounding: 
: Ways of doinq things. 1, : board and a source of 

ideas and solutions. (AT), ' 

, Big tbing, bit never 'Given free band to do I 
: felt under pressure. : things witbin reason. 

, Parcel volumes I 
: handled doubled as a 
! result of this 
: closure. 

, Overall the Basiness ', It was extended to 
: felt that the Prograzze ! other Sort Centres. 
:, had been beneficial. 

III 
IIp 
III 
III 
III 
pII 

I 
, Did not think such of it,: SX/A certainly 
Ithought it was a waste of: tnderstands what is 

time. 'repired and will I 

, Prodictivity improved 
Ifros 70.21 of target 
: to 72.61 while parcel 

, believe, quickly adapt Ivolaxes declined; 
: to looking at : highest performance 
: productivity itprovuent.: 78.31. frofessiOlidll 
: (Productivity Isprovement: view of tutor that 
: Tttor during first jwheu parcels were 
: counselling sessions) javailable actual 
! leading's problems would ', performance was about 
: not have been as quickly : 911 of target. 
: solved without the fairly', 
: Innovative and motivated ', 
: actions of its first line; 
: managers. (Productivity 
: Improvement Tutor after 
! second counselling 
I'sessiolks). 

Figire 6.11.1 



PERSOIAL LEMIN BIOGIAPHT - SKII 

: IEBSK 
:, CHAPTER 5 

', SOL 
KRAPTER 5 5.4 

Il, SOL Workshops 
12 'tCBAITEI 5-5.5 1 5.6 

Ii 
'IN fleflections 

'Tholght I woold only get : Definitely beneficial and: Tbere is no hint in the : Gained both 
'out of it what I put in :1 enjoyed it. Plenty of I 

: tutor comments to link : Introductory, grade A 
: to it. : sapport from others : with the interpersonal : and Full IEBSN 

, Learat ways of ', taking part. Always being: skills challenges : Certificates. 
'solving problems other : discussed, good topic of : demonstrated in his grid : Difference from 
: than Igettinq hammer and : conversation. See myself : during the programme. ', 'model grid' reduced 
, ihisel. 'and others in situations ', Apparently, for some : from 3.51 to 0.41. 
: Set aside tile : in books. Tapes very : reason, this was resolved: 
: to do work at hose and at: beneficial. Titor superb : according to the almost 

'work. 
: very helpful on end of : perfect latch with the 

; Books made so think : telephone. : model grid, one year 

, differently and question : 

., why,. 

'Started qiestioning 
, every thilaq, 
, sisple things like 
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: Started to change sore 
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: to find their on 

, answers. 

'Liked the people. 
, lemenber first 

, conversation, lasted 4 

, Early ones were tedious, : There is a definite In first 12 seeks of 
: boring, hard work and a : change in attitude and : 1992 throughput of 
: bit above sy head. : atsosphere - greater : parcels was 221 
: Enjoyed every one after ! confidence, openness, a 'higher than in the 
: that. Soso good ideas : feeling of job ownership : sane period of 1991. 
: case out, el 'shadowing'.: and general espowervent : The unit labour cost 
: It works. Enjoyed the Ithrou9b. S-0-L. (CSHL 
: discissions. Learning : 2116151) 

: Contracts good idea for 
'sove people but not for 

, reduced by 33t in 
: 1990/91. 
: Despatch of parcels 

, to schedule japroved 
: over the three years 'Still practice SOL with : me. 

: fasily. Tried role : Our teamwork got 
: reversal with first line : better. 
: tanagers. 

! The way I do things has it an more contented, a : SK/A Izatiredl very 
; Changed. low I assess : different type of chap. : significantly over the 
1people his changed. I sse: lf I went back to : period of research. (IT) 
: S-O-L now - : Brackoell now I would be 

: first of all :& different type of 
I'decide That you Want to : second line tanager. 
: achieve, what should you : Iesponse froa others a 
: do to get there, pot in : lpt better than frot my 
: suggestions bit not : old way of tellinq - 
: telll. A few years ago : never spoke to people, 
:1 would have reacted : never got to know people 

Figire 6.11.1 

'later. 
'The NEOSK tutor was less 
'cooperative with other 
: providers, considering 
'hillself in Bose way 
: rsperiorl, and was 
: dropped after this one 
: project. JHQ evaluation 
: of MEBSK) 
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: everything but I was : not have conversations. 
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: things happened to Be at : relationships with 
: the right tize. : children. 

Figire 6.11.1 



Of the Management Development and Productivity 

Improvement, he did not value the Productivity 

Improvement element although the tutor for this element 

reported that he 'certainly understands what is required 

and will, I believe, quickly adapt to lookin_q at 

productivity improvement. N SM/A valued the NEBSM element: 

"Learnt ways of solving problems other than 'getting 
hammer and chisel' .... Books made me think differently and 
question why. Iw 

He gained a top (A) grade for the Introductory 

Certificate, going on to complete the Full Certificate 

and showing a noticeable narrowing of difference from the 

"Parcelforce model grid". He attributed, at least, some 

of the value he placed on NEBSM to the tutor whom he 

regarded as ffsuperb, very helpful'. This contrasted with 

the Parcelforce evaluation of the tutor who was 

considered Pless cooperative.... considering himself in 

some way superior, and was dropped after this one 

proJect. 11 SM/A enjoyed the S-0-L workshops, taking an 

early liking to the tutors. He found it difficult to 

relate to the techniques learnt in the workshops but 

benefited from the discussions that took place. SM/A 

reported that, even after taking early retirement, the 

impact had remained with him and that other people 

responded better to him as a result: 

IyThe way I do things has changed ..... r use S-0-L now. ff 



6.11.2 SM/B (Figure 6.11.2) 

At the beginning of the period covered by the 

conversation, SM/B felt he lacked motivation, a view with 

which, as his line manager, I agree. SM/B recognised that 

he was being consulted more and being given a freer hand 

to run his shift: 

ffHe tried to get our ideas rather than impose his own. ff 

Like SM/A, SM/B did not greatly value the Productivity 

Improvement element of the Management Development and' 

Productivity Improvement Programme: 

"Cannot remember much about it. 

The tutor for this element held a much poorer opinion of 

SM/Bls ability than he did of SM/A's. Also in contrast to 

SM/A, SM/B did not value the NEBSM element, feeling that 

he: 

*'Did not learn from it and felt it was imposed and not 
relevant., w 

SM/B only just passed the Introductory Certificate (grade 

C) and that he recorded a widening, albeit small, 

difference from the "Parcelforce model grid". 

Interestingly when, in 1992, SM/B was required to "top- 

up" his NEBSM, he found the opportunity of much greater 

value, particularly, and perhaps crucially: 

"the opportunity to plan and implement a change and see 
the end result" 

I think it was also the case that by this time the 

cumulative effect of all the activities had raised SM/B's 
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: for a long time. (AT) 

, Kars of a challenge, sore: ! Parcel voluses 
: to do. : handled doubled as a 
: Left to run own : result of this 

, ship bit boss always : closure. 
: there for guidance. 

: Overall the Business : It was extended to 
felt that the Prograsse jother Sort Centres. 
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Figirs 6.11.2 
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: to cote out thinking and ! across; with enthusiasm : change in attitude and 
: seemed to gradually : and real belief. : atmosphere - greater 
: change. They would : Learat a lot from generallconfidence, openness, a 
: suggest and after a : discussion; got you : feeling of job ownership 
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Figure 6.11.2 
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Figure 6.11.2 



level of motivation. SM/B found S-0-L difficult to 

understand initially but began to relate to it more once 

there were some specific outcomes, eg Supervisory Team 

working. He felt he learnt and became motivated during 

the S-0-L workshops in 1991 and 1992 and recognised the 

benefits of the Personal Learning Contract: 

"Learnr a lot frozz general discussion; got you motivated. 
Personal Learning Contract got you more organised. ff 

When reflecting on the overall effect on him, SM/B 

clearly regarded S-0-L as having been very beneficial: 

NS-O-L did benefit me, it was well worth its money., v 

6.11.3 SM/C (Figure 6.11.3) 

Like SM/A and SM/B, SM/C recognised that, when the 

Parcels Sort Centre opened in 1985, he was not allowed 

much freedom: 

, wfibt allowed to make decisions - felt I was just a 
figurehead. 11 

As he was asked to do more - with the closure of the 

Hilton Keynes Sort Centre and the Management Development 

and Productivity Improvement Programme - SM/RW recorded 

his feelings that: 

"we were trying to take on too much. - 

Unlike the other two Shift managers (SM/A and SM/B), SM/C 

valued the Productivity Improvement element of the 

Management Development and Productivity Improvement 

Programme: 
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Figure 6,11.3 
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Figire 6.11.3 



"Reflected, could see things not seen on my own shift 
Reallsed must involve people who work on the floor. 11 

The tutor for this element recognised this recording 

that: 

IISMIC appears to be taking on board many of the concepts 
raised by this project. Apparent that he is not averse to 
accepting suggestions to improve productivity. -w 

SM/C found the NEBSM books Ounhelpfulff but he found the 

fact that the whole team were doing NEBSM together 

helpful. Like SM/A, SM/C also found the NEBSM tutor 

helpful. SM/C passed the NEBSM Introductory Certificate 

with a grade A and maintained his difference from the 

"Parcelforce model grid" at a minimal 1%. Like the other 

Shift Managers, SM/C's initial reaction to S-0-L was 

doubtful: 

"First thought 'what a load of rubbish, and 'what's it 
going to do for me? w 

Eventually he believed that not only did it do him a 

"power of goodw but that others noticed a great change in 

him. He produced strong evidence of transferring what he 

had learnt into his private life: 

ffl find every day very rewarding.,, 

Overall, SM/C valued that he had learned to reflect on 

and learn from what he had done and that he had much 

greater confidence: 

'Have learnt to reflect on what X have done and learn 
from it ..... Have the confidence to preach to 
congregations of 60170 people which X would not have had 
before S-0-L 0 



6.11.4 EM (Figure 6.11-4) 

EM appreciated the extent to which he was involved, from 

his first day in post, in the management of the Parcels 

Sort Centre: 

"Felt part of the ream from the start and much more than 
colleagues in other parts of the country., w 

He found the Productivity Improvement element of the 

Management Development and Productivity Improvement 

Programme interesting and beneficial: 

, vInvolvement very good. Built relationships with 
operational supervisors. ' 

Later he went on to become a qualified Work Measurement 

Practitioner. EM learnt things about how he learnt and 

also to plan to a greater extent: 

RTold me things that I did not necessarily believe in the 
sense of learning.... Before S-O-L used to analyse after 
events but did not plan before, do much more... planningO 

Ee appeared to retain SOme doubts about the relatively 

Ofree" and, perhaps to him, unstructured nature of the 

workshops and other activities. 

6.11.5 TH (Figure 6.11-5) 

TM became a member of my management team in 1987 as an 

already experienced manager with the NAAFFI. His 

perspective on what he found was very perceptive and he 

was able to relate very well to the philosophy of S-0-L 
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'Practioner. : the team. : speciality of electrical/: 

: Involvement : mechanical engineering. 
: very good. Built HAT) 
"relationships with : Overall the Business felt; It was extended to 
: operational supervisors. : that the Programme had : other Sort Centres. 
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lin the sense of learoing.: 1evesber the green and !a commitment to acquire lparcels was 221 
15aggested that I did vost: yellow cards, the process', S-0-L techniques on offer: higher than in the 
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Figure 6.11.4 



Diploia in 
'Nanagesent Stidies 

191 

-k 

14 

: The procees goes 
: on in zy viud but I do 
: not want to ISO it as a 
: delaying tactic. Tend to 
: go forward, reassess, go 
: off to do soiething else 
: and act finish things. 
jAlways looking to itprove, 

11 A! M 11 

Figire 6.11.1 

PERSOSIL LEARMIN BIOGRAPHY - EN 

'do such sore, perhaps too; going; I was relieved. 
: vucb, planing. Has given; 
: purpose to the way I was 
: working, explained in 

: ooze detail what I was 
: doing and why. 

: Used to believe sose ! KiDd broadening. Would 

, subjects, eq accountancy : prefer week by week 
: were eiract sciences and : Contact with teacher and 
: found subjects such as : fellow students rather 
, sociology very difficilt : than the distance 
: And 81001TI. low lake my : learning and workshops 
'own judgezents rather : adopted by Pircelforce. 
: than say what the book : give found it challenging', 
:. Says. : and it will it stand se 

: in good stead outside 
: the business. 

: Has changed 117 mind to : Local involvesent. 
: Ao. extent and copfirled Maining. giving staff 

,a lot of what I was land getting thes to take 

I Lin-L. : their on responsibility., 



PERSONAL LEARNING BIOGRAPHY - TK 

: ACTIVITY 

7 'IN joins 
: Parcelforce frou 
: the RAAFFI. 

', Closure of Xilton 
: Keynes Sort Centre 
1CEAPTEI 4-4.1 

FI 

'CHARGES 11 ATTITUDE AND : OUTCOMES VALUED BY : OBSERVATIOSS OF OTHERS : OBJECTIVE MEASURES 
: BEHAVIOUR : LEA11E1 

: Most striking memory is 
: the very low opinion 
! which supervisors had of 
: the workforce and which 
:1 found shocking. 

: Did not handle this ITK was quick to spot Parcel volumes 
: change very well. this ! one of the key problems ! handled doubled as a 
appears to happen at : (trailer shortage) in ! result of this 

: each major change at konnection with the 1closure. (The 
: leading eg closure of : Southampton closure. He : Southampton closure 
: Southampton, and : also took prompt action : caused a further 75t 
: although the outcome did Ito rectify. (IT) 'increase). 
: not seen any better, 
:1 felt the team did 
; act more effectively. 

: The feedback from those : Overall the Business felt: lt was eitended to 
taking part in the : that the Programme bad jother Sort Centres. 

: IEBSX programme was : been beneficial. 
! very positive at the 
time. 

I 
I 

I 

'Developiout and 
! Prodictivity 
: isprovelieut 
, Progranse 
: CHAPTER 5 

SOL 
: CHAPTER 5 5.4 1 5.5 

I; 

III 
III 
III 
III i I 
, Felt it legitivised what : Valued the opportinity :1 agree with TX's : In first 12 weeks of 

,I naturally felt right Ito work with people in : assessment. ffe fitt d Ie : 1992 throughput of 
: but which was not the : this way. Look back with : Into this WIT of : parcels was 22t 
: way most managers dealt 'satisfaction on the lianagement/leadership ', higher than in the 
: with staff. With the 'results achieved with ; quite naturally. I learst', saxe period of 1991. 
: supportive environment : 5020 people. !a lot from TX at this : The unit labour cost 

: reduced by 331 in , in the sort centre, I 'Bad a sense of failure Itine aboit involving 
: had the confidence to : over one tan : others, agreeing : 15to/91. 
lbelp people develop. : who left the business ! objectives with then : Despatch of parcels 

110coquise that changing : because he could not face: and helping them achieve ; to schedile improved 
: culture in this way fs_a ', up to his real self whichIthes. JATJ : over the three years 
: long term project. : an SOL approach brought ! Each manager has : 1991-1991. 
: Experfeace bag sbon me ', about. ! seriously taken an board I 
: that it is only possible : Valved the philosophy :A commitment to acquire I 
Ito adopt the role of ! of supporting the : $-O-L techniques on offer: 
: SOL scoachw as a boss; : learning of others : iA 'rays which are 
: it is not possible to : bit felt the techniques : enabling then to practice: 
: act in this way with : eq Grid, made the whole ! these as part of their 
: peers or siperordinates. : thing too complicated : OIL-90iug on-the-job 
: Iecoquise that sich an : and tended to Pitt people : activities. JCSHL 
: approach was-difficilt : Off. 
: to sustain in an 
'unsyspatbetic 
'environment. 

Figire 6.11.5 



PERSONAL MINING BIOGRAPHY - TK 

transfers 

. to Parcelforce SW 

, in Bristol. 

'Reflections 

, Was able to continue to The satisfaction of I was very sorry to lose 
: adopt an SOL approach Iseeing people with whos ITM at this tine and 
: to my relationships in :1 worked benefit from 
: my new role. I was able : the way I dealt with 
Ito do so to such effect : them. 
! that one teas member, I 
: turned from 
: being regarded as a very 
: poor manager to one whom 
: the Area Nanager tried 
Ito persuade to stay with 
, the business when the I 
: opportunity arose for his: 
Ito retire. 

: ffelps in my private life : Values having been 
Ito see behind the facade : exposed to 
: behind which many people : the SOL 

'argued unsuccessfully 
'that he be retained in 

, leading. (AT) 

: try to hide. This has philosophy which has had 
: lead to better : an effect on hov I 
: understanding with sy ', work and live althoigh 

, Wife. : he coild not say to what 
: Can see clear links ', extent. 
: between the SOL :1 believe I 
'philosophy and the : tend to act in an SOL 
; Parcelforce Mission and : iray without being very 
: Valves and even Christian; conscious of it. 

'It-hics. .11 II 

Filtre 6.11.5 



and to what I was trying to achieve in the Parcels Sort 

Centre: 

"Felt it legitimised what X naturally felt right but 
which was not the way most managers dealt with staff. -w 

On reflection he considered that his exposure to S-0-L 

had had a lastinq effect: 

R.... the S-0-L philosophy which has had an effect on how 
I work and live.... ' 

He had been able to apply it successfully when he moved 

to Bristol in 1991: 

'Was able to continue to adopt an S-O-L approach to my 
relationships in my new role. 11 

6.11.6 AM (Figure 6.11-6) 

AM was the last member of the management team to be 

appointed and, therefore, did not become involved in the 

activities until 1991. As a result, his main involvement 

was in the S-0-L workshops and their outcomes. The 

recorded changes in attitude and behaviour and the 

outcomes valued by AM clearly show the effect that 

exposure to S-0-L had upon him: 

"It helped my thought Processes, increased my ability to 
look further into things. I tended to open up whereas 
before I had been rather blinkered. 0 

He felt that it increased his confidence in 

relationships, made him more reflective and improved team 

working in the management team: 

"A lot of improvements in one to one relarionships and 
reamworking. * 



I' 

tk? l ! ACTTVTTY 
I 

11 
.1 ', Flrt; t series of 

, SOL workshops 
: CHAPTER 5-5.5 

I 

In ', Office objectives 
'grolp 
: cHkPTEI 5-5.5 

11911, Certificate in 
1112 Ranagement Studies 

PERSONAL LEARNING BIOGRAPHY - AX 

: CHAIGES 11 ATTITUDE AID 'IOUTCOKES VALUED BY : OBSERVATIONS OF OTHERS : OBJECTIVE KEASURES 
: BEHAVIOUR : LEARNER 

: It belped sy tbouqht : Helped ze as a relatively: AX was very quiet 
'processes, hicreased my : new teas lienber to get : dvring the workshops. 
'ability to look firther : involved with the teas : (AT) 
: into tbinqs. I tended to : in a relaxed atmosphere. 
: open up whereas before : This meant that I was 
:1 had been rather lperceived as one of the 
: blinkered. jteaz a lot sore quickly. 
: NY planning : The thought processes 
lbactground meant that I : required in workshops 
: was relatively organised : vere quite demanding, 
: bit SOL helped me be zorelcase oat with a headache.: 
: so by pushing lie to put : Recollection of 
: the process into : techniques, grids etc, 
: practice. : rather sketchy; have not 

I I 
I I 

used then again. The 
', philosophy of SOL is veryl 
: good but it was rather 
', long winded; I prefer to 
: get into sovething ime 
: practical. 

'I becase sore open and ! The group was a good 11 good idea which did not: 
: tboughtfil. ', thing, allowing team "fulfil its potential. 
', The set up ', zeabers to be more : (AT) 
: and environment allowed : involved and consited to 1 
: me to be more aware of i'objectives. Evidence of 
, the impact on others. It : the 'inverted triangle,, 

,: definitely made a change.: enpoverient. Everybody 
; Nade me think for others : able to focus on 
: and for their benefit. ! objectives and talk 

, Made me a better manager ! freely about good and bad: 
Isore quickly. : Parts, different 

: perspectives and how 
: things affect others. 

I II 
'As a relatively qIiet : Exceptionally good 
: qvy, brought so forward : It broadened ay-horizons 
: to stand tp and talk in : and allowed a@ to have a 

'front of others. : detached look at areas 
: SOL process helped plan : where I saw zy weaknesses: 
: the stages of process of : In vanaquent skills. 
: saking a presentation. 

IAXISB passed the CKS. 

Figure 6.11.6 
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PERSONAL LEARNING BIOGRAPHY - AM 

ýIezember a heated : Different to the first ', What's sore they are : In first 12 weeks of 
: discussion with one team : series, sore open without: working on translating : 1992 throughput of 
, member which resulted in ', the specific techniqaes. : their office performance : parcels was 221 

, isproved perception of 
: each other's role. 

:A lot of improvements in 'measures to each of : higher than in the 
: one to one relationships : their areas of : sate period of 1991. 
: and teazworking. ; responsibility and are : The unit labour cost 
: Taken away from normal : also explaining how such : reduced by 331 in 
: environment and pressures: new understandings of 1,1990191. 
: to achieve particular : performance measures are : Despatch of parcels 
: objectives. Allowed is : enabling them to improve : to schedule improved 
: to pick up points which : their management of their: over the three years 
ýwere previously swept : dedicated teams. 11991-1991. 
; under the carpet. : (CSHL 2116/91) 
: Iitproved perception of 
'each other's role. 

'Developing job knowledge : The learning process goes: 
: and skills, cannot say : on, SOL has helped 11 
II , whether SOL involved but : whether by 501 or 801 
: must have been. 'cannot say. 
: Reflect on things that 
: have happened and deal 
: with them differently 
: next time. 
: Recent case of 
! difficult negotiation 
: with union, could 
, consciously see myself 
: reviewing where ire were 
land how is were going to 
Imove it on. It worked 
: and helped produce a 
; result which was the best: 
: we could hope for. 

; Get hose at night and : lot enough tine or 
: think about what I have : freedom at work to 
: to do the next day. Use ! reflect effectively, 
'the SOL process more at : whereas at home there is 
: hose for projects - ; more time and less 
: decorating, gardening, : pressure. 
: re-arringing rooms. Would: Found this 
: not have done this before: conversation abrilliant' 
: S-O-L. : in bringing it all back; 
IThere has been a : tend to have it at the 
: positive change in IT : back of sy mind and use 
: attitide and behavicir : it every so often. 
: without being ablt-tL$aJ: SOL allowed is to escape 
: That specifically has : the day to day pressures.: 

, caused it. : Lick of time and the 
: major changes that have 

Figare 6.11.6 



PERSOIAL LEARING BIOGRAPHY - AX 

'occurred in leading have 
: not allowed is to 
: concentrate on SOL. There: 
! has been some seeds sown ý 
: but it needs regeneration: 
'Valued my involvement in 
: CXS, SOL and exposure to 
: the general atmosphere of, ' 
: the office. lealtionshipsl 
'with other team members 
: have been extremely 
: beneficial in getting me 
: to where I as now. 
: SOL played a major part 

land I doubt whether we 
'could have done it 
Ivithout SOL. 

Figare 6.11.6 



AM subsequently gained a promotion to Operations Manager 

and felt that S-O-L was helping him in his new role: 

'The learning process goes on, S-0-L has helped.... 0 

Overall he felt that there had been a positive-change in 

his attitude and behaviour: 

OThere has been a positive change in my attitude and 
behaviour.... 1W 

(DIF 1- X:: Mll 

UCTME IF: ýAPQL. 'LJAP=3: C>W C: C)lsJME3EZE; J%a7: E(: >WE; 

6.12.1 In the matrix at Appendix 6.12.1,1 have set out 

what I regard as the 69 most significant statements made 

by the managers during the conversations. These are the 

underlined statements in the PLBs. I have subjectively 

categorised these statements under the key issues which I 

identified in my Literature Survey (Chapter 2), ie: 

- motivation (M) 

- responsibility and control (R) 

- assumptions and attitudes (A) 

_ 
learning and continuous improvement (L) 

For the purposes of this exercise I have combined 

"assumptions" and *attitudes". Most of the statements can 

be categorised under more than one heading, a reflection 

of the integrated nature of the issues. In summary: 



41% related to motivation 

30% related to responsibility and control 

45% related to assumptions and attitudes 

55% related to learning and continuous improvement. 

Given that the four issues define what I was aiming to 

achieve during the period covered by the action research 

described in this thesis, the above results suggest that 

I was successful, at least in the minds of the managers 

taking part in the learning and other activities. They 

show that the participants: 

- were very conscious of the learning that was 

taking place. 

- were able to identify and sustain changes in 

assumptions and attitudes both by themselves and by 

others. 

- had a sense of increased motivation -a freedom to 

and willingness to make a greater personal 

contribution to the achievement of organisational 

goals. 

- were aware of and could articulate increased 

sharing of responsibility and control. 



Further analysis shows that the emphasis on the four 

issues varied across the six conversations, as the Figure 

6.12.1 shows: 

MANAGER XOTIVkTIOM IESPOISIBILITY ASSUKPTIOMS LEARING 
I COITROL & ATTITUDES 

SM/A 301 201 M 501 

SUB 60 571 36t Ot 

SH/C 311 311 311 621 

Ex 57% 291 291 571 

TX 361 361 82t 461 

AN 29t 71 36t 711 

OVEIAIL 41t lot 45t 551 

RAIGE 35 50 53 28 

Figure 6.12.1 

In this analysis, learning was clearly the most 

significant issue as far as the participants were 

concerned. This is further emphasised by the fact that 

learning had the smallest range between highest and 

lowest percentage, whereas assumptions and attitudes had 

a range nearly twice as big with its overall percentage 

heavily influenced by SM/A (60%) and TH (82%). This 

suggests a greater unanimity over learning. There was 

also a fair degree of unanimity over motivation. This 

analysis highlights how far there was still to go in 

reaching my overall objective, as, I believe, changes in 



attitudes and assumptions are the key. Interestingly, the 

two managers in my team who, in my opinion, best 

understood what I was trying to achieve were SM/A and TM 

who produced the highest percentages of statements 

related to assumptions and attitudes. 

6.12.2.1 In Figures 6.12.2.2 to 6.12.2.5 1 have further 

analysed the 69 most significant statements. I have 

analysed them under the four key issue headings and 

broken them down to further sub categories. 

6.12.2.2 Figure 6.12.2.2 shows the 27 statements which I 

categorised under the motivation heading in Appendix 

6.12.1.1 have further analysed these under three further 

sub categories: 

- motivation of self 

- motivating other individuals 

- motivating the team 

Two thirds of the statements relate to how the 

participants felt their own motivation was affected by 

involvement in the programme of action research in the 

Parcelforce Sort Centre near Reading. This, perhaps, 

emphasises the fact that the programme had not begun to 

impact to any great extent on other employees within the 

Sort Centre. All the participants Commented on their own. 



PEISOIAL LEARIING BIOGIAPHY STATEMENTS - MOTIVATION 

SUB CATEGORES STATEMENTS 

FAITICIPAITS 
11 11 11 11 11 : 11 
SK/A. SX/B: SK/C. LK: LK: LK: 

Motivation of Self 'I use S-0-L now ...... 

: Left to run own ship bit boss always there for guidance. 

: Got sore and more involved, respooded zore and more. 

IIIIII 
IIIIII 
IIIIII 
IIIIII 
IIIIII 
IIIII 

xI IIII 
IIIIII 
IIII 

IIIII 
IIIII 

IIIIII 
IIIIII 

IIIII 
IIII 

IIIII 
IIIIII 

x1 
I 

IIII 
IIIIII 
IIIII 
IIIII 
IIIIII 

IIIII 
IIIII 

IIIIII 
aaIII 
IIIII 
IIIII 

IIIIII 
IIIIII 
IIIIII 
IIIIII 
aaiIII 
aaaaI 

'Learat 
a lot froa general discussion; got you motivated. 

, Valued the opportunity to plan and implement a change and, 
'see the end result. 

: gave become more and sore confident and less reserved. 

: S-0-L his worked for me in zany small ways. 

: Learat to speak up and ask questions at second round of 
: workshops. 

, Is a relatively quiet guy, brought as forward to stand up: 
: and talk in front of others. 11 11 11 

IIII 
IIIIII 
IIIIIII 
IIIIIII 

V�IIII 
IIIIIII 
IIIIIII 
IIIIII 
IIIIIII 
IIIIIII 

Iffelped ze as a relatively now team vember to get involved: 
: with the teaz in a relaxed atzosphere. 

'Since then felt it has done me a power of good. 

,.... the S-0-L philosophy which has had an effect on how 
: work and live although I could not say to what extent. 

IIIIIIII 
IIIIIIII 

II 
II 
II 
II 
II 

II 
II 
II 
II 
II 
II 
II 
II 
aI 
II 
II 
II 
II 
II 
"a 
II 
aI 
aI 
aa 
aI 
II 
II 
aI 
aa 
aa 
II 
aI 
II 

�-a- 
ia 

: There has been a positive change in By attitude and 
: behaviour without being able to say what specifically has: 
: caused it. I 

: Have the confidence to preach to congregations of 60170 
: people which I would not have had before S-0-L. 
I 
11 find every day rewarding. 
I 
: Has given purpose to the way I was working, explained in 
: sose detail what I was doing and why. 

, Alwiys looting to improve things. 

'With the sipportive eavirousent in the 
: the confidence to help people develop. 

sort catitre, 

Notivating Other Indiviftal : Iesponse froz others a lot better than fron my old 
: telling ...... 

I had', 

Iray of XI 
II 
II 
II 

IIII IIII 

III, 

11,1 1 

Figure 6.12.2 



PERSONAL LEARNING BIOGRAPHY STATEMENTS - MOTIVATION 

, Delegated zore responsibility to first line maiagers.....; 
: Stood back and did things should have been doing. 

'Took on responsibility and involved staff in working out 
: best solution to probles ...... Wanted teat effort. 

IIIIII 
IIIII 

ix i 
IIIII 

IIIII 
IIIII 
IIIIII 
IIIII 

xII IIIII IIIIII 
IIIIII 
IIIIII IIII 

_____________________________________________________ 
I 
IIII 
IIII 

Kotivating the Teas : Our teamwork got better. 

: He tried to get our ideas rather than impose his own. 
, More of a team. 

'S-0-L played a sajor part and I doubt whether we could 
: have done it without S-O-L. 
II 

'Felt part of the teas froa the start and such zore'than. 
: colleagues in other parts of the country. 

, involvesent very good. Built relationships with 
: operational supervisors. 

'I felt the teaz did act ure effectively. 
i 

I--I -I- III 
III5 

IIIIII 
IIIII 
IIIII 
IIIII 

IIII 
IIIII 

IIIIII 
IIIII 
IIII 
IIIII 
III 
IIIII 
IIIIII 
IIIII 
IIIIII 
IIIIII 
IIIIII 
IIIIII 
IIIIII 
IIIIII 
IIIII 
II IIIt IIIIII 
IIIIII 
IIIII 
IIIIII 
IIIIII 
IIIIII 
II1III 
IIIII 
IIIIII 
I ___. _. _. I_. _.. __.. I _I . __. I _I 

Figure 6.12.2 



motivation, The number of comments made by each 

participant reflects the extent to which they were 

motivated prior to their involvement in S-0-L. The 

greater the number of statements, the less motivated the 

individual was prior to the programme of action research 

and, therefore, the greater the impact on them in this 

area. 

PARTICIPANT NUMBER OF STATEMENTS 

SM/B 8 

SM/C 4 

AM 3 

EM 2 

TM 2 

SM/A 1 

The difference between the 8 relevant statements made by 

SM/B and the one made by SM/A reflects the fact that SM/A 

never lacked personal motivation or confidence whilst 

SM/B was very demotivated from the start of the programme 

and only began to respond during the S-0-L workshops of 

1991 and 1992. The impact on SM/B is highlighted in the 

following statements: 

IwGot more and more involved, responded more and more. " 

wHave become more and more confident and less reserved. ' 



The latter reflects the ongoing nature of the impact as 

do the statements of SM/A: 

"I use S-0-L now ..... W 

and SM/C: 

OX find every day rewarding. 

One fifth of the motivation statements relate to the 

motivation of the team. These reflect the development of 

teamwork initiatives out of the S-O-L workshops - shift 

teams, the Office Objectives Group and the coordination 

of team activities. The statements on motivating other 

individuals reflect the tentative steps being taken by 

two of the shift managers, SM/A and SM/B, to delegate 

responsibility to members of their teams. 

6.12.2.3 Figure 6.12-2.3 contains the 21 statements which 

reflect the participants recollections of the ways in 

which responsibility and control within the sort centre 

changed during the programme of action research. I have 

broken these statements into three further sub 

categories: 

- sharing responsibility and control with 

subordinates 

- teamwork 

- acceptance of responsibility 



PERSOW LEARIIIG BIOGRAPHY STATENENTS - RESPONSIBILITY AND CONTROL 

SUR CATEGORIES STATEMENTS 

Sharing fesponsibility and 
Control vith Subordinates 

, Delegated sore responsibility to first line zanagers 
: Stood back and did things shoild have been doing. 

IAITICIPAITS 

SKI A: SX/B: SK/C: LX: LX: LX: 

'Started questioning everything ..... Started to change sore: X 
: and could relate it to what I was trying to do. Started 

, getting others to find their own answers. 

'S-0-L has taught me That to pass oil to others. 

: After S-0-L I lot my teas ran the shift ..... I let then 
: run their own work area, sometimes asking questions or 
: offering criticisms. 

; Realised suet involve people who work on the floor. 

, Became more aware and reflective. Realised we did not 
: know all the answers. 

II 
II 
II 
II 

IIII 
III 
IIII 
IIII 
IIII 
IIII 
IIII 

III 
IIII 
IIII 
IIII 
IIII 
IIII 
IIII 

III 
IIII 
IIII 
III 
IIII 

III 
IIII 
IIII 
III 
IIII 
IIII 
IIII 
IIII 
IIII 
IIII 
IIII 

III 
III 

IIII 
III 

IIIIII 
IIIIII 
I*IIII 
IIIIII 

II 
AIII 

III 
- _.... ___I - _t. _. __I 

IIIIII 
IIIIII 

vIIIIII 
IIIIII 
IIIIII 
IIIIII 
I*IIII 
IIIIII 

Learut to consult first line managers and to trust them 
: to make their own decisions. 

Teamwork ', Our teamwork got better. 

18ecave a great believer in teazworking. 

II AIIII IIIIII Iffe tried to got our ideas rather than impose his on. 
! Xore of a team. 

; Felt part of the teas from the start and much more than 
Icolleagues in other parts of the country. (EK) 

: Involvement very good. Built relationships with 
: operational supervisors. 

,I felt the teas did act sore effectively. 

:A lot of improvements in one to one relationships and 

19dR Icceptance of lesponsibility : Left to ru own ship but boss always there for vi a ce. 

'Got sore and sore iuvolved, responded sore and tore. 
I III 
III 
III 
III 

'Felt it logitisised what I Raturally felt was right but 
: which was not the WaY most tanagers dealt with staff. 

: Experience has shown no that it is only possible to adopt: 

Figure 6.12.3 

III 
III 
III 
III 
III 
III 
III 
III 
III 
III 
I*I 
III 
Iv II 
IA II 
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PEISOIAL MINING BIOGRAPHY STATEMENTS - RESPONSIBILITY AND CONTROL 

-0-L coach as a boss. the role of S 

Valued the opportunity to plan and itplezent a change and: 
: see the end result. 

Took on responsibility and involved staff in working out x 
: best solution to probles ...... Wanted teaz effort. 

Figure 6.12.3 



There are 7 statements in each sub category. Only the 

three shift managers commented upon sharing 

responsibility and control with subordinates. I attribute 

this to the fact that they had been brought up to manage 

in an autocratic manner and, therefore, the changes that 

happened to them in this area were of great significance. 

SM/C produced 4 statements in this sub category and he 

became particularly aware of the need to involve others: 

"Realised must involve people who work on the floor. 1v 

Only SM/C did not comment on sharing responsibility and 

control by working more effectively as a team. The 7 

comments are equally positive about the improvements in 

teamworking. Only two participants, SM/B and TM, 

commented on their own acceptance of responsibility. SM/B 

made four of these statements which I attribute to the 

way in which, through S-O-L, he threw off his lack of 

motivation and his earlier experience which had taught 

him to do as he was told rather than to initiate and 

innovate. TM's comments reflect the way in which he felt 

able to act as he believed he should: 

,, Felt it legirimised what I naturally felt was right but 
which was not the way most managers dealt with staff. " 

6.12.2.4 Figure 6.12-2.4 contains the 31 statements which 

show attitudes and assumptions by or about the 

participants in the programme of action research in 



PERSOMAL LEMING BIOGRAPHY STATENEITS - ASSUKPTIONS AID ATTITUDES 

SUB CATEGORIES 

' Changes in kesuations about 
Self 

STATEXENTS 

'That's when my thinking started to change. Started 
: qiestioning sy ways of doing things. 

: Learat ways of solving problets other than 'getting 
: hatter and chisel'. 

PAITICIPARTS 

SK/A'. SKI B: SKfC: LK, LK, LK: 

'Started questioning everything ..... Started to change more! X 
: and could relate it to what I was trying to do. Started 
: getting others to find their own answers. 

I 
11 tended to open sp whereas before I had been rather 
: blinkered. 
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, behaviour without being able to say what specifically has', 
: catsed it. 

becate zore open and thoughtful. 

IIIII 
IIIIII 
IIIIII 
IIIIII 
IIIIII 
IIIIII 

j am sore contented, a different type of chap. 

'Have the confidence to preach to congregations of 60/70 
'people which I would not have had before S-0-L. 

, Told me things that I did not necessarily believe in the 
: sense of learning. 

: Has changed my mind to in extent and confirmed a lot of 
I , what I was doing. 

'With the supportive environment in the sort centre, I had; 
: the confidence to help people develop. 

II 
II 
II 
II 
II 

,.... the S-0-L philosophy which his had au effect ou how 1: 
: work and live although I could not say to what extent. 

now talk to people in ways that I would not have done 
years ago. 

: gave becote tore and zore coutident and less reserved. 

Changes in Issumptions about 
Others 

How I assets people has changed. 

Becase a great believer in teasworking. 
I 
: Kost striking nezory is the very low opinion which 
: supervisors had of the workforce and which I found 
: shocking. 
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PERSONAL LEAllIlG BIOGRAPHY STATEMENTS - ASSUMPTIONS AND ATTITUDES 

I 
'Felt it legitizised what I naturally felt was right but 
: which was not the way most managers dealt with staff. 

I 

IIIIIP 
IIIIIII 

: The satisfaction of Seeing people with whom I worked 
: benefit fros the way I dealt with theit. 

I 

I: I. X II 

,A lot of izproveitents in one to one relationships and 
: teazworking..... 

'Isproved perception of each other's role. 

'Value the philosophy of supporting the learning of others: 

lifter S-O-L I let ity teas run the shift ..... I let thes x 
: ran their own work area, sometizes asking questions or 
: offering criticists. 

, lealised sust involve people who work on the floor. x 

: Took on responsibility and involved staff in working out x 
: best solution to probles ...... Wanted teas effort. 

Changes in Assuiptious by Ifesponse froz others a lot better than frot ty old way of: X 
Others : tellin; ...... 

'Be tried to get CUr ideas rather than ispose his own. 
: Kore of a teas. 

jother people noticed a great change in se. 
-I 

Changes in sore General 
Assusptions 

IIII 
IIII 

xI IIII III 
- __I. _____I_I III 

III 

IIII 

IIIIIII 

IIIIII 
IIIIIII 
IPIIIII 
PIPIIII 
I Iv IIIII 
I IA IIIII 
IIIIIII 
IIPIPIP 

I , jecognise that changing culture in this way is a long 
; tert project. 

: Iecoquise that such an approach was difficult to sustain 
'in an insyzpathetic environent. 

: Can see clear links between the S-O-L philosophy and the 
: Parcelforce Kission and Values and even Christian ethics. ', 

I ----1 -1-1 

Ix 1. 
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Parcelforce Reading. I have sub-divided the statements 

into four further sub categories: 

- assumptions about self 

- assumptions about others 

assumptions by others 

- more general assumptions 

Fourteen of the statements relate to assumptions about 

the participants themselves. SM/A, with four of the 

statements, produced the greatest contribution in this 

area. All of SM/A's statements reflect perceived changes 

in how he saw himself and these changes were very 

significant both to himself and those with whom he worked 

and lived. When we first met he was a very autocratic and 

stubborn man but he learnt to act more sophisticatedly 

and effectively. All the participants produced statements 

which reflected that they felt they had changed in 

significant ways, for example: 

01 am more contented, a different type of chap. 

"There has been a positive change in MY attitude and 
behaviour.... " 

"Have become more and more confident and less reserved. 

The participants produced 11 statements on their 

assumption and attitudes to others. All but EM produced 

such statements. TM produced four such statements which I 

believe reflects that he already had a greater 



i 

appreciation of the importance of managing through people 

at which he was, in my experience, very effective. The 

three shift managers all reflect the increasing change in 

their assumptions about the capacity of their teams to 

accept more responsibility which, itself, shows they were 

moving from Theory X to Theory Y. AM's statements show 

how he was at the stage of establishing relationships 

. within the team and how he found better mutual 

understanding a beneficial experience. The three shift 

managers each produced one statement on assumptions about 

them by others. SM/A and SM/B both commented on how 

others with whom they worked and lived were responding to 

their more democratic and participative approach. SM/Cls 

statement is a comment on his perception of my style and 

the fact that he made such a statement confirms that the 

change from what he had previously experienced was, 

perhaps, more significant for him than for others in the 

team. All the statements about more general assumptions 

were made by TM who understood better the wider 

environmental conditions in which the programme of action 

research took place both in terms of how difficult was to 

make the sort of changes we attempted but also how well 

S-0-L fitted with other issues: 

, vCan see clear links between the S-0-L Philosophy and the 
Parcelforce Mission and Values and even Christian 
ethics. " 



6.12.2.5 Figure 6.12.2.5 contains the 38 statements about 

learning in the programme of action research. I have sub- 

divided them into the three levels of Self-Organised 

Learning Conversations: 

- life relevance 

- learning-to-learn 

- learning/task focused 

Half the statements were at the life relevance level 

which demonstrates the significance of the change which 

the participants experienced during the programme of 

action research. This appears to have been particularly 

so for AM who produced 7 of the statements and who valued 

becoming more open and thoughtful. SM/B highlighted the 

way S-0-L had been of benefit to him in many ways. Both 

SM/A and SM/C reflected upon the way they acted 

differently. The 8 learning-to-learn level statements 

were spread across all the conversations except that with 

TM. They highlight different ways participants found they 

learnt: 

NBooks made me think differently and question why. " 

'Personal learning Contract got you more organised. ' 

"Have learnt to reflect con what X have done and learn 
from it. 11 

There were 11 learning/task fOcused level statements made 

by all participants but SH/B. They were more learning 



PERSONAL LEARNING BIOGRAPHY STATEMENTS - LEARNING 

SUB CATEGORIES 

Life Relevance Level 

PARTICIPARTS 

STATENEITS SKI A: SK/B; SK/C: LK: TK: Lx: 

mat's when sy thinking started to change. Started x 

, questioning ay ways of doing things. 

, Started questioning everything ..... Started to change tore; x 
: and mild relate it to what I was trying to do. Started 

, getting others to find their aim answers. 

, The way I do things has changed. 
I 
'gas given purpose to the way I was working, 
: soie detail what I was doing and why. 

explained in 

'His changed sy aind to an extent and confirsed a lot of 
: what I was doing. 

supporting 

, With the supportive euvirouvent in the sort centre, I had; 

, the confidence to help people develop. 

, The learning process goes on. S-O-L his helped whether byl 
: 501 or 801 cannot say. 

: Found this conversation brilliant in bringing it all back: 
: tend to have it at the back of ty zind and use it every 
: 60 often. 

, It broadened my horizons and allowed se to have a I 
: detached look at areas where I saw sy weaknesses in 
: magazent skills. 

te in vany ssall ways. 

11 becave more open and thoughtful. 

'Kade ze think for others and for their benefit. 

'I tended to open 
Winkered. 

III*III 
*IIIIII 
*I*II*I 
IIIIIII 
pi*IiII 
II* 1*1 II 
IIIIIII 
IIIIIII 

III1 
IIIII 
IIIII 
IIIIIII 
IIIIIII 
II 
II 

IIi 
III 
III 
III 

up whereas before I had been rather 1.11 .1 

'Valze the philosophy of the learning of others! 

'Learat to consilt first line zanagers and to trast then 
: to sake their on decisions. 

, S-0-L has worked for 

:1 now talk to people 
years aqo. 

II 
II 
II 

in ways that I would not have done 

IS-O-L did benefit ve, it was well worth Its itoney. 

'Recase zore aware and reflective. lealised ire did not 
: know all the answers. 

I. . 1. 

1 11 
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PERSONAL LEARNING BIOGRAPHY STATEXENTS - LEARNING 

, lealised aust involve people who work on the floor. 

IIIIII 
IIIIII 

IIIIII 
IIIIII 

IIII 
_) - 

I 
_________________________ 

I 
________________________________________________ II jII 

III 

Learning-to-Learn Level : Books made me think differently and question why. 

: Learat a lot from general discussion; got you motivated. 

: Fersouil Learning Contract got you more organised. 

: Before SOL used to analyse after events but did not plan 
: before. Do much more, perhaps too much, planning. 

: Reflect on things that have happened and deal with them 
: differently next time. 

PC 

'It helped zy thought processes, increased ay ability to 
: look further into things. 

'Have learnt to reflect on what I have done and learn frov; 

: Learat to think about what to do and how to do it before 
, doing it. 

Learniug/Task Focused Level : Learat ways of solving problems other than 9getting 
ýhaxxer and chisel#. 

: S-0-L has taught to what to pass on to others. 

'Told se things that I did not necessarily believe in the 

11 felt the teaz did act sore effectively. 

'I lot of iaprovements in one to one relationships and 
: teallrorking ..... 

: Isproved perception of each other's role. 

'The satisfaction of seeing people with whos I worked 
: benefit frot the way I dealt with then. 

: Experience his shown ve that it is only possible to adopt: 
; the role of 5-0-L coach as a boss. 

I 
, Reflected, could see things not seen on oim shift. 

iI 'Learnt 
to speak up and ask questions at second round of 

'workshops. 

-Xade me think about how I do my job. 

Ix 
I:: 

x 

x 

I: Ix I 

x 
I 

III 
III II 

IIIII 
IIIII 

IIII 
IIII 

"1 IIII 
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than task focused although much of the learning was about 

how to manage or work with people which the whole 

objective of this thesis has been to demonstrate is the 

task of managers. 

E3IuMt-ZA&Q-1-jr 

6.13 The process of recording evaluation evidence by 

means of a reflective conversation proved to be a rich 

source of data for validation of the S-O-L programme. The 

evidence produced was strong and showed clear benefits in 

terms of changed attitudes and behaviours and the on- 

going value placed by the participants themselves and 

others on the outcomes. 
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7.1.1 My professional and personal journey, which this 

thesis records, represents the search for an 

understanding of: 

- why the full potential of people at work was not 

being harnessed to the goals of the organisations in 

which they worked , and, 

- how this situation could be remedied. 

I was prompted to commence this search by my personal 

experience as a Post Office manager. My ambition has been 

to bring about sustained improved performance of the 

organisation and to achieve this through the people who 

work in it - to be PERSON-CENTRED rather than TASK- 

CENTRED. 

The diverse outcomes of this research have had an impact 

on: 

- the organisation in which I carried it out 

- the people with whom I have worked 



- the Centre for the Study of Human Learning 

- myself as a manager, a learner and a whole person, 

and 

- my family and significant others in my life space. 

In this chapter, I propose to translate the lessons I 

have learnt into a Person-Centred Model of Organisational 

Growth which addresses the reasons I have found why the 

full potential of people at work is not being harnessed 

to the goals of the organisations in which they work and 

which offers a remedy for this. Although I have headed 

this Chapter "Conclusions" I do not intend to convey the 

impression that my search is finished. I believe my work 

is a continuin2 contribution towards achieving the full 

involvement of people at all levels both at work and in 

society more generally. My recommendations challenge 

existing practice, and introduce an alternative model for 

constructing a personally and organisationally productive 

future. In. some respects I believe I have identified, 

through my action research, "whatu needs to be done but, 

given the size of the challenge implied by what I set Out 

to do, it has only been possible to move towards a 

comprehensive specification of "how" this should be 

achieved. 



7.1.2 In constructing my Person-Centred Model of 

Organisational Growth, I have returned to the five main 

issues and five themes which I identified at the 

beginning of my Literature Survey (Chapter 2.1) and which 

run throughout my action research (Chapters 3,4 and 5) 

and evaluations (Chapter 6). The five main issues are: 

- the motivation of people to contribute to 

organisational goals 

- responsibility and control 

- assumptions about people 

- attitudes towards people 

- learning and continuous improvement 

The five themes are: 

- management theory and its development 

- humanistic psychology 

- the alternative autocratic and democratic 

approaches 

- the extent to which the achievement of success is 

a conversational process 

- the fact that all the main issues are relevant to 

most, if not all, aspects of life and not just work. 

My model is designed to allow those who operate it to 

become "Self-Organised" and addresses organisational 



growth from a person-centred viewpoint in an integrated, 

systematic and conversational way. This produces a 

holistic picture of the management/leadership of people 

towards such growth. The model has seven fully integrated 

parts which I have designated as CONVERSATIONS and each 

of which exhibits features of other parts, so emphasising 

the inadequacies of "compartmentalised" or narrow 

theories. The model endeavours to show how each part, and 

the whole, can be operationalised or made to work. The 

seven CONVERSATIONS are: 

- the five separate main issue CONVERSATIONS 

- the MOTIVATION conversation (Conversation 1) 

- the COMMITMENT conversation (Conversation 2) 

- the TRUST conversation (Conversation 3) 

- the BEHAVIOUR conversation (Conversation 4) 

- the LEARNING-TO-LEARN conversation 

(Conversation 7) 

- an integrated person-centred, CONVERSATIONAL 

learning model (Conversation 5) 

- the CONVERSATIONAL link between the person-centred 

learning model and organisational goals 

(Conversation 6). 



The seven CONVERSATIONS and their inter-relationships are 

illustrated in Figure 7.1.2. Although, inevitably, my 

descriptions of the seven CONVERSATIONS in 7.5 are 

linear, this is not intended to suggest that they operate 

in any way chronologically. They are, in reality, multi- 

level conversations taking place simultaneously. The five 

main issue CONVERSATIONS can be further placed into three 

categories, INPUT, OUTPUT and PROCESS REVIEW. The TRUST 

and BEHAVIOUR conversations provide INPUT to the process 

as they are principally designed to support the 

improvement in the assumptions, attitudes and behaviour 

of leaders. In large organisations, such as the Post 

Office, the majority of managers are both leaders and 

followers and, therefore, it is appropriate to include 

consideration of the input issues in Learning 

Conversations in which they are the Learner; indeed the 

leader at the very top of an organisation has the same 

learning needs and a way of accomplishing this needs to 

be devised to suit the person and the organisation. The 

MOTIVATION and COMMITMENT conversations are about the 

OUTPUT of the process, motivated and committed people 

working to their optimum to deliver organisational goals. 

The LEARNING TO LEARN conversation provides an 

opportunity to REVIEW the whole PROCESS by considering 

the improvement to the conversations as processes rather 

than their content. 
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7.2.1 Before moving on to describe my Person-Centred 

Model of Organisational Growth, and its component parts, 

in more detail, 1 think it would be useful to return to 

the key message about learninq which runs through this 

thesis. In my Literature Survey (Chapter 2.6), 1 tried to 

demonstrate that learning is more than the acquisition of 

skills and knowledge. I argue that it is synonymous with 

continuous improvement and growth. Using this view of 

learning, my model and each of its parts are learning 

models or models of continuous improvement and growth. 

They are designed to facilitate clearer understanding of 

meaning and of the actions which result from them. 

The other key message to emerge from my research, both in 

my survey of the literature and my action research, is 

that learning is only truly effective when the learner is 

Self-Organised and, therefore, takes responsibility for 

what and how he/she learns. This principle is essential 

to the successful operation of the model and is what 

makes it person-centred. 

7.2.2 In reporting my action research in Chapters 3,4 

and 5,1 have described many activities and outcomes 

which demonstrate more than just the acquisition of 

skills and knowledge. Principally through individual and 



group Learning Conversations, which I will discuss 

further in section 7.4, Self-Organised learning and 

growth occurred under all seven of the headings of my 

Person-Centred Model of Organisational Growth. For 

example: 

- MOTIVATION - the newly appointed first line manager 

in Reading Head Post Office who set about raising the 

performance of the "meter section" to which he was 

appointed (Chapter 3.5.2) 

- COMMITMENT - the establishment of the Office 

Objectives Group (Chapter 5-8) and Team Coordination 

(Chapter 5.15) in the Parcelforce Sort Centre. 

- TRUST - the decision of the Parcelforce Sort Centre 

management team, against my advice at the time, to 

include all first line managers in the Shift Manager 

Shadowing scheme (Chapter 5.6.3) 

- BEHAVIOUR - the third line manager in Reading Head 

Post office who had been seen as something of a "bully" 

but who became in the words of others "more thinking, 

more dedicated, more confident and more consultative" 

(Chapter 3.5.2). 



- LEARNING-TO-LEARN - the preparation of 29 new acting 

first line supervisors for learning on-the-job in 

Reading Head Post Office in which the participants 

addressed how they learnt and which produced such 

significant results (Chapter 3.3). 

- INTEGRATED LEARNING - most of the activities and 

outcomes of my action research involved the 

construction or reconstruction of meaning for more than 

one person, often the organisation, and across two or 

more of the five ma in themes identified in my 

Literature Survey (Chapter 2.1) 

- LINK TO ORGANISATIONAL GOALS - all my action research 

activities were intended to contribute to the 

achievement of organisational goals, whether they were 

improving the effectiveness of managers (Chapters 3.3 

and 5.5), improvements in productivity (Chapter 5-4) or 

improvements in organisation (Chapter 5.6.3). 

So, the model I have designed is intended to engender and 

sustain an increasing awareness of learning and growth 

and the process of learning and growth, in the interests 

of achieving and expanding organisational goals. 

7.2.3 One of the key Outcomes of the use of Self- 

Organised Learning in Reading Head Post Office (Chapter 



3) and the Parcelforce Sort Centre (Chapters 4 and 5) was 

the development of the concept of the Management of 

Learning in a Self-Organised Learning environment. Harri 

Augstein and Thomas developed this into Systems 7 which 

is described in my Literature Survey (Chapter 2.7) and 

the illustration of which I repeat at Figure 7.2.3. Given 

that my Person-centred Model of Organisational is a 

learning model, where does it fit into Systems 77 The 

model, comprising an integrated set of Learning 

Conversations, is an expansion of System 3, the core 

Learning Conversation. However, System 3 is fully linked 

to the other 6 Systems and, as such, has influence on and 

is influenced by them. This applies throughout my model. 

IEZ E; ILJE: o=3E NAE: C: CW*J%oF]EMZ-4SJA=: Ir-(: >W 

7.3 1 have described my PerSon-Centred Model of 

Organisational Growth, and its component parts as 

CONVERSATIONAL. In section 7.2 1 have defined the 

activity taking place within t he model as Self-Organised 

Learning or the construction and reconstruction of 

personally relevant and viable meaning. I have based the 

use of conversations in the model on Learning 

Conversations as defined by Harri Augstein and Thomas and 

which I describe more fully in ray Literature Survey 

(Chapter 2.6-5). To remind the reader they define 





Conversation, a two-way process involving giving and 

receipt of feedback, as: 

NConversation consists in the exchange of meaning ...... 
(Harri Augstein and Thomas 1991 p. 27) 

and a Learning Conversation as: 

"..... puts learners in conversation with themselves, but 
it also enables them to converse more effectively with 

...... their ..... coach, trainer ..... manager.... it is a 
sustained activity creating an increasing awareness of 
the whole experiential process of learning 

..... 11 (Harri 
Augstein and Thomas 1991 p. 3) 

In my model I have tried to identify the key issues which 

need to be the subject of learning conversations in 

organisations which are attempting to achieve growth or 

improvement through all the people who work in it. A 

Learning Conversation is a process to enable a learner to 

analyse and review his/her own learning. Most people 

require the support of someone else to help them 

externalise the conversation and make the nature of the 

learning explicit. In my model I envisage this supporting 

role as being that of the line manager. 

To give the conversation added structure and to ensure 

that it remains Self-Organised, the Personal Learning 

Contract is a medium for helping learners to identify 

something they want to learn or improve, a way of doing 

so and anticipated and actual Outcomes. After the event 

it provides a means of reviewing the actual outcome 

leading to the identification of new tasks or topics to 

become the subject or purpose of new contracts and so on. 

Page - 379 



Harri Augstein and Thomas have defined the process of 

reflecting on learning during Learning Conversations and 

through Personal Learning Contracts by the heuristic 

MA(R)4S which is illustrated in Figure 7.3. MA(R)4S 

stands for: 

M- monitor 
A- analyse 
R- record 
R- reconstruct 
R- reflect 
R- re-view 
S- spiral 

Use of this heuristic increases insight and raises 

awareness thereby "boot-strapping" the learning and 

growth. 

Throughout the reports of my action research in Chapters 

3,4 and 5, there are many examples of the use of 

Learning Conversations and Personal Learning Contracts 

leading to Self-Organised learning, improvement and 

growth. 

Alk Z"2ZXr-)IEM. CMF 
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7.4.1 In this section I shall describe in more detail my 

Person-Centred Model of Organisational Growth and the 
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seven CONVERSATIONS of which it comprises, as illustrated 

in Figure 7.1.2. These descriptions will be set against 

the background of sections 7.2 and 7.3 in which I have 

defined the common features of all parts of the model - 

they are all Self-Organised Learning models and they are 

all Conversational. Because of the features they have in 

common and the nature of their integration, the 

conversations have a common conversational process which 

is as follows: 

- the conversations should be regular, at least 

monthly, and probably as part of a larger conversation 

about the whole Person-Centred Model of Organisational 

Growth. 

the conversation should: 

- identify a PURPOSE 

- identify a STRATEGY 

- identify anticipated OUTCOMES of the STRATEGY so 

that success or otherwise can be assessed 

- agree when and how the OUTCOMES are to be REVIEWED 

- REVIEW previous outcomes having MA(R)4S'ed the 

whole process 

- on the basis of the REVIEW, re-commence the 

process. 



My action research has been entirely with managers and 

not front line employees. The logistics of operating my 

model within and between management teams are, I believe, 

entirely practical. To extend this to front line 

employees on a monthly frequency would be much more 

difficult given the way most companies, which employ 

large numbers, are organised. A typical Parcelforce depot 

has 100 employees and only 3, or, in some cases 4, 

people who are formally designated as managers. To 

achieve my target of a monthly Learning Conversation with 

every employee would require each manager to hold one 

each working day and this is probably not currently 

feasible. This highlights another change urgently 

required in such organisations which is the introduction 

of *working team leaders" to be responsible for more 

realistic numbers of team members, no more than 10 to 15 

in a team. I will firstly describe the four INPUT and 

OUTPUT conversations, then how they integrate into one 

person-centred learning conversation, how the latter 

links to organisational goals and, finally, the REVIEW 

PROCESS for the whole model in the LEARNING-TO-LEARN 

conversation. 

CONVERSATION ONE: THE MOTIVATION CONVERSATION 

7.4.2 One of the four CONVERSATIONS which make up my 

proposed integrated, person-centred, CONVERSATIONAL 



learning model, the MOTIVATION conversation is an OUTPUT 

conversation and is the one in which individual and group 

needs are raised and strategies agreed for satisfying 

them. As described in my Literature Survey (Chapter 2.3), 

motivation theory as expressed by Maslow and Herzberg, 

states that people are motivated to strive to satisfy 

their needs and that there is a hierarchy of such needs, 

the most basic of which are: 

- PHYSIOLOGICAL, for example the need for food and 

warmth. 

followed by: 

- SAFETY, for example the need for security, 

stability, freedom from fear and for order, law and 

limits. 

- BELONGINGNESS and LOVE, for example the need for 

friends, family and "roots*. 

- ESTEEM, the need for a stable, firmly based, 

usually high evaluation of themselves, for self- 

respect or self-esteem and for the esteem of others. 

- SELF-ACTUALISATION, the need to be doing what the 

individual is fitted for. 



As one, lower need is satisfied, so the person, or 

persons, is no longer motivated by it but moves on to 

seek satisfaction of the next higher need. Equally, 

Herzberg has identified two types of factors in 

motivation, Hygiene factors and motivators. Hygiene 

factors or animal needs, such as pay and working 

conditions, do not motivate but their absence or negative 

impact lead to dissatisfaction. It is factors such as 

achievement and responsibility, which motivate people to 

contribute more. The MOTIVATION conversation is the 

vehicle for a leader to help his/her team and its 

individual members identify and satisfy their needs on an 

ongoing basis. Taking the three levels of Learning 

Conversations as defined by Harri Augstein and Thomas - 

Life Relevance, Learning-to-Learn and Learning/Task 

Focused - the MOTIVATION conversation, as with-the other 

input and output conversations, will involve life 

relevance issues. My experience and research suggest that 

it is very rare for people in organisations to be 

consistently consulted about their needs. Satisfying 

those needs will lead to positive impact in the other 

person-centred conversations, for example, a motivated 

person or team will be more committed and will behave 

more appropriately. The conversational process will be 

based on the principles defined in 7.2,7.3 and 7.4.1. 



The PURPOSE of the MOTIVATION conversation will be in the 

form of a need(s) to be satisfied and will identify a 

STRATEGY for satisfying the need(s). If the needs of the 

individual or group are hygiene factors, they should be 

dealt with quickly to demonstrate the value of the 

process. Having said that, it is likely that some leaders 

will not be in a position to meet some "animal" needs, 

for example, in Parcelforce, pay is negotiated centrally. 

In these circumstances, the conversation will have to 

seek legitimate ways of removing the dissatisfaction, by, 

for example, a change of role which may open up improved 

earning opportunities through bonus, or seek to move on 

to other needs, jointly accepting that the "animal" need 

cannot, at that time, be satisfied. The objective of the 

process is to move the focus of the individual's needs 

higher up the hierarchy of needs to those positive 

motivators such as achievement and responsibility. This 

does not necessarily mean promotion but, in most cases, 

is likely to involve the individual or team accepting 

more responsibility for what they do and being empowered 

to exercise that responsibility. This brings us to the 

second OUTPUT conversation in my proposed integrated, 

person-centred, CONVERSATIONAL learning model - the 

COMMITMENT conversation. 



CONVERSATION TWO: THE COMMITMENT CONVERSATION 

7.4.3 In Chapter 1 of this thesis I highlighted one of 

the negative features that I found on moving to Reading 

was the very autocratic way the Head Post Office appeared 

to have been managed. A consequence of this was that 

authority and control was not sensibly dispersed across 

and down the managerial structure resulting in a 

situation where it was not possible to hold managers 

accountable for what they were nominally responsible. A 

lesson I learnt from my survey of the literature (Chapter 

2.5.5) was: 

ffThere is a pressing need to spread responsibility by 
arrangements which make it more difficult, if not 
impossible, for a few to accumulate excess responsibility 
and, therefore, power and for the many to avoid taking up 
their due level of responsibility. - 

It is also the case that responsibility and empowerment 

are, for most people, motivating factors and, yet, this 

is a topic on which a considerable amount of "lip 

service" is expended. The COMMITMENT conversation is the 

vehicle for genuinely empowering individuals and teams. 

Taking the three levels of Learning Conversations as 

defined by Harri Augstein and Thomas - Life Relevance, 

Learning-to-Learn and Learning/Task Focused - the 

COMMITMENT conversation, as with the other input and 

output conversations, will involve life relevance issues. 

True empowerment will have a great impact on the ability 

of an organisation to achieve its goals and grow. The 



more responsibility, and real authority to carry out that 

responsibility, each individual and team is given and 

carries, the more will the organisation be harnessing 

their full capabilities so that much more output can be 

achieved for no more input, particularly financial. This 

is not intended to be an *anarchists' charter", 

accountabilities have to be clear and a key purpose of 

the COMMITMENT conversation is to discuss and agree any 

extension, or reduction, of accountability and to keep it 

clear, flexible and continually under review. The 

conversational process will be based on the principles 

defined in 7.2,7.3 and 7.4.1. The conversation should 

identify a PURPOSE in the form of extended or reduced 

responsibilities to be exercised and a STRATEGY for 

exercising the revised responsibilities. 

The COMMITMENT conversation is the part of themodel in 

which the traditional task objectives would be discussed 

and agreed. The difference between my model and the more 

traditional appraisal model, is that the latter typically 

involves setting annual or half yearly objectives with no 

mechanism for review and revision, whereas the former is 

dynamic being able to adjust to changed circumstances. It 

is often. from unfounded assumptions about how well, or 

otherwise, an individual or team is carrying out its 

responsibilities, that attitudes and behaviours are 

formed and this provides the link to the next two parts 

of the model, the INPUT conversations, the TRUST 



conversation and the BEHAVIOUR conversation which are key 

to setting the tone of the whole model. 

CONVERSATION THREE: THE TRUST CONVERSATION 

7.4.4 A consistent theme through this thesis and my 

experience is that it is the assumptions we make about 

others which dictates the attitudes we adopt and the way 

we behave towards them. This is most clearly expressed by 

Douglas McGregor in his Theory X and Theory Y. 

Unfortunately my experience and my survey of the 

literature show that many managers, probably a majority, 

assume that those who work for them dislike work and will 

only work if closely controlled and coerced into doing so 

either by threats or financial inducements. These myths 

produce autocratic attitudes and behaviours which are 

inconsistent with ideas of motivation by satisfaction of 

needs and of empowerment. Theory Y says that making 

positive assumptions about the workforce will produce 

positive benefits for the leader and the organisation. In 

particular, I believe one of the great ills of British 

industrial life is lack of trust which I believe is what 

underlies a Theory X set of assumptions. Taking the three 

levels of Learning Conversations as defined by Harri 

Augstein and Thomas - Life Relevance, Learning-to-Learn 

. and Learning/Task Focused - the TRUST conversation, as 

with the other input and output conversations, will 



involve life relevance issues. The purpose of the TRUST 

conversation is to eradicate this and begin to produce 

more positive and effective relationships at work. This 

will be achieved by creating opportunities for open and 

honest discussion in which both the leader and the 

follower can express their feelings. This can be 

difficult to instigate because of historic assumptions. 

It may be necessary to start by means of some sort of 

confidential feedback system which allows people to 

express their true feelings in unthreatening 

circumstances. The Post Office now operates a process 

called Effective Leadership Feedback in which twice a 

year team members complete a confidential assessment of 

their team leader (see the form at Appendix 7.4.4.1). The 

results for the whole team are fed back to the leader, 

with team member comments (see example at Appendix 

7.4.4.2), who then holds a team meeting at which the team 

are invited to help the leader draw up an action plan for 

improving his/her leadership. I see the latter as a TRUST 

conversation but the objective should be to establish 

relationships which allow the conversation to take place 

without the cloak of confidentiality. The conversational 

process will be based on the principles defined in 7.2, 

7.3 and 7.4.1. The conversation should identify a PURPOSE 

in the form of ways of improving the level of trust 

between leader and follower and a STRATEGY for improving 

the level Of trust between them. The TRUST conversation 



and its outcomes, as an INPUT conversation, will have an 

impact on the COMMITMENT conversation, trust is a pre- 

requisite of empowerment. It will also impact on the way 

people behave, the topic of the fourth conversation, the 

BEHAVIOUR conversation. 

CONVERSATION FOUR: THE BEHAVIOUR CONVERSATION 

7.4.5 Behaviour is the external expression of a person's 

internal feelings, assumptions and attitudes and, as 

such, has significant impact on relations between people. 

Harri Augstein and Thomas define behaviour and experience 

as indicators of: 

Iva coherent personal process which is itself 
conversational. m (Harri Augstein and Thomas 1991 p. 7) 

Like the TRUST conversation, the BEHAVIOUR conversation 

provides INPUT to the process that drives the Person- 

Centred Model of Organisational Growth. Furthermore, the 

BEHAVIOUR conversation is dependent upon the TRUST 

conversation because the quality of trust, respect and 

other assumptions that exist in a relationship will 

impact on the behaviours displayed in the relationship. 

Taking the three levels of Learning Conversations as 

defined by Harri Augstein and Thomas - Life Relevance, 

Learning-to-Learn and Learning/Task Focused - the 

BEHAVIOUR conversation, as with the other input and 

output conversations, will involve life relevance issues. 



In my Literature Survey (Chapter 2.5) 1 discussed the 

kinds of attitude and behaviour which most effectively 

lead to people making the fullest possible contribution 

to the achievement of organisational goals. I concluded 

from the literature and from my own experience (Chapters 

1,3,4 and 5) and the feedback from those whom I have 

lead (Chapter 6.10 - 6.13), that the behaviours 

traditionally associated with leadership are no longer 

appropriate. I turned for my model of behaviour designed 

to support the learning or growth of others to the 

American psychotherapist Carl Rogers who developed a 

"Person-centred" approach to therapy. Rogers ideas were a 

key influence in the development of Self-Organised 

Learning. He argued that there are three conditions which 

define appropriate behaviour in such relationships. These 

three conditions are: 

- CONGRUENCE or genuiness or realness on the part of 

the facilitator, leader or man. ager who should put up 

no professional front or personal facade. 

- UNCONDITIONAL POSITIVE REGARD or an accepting, 

caring, prizing, Positive and non-judgemental 

attitude towards the managed or lead by the manager 

or leader. 



- EMPATHY by which the facilitator, leader or 

manager accurately senses the feelings and meanings 

of the learner or worker. 

This set of behavioural conditions should not be taken in 

isolation because this would open them up to 

sentimentalisation. Taken as part of a holistic model of 

person-centred organisational growth, they provide a 

powerful means of supporting people to become fully- 

functioning in terms of: 

- openness to experience 

- trust in one's own organism 

- increasingly existential living 

- willingness to be a process rather than a product 

- internal locus of evaluation. 

The conversational process will be based on the 

principles defined in 7.2,7.3 and 7.4.1. The 

conversation should identify a PURPOSE in the form of 

ways of moving the behaviour of the leader toward the 

follower nearer to Rogers three conditions and a STRATEGY 

for helping the leader to do so. 



CONVERSATION FIVE: THE INTEGRATION CONVERSATION 

7.5.6 The fifth conversation in my Person-Centred Model 

of Organisational Growth exists to ensure that the four 

INPUT and OUTPUT conversations do not take place in 

isolation but that they form part of an INTEGRATED whole. 

In 7.4.1 1 have set out the common process for all the 

conversations in the model including: 

- the conversations should be regular, at least 

-monthly, and probably as part of a larger conversation 

about the whole Person-Centred Model of Organisational 

Growth. 

The INTEGRATED conversation is what I envisage as the 

Nlarger conversation about the whole Person-Centred Model 

of Organisational Growth" as it relates to the LINK to 

organisational goals. Taking the three levels of Learning 

Conversations as defined by Harri Augstein and Thomas - 

Life Relevance, Learning-to-Learn and Learning/Task 

Focused - the INTEGRATED conversation will involve life 

relevance issues. A much simpler model would have just 

had this conversation with some quite broadly stated 

PURPOSES and STRATEGIES but I believe that such a model 

would fail to deliver. It is essential that all seven 

conversations are consciously held whilst accepting that 

they will, inevitably, overlap and merge. A key PURPOSE 



of the LEARNING-TO-LEARN conversation is to improve this 

process of maintaining both separation and integration of 

the seven conversations. My model is based on the 

principle that it is Self-Organised and, therefore, it 

would be inappropriate to be prescriptive as to how the 

separation and integration are maintained. However, it is 

my view that, at least in the early days of operating 

this model in an organisation, it is likely that some 

formal mechanism will be required. The conversational 

process will be based on the principles defined in 7.2, 

7.3 and 7.4.1. 

CONVERSATION SIX: THE LINK TO ORGANISATIONAL GOALS 

7.4.7 The purpose of my research has always been to 

discover how the contribution individuals and teams make 

to the achievement of organisational goals could be 

increased. Although my model is "person-centred", this is 

because my experience and my research show that long term 

organisational success is primarily dependent upon the 

people contribution it can harness. As I have said 

elsewhere in this thesis, this is not a "soft" approach 

but it is one that recognises the real value of human 

resource and treats people with respect. The sixth 

conversation in my Person-Centred Model of Organisational 

Growth is designed to ensure that all the learning, 

improvement and growth which takes place within the other 



six conversations is always linked to the achievement and 



six conversations is always linked to the achievement and 

development of the goals of the organisation in which 

they take place. Without this LINK, the other activities 

are, in organisational terms, likely to be pointless and 

wasteful. For this LINK to be effective throughout an 

organisation, the Person-Centred Model of Organisational 

Growth in any part of the organisation must be part of a 

both horizontal and vertical network of such models which 

ensure that the sum of the parts equal or exceed the 

planned sum of the whole. The PURPOSE of this 

conversation is to link the main issue conversations, 

particularly the OUTPUT conversations - the MOTIVATION 

and COMMITMENT conversations - to the goals of the 

organisation so that the individuals and teams accept 

accountability for and are motivated to achieve shared 

goals using appropriate behaviour. Taking the three 

levels of Learning Conversations as defined by Harri 

Augstein and Thomas - Life Relevance, Learning-to-Learn 

and Learning/Task Focused - the LINK conversation will 

involve learning/task focused issues. The conversational 

process will be based on the'Principles defined in 7.2, 

7.3 and 7.4.1. 

CONVERSATION SEVEN: THE LEA. RNING-TO-LEARN CONVE_RSATION 

7.4.8 One of the main differentiating features of Self- 

Organised Learning is that it not OUIY operates on the 



level of the topic or task but also on the level of 

learning-to-learn. The LEARNING-TO-LEARN conversation is 

content free and concentrates upon the PROCESS of 

learning, improvement and growth. Taking the three levels 

of Learning Conversations as defined by Harri Augstein 

and Thomas - Life Relevance, Learning-to-Learn and 

Learning/Task Focused - the LEARNING-TO-LEARN 

conversation will, of course, involve learning-to-learn 

issues. This part of the model allows the leader and his 

follower(s) to REVIEW how the component parts of the 

model and the model as a whole are operating. The 

LEARNING-TO-LEARN conversation encompasses a whole series 

of cycles of the other conversations in the model. Harri 

Augstein and Thomas describe this conversation as 

"learning focusedO and define its PURPOSE as : 

-.... to challenge and improve how the learning is carried 
out., w (Harri Augstein and Thomas 1991 p. 9.5) 

its STRATEGY as: 

11 .... it selects and mirrors not the task or topic 
activity but the learning activity which is improving how 
the task is done and how the topic is known. Thus it 
concentrates on the learner's model of the learning 
process. (Harri Augstein and Thomas 1991 p. 95) 

and its OUTCOME as: 

,W.... a more fully functioning awareness and control of 
learning.... I (Harri Augstein and Thomas 199. Z p. 95) 

The conversational process will be based on the 

principles defined in 7.2,7.3 and 7.4.1. The LEARNING- 

TO-LEARN conversation is the *keystone" of my Person- 

Centred Model of Organisational Growth as it is in this 



conversation that the learning, improvement and growth 

PROCESS can be reviewed and itself improved and grown so 

that it does not become "robotic" but is constantly 

evolving. 

LcExc 

7.5.1 So, as I draw to a close the record to date of my 

personal journey of learning, what are my final personal 

reflections? 

What has the story encompassed? 

- in Chapter 1, my story so far and the stated purpose of 

my research: 

- to diagnose why the full Potential of people was 

not being harnessed, and 

- to explore how the situation could be changed. 

-a survey of the literature in Chapter 2 in which I 

learnt about key academic influences on the design of 

my Person-Centred Model of Organisational Growth: 

- motivation theory as esPoused by Maslow and 

Herzberg 



- McGregor's Theory Y, 

- Rogers three conditions for facilitative 

relationships, and 

- Harri Augstein and Thomas' Self-Organised 

Learning. 

- the opportunity in Chapter 3 to describe my action 

research during the very exciting trial of Self- 

Organised Learning in Reading Head Post Office in 1985 

and 1986 and which clearly demonstrated that given the 

right support and the opportunity people could learn, 

improve and grow, but how was this to be sustained? 

- further action research in Chapters 4 and 5 at the 

Parcelforce Sort Centre near Reading between 1986 and 

1992 during which I had the opportunity to experiment 

with ideas for managing a "learning organisation" 

through many different activities. 

- multi-perspective evaluation of my action research in 

Chapters 6 and which demonstrated benefit from the 

learning activities to: 

- the participants as individuals and teams 

- the organisations in which they took place, and 

- me, as learner, manager and researcher. 



- finally, in Chapter 7, the culmination of the whole 

enterprise, a Person-Centred Model of Organisational 

Growth based on seven integrated LEARNING 

CONVERSATIONS. 

7.5.2 And where will my journey of learning take me in 

the future? 

Since July 1996 1 have been Employee Relations Manager at 

Parcelforce Headquarters. This is Providing opportunities 

to influence the development of people management 

policies in a person-centred direction. The post is a new 

one and, of itself, suggests a shift in direction away 

from a predominantly task focused approach to management. 

Re-emphasising the point I have made earlier of the need 

for a holistic approach to all aspects of life, I also 

see my ideas as entirely relevant to my belief that, to 

use the words of Charter 88 the campaign for 

constitutional reform, we need to "put people back into 

politicsN. It would be possible to write another thesis 

an this based on the five main issues which I identified 

in my Literature Survey (Chapter 2): 

- the motivation of people to contribute to 

organisational goals 

- responsibility and control 



- assumptions about people 

- attitudes towards people 

- learning and continuous improvement 

I believe it is essential to the future of this and other 

countries that responsibility for and control of the 

political process must be restored to the people through 

reform of the electoral system, delegation of 

responsibility and accountability to the most local level 

practicable and establishment of citizens rights through 

a written constitution. Democracy must become relevant 

and viable for the people it is intended to serve. Having 

maid another thesis could be written on this subject, it 

is not my intention to do so, rather I shall seek to 

increase my involvement in campaigning groups such as 

Charter 88, the Electoral Reform Society and the voting 

Rights Group. 

Whilst writing up my thesis I have become a Christian and 

I feel that this has added a major new dimension to MY 

journey. One of a number of factors which lead me to this 

decision was the research I have undertaken in producing 

this thesis. The development of my Person-Centred Model 

of Organisational Growth caused me to consider the 

teachings of Jesus and I recognised that what I was 

advocating was a Christian approach to management. The 

INTEGRATED PERSON-CENTRED LEARNING MODEL or first five 



conversations of my model reflect the Christian 

philosophy and ethic: 

- CONVERSATION ONE: THE MOTIVATION CONVERSATION is 

about meeting people's needs, leading to their 

fulfilment. The ultimate need, according to 

Christianity, is the unconditional love or grace of God 

which leads to spiritual fulfilment. 

CONVERSATION TWO: THE COMMITMENT CONVERSATION is about 

sharing responsibility and control and individuals and 

groups assuming greater self-responsibility. A key 

tenet of Christianity is that humankind has free will, 

we have the right and the responsibility to choose. 

CONVERSATION THREE: THE TRUST CONVERSATION is about the 

assumptions we make about others; positive assumptions 

will produce positive benefits. This reflects the hope 

which is a key element of Christian faith and also the 

respect for others and the importance of relationships 

which it teaches. 

CONVERSATION FOUR: THE BEHAVIOUR CONVERSATION is about 

behaving to others in appropriate ways. I have 

advocated Carl Rogers' definition of such behaviour. 

Rogers himself was a Christian and the three conditions 



- congruence, unconditional positive regard and empathy 

- all reflect a Christian approach to relationships. 

CONVERSATION FIVE: THE INTEGRATED PERSON-CENTRED 

LEARNING MODEL ensures that the previous four 

conversations are integrated and recognises the need 

for a holistic approach. Again this reflects 

Christianity which impacts on the whole person and 

their whole life. 

THE SIXTH CONVERSATION, THE LINK TO ORGANISATIONAL GOALS 

is about applying the Learning Model and, of course, 

Christian philosophy and ethic are simply words unless 

they are applied and lived. Finally CONVERSATION SEVEN, 

THE LEARNING-TO-LEARN CONVERSATION is about reflection 

and acting Upon the outcomes of that reflection. In 

Christianity prayer fulfils this role. 

7.5.3 For the future my Personal Learning Contract 

involves: 

PURPOSE: to apply my Person-Centred Model of 

Organisational Growth and through doing so persuade 

others to also do so. 

STRATEGY: to do so in all walks of my life - at work, 

whether in my present job as Parcelforce Employee 



Relations Manager or any future role, at home, in the 

community thr'bugh my advocacy of greater involvement in 

and improvements to the democratic process and through 

living out my Christian faith. 

OUTCOMES: improved organisational results and fulfilled 

people including myself. 

REVIEW: ongoing although it is not really practical to be 

specific given the very general nature of this Personal 

Learning Contract. 

The journey continues ........... 
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JUNE 1986 

ACTING LIST COURSE DAILY TIMETABLE 

EXAMPLES OF ACTING LIST COURSE LEARNING 
CONTRACTS 

PERSONAL LEARNING CONTRACT FORMAT 

TIDINESS AND CLEANLINESS PROJECT OBJECTIVES 

TIDINESS AND CLEANLINESS PROBLEM DESCRIPTION 

RW's PAPER ON FEAR 

RW's JOB DESCRIPTION FOR A SECOND LINE 
SUPERVISOR 

RWls PROBLEM SOLVING ALGORITHM 

RWls PROPOSAL To CHANGE THE PROMOTION SYSTEM 

EXAMPLES OF PROJECT EVALUATION MATRICES 

DELIVERY MANAGER'S MONITORS AND CONTROLS 

BASINGSTOKE WEEKEND TIMETABLE 

CSHL MEMO ON OUTCOMES OF BASINGSTOKE WEEKEND 

SUBSTANTIVE SUPERVISOR WORKSHOPS TIMETABLE 

FULL DESCRIPTION OF FEEDBACK FOR LEARNING 
CRITERIA 

EXAMPLES OF ANALYSES OF FEEDBACK FOR LEARNING 

PAPER ON DEVELOPING PEOPLE IN ROYAL MAIL 
PARCELS DATED MAY 1986 

PAPER ON STAFF DEVELOPMENT SECTION DATED JUNE 
1986 

HEDGES LETTER OF 4 DECEMBER 
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MINUTE OF 7 JANUARY 1987 SEEKING VOLUNTEER 
LEARNING COACHES 

ACTION PLANS 1991 AND 1992 

MINUTE OF 17 NOVEMBER 1989 

MINUTE OF 16 NOVEMBER 1989 

CORRESPONDENCE WITH P HEDGES 

AGENDA FOR MANAGEMENT DEVELOPMENT AND 
PRODUCTIVITY IMPROVEMENT PROGRAMME PLANNING 
WORKSHOP HELD ON 15 MARCH 1990 

SCHEDULE OF ACTIVITIES FOR MANAGEMENT 
DEVELOPMENT AND PRODUCTIVITY IMPROVEMENT 
PROGRAMME 

MINUTE OF 29 MARCH 1990 

LETTERS OF 6 APRIL 1990 TO TRADE UNIONS 

MANUSCRIPT PLANNING CHART 

MINUTE OF 9 APRIL 1990 

CONTENTS OF PRODUCTIVITY SEMINARS 

EXAMPLES OF COUNSELLING DIARY 

P FARROW'S MINUTE OF 20 SEPTEMBER 1990 

MINUTE OF 21 SEPTEMBER 1990 

EXAMPLES OF PRODUCTIVITY TUTOR'S DIARY FOR 
EXTENSION 

P FARROW'S MINUTE OF 24 JANUARY 1991 

LIST OF 54 NEBSM UNITS 

DESCRIPTIONS OF NEBSM UNIT OBJECTIVES 

NATIONAL TRAINING AWARD SUBMISSION 

MANUSCRIPT SCHEDULE OF CSHL APPOINTMENTS 

MINUTE OF 25 MAY 1990 

MINUTE OF 20 JUNE 1990 



4.12.2.4 MINUTE OF 10 MAY 1990 

4.12.2.5 MANUSCRIPT RECORD OF LEARNING CONVERSATION 
WITH TRANSPORT MANAGER 

4.12.2.6 MINUTE OF 10 AUGUST 1990 

4.12.3 MINUTE OF 28 SEPTEMBER 1990 

5.2.1 CSHL LETTER OF 8 NOVEMBER 1990 

MINUTE OF 8 FEBRUARY 1991 5.2. ý 

5.2.3 S-O-L WORKSHOP HANDOUTS 

5.2.4 REMINDERS OF TASKS TO BE UNDERTAKEN BETWEEN 
WORKSHOPS 

5.4.1 "FICTITIOUS" APPRAISALS 

5.5 CSHL PAPER "ELICITING A KELLY REPERTORY GRID" 

5.6 CSHL PAPER ON CHARTING 

5.7 MINUTE OF 17 JULY 1991 
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5.8.2 PERSONAL STATEMENT OF WORKSHOP PARTICIPANT 

5.8.3 PERSONAL STATEMENT OF WORKSHOP PARTICIPANT 

5.8.4 PERSONAL OBJECTIVES 1991/92 

5.8.5 MINUTES OF OFFICE OBJECTIVES GROUP 14 MAY 
1991 

5.8.6 MINUTES OF OFFICE OBJECTIVES GROUP 21 MAY 
1991 

5.8.7 SCHEDULE OF OFFICE OBJECTIVES GROUP MEETINGS 

5.8.8 MINUTES OF FURTHER OFFICE OBJECTIVES GROUP 
MEETINGS 

5.8.9 CORRESPONDENCE WITH P HEDGES JANUARY 1992 

5.8.10 CSHL LETTER TO TRAINING DIVISION OF 21 JUNE 
1991 

5.10.1 MINUTE OF 13 FEBRUARY 1992 

5.10.2 MINUTE OF 10 MARCH 1992 
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5.10.3 CSHL LETTER OF 5 MARCH 1992 

5.11.1 AGENDA FOR FIRST S-O-L WORKSHOP 

5.11.2 CRITERIA RATING FORMS 

5.12.1 AGENDA FOR SECOND S-O-L WORKSHOP 

5.13.1 GROUP LEARNING CONTRACT ON "SHADOWING" 

5.13.2 "SHADOWING" PROGRAMME 

5.15.1 MINUTE OF 11 SEPTEMBER 1992 

5.15.2 MINUTE OF 8 OCTOBER 1992 

5.15.3 MATERIAL USED AT MEETING HELD ON 2 NOVEMBER 
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6.8.3.1 NVQ QUESTIONNAIRE - SUBORDINATES 

6.8.3.2 NVQ QUESTIONNAIRE - COLLEAGUES 

6.8.3.3 COMPLETED NVQ QUESTIONNAIRES - SUBORDINATES 

6.8.3.4 NVQ LETTER FROM IMMEDIATE MANAGER 

6.8.3.5 COMPLETED NVQ QUESTIONNAIRES - COLLEAGUES 
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STATEMENTS 
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PiEADING AREA 
4 

Hour Expenditure and Traffic Levels t'"Lilative 
results for the 5 weeks ending 4/5186 are: - 

Budget Actual Difference 
43,250 50,211 + 6.961 

rk 

72,430 64,933 - 7,497 
82,500 86,016 + 3,516 
28,000 25.033 - 2.967 
20,000 26,376 + 6,376 
34,600 26,423 - 8.177 

121,660 136,413 +14,753 
402,440 415,405 +12,965 
57,160 59,270 + 2,110 

459,600 474,675 +15,075 

ýeam 
ýrn was introduced on I April 1986 and 

X- contracturall discount service for 
I letters. It has been introduced to 

major initiative by our competitors in Neas letter market. Airstream is a new 
k414 meet this threat and is intended for 
T" and worldwide ordinary airmail letter 

ý)e Minimum posting level is 5 kilo- 
J, % and is available for company's own 
qt4 only. It has a simplified price structure 
4,. ') ftern price and an added kilogramme 

41ýach of the 4 zones. 
rvice offers substantial savings on Fpublic 

postage rates for qualifying 

etails refer to PHQ Circular 16186 or IN 
of Section. 1% 

P, n 
I anager 

- : lt'nin 

osting dockets 
1)t check in the Finance Section showed 

4'%r the last 6 months, a total of 1.440 
qOckets are missing. 

se are Datapost dockets and, if 
at the minimum rate of El 0.90 apiece, 

rA Ited in a loss of E8.251.30 revenue per 
Ltý El 6,502.60 per annum. 
'n I Well in excess of a supervisor's salary. '%tnber its the customer who pays your 0, nd not the Post Off ice - MAKE SURE 

U ! 1-S ACCOMPANY POSTINGS! 1 
; Williams 
ýýIanager 

! fflTII: T. 

7mw 
I- 

.a 

Self organised 
±% learning 

+16.09 Looking back to the December issue of 
10.35 Operations I see that I contributed a very 

+ 4.26 short article on supervisory training an- 
-10.60 nouncing the go ahead of the trial of the 
+31.88 learning techniques developed by Dr Laurie 
-23.63 Thomas and his colleagues at Brunei 
+12.13 University. I am sure that those of you in the 
* 3.22 HPO who have since been involved with the 
* 3.69 trial will agree that in the light of what has 
* 3.28 actually happened this was a far from 

People 

relyon 

usm 
(. I1&fl 

adequate introduction and I think it would be 
useful to record the main progress to date: 
" we have got a full-time learning coach, 

Geoff Batstone and two part-time 
coaches, Ray Watson and John Steele. At 
the time of writing I am looking for a 
volunteer second full-time coach. 

" we have put our new PED Acting Ust 
through a course which the majority 
concerned consider to have been of 
great benefit 

"a project on improving code/sort perform- 
ance has commenced 

" work is going on with PEsC in helping 
them more effectively guide the acting 
PEsD, including better appraisal and 
counselling 

41 work is going on with the individual 
supervisors to help them improve their 
skills and competence 

"a number of supervisors have set them- 
selves improvement projects as a result 
of getting involved with self-organised 
learning 

"a project on orderliness and its effect on 
performance has been started 

41 supervisors have demanded more help 
and guidance on a number of issues, eg 
man management, management infor- 
mation and how letter mech works 
work is going on to provide useful 
information and feed back for supervisors 
from which they can better judge their 
own performance. This is involving staff 
from both the Business Efficiency Team 
and the Slats Section. 

Many supervisors are involved in one or 
more of these activities either because they 
affect their work area or because they have 
volunteered. In order not to spread the 'jam 
too thinly'not all work areas are being looked 
at but all postal supervisors in the HPO are 
free to seek individual help and guidance. 
just contact Geoff Batstone on Ext 3143 and 
he will make the necessary arrangements. 
ATTaylor 
Mails Manager 
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TIMETABLE AND PLAN MONDAY (DAY 1) 

LEARNING TO BE AN EFFECTIVE SUPERVISOR: 

A SELF-ORGANISED LEARNING COURSE FOR NEW ACTING PED's: 

TIME LEARNING OPPORTUNITY WHO KIND OF EVENT MATERIALS 
GEOFF T 

1200 INTRODUCTIONS & ROUND ROBIN TIMETABLE 
CSHL 

GROUP 
1215 WILAT IS SUPERVISION GEOFF B DISCUSSION 

THE CHANGING ROLE MAILS 
1245 OF SUPERVISORS IN MANA- A TALK 

THE POST OFFICE GER 
LEARNING ON THE JOB PAIRED CLIPBOARDS 

1315 LEARNING TU BE A GEOFF B ACTIVITY NOTEPADS 
SUPERVISOR - HOW DO TALK FOLDERS 
I LEARN DISCUSSION & (LEARNING 
LEARNING/TRAINING BRIEFING RESOURCES) 
BRIEF ON OBSERVATION CHART IDEAS 
EXERCISE TRAFFIC FLOW 

PROCESS 
CHARTS. 

1430 GRACE RELIEF 
1450 MOVE TO .......... 

SORTING OFFICE GEOFF B PRACTICAL P318 & PRO 
1500 KEY OFFICE - & EXERCISE IN FOpJ. LA 

SECOND FLOOR CSHL PAIRS CHARTS 
OBSERVATION EXERCISE ONE PAIR IN GUIDE 
CHARTING FRAFFIC EACH OF THREE 
FLOW AREAS - 

* NEWS 
* PRIt. 11ARY 

LETTERS 
* FACING 

WHAT I EXPECT OF A PEC 
1600 PED 

REFLECT ON CHARTING CHARTS & 
1615 TRAFFIC FLOW GUIDE + 

MUIPLE 
1700 MEAL 13REAK - 

LEARNING GEOFF B TROUBLE- 
1800 CONVERSATIONS ON & SHOOTING, 

SECOND FLOOR OF CSHL OBSERVATION 
SORTING OFFICE 2 2 GROUPS OF 

GROUPS (3) LEARNING 
+ IVHAT THEY 
NEED TO KNOW 

1940 GRACE RELIEF - 
LOND MAILS CSHL OBSERVATION NOTE 

2010 OBSERVATION & 
I 

EXERCISE GEOFF F 

N- 



TIMETABLE AND PLAN TUESDAY (DAY 2) 

LEARNING TO BE AN EFFECTIVE SUPERVISOR: 

A SELF-ORGANISED LEARNING COURSE FOR NEW ACTING PED's: 

T I, '. lE LEARN-ING EVENT WHO KIND OF EVENT MATERIALS 
PERSONAL 

2100 WHAT DID YOU LEARN CSHL GROUP NOTES FROM 
ON MONDAY DISCUSSION MONDAY 
PREPARE FOR STATION CSHL TALK & DIS- FORINIS IN USE 

2200 EXERCISE CUSSION THE AT STATION, 
NOTES & TIME TIME CHART 
CHART 

2220 GRACE RELIEF - 
_ NOTING EVENTS & TUNIF CSHL USING ALL CHART IN 

2240 OBSERVATION OF & YOUR LEARNING PAIRS 
STATION ACTIVITIES GEOFF B SKILLS - 

PRACTICAL IN 
PAIRS 

REFLECTION DISCUSSION & LFTS 
2340 STATION ACTIVITIES CSHL CHARTING OF CHART 

PED JOBS + STATION STATION ACT- SKETCH 
MOVEMENTS OF rkkIL IVITIES (LAURIE) 

0010 - MEAL RELIEF - 
LEARNING 

0110 FIRST PERSONAL CSHL LEARNING BY CONTRACT 
LEARNING CONTRACT OBSERVATION PSOR FOR!. l 

WALK AROUND 
0140 VISIT & LEARN ABOUT GEOFF B OBSERVE PED FORf. lS 

DISTRIBUTION QUESTION DIARY 
REVIEW DISTRIBUTION DISCUSSION OF 318's FLO 

0300 PED JOBS & PREPARE CSHL OBSERVE & 
FOR FOREIGN LETTER QUESTION AS 
VISIT LEARNING LEARNING 
CONTRACT SKILLS 

. 
0340 - GRACE RELIEF 

VISIT i'T A UT WALK AROUND SUPERVI§OR 
0400 FOREIGN LETTER GEOFF E DEVELOP YOUR PED FORMS 

OFFICE OBSERVING & DIARY 
QUESTIONING 

REVIEW FOREIGN GROUP 
0530 LETrER PED JOBS CSHL DISCUSSION 



TIMETABLE AND PLAN WEDNESDAY (DAY 3) 

LEARNING TIO BE AN EFFECTIVE SUPERVISOR: 

A SELF-ORGANISED LEARNING COURSE FOR NEW ACTING PED's: 

TIME LEARNING EVENT WHO KIND OF EVENT MATERIALS 
PREP FOR PEB TALK CSHL TALK & 

1600 (LEARNING CONTRACT) & DISCUSS 
GEOFF B 

1630 WHAT I EXPECT OF A PER TALK 
PED 

LEARNING BY 
1730 REVIEW OF PEB TALK LISTENING & 

LEARNING BY 318's 
OBSERVATION DISTRIBU- 
& QUESTIONS TION 

WILAT I LEARNED ON GROUP YESTERDAY's 
1800 TUESDAY CSHL DISCUSSION NOTES 

BRIEFING FOR DLY. 
1900 SECTION + TRANSPORT GEOFF DISCUSSION 

1930 MEAL RELIEF 



TIMETABLE AND PLAN THURSDAY (DAY 4) 

LEARNING TO BE AN EFFECTIVE SUPERVISOR: 

A SELF-ORGANISED LEARNING COURSE FOR NEW ACTING PED's: 

TIME LEAR ING EVENT WHO KIND OF EVENT MATERTA__LS 
WHAT I EXPECT FROM 

0600 MY PED's PEC TALK 
OBSERVE & 

0630 OBSERVE & LEARN IN GEOFF E LEARN WITH NOTE & TIME 
DELIVERY AREA COMMENTARY IN 

PAIRS 
REFLECT ON PRO-FOR. %tkS 

0730 OBSERVATION GEOFF B DISCUSSION & SPECIAL 
EXERCISE IN DLY. INSTRUCTIONS 

552's 
WliAT D5 1 -NIffED TO TRANS- QUESTIONING 

0800 KNOW ABOUT TRANS- PORT DISCUSS 
PORT PED 

0845 MOVE TO CLASSROOM ........... 
HOW DO I USE THE PERSON- QUESTIONING 

0910 DISCIPLINE CODE NEL DISCUSS 
fAANAG- 
ER 

1000 - MEAL BREAK - 
PERSONAL UNDER- GROUP PED JOB 

1100 STANDING OF THE JOB CSHL PRACTICAL LIST 
OF A PED COMPARE & 318's & 

CONTRAST JOBS BLANK CARDS 
OF PED -SIGN 

BOOKLET 
WHAT ARE CUSTOiMER CUST- QUESTIONING & 

1200 SERVICES OMER DISCUSS 
SERV. 
REP. 

WHAT I EXPECT OF A LETTERS WATCH POINTS 
1300 PED nANAGER TALK 

WHAT IS S PERVISION CSHL GROUP 
1400 OPEN SESSION & DISCUSSION 

BRIEFING FOR FRIDAY 

- 

GEOFF E 

- PERSONAL E-EffA RNING GEOFF E INDIVIDUAL . O. R. P. g 
CONTRACT FOR FRIDAY & PRACTICAL FOR]', lS 

CSHL 



FRIDAY DAY 5 

SELF ORGANISED LEARNING IN ASSIGNED AREA 

LEARNING CONVERSATIONS ABOUT ASSIGNED PED JOB- 

DEVELOPING PRACTICAL LEARNING ON THE JOB. 

CARRYING OUT PERSONAL LEARNING CONTRACTS. 
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PAT ArTuALLY WAS MY PURPOSE) 

I COPYRIGHTI 

THE PERS"L LFAPNTNG CCNTPACT ;: npt4 

AFTER - REVISAING THE CONTRACT 

BEFORE-AFTER DIFFERENCES 

WKAT ARE Y-OUR STRENGTHS? 

ýAT DID I DO? 

t 
ttnU WELL DID I DO? 

COMPARE PURPOSE 

COMPARE STRATEGY 

COMPARE nlrrC(IMF 

WHAT ARE YOUR WFAKNESSES7 

WHAT SHALL I DO NEXT? 

MAKE A PLAN FOR LFARNING. 
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Iii 
S 'LF ORW-ISED LEAUII: G 

IN FROJECT TIDIIISS AiM ORDEMLINESS 

OBJECTMS- 9ýýOg ItAE ft-1094- 

SHORT TEM: - To interview and hold conversations with A/TE's D and 
P-Els D as first line supervisors in all departnents, 
in order to create an awareness of tidiness and orderliness. 

17--DT-'Uk TEM.. ' - To incorporate the FE's C as a back up to the PE's D 

LONG TER!. ' - To include and hold conversations with PE'sj on tidiness 
and orderliness, as Assistant VanaCers they are able to 
observe the section or sections under their control and 
see that tidiness is maintained, pointing out any area 
that may have been neglected. 

The FJTLUR-E' - To hold further interviews and converstaions with all 
grades when transferring to the new XLO. New surroundings 
and a clean beginning can cause a less diligent approach 
to the subject. Prevention is better than the cure so to speak. 

------------------------- 
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- PACKFT TROLIGHS /ALT. q 

FLII LL FTTFR PASR 
(PARY STACKED) 

-IJLA. LITTER TRAYS 

LETTEP MOPILE TRgfS,, TROLLEYS 
RDS 

[' PFOPLFF NOT PFRIIýIEP TO SECTIC14 

MESSINESS 

UNSISTING OF: - 

RLIPS I SH C44 FLOORS 
0NU. EMPTY LJA6E PACKETS) 

2. PLASTIC CLIPS 

3. DRINK CANS 

4. LETTERS SC;, TTERED CN SORTING 

5. ETIPT)' LETTEP BAGS 014 FLOOR 

I 

GIVING EFFECT TO: 

I 
I 

4; 7APr'c; 

'Ar. CIC! FtTTI,; - TO STAFF 

PIEPI'tFUCY EVACUATION 

_t) 
LAY TO FLOLJ OF WORK 

NFFICULT TO ESTIMATE 
t'40RK M HAND 
14EN4ER PREUE14TED FRQ. l 
ýOING HIS JOB 

WiAGE (SOILING) LETTEPS/PACKETS 

2. DIPTY WORKING CONDITHNS 

3. SLOUS DC944 OUTPUT 

4. STAFF BECOME DISCONTENTED 

5. ACCIDENTS TO STAFF 

. IT SHOULD ALSO AFFECT 

YOU 

THE PESULT OF LUTIDINESS IS: - 

1. A POSSIBLE LOSS Itl 'G OF S* 

2. A BAD PEFLECTIC" C" 7ý4ý r--.; -lF'EP9, 
lc. ICrJ 
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SELF OPGANISED LEAIU. ING 

7HE OF S0L 

3_ 633 

it is hard to imagine that Self Organised Learning, which can 
only be of benefit to the individual can have an enemy, but it 
is true. 

How many times I wonder, does the SOL coach here the words tlIts 
just a ginmickllor "Its just one big con" - somebody trying to 
teach us our job, and so on and so on it goes. 

It is cornon knowle4-e that many people are adverse to change, 
particularly when it affects them personallyq we are all aware 
of the drastic changes that are talking place at Reading PO and 
how things are going td'differ in the futuret particularly the 
Supervisory Erades. The new acting personnel it has been found 
have been more responsive to SOL simply because they are eaL-er 
to receive as much help as they can to be successful in the job. 

I have noticed over the years, that established Supervisors of 
many years seem to shy away from anything that differs from the 
norm, they prefer to carry on the same as they have always done, 
the set pattern must not alter, if It should, then you will hear 
a barrage of reasons as to why it will not work even before it 
has been introduved. 

The established supervisor, set in his ways, finds it hard to 
change. SOL becomes something he does not mnderstand, resents 
anyone telling him it will help him to improve, or to question 
himself about how he does his job etc. There is only one way 
to learn this job, they will tell you, and thats with experience! 
He is really afraid that he may reveal certain weaknesses by 
taking part in SOL, "A brainwashing technique" I have heard one 
say, and "We dont need SOL with our experience 'we know it all" 
another has said. 
it is not an easy task convincing the established supervisor that 
SOL ýan only be of benefit to hirs in fact in some ways he may 
already be practising it but not aware of it. 

THE ENEIrY OF SELF ORGANISED LEARNING IS FEAR lN VE DMIVIDUAL 
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TRAFFIC AND THROUGHPUT 

- INFORMATION 

OFFICE; 

WEEK ENDING; 

INWARD TRAFFIC; 

TOTAL HOURS; 

WEEKLY THROUGHPUT; 

. 4. 

T(i BE RETURNED WEEKLY TO; M. WOODFORD 
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READING DELIVERY MANAGER 
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A PESIDRITIAL UOPVSHOP FnP PEs(r) 
uith Loarning roach&%, PES(S) and Man*oers 

CWIFNED RY THE CSHL TEAM 

'elrip; bnir. are entnijraoorl to ui(lw thomeelupe 4rrn three perspecf iues: - 
- as operational managers 
- as loarners themseluer. 
- as supporters of others' learninq 

roflorf topon the implic^tions o4 S-0-L -for imprnving supervisor effectiveness. 

AI tlis 
're, evchongt- ido-is for sobeding a n4 -, -n-t in Re. %dinq Pnst L144 irp 

OYPInre the 4unctions M the PF(C) in promnting this endeavour *rD further deuplop the S-0-1 APPRAISAI packone Tf. ) vK# thic p*rk#ge for evaluation of r-faff performance and as feedback for learning In initiate and follow-up 'on fhp job' Personal Learning Contracts with PEW)) 70 set sip a working link between PFs(C) and the full time coach 'to create strategies for sustaining and expanding S-O-L in Reading &% the CSHL team 
"i thdraws. 

V%. 

- 

DINNFR 

6 pm to In pm 

-r IM E"T'ON R L- E 

FRIDAY 25th July 1986 

tNTRnDllrTORY SFSSION: 
Wherp wp haup got to and where we want to be 

SATURDAY 26th July 

9 am fo in., Aa am 
COFFFF 

11 am to 12.3n am 
LUNN 

2 pm to 3.10 pm 

TFA 

4 pm to 5.30 pm 

DINNFR 

a pm to In pm 
V-ý. 

9 am to 10.30 am 

COFFEE 

II ars 
ll-ý-' 

S-0-1 : 
What is it? 

IFTTFR npFPATICNS and S-O-L: 
The Two Roles M the PF(C) 

APPPAISAI FnR PPOMOTION: 
Improving fhe Criferia In fhe Parksgf 

APPRAISAL FOR LEARNING: 
peveloping Supervisory Mectiveness 

UPFPVISING THE SUPERVISORSt Sr 
The PE(C) as Learning Coach 

SUNDAY 27th July 

uORK PLANSt LOCSj 318s, 0 of S, IRPRTS snd HECH STATS: 
AIDS 4or S-O-L 

OPEN SFSSION: ACTION PLANS 
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Direct telephone line: Uxbridge 30269 Telephone Uxbridge (0895) 37188 
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rSHL PROJECT AT READING POST OFFICE 

COPY TO: R Wal son 
a Bovie A Tavlor 
I Haldon P Reed 
T PryAe IIL Cannon 

For PEsB, PEsC and PFsD inuolued in Special ProJects and the Coaching Team 

To +oIlow-up our "Basingstoke Encounterm: - 

I. We shall continue to talk to voij informaliv 'on the iob-I about: 

3) Your management of PED learning contracts initiated bv Yourselues 
on the floor 

b) vnijr reactions to the 723-based sel4-appraisal sheet which is 
designed to help Yotir acting PEsD to qPt into dialoque imith You 
diji-ing vour appr. aisal sessions with them 

C) vour own deueloping uiews of the operational and coaching aspe. cts 
of vnur nwn Job 

2. UP want to support you to set lip on a regular basis your own PEC - PEsD 
(arting and substantiue) 'pyramid group, to: 

4) , 44ecfiuelv *ychange ideas and techniques for an SoL approach 
'on the iobI in -your area of responsibility 

b) meet in PEsD sub-groups to exchange information about SoL 
activities in Your area 

I 
3. Ue have used Your suggestions for improving the criteria to be used in the 
follow-up SoL-Appraisal and Feedback for Learning Package, and in a couple of 
weeks You will be asked to participate in another pilot. 

4. Geoff Batstone is now launching a substantive PED SoL-Induction Course as 
a result of Your suggestions. Ask him for details about this. 

S. Remember that the CSHL team at Reading (Laurie, Sheila, Beryl, Ian) and 
Your 014n coaching team (Geoff Batstone (full time), Pete Dillon (temporary 
full time)q with Ray Watson, Sid Bruce and John Steele (part time on-the-job)) 
are here to help You to develop Your SoL activities. MAKE USE OF US AS MUCH 
AS YOU CAN. 

'Thanks again for Your constructive participation at Basingstoke. Remember SoL 
at Reading is intended to help You and Your team achieve a better performance 
and to become more effectiue and fulfilled 'on the job'. Copies of the new Learning Contract Form and the sel4-appraisal form are'attached. 

Good Luck. 

Oihoija Harri-Aii9stPin 
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AriciiC 3LL 

I COPY)UGHT 

APPPATRAL P-44D FEEDBACV FOP LEARNIfIC, - 

A COVERING 14rTE 

Frk II C-14 in g the cii-sciission At the 6ssingstoke Wreekend we haw? C-iited through tf, ý. 
suggestions for improuing the criteria to be used in the neut 'Appr; isrl P; ý c Ic a ge '. 

In add i ti on to the suggestions made b,, e the worle qr-c., jps at Ba-. 'n9=tf)VE- 1--je hak, e used: - 

I an analysis of aII ur it ten commen ts made by PEs(C) on 72" s- I r, ce January IriS5 

2. the questions in the 723's 

3. t toe head i n9s, and cr i ter ia presented in the annual counselling 
(appraisal) 4orm 

4. periormance criteria and other categories 04 superwisor 
effectitieness. 

U.? haue organiced all this information and slimmarised it to include all the 
ideas from these resources. 
As You will see 4r orn the attached list this analysis of *Feedback for 
Learning" criteria has produced set)en maJor categories, and something betimeer, 
three to eight sijb-categories under each major heading: gitsing a total of 32 
sub-categories. This is nrwA a comprehensive list m1h i ch can be used as a 
checklist in negotiating learning contracts. Hol. -jetler it con ta ins too fflar,,., 
items for practical use in the package. 

Ue must therefore forego completeness and set priori ties. 

Wou Id You pl ease use a 3ýpoint scale to assign vour view Q priorities Or 
including sub-categories in the package. 

A Rating of `V means: - Is absolutely essential to inclijde 

A Ratinq of '2' means: - Is important to include but could be left olit if 
absolutely necessary to reduce list 

A Ratinq of 13' means: - Could be left out 1--jithout losing too much that is 
important to 'the assessment. 

Please mark rate each slib-categorv on the attachea list as a 1,2 or 3 and 
return to Geoff Batkstone by Monday 15th Sept. 

Also please indicate any Of the i tems 14h i ch voli fee I are unc I ear or may be 
rji 44 i cul t to use. Suggest amendments, changes and improlsements in the wordina 
of any subcategory that troubles You; blit please do not chanoe the meaning too 
much. A plain sheet is provided for this purpose. 

.E She iIa. Harr i -Aligste in 
anti Laurie F Thomas 



CUIPATE SET OF CPITEPTA FOP PEMR144CE PATING AND FEEDBACK FOP LEAPN Q 

Mstmhor n; quh-ratognripc fn he roduced Ar use in 9ppryisal package) 

fl-AJOR CATEGOPIFS 

AM; PFF-Fi-ir-MtJrF (9 Stib-c; ktoeQoria-s) 
( th iKcx to fjor%, r. %l 1c 4or t%eeor81 1Ac; I; OS9msänts 04 the PED's per 4orm;. %ncp in 

4i, odb pArfe ni hiZ inh) 

tIN4 - 11,4NAr-FliFl4T 4; Vll-l-q <7 Slib-cateQories) 
(; ý-ýPvmanfr to ho used to diaanncýe needs 4or a learning contract) 

SKILLS (6 Sub-cateaories) 
7 

ocr, ps%mpnt% tn bp vjFpd to diaQnosp nppds 4or a learninq contract) 

(7 Sub-cafegories) 
7 

(Aseýpssmanfs fn bp tj, -i? ri tn diAnnnse nfpds for a learnina contract) 

F PFRAQ IMAI CKII. I. S (7 Sljb-cAfeaorieý,, ) 
(Acca5cmants to bp U-zs? ri fn diý. qnn- needs 4or rpoiet. -jima mn-tiuation and 

Affiffiriar') - 

Fr-n-LQ Sub-cateoories) 
(assossments to be used to help the PED review hv4 he learns from 

eyperience, nn the job) 

It is %Ism vologested fhat we trv to etsolve some more measurable criteria for 

PI)aIliAting pkir4ormAnce. E. Q measurer, vising 
lt-ms frnm Poo n44ica tianAgement In4ormation (e. q. traffic, man-hours, 
nuprtimp atr .... I relating to: - 

Ar. HIFUFr, nijTrrjt4F'; 
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in hicý ; brpa 
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P. 2 Gain OW to worV Wl. Controls AM mectioply, 

Good inforpPramnal relAtions. "nderstands his sta4f and approciates what 
ic nnt haing sAid or in not being Wed 

:: ý] 

p . -A EnrowAinor, ; knd Slippollte Ef4octiop Loarnino 

Th p .4T, ý, xm hoi i leiing. Vnrw-jc hrw, l tn qr- fhis postmc! n and PHrs to work as a team 

P. 5 Prip4ing and Debriefing. fi-%kes sure that etterybody i. -jorking 4or him knCw,, S 
hr-w tn dr) his/hpr iob,. and knroms what thp performance targets are. 
Acknrx-ilodges whpn a job has bpen well done but also points out all 
4YAmplsýcý o4 pnor porfronance and offers constructlue aduice and criticism 

B. 05 Doal r, wol 1 L-ii th di 44 ir'JI t St344 

ý'Ij 8.7 Fnriiror, fhat Hoalth ; knd Saiety regulations are 4ully carried Out 
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r. . linciorctanriz fha Pnzt (144irr- nrozknis4f ion and his position in it 

i'. '. A Onnri tiortzinn matfin, ): mar-fe f; %ri? ot. s And deadlines 

r. C. Q1211.941CATION 

ro .I qopkr,, raraives And oinderstancls fhp information he needs to do 
hir, i C. h 

#1 
r) .2 Pr nu i docý , %Pnric. nc tr-iir tr, avai ns and/or cI earl v eypre sse s the 
in4nrmAfinn that nthpr% nood 

lqpoAk-, cool I and is easi Iv understood in meetings and in 
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h-i 

ýD 

: ýD 
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D. A lrý fact and acrurato in carrying out numf-rical calculations; and can 
onderstand and make operational sense 04 figures, statistics, diagramst 
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n. 7 ran rfa; kl Pfierf iuo? lv 1--jifh clistrwners. Can be relied nn to represent the 
PX. at nutrI*id,, meptina5. Cnn4prp6cps, etc. 
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F PEPýQUAL '>WILLS 

F. 2t. I. ir kc t.. je 11 undor prd>egijr-a znrl in rii ;fi rtil t si twý ti onrý 

Ej 
F .. I Fleyible and adaptable in his approach 

I I 
F. 4 ln, )*nfiu* and ImAoinAtios? 

F. S Nnt 44raid to MAI/P clarisimns 

F. A Po Ii ahl a. qosnc i hl a%t; zbl a. hono st and I ova I to the P . 0. 

F. 7 FnthlisiArOic in hie; approach tn fhe iob. 

F-I 

F 
-'; 

ELF-13PGAf4jSED I-EAPIIIIJr, 

F. I Accopfc; re-ýponsibi Ii tv 4nr his ru-in Learning 
(qeeks job kncwmladralý , so? pks to improkle his slei I is, kpeps 
eip-to-date, continues fn lp; irn from experience on ths? job) 

F. 2 LeArns qtji rill v, thorntighl v and we IIf rom eyper i ence 
on thp iob (and 4rom others and courses, etc. ) 

F .. I Is gilerk to irianfi-fy % pnfential problem and is good at solving 
prohlpmz .. jhon thav cannot be prpipantpd 

ACHI FUED OUTCRIES 
(14*; %coirar, fo ho uqrv rarof"I Iv rid? vs? I nP Pd 4rom Post Of fi ce Managemen t 
Inform0inn to prnopirlP more 'ohiectitie' and directly comparable indicators. of 
clippruisnrv effectilsoness) 

ýZD n. 1 PrMs, ictivity. e. g. measimes of throlighplit relatinq to the PED's control 
a ds ; 

A.? nuality of Sprvicp- P. g moas"res Of missOrts, double handling, delays 
Pfc fhat rolAto dirPctIv to tho PED's work arPA 

0.1 rnsf E44POMness. Ouertime. waste, poor 4s e of resources etc. 
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ITPRWING SUPERVISORY M-EC IVENESS IN ROYAL MAIL PARCELS 
.1 

1. Startirg frcm the generally accepted premise that increased supervisory effectiveness 

is a vexy sigiificant factor in our efforts to create a successful Business, the qjestion 

of how we achieve the former is obviously important. 

2. We need to get our sLpervisors more involved in the management of Sortirg Offices and to 

extract a greater personal contributicn frcm them. In my experience most supervisors 

see their job purely in terms of clearing the work on hand cn their shift and they do 

not give rruch, if aW, owsideration to other ccrj)cnents of effective sorting office 

marogement, ie 

Quality of Service in its widest sense 

cost 

ProdLr-tivity 

Perfannance and Method impr-ovement 

Staff Development 

Lq)a--t of supervisors own work area. on that of othem and vice versa 

wst sLpervisors see most of these other caTpcnents as the responsibility of other 

Ispecialists', eg planners, trainer's and the Statistics Sectim and this prevents 

them beirg fully effective. 

3.7he above is not intended as a criticism of supervisors in general, -altxxigh undoubtedly 

we have some who are, incapable of r\-. ý-dng the starxIard required. I do not think 

that we give supervisors the necessary cpportLriity or g-ddance to fUlly understand 

their job and to tNean carTy/iotut in the wider context described in 2 above. One 

approach to providing ffiese opportunities and guidance would be thraLdi exterml 

media such as treining, work aids pr*odx)ed by 'experts, and the 'car-rot and stick' 

approach to motivation. However, in nW experience these extemal. media do not have 

a sustained brp-Act cn most People because they do not 'feel oommitted to their outcome- 

4.1 have la-g held the view that we m-st get cur supervisom thinking nme for ttgriselves, 

broadenirg their outlook and accePtirg tle wider rvnpcnsibi lities of their job, but 

have not until recently found a mediurn for doing so. Homever Reading is the trial 

site for Self Organised Leaming as advocated by the Centre for the Study of H-nm 

Lewning at Brunel UrliversitY and this appear's to offer a potential solution. BY 

the use of various techmques; but principally what are called Learning Conversations 

supervisors are ggided into a better understanding of their role and into acquiring 

the skills, knowledge and inforration to cm-ylbtut more effectively. mom sig-ifficantlY 

in the icriger term they are learning how to be self organised so that more and mom 

they will seek their own solutions to the Pr'cblenz of their wxk area and not expect 



to be 1sjx)cn fed' by others. As their understanding increases and they reccgnise 
the benefits of self help, I believe our supervisors will become mom effective and 

as a ccnsequence mom motivated. If this system is properly nurtured it will become 

self-perpetuatirg and a part of normal office life, rather than sawthirg separate 

such as trainirg courses. 

5. Some may see the above as a recipe for anarchy and it is essential that it is carried 

out within the ccntext of the overall business and local office objectives and standards 

wbich need to be clear and that included within the understanding gained by supervisors 
is a statement of the boLYKIaries of their authority. 

6. It is riot possible tro lay down a specific prrgr-aý for the introdýction of Self Organised 

Leý as its Q-10le essence is to be flexible and in the ultimate, wtlich is unlikely 
to be recWtied, all SLIPervisors would be totally self organised M#no progr-ý as 

such would be rjeoeýý. In the trial at Reading so far InPrOving SLPervisors effective- 

ness throLdl self-Organised learrdng has been tackled in a nunber of ways: - 

(a) A new PED Acting List has been put thru-gh a weeks I course I of learnirg the role of 
the PED. 

(b) PEsC are beirg helped tc) develop their skills in supporting the inexperienced acting 
PEsD and this is being extended to encouraging more experienced supervisors to review 

and improve their skills and caTpetence. M-ds activity takes the form of individual 

or small gr%xV sessions of brief duraticn over a nurber of weeks. 
(c) Stemming out of W improvements are being developed in the way supervisory performance, 

particularly that of acting PEsD is assessed. 
(d) A project involvirg the relevant supervisors for imprvving code/scrt perfornanoe has 

been cannenced. 7his again caTprises small group sessions spread over a number of 

weeks. 
(e) A nuTber of supervisors# as a result of individual learning corwersations, which could 

have involved cne or mccre sessions of an hour or so, have set therrselves practical 
improvement projects which we have felt able to support. 

I 

(f) As Self Qqpnisaticn begins to take Ircot' in the office, sLpervisors are making 
learning demands. Ihe swer%dsors want to know more about: - 

- Man Management 

- Management infannaticri incluffing Quality of Service 

- Letter Medianisaticn 

" it is the intenticn to develcp leamirg ccLwzes cn these tcpics. 

/Cont 
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7. In suanary I believe greater superviscry effectiveness will cone from increased 

acceptance by supervisorýs of per--4x-lal responsibility in the widest sense but this 

will not come about by itself or by sinple instruction but will need to be drawn 

cut of the s43ervisors therselves. 

A .- IL/ .1' 

AT TAYLOR " 
Plails Maroger 

Q3 
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Memo 

STAFF DEVELOPMENT 

1. As we get further into the trial of Self Organised Learning for Postal Supervisc 

at Reading our thoughts must turn to how we sustain the impetus created once the 

trial is. concluded and CSHL withdraw. At the same time the questions of the 

need for more support and guidance for PNE's and the causeS of the continued 

high staff turnover at Reading are being addressed both locally and at PHQ. In 

discussion with the various interested parties on these subjects the idea is 

evolving of bringing them together under one person, probably at PEIBI level, 

whose job would encompass staff development and counselling in the widest sense. 

There are indications that PHQ would be prepared to provide the budget for this. 

2. THE NEEDS OF SELF ORGANISED LEARNING 

Some of the success of the trial of SOL in Reading must be attributed to the 

fairly concentrated Management effort which has been put behind it locally. 

This is often the case with trials which then "run out of steam" once the 

effort has to be diverted to a new subject. If this is allowed to happen with 

SOL then I fear that it will eventually wither, although there are those who 

will say that I am unnecessarily pessimistic in this respect. I believe the 

first step in seeing that SOL is sustained and this applies both locally and 

nationally is to ensure that the debate on, and interest in, Supervisory 

Effectiveness is continued at all levels of the Business. Returning to the 

local scene, although this proposal may need to be mirrored throughout the 

Business, looking at the question as one of Supervisory Effectiveness rather 

than just SOL begins in my mind to demonstrate the need for a Supervisory 

Development Manager. So far the role of Learning Manager under SOL has been 

vested jointly in the Mails Manager and the Letter Office Manager. Whilst 

involvement at this sort of level must be maintained, it is becoming clear 

that many of the matters on which the Learning Coach(es) need the help of a 

Manager are practical in nature and much more readily dealt with at a lower 

level. In an of f ice like Reading PE IsIBI, particularly Postal ones, have a 

considerable amount of authority and influence and it would seem sensible to 

pitch the Supervisory Development Manager at this level. Having said that he 



will require a line manager to whom he reports and the question of whether 

this should be an Operational Manager or a Personnel Manager needs to be 

resolved. Equally we need to decide whether or not Development of Administratic 

(formerly C&W) Supervisors should be part of his, and the Learning Coaches brief 

This Development Manager would also play a major role in the Appraisal /Counsell i 

of staff including Acting List officers. One of the principal vehicles on whicy 

we see SOL being carried forward is the quarterly completion of the locally 

devised appraisal package linked to a programme of individual counselling and 

coaching as a follow-up. Whilst we see this as a potentially powerful tool it 

will need to be driven and the Development Manager would seem to be the appro- 

priate person to do so. 

3. THE NEEDS OF PNE's 

There is a general consensus in Reading that there is a need for some sort of 

PNE Counsellor who will act similarly to a Postal Cadet Counsellor in supporting 

and guiding new entrants and hopefully reduce wastage. In 1935/86 we recruited 

over 500 postal staff and had wastage of over 300. We guestimate that it costs 

C750 - E1,000 to recruit and train a Postman and therefore if we could only 

reduce wastage to 250 in a year ie one less per week, , qe would save E37,500 - 

E50,000 which would represent a good return on this sort of investment. When 

analysed this appears to be mainly another learning need and if this and some 

other functions were brought together ie: 

PNE Training 

Postal Cadet/YTS Training 

Postal Cadet Counselling 

PHG training (including Code/Sort) 

and associated with the Supervisory Development needs there appears to be 

scope for a coherent approach to Staff Development as a whole. Again the 

question of the responsibility for the development of Administration PO/PA's 

would need to be resolved. 

2 
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4. If the ideas in this paper were pursued we would produce a Staff Development 

Section on something like the following lines: 

Staff Development Manager 
(PEIBI) 

I 

Ii 

Supervisory PNE Training 
Development Instructors 
Learning Coaches (PEIDI) 
(PEICI ) 

AT TAYLOR 
Mails Manager 

June 1986 

I 
PNE Counsellor 

YTO (PE'C') PHG Training 
I Instructors 

(including 
Postal Cadet Code/Sort) 
Counsellor 

Development 
Administration 
(Appraisals 
Promotion Boards 
etc) 

I 
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The Post Office 
Headquarters 

Royal Mail Parcels 

L Clifford 
District Mayýger Parcels 
South Central District Office 
Winnersh Triangle 
READING 
RG. 11 5DZ 

Dear Mr Clifford 

HeadquaAhVeLcDlctaiV. iA--I-: ýL-sc 4- -a - : 1L 
33 Grosvenor Place 
LONDON 
Swix ipx 

Telephone 01 -235 8000 

Telex 888746 (PO PHO LDN) 
Girobank account 501 0101 

Date 4 December 1986 

Your reference 

Our reference 

Thank you very much for your hospitality and for letting me see 
around your office on Tuesday. The last PCO I looked around was Peterborough and that was some time ago, things have changed! 

Tom and I were interested in the response to Self Organised 
Learning in Reading, obviously a great deal of effort has been 
expended in bringing about the heightened motivation and 
willingness of the Supervisors to think more deeply about the 
work and their personal contribution to it. 

With your enthusiasm and support and that of Andrews' combined 
with the help that Geof is willing to give, Reading is the 
natural choice to take the Parcels Business forward to reap the 
benefits that can be gained from the different approach. 

Tom would like you to Introduce Self Organised Learning as soon 
as possible and as it develops we intend to encourage other PCOs 
to adopt the approach., learning as much as possible from Reading. 
This is an opportunity very early in the life of the New Business 
for Reading to lead the field in what could prove to be a very 
useful tool of efficiency. 

We will keep in touch. 

ca ýVý 
PA HEDGES (MRS) 



ANNEX I 

PARCELS SUPERVISORY TRAINING - ROLE OF LOCAL TUTOR 

ROLE OF LOCAL TUTOR 

Main Responsibilities 

1 To draw up a training programme to meet the needs of 

1.1 PHGs appointed to the Acting List for )1ý11) 

1.2 Newly promoted PEsD 

1.3 Established PEsD 

1.4 PEsC 

wh, ere practicable taking accouht of their individual needs. 

2 To manage that -training programme e-nsuring that all such staff attend 
and receivc the training intended, localiy or centrally as appropriate. 

3 lo obtain through POMC/POEC, adipt or prepare training briefs and 
present 

induction training for Acting List PEsP and r. ewly promoted P--sD. 

to all acting list and substantive FEsD and PEsC, appropriate 
courses and off-the-job training for various job skills, i Ob 
knowledge and topics. For example, disciplin. e. and health and 
safety at work. 

4 To organise off the job project work. 

5 To monitor. in consultation with line managers, the effectiveness of the 
training given and take any necessary action to correct shortfalls. 

6 To promote communication and develop local expertise --mongst supervisors 
by the use of critical approach techniques. 

25/1 



TO: ALL POSTAL PEsC and PEDs 

Dear Colleague, 

% SELF ORGANISED LEARNING 

Those of you who maintain contact with your colleagues in the Letter 
Office will probably know that for the last 12 months there has been a 
trial of a different form. of Supervisory Training and Development 
known as Self Organised Learning (SOL)>. In my former post as Mails 
Manager I was very much involved in the trial and believe SOL has a 
great deal to offer individual supervisors and the Organisation as a 
whole. I am pleased to say that we have now got agreement from 
Parcels HQ to try SOL in Reading PCO. 

You may wgll ask what is SOL and why do we need it? 

There are basically two schools of thought in education in its 
broadest sense. One says people are taught and the other says people 
learn. In the Post Office we have followed both schools of thought, 
ie we send people on training courses but we also 'throw them in the 
deep end' and hope they will learn. Training courses are well 
organised but questionable in their effect because the students often 
do not see what they are being taught as relevant to them. Learning 
on the job is usually relevant to the learner, but not always 
organised and therefore effective. SOL is designed by means of 
various techniques and methods to organise local learning. And 
why do we need SOL? Effective supervision is the key to a successful 
operation and SOL is a means by which supervisors can make themselves 
more effective. 

One of the most important elements of SOL is the Learning Coach whose 
job is to help the learners. A more detailed description of what the 
coach has to do and the qualities required is attached. My main 
purpose in writing is to seek volunteers to take on the position of 
learning coach for Reading PCO. This will not be a full-time position 
and the coach will continue to do normal duties when not withdrawn for 

co6ching. The work is considered to be PEC level and therefore if a 
PED is selected he will be temporarily promoted while coaching. The 

appointment will be on the basis of selection and any volunteers may 
be interviewed to assist in the selection. 

I would appreciate applications by Friday 16th January. The person 
selected is likely to attend a3 day Coach's Workshop sometime in 
February. Anybody who would like to know more should feel free to 
come and discuss it with me or with Geof Batstone the principle 
learning coach in the Letter Office whom I am sure will be only too 
happy to be of assistance. 

A TAYLOR 

7th January 1987 
RAll (Zl3eZVTOAM. 
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: ': ý. ING PDC -'ACTION PLAN 1991 

INTRODUCTION 

For Reading PDC, 1990 was dominated by three main issues: 

a) the extension of loose loading 
b) the Productivity Improvement and management Development Package. 
c) The concentration of Hants/Dorset traffic 

This paper sets out the issues which it is planned to tackle in 1991. All 
our actions need to be taken in the context of the Business' Mission 
Statement: 

*14ILrough 
successful partnerships Royal Mail Parcelforce will always be our "ýtomers' first choice for worldwide distribution. 

-'izkking the connection work every time between our customers and theirs, all of "ý4 are committed to the success of Royal mail Parcelforce as a Quality company". 

and also need to take account of the Development Plan which is intended to 
"let the Operators operate" by giving us increased authority and 
responsibility. 

I 

i. e. 

PDC Senior Management Team: 

The actions are divided into three categories: 

a) managerial/Organisational 

b) operational 

c) Physical 

Managerial/Organisational 

3.1 Team Working 

3.1.1. consolidate the managerial teams which have now been established, 

Andrew Taylor 
Peter Davies 
Peter Hood 
Nigel Hodgson 
Pete Lovegrove 
Steve Bambridge 

Transport Management Team: Peter Davies 
Dennis McGuiness 
George Cripps 
Trevor Flight 
Peter Buckler 

Operations Management Team: Peter Hood 
Alan Dart 
Dave Matthews 
Ray Workman 

ew 



Shift Management Teams: Alan Dart 
Dave James 
Dominic Kelly 
Jim Wharton 
George Cripps 

Dave Matthews 
Bob Broom 
Steve Butler 
Martin Topping 
Trevor Flight 

Ray Workman 
Ian Coles 
Peter Price 
John Steadman 
Peter Buckler 

3.1.2 integrate reserve PESD, Clive Sharman and Eddie Bridgewater and 
the PED Acting List, Pete Lawrence, Dave Sedge, Ted Crick, Paul 
Willis and John Smith into the managerial team structure. 

3.1.3. align the level 1 and 3 (ex PHG) rotations with those of(the 
Shift Management Teams. 

3.1.4 increase accountability of teams and individuals through PEPS 
targets and in particular Enhanced Production Control. 

3.1.5 improve communication through effective shift reports. 

3.1.6 make Team Briefing a more effective tool of communication. 

3.2 Development 

3.2.1 complete the two Full NEBSM Certificate Courses starting on 21 
January and 18 February. 

3.2.2 obtain Introductory NEBSM Certificate Courses for Messrs Sharman, 
Bridgewater, Crick, Willis and Smith. 

3.2.3. with the assistance of CSHL, introduce Self Organised Learning 
skills and techniques into Team management. 

3.2.4 introduce an effective City and Guilds course for Indoor Parcel 
Handlers. 

3.3. Administration 

3.3.1 review, rationalise and reorganise the Admin Section with a view 
to making best use of resources, providing an effective service 
to operational managers and producing useful management 
information. 

ow 



operational 

4.1 Cost reduction 

4.. 1.1 raise indoor productivity so that 90 BSI is regularly achieved. 

4.1.2 make more effective use of the Enhanced Production Control. 

4.1.3 reduce overtime by maintaining a full staff, high productivity 
and a tight control over the scheduling of special road services. 

4.1.4 improve the utilisation of the vehicle fleet and our control of 
fuel consumption. 

4.1.5 maintain a tight Control on non staff expenditure. 

4.2 Quality of Service 

4.2.1 achieve regular and full clearance of traffic, posted by 0015 and 
distribution by 1300. 

4.2.2 raise productivity and maintain- a full staff in order to 
safeguard the PDC capacity, both sorting and transport. 

4.2.3 ensure collections from customers, LPDs and RM are carried out 
effectively and on time. 

4.2.4 improve the control and recording of traffic arrivals particular 
during the posted phase. 

4.2.5 reduce missorting by more effective training, sorting checks and 
chute end information boards. 

4.2.6 mark out specific areas on the chute hall floor for "marshalling" 
traffic for particular destinations to avoid any "missing" due 

course despatch. 

4.3 Dorset 

4.3.1 complete the final concentration of traffic from Southampton on 
the opening of Bournemouth LPD. 

4.4 Cleanliness/Tidiness 

4.4.1 continue to improve the standard of cleaning. 

4.4.2 by use of the Compactor and other means arrange the prompt and 
effective clearance of rubbish. 

4.4.3 pursue with UCW the idea of including a half hour tidy up on the 

end of all indoor P318s. 

4.5 Smoking 

4.5.1 start to enforce no smoking in operational §, reas. 
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Physical 

5'. 1. mechanisation 

5.1.1 complete the extension of loose unloading. 

5.1.2. carry out the alterations to the HAL chutes and the "BP" 
conveyor. 

5.1.3 install improved bridging plates at loose load dock stances. 

5.1.4 revise the chute utilisation including dedicated areas for the 
LPD and DNC. 

5.2 Accommodation 

5.2.1 construct a new locker room 

5.2.2. install additional ventilation for the PSM floor 

5.2.3 carry out the refurbishment of the Staff Restaurant Kitchen and 
servery. 

5.2.4 install improved cleaning equipment, e. g. vacuum plant, as 
advised by ROMEC. 

5.2.5 plan and, if authorised, construct a new Catehouse/Callers 
office. 

5.2.6 carry out adaptations to Supervisors Office in the Chute Hall. 

5.3 Radios 

5.3.1 purchase a new, improved radio communication system. 

5.4 Transport 

5.4.1 replace hired 40 ft trailers with Parcelforce trailers. 

5.4.2 make a case for replacement shunting vehicles. 

5.4.3 make a case for a pedestrian fork lift truck. 

ýýNDREW TAYLOR r' ,, $Inuary 1991 

ow 



To: Alan Dart 
Dave Matthews 
Ray Workman 
Pete Lovegrove 
Steve Bambridge 

From: Andrew Taylor 

ACTION FOR EARLY 1992 

Copy: Nigel Hodgson 

January 1992 

As is my usual practice I have taken the opportunity of the New Year and 
now that the dust of a very busy Autumn has settled, to review what I see 
as the action we need to take in the early months of 1992. In general 
terms I hope to see us continue on the road of increasing professionalism 
in the way we manage Reading PDC. 

I have broken the actions down into four categories: 

Management 

Training 

operations 

Physical 

2 MANAGEMENT 

2.1 We need to re-activate our regular meetings which I see as: 

2.1.1 0830 daily report meeting 
/ 

2.1.2 Monthly Management team meeting for all team members which might 
usefully be preceded by a meeting of the addressees at the head 
of this minute (including Nigel) and me 

2.1.3 Team Brief ing V1 

2.1.4 A weekly meeting timed so that the early and late Shift Managers 
can attend with Steve, UCW Secretary and myself to discuss 
staffing and productivity. 

2.1.5 Some version of the Of f ice Objectives Group that we were running 
prior to the Autumn 

2.2 SOL 

I shall re-start the individual SOL sessions that I was having with you. 

2.3 PED Vacancies 

The two PED vacancies need to be f illed and I am working on this. 

2.4 PE objectives 

We need to re-activate the idea of individual personal 
objectives/responsibilities for all PEs. 



2.5 PEPS 

in view of the misunderstandings pre-Christmas I have undertaken to 
review PEPS with CMA. 

2.6 EPC/SHIFT MONITORING 

we started looking at producing a shift monitoring system that helped 

monitor performance during the shift rather than solely at the end as 
EPC does. I would like to see this project revised. 

TRAINING 

3.1 CITY AND GUILDS 

We need to complete the clearance of the C&G backlog and then ensure that 
future coaching and assessing is performed as part of the Shift Team's 
activities. 

3.2 PSM 

The transferees from NWL and any other new recruits will require PSM 
training. We also need to develop our ideas for refresher training. 

3.3 PNE 

As we already have vacancies there will be a requirement to fit in some 
induction training. 

OPERATIONS 

4.1 AUTUMN/CHRISTMAS 

We need to review the lessons learnt from Autumn/Christmas 1991 in order 
to be able to apply them to 1992.1 envisage a meeting with Shift 
Managers prior to meeting UCW. It would be helpful if the Shift Managers 

could bring along any views, ideas etc. from their Team members. 

4.2 CHUTE HALL LAYOUT 

We need to introduce Dave James's ultimate plan as soon as possible. 

4.3 DUTIES/PBIS 

We shall be reviewing the indoor duties again once the Industrial 
Engineers produce a new PBIS target. This will give us a further 

opportunity to-look at some of the finer points and to raise the issues 

of team working and splitting PSM duties into half PSM and half other 
work. 

4.4 MISSORTS 

I intend to press on with trying to reduce missorts, both for its own end 

and as a vehicle for introducing Customer First. 



PHYSICAL 

5.1 ARRIVAL BAY DOCK LEVELLERS 

Some work to reduce the noise of the above is due to be carried out on 9 
January. We shall also be trialling an electrically operated one in due 
course. 

5.2 GATEHOUSE 

Terry Dougan has asked me to resurrect the case for a Gatehouse 

5.3 BFPO WEIGH/COUNT MACHINE 

Authority is being sought to install a weigh/count machine on the BFPO 
selection (probably moved to loose load 12). 

5.4 RADIOS 

Authority for a replacement radio system is being pursued. 

5.5 CLEANING 

We are looking at equipment which might improve the cleaning of the PDC. 

ANDREW TAYLOR 



TO: All Managers REF: AT/2/840 
Reading PCO 

FROM: Andrew Taylor DATE: 7 November 1989 
Parcel Manager 

IMPROVING THE PERFORMANCE OF READING PCO 

At the monthly Supervisors meeting held on 13 November we discussed Total 
Quality Management and the question "can we improve the performance of Reading 
PCO, if so how? ". I think it would be fair to say that the answer to the 

question was "yes we can" by developing the management team and the individual 

members of it. In-the light of this, I suggested an approach and some 
activities which we could pursue and these were: 

The Approach - an acceptance by everybody of our personal responsibility 
for learning - if we do not see the need or want to learn it is most 
unlikely that we can be taught. 

2 The Activities: - 

a) all new first line managers will have to successfully complete the 
Introductory Certificate of the National Examination Board in 
Managerial and Supervisory Skills (NEBMS) before substantive 
appointment. 

b) it will be possible for managers to volunteer to take the full 
NEBMS certificate. 

c we have some interactive videos on subjects such as effective - 
teamwork and learning to listen which I would like us all to use. 

d) I intend to create opportunities for individual managers and groups 
of managers to work on individual, group and office performance 
problems. The opportunities will take the form of: 

-Learning Shifts - when we will have the opportunity to observe 
how things ae run without the pressure and responsibility of 
running them. 

Learning Conversations - when, as individuals or groups and 
with someone to help and guide, we will be able away from the 
day-to-day pressures to think through problems and issues and 
decide how they are to be tackled. 

Individual and group projects for which time would be provided 
for us to work up and implement solutions to problems and 
improvement plans. 

e) where training needs are identified which require external coursest 
these will be met as far as possible. 

Both the Approach and Activities that I have outlined will require a great 
deal of commitment and support from us all but I am sure that we shall all 
benefit from them. Please dicuss these ideas among yourselves and with me so 
that we can begin to identify areas to be tackled particularly under d). 
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TO: District Mao-dLrer iý7 It' COPY: DPIRM 

FROM: Parcels Manager 
Reading 

MANAGEMENT DEVELOPMENT AT READING PCO 

DATE: 
16 

November 1989 

Reading PCO has just completed a very difficult 12 months and, at the end of 
it, I believe has come out of it well. Morale is quite good and my management 
team from first line upwards has gained in confidence. However, there is 
little prospect of a 'quiet life' over the next 18 months to 2 years, at 
least. During that time we are likely to have to tackle the following major 
projects: 

- the installation of further loose loading facilties 
- the concentration of Hants and Dorset traffic 
- the remodelling of the PSMs to provide additional capacity 
- the adaption of our transport operation as a consequence of the above. 

We will only accomplish these tasks and maintain the PCO on an improving track 
in terms of Q of S and productivity, if we put time and effort into involving 
the whole management team and in strongly supporting the development of the 
team and the individuals who are members of it. You may, by now, have 
recognised a familiar theme of mine much of it stemming from my involvement in 
Self Organised Learning. You may recall that three years ago Tom Clay and Pat 
Hedges agreed that we should introduce SOL at Reading. Since then there has 
been very little activity and I have found it too easy to find reasons/excuses 
to do nothing. I would now like to rectify that. 

At my monthly supervisors meeting held on 13 November I sought and received 
the team's support for development activity leading to improved performance at 
Reading in the context of Total Quality. I am now developing a structure 
within which management development can take place but I am concerned that we 
do not fail simply because of resourcing difficulties. I believe the Business 
will benefit in the medium and long term from such activity which should not 
be sacrificed to short term expedient and difficulties. 

The structure I have in mind will combine elements I have picked up from SOL 
and some of the initiatives being pursued by Pat Hedges and her team and 
which, by the way, I do not believe are receiving as much PMC support as they 
deserve. My initial broad ideas envisage: 

11 understand that a pre-requisite of substantive appointment to first 
line manager will be successful completion of the NEBSM Introductory 
Certificate. I already have four acting list officers and am likely to 
appoint three more shortly. 

21 further understand that it will be open to all Supervisors to volunteer 
to go for the full NEBSM certificate course. 

3 We have been issued with some interactive videos some of which, and in 
particular one on effective teamwork, I would like all Supervisors to try. 

4 Intend introducing some of the SOL learning techniques such as learning 
shifts, individual and group learning conversations and individual and group 
efficiency and effectiveness improvement projects. 



5 As needs are identified I would intend sending Supervisors on appropriate 
courses at POEC/POMC or elsewhere. 

61 intend to make the training of R&F staff more effective and this 
would cover: 

PNE - City and Guilds Certification 
PSM 
Specialist duties, eg Callers Office, COD etc 
Delivery - convering issues such as Trakback and P739s 
HGV - covering issues such as Waybills and Tachographs 

Most of these activities require time to be spent off normal duties and in my 
experience this is often difficult to accomplish because the duties concerned 
cannot be adequately covered. It is my proposal that I create an additional 
PED post to provide some of this cover. I would not expect an increase in 
budget for this as I believe such activities should be self-financing through 
improved performance. To give some indication of the justification for the 
post I have made broad estimates of the time I would expect to put into some 
of the development activities identified: 

1 NEBSM Introductory Certificate: 

7 Acting List Officers x 15 weeks x5 hours = 525 hours 
plus 5 full days at Workshops = 301 hours 

826 hours 

2 Learning Shifts assuming 25 Managers and Acting Managers 

4 shifts per person per annum = 860 hours pa 
(1 x Early, 1x Late, 1x Night and 1x Operational) 

3 Learning Conversations 

Individual assuming 4 per person pa @1 hr each = 100 hours 
Group assuming 12 per person pa @2 hrs each = 600 hours 

700 hours 

4 Individual and Group Projects 

Assuming 20 hours per person pa 

5 Interactive Videos 

Assuming 4 hours per person twice pa 

= 500 hours 

= 200 hours 

Just these items add up to over 3000 hours pa, which is, by the way, less than 
1% of my budget, and although it would not be possible to programme the 
development activity so that the new duty could cover all of it, I believe it 

shows that it could be well used. 

Do you agree to the creation of a new PED post on the basis that its cost will 
be more than covered by general improvements in performance? 

ANDREW TAYL6R 

-., oor 



ý0: pat. Hcuc-es COPY. Len Clifford 
Laury Callan 

PIPP3 : Jete Lovegrove 

FROM: Andrew Taylnr DATF. 
12-Decenber 

1.9tJ9 

Parcel Manager 

: Iea('i ng, 

SUPERVISION/MANAGE-EMENT DEVELOPMENT AND TRA114IIiG 

: ng . nere at Ava6; rig On 2 ',, Fc. a very nt i ng and useflul : o; r. 

with flartyn Lewis and Chris Vandeleur. We discussed what I saw as the 

I en rn # ng needs of my managemen t tea. m and the i -; * j; aIi ves wh , ch ynu are 
developing centrally. I was very encouraged by what i heard of what you 

are do Ing and an interest In gct ii rig ; 1ea(. &ng Anvoll ved. 

As you may recall I was party to the trial of Self Organised Learning in 

-, P-adink? jind it 'nos always been t-. ij 1n*e:, 1Jnn tin apply such an ap. proach fin 

the PCO. However, you know what. they say about "good intentions" and, so 
fa.., I ýiavp falled to effectively canry th-? m out. I am current lir Irving to 

rectify this and have generated some enthusiasm for it. among my 

sij-, )- --v i %nrs. From what I know of 'hem I see the involvement w: 1'h City and 
Guilds, NEBSM and the ACODS exercise at NWLPCO as being very relevPnt to 

what I nave in mind and I would be v-ry 'Keen for Reading to be used if you 

are lon%ing for a further location for trial1ing, developing or introducing 

any of ! hen. In pa ticular, we have recently received our PBIS Unique 

Values which I see as a powerful management tool and I am keen to help my 

supprvisors understand them and how they can use them to imorove 

oerfornance. 

Sn. if, as I understand you may be, you are looking for somewhere to 13 S 

fu--ther develop your supervisory development iin; I iafives, Reading is ready, 

willing, and hopefully, able to be that location. 

ANDREW TAYLOR 

4 



To: Andrew Taylor 
Personnel Manager Reading 

CC: Mr Clifford 
Laury Callan 
Peter Lovegrove 

Tel: 01-245 (5700) 7763 

From: Pat Hedges Date: 3 January 1990 

Subject: SUPERVISION/MANAGEMENT DEVELOPMENT AND TRAINING 

Andrew, you will realise that your minute of 12 December 1989 was 
music to my ears! 

I am presently working on a scheme for trial, which combines all the 
elements mentioned in your note with a view to raising productivity, 
improving management/supervisory skill (leading to a qualification) 
and embracing self organised learning. 

I am arranging a meeting with all interested parties as soon as 
possible and will let you know when that is due to happen so that 
initially you and Laury can be involved. 

Best wishes for 1990. 

PA HEDGES (MRS) 

jSIC 
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PARCELFORCE PRODUCTIVITY TRAINING - PILOT PROJECT 

One Day Workshop 

March 15th at Readin 

'Flexible' Agenda 

11.00 Welcome 
Introduction 
Background 
Overall Objectives 
Objectives of the Workshop 

11.15 Management Development and Productivity Improvement Programme 

Overview of Discussion Document 
Key Objectives - HMO package 

11.45 Overview of Areas ofthe Pilot and Individual Key Objectives 

W N. E. B. S. M. Introduction Certificate 
(ii) P. C. 0 Simulation 

(iii) R. M. P Production Control 
(iv) Total Quality Management 

(V) Self-Organised Learning 

12.45 Lunch 

+ 13.45 Discussion of Overall Objectives 

14.15 Formulation of Pilot Pr! jgnaLrýE 
Timetable 
Who does what when? 
Co-ordination 

15.30 The way forward/next staýe 
Discussion 
Dispersal 

The Harry Mitchell College 
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APPENDIX E 

-OUTLINE PROGRAMME 

Week One Management Trainers 

Day 1 

Day 2 

Day 3 

Day 4 

Day 5 

Week Two 

Introductory Workshop 
NEBSM Group A 
Introductory Workshop 
NEBSM Group A 
Introductory Workshop 
NEBSM Group B 
Introductory Workshop 
NEBSM Group B 
Parcelforce video/computer 
Management tools Group A (am) 

Group B (pm) 

Day 1 Introductory Workshop 
NEBSM Group C 

Day 2 Introductory Workshop 
NEBSM Group C 

Day 3 Introductory Workshop 
NEBSM Group D 

Day 4 Introductory Workshop 
NEBSM Group D 

Day 5 Parcelforce video/computer 
Management tools Group C (am) 

Group D (pm) 

Week Three 

Day I 

Day 2- 

Day 3 
Day 4 
Day 5 

Week Four 

Day 1 to 5 

f 

s 

Chinal 

Productivity Trainers 

Staff seminars. and - 
preparatory work for 
Activity Sampling. 

Staff seminars as required 

Y 

2 groups am and pm* 
Activity-Sampling Training 
2 groups VLm. and pm* 
Activity Sampling Training 
PCO Wide'ActivitY Sample 

'ýctivity Sample PCO Wideý:. 
PCO Wide'. 'Activity Sample 
Note 
Operationgl. disruption could 
possibly: ])e minimised by pre 
and post: shift overtime. 

PCO Wid6 
. ; 
Activity Sample 

.14 fie Harry Mitchell College 
-j 
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Week Fourteen 

Day I and 2 Final Workshop 
NEBSM Group C 

Day 3 and 4 Final Workshop 
NEBSM Group D 

I 

Commencement of Production 
Control System Implementation 

Tfie Harry Mitchell College 
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From: Andrew Taylor 
Parcel Manager 

") C Date: I March 1990 

Management Deyelopment and Productivity Improvement 

On several occasions since last November I have communicated both verbally and 
in writing my plans for offering members of the Distribution Centre Management 
Team opportunities for personal and team development. So far I have: 

obtained authority for an additional PED reserve in order to help ensure team 
members can be released for such opportunities. 

got John Steadman, Ian Coles, Bob Broarn and Steve Butler on the NEBSS 
Introductory Certificate. 

got those team members who missed out last year onto PBIS Appreciation Courses 
for Line Managers. 

My purpose in writing now is to tell you about a very major initiative which is 
going to take 'place in Reading and about which I would like to tell you more at 
the next monthly meeting which is scheduled for 12.00 on Monday 2 April in the 
Training Room. 

With the support of Parcelforce HQ, I have been able to obtain the services of 
three groups of people who I believe, will be able to offer great assistance 
to the management team as a whole and as individuals. With the help of these 
people it is intended to undertake a 14 week development programme starting at 
the end of April. The programme will consist of: - 

a) the NEBSS Introductory Certificate for all first (including Acting) and 
second line managers; 

productivity improvement training from the Harry Mitchell College; 

C) introduction of Self Organised Learning with the help of Brunel University 
who developed the idea. 

An outline of the programme covering a) and b) is attached and I will be able to 
tell you more about it on 2 April. 

ANDREW TAYLOR 



6 April 1990 

Mrs VA Sennett 
Secretary 
South Central District Branch 
CMA 

Dear Mrs Bennett 

MANAGEMENT DEVELOPMENT AT READING PCO 

I wrote to you on 21 November 1989 about my plans for management development at Reading. In discussion with Parcelforce HQ I have been able to put Reading forward as the location for the trial of a 1'. lanagemer, ti 
Development and Productivity Improvement Programme. The objective of the 
Programme will be to improve the performance of the PCO "through improved 
performance by the management team. It is currently hoped to start'. the 
Programme at the end of April and It will take 15 weeks to complete. 

The programme will have two linked aspects: 

a) Manýqement Development: 

- all acting list, first and seo6nA line managers will undertake the 
NEBSS Introductory Cer-, ffic&te. 

additional training using computer and video management tools. 

the use of self organised le. arning techniques as described in d) of 
ony letter of 21 November. 

b) Productivity Improvement 

training, provided by the Harry Mi, tchell College. aimed at 
improving the overall performance of the PCO in BSI -I. -. erms through a 
mixture of formal training sessions and "on the job" counselling 
and coaching. The detailed programme is still being put together 
and I will let you have a copy in due course. 

At one point during the programme it will be the intention to introduce the 
Production Central Systems being developed by Terry Holey at Peterborough. 

I have briefed all members of the management team about the Programme in 
writing and at the monthly management meeting held at 1200 on Monday 2 
April. I shall be inviting UCW to participate in the Productivity 
Improvement Training and the Harry Mitchell College will undertake "shop 
floor" seminars to more fully explain PBIS and the Production Control 
System to the staff. 



I believe this Initiative should produce great benefit to the management 
team of the PCO both as a whole and as individuals. I know from my talks 
with them that there is a great deal of enthusiasm among the team for this 
kind of initiative and I trust I can rely upon the CMA's support for it. 

I have written along similar lines to UCW and have copied this letter to 
Martin Collins Chairman, Reading Pouc. 

Yours sincerely 

ANDREW TAYLOR 
Parcel Manager 



6 
April 1990 

W. H. Fleming Esq 
Secretary 
uCw 
Reading PCO 

Dear Mr Fleming 

MANAGEMENT DEVELOPMENT AND 
'PRODUCTIVITY IMPOVERE&T- 

I am pleased to be able to advise you that. Reading has been 'chosen by 
Parcelforce HQ as the location for -4'. he trial of a Management Development 
and Productivity Improvement Prograr. mie. 

The programie will have the twin benefits of increasing the skill levels of 
members of the management team. including acting list officers, and of 
providing training in the operation of the PBIS scheme with a view 1"o 4 
ensuring impro4d performance. The lat, '%Ler was something we agreed was 
necessary during our discussions Wch lead to the implementation of the 
recent duty revision and will, I aw sure. assist greatly in achieving our 
mutual goal of increasing productivity and bonus payments. As part of the 
programme it is likely that we shall be introducing a Supervisors 
Production Central System similar to that which David James has been 
working on recently but based on very detailed work undertaken at Peterborough. One of the benefits of such a syst -em will be more accurate 
recording of movement of hours between work areas and in particular between 
direct and indirect hours which Is something about which I know you are 
concerned. 

Recognising that the operation of PBIS and the level of productivity in the 
office is of very direct interest to you and your members I would like to 
invite you or one of your colleagues to participate at all stages of the 
Productivity Improvement part of the programme. This will commence with half day seminars on Activity Sampling on Monday and Tuesday 14 and 15 MAY 
to which you are welcome to send delegates. Furthermore, I have invited 
the Harry Mitchell College who will be running this aspect of the programme to hold shop floor seminars to fully explain its objectives to the staff. These seminars which will take place in week commencing 30 April are likely 
to have two main parts: 

I PSIS - "Whats In it for me? - 

Production Control - "WhY it is required. " 



In addition to the Productivity Improvement part of the programme, all 
first (including Acting list) and second line managers will be undertaking 
the National Examination Board for Supervising Studies Introductory 
Certificate (NEBSS). The topics covered in this will be; 

Supervising with authority 
Communicating 
Managing Time 
Team Leading 
Taking Decisions 
Training Plans 
Health and Safety 

The full programme is scheduled to start on April 30 and to last for 15 
weeks. However, we shall only really benefit from this if we can mainzain 
and enhance the improved performance which will result. At this st-age I 
foresee doing this by three means. Firstly by providing the opportunity 
for managers to study for the full NEBSS Certificate which involves a 
further 20 topics chosen from 35. Secondly by use of various computer and 
video aids which have been developed by Parcelforce and thirdly by 
introducing Self Organised Learning which has met with stme success in the 
Letters Business including Reading MLO. 

I hope you will agree that a programme of this nature will be of great 
benefit to Reading PCO and all who work I*,. C. In particular I hope you ' il 
will feel able to fully participate in t -he Productivity Improvement 
aspects. In relation to the latter It would be helpful If you could let 
me know, as soon as possible, whether and by whom the UC 'W will be 
represented. 

I have written along similar lines to CMA and have copied this letter to 
Martin Collins Chairman Reading Pouc. 

Yours sincerely 

ANDREW TAYLOR 
Parcel Manager 
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To: All Managers (including acting list) Copy: Lawry Callan 
Reading Distribution Centre 

From: Andrew Taylor April 1990 
Parcel Manager 

MANAGEMENT DEVELOPMENT AND PRODUCTIVITY PROGRAMME 

Planning is proceeding for the above and it is still scheduled to start on 
30 April. I hope to let you have a full programme shortly but there are a 
number of key group activities already scheduled to which I need to put 
names. As I am sure you can imagine this is pretty complicated but with 
the able assistance of Peter Davies, Dave Mathews and Dominic Kelly, I have 
produced some proposals which are attached. We have attempted to take 
account of the rotations, the maintenance of adequate cover, annual leave 
committments and not causing you too much disruption. 

the proposals, you will see that in some cases you will be As you study 4 
attending when you would otherwise be off duty in others when you would be 
on duty for which we belive cover can be provided and in a few cases it may 
involve you in going home early off a shift or coming in late on to shift 
to allow you a reasonable time off duty and attend the Group exercises. 

Please look at the proposals with an open mind, discuss them among 
yourselves and if there are changes you would like to be made let me know 
as soon as possible and certainly by 23 April so that we can re schedule. 
Ideally and as far as possible I would want to keep the groups to more or 
less equal numbers. 

ANDREW TAYLOR 
Parcel Manager 



MANAGEMENT DEVELOPMENT AND PRODUCTIVITY 
IMPROVEMENT PROGRAMME - 30 APRIL 9-7UGUST 1990 

GROUP ACTIVITIES PROPOSED GROUPS 

I. NEBSS INTRODUCTORY WORKSHOPS 

Group A 

Monday 30 April & Tuesday 1 May 
Al an Dart. : ýý 
Peter Bryant 
Peter Price t/ 
George Cripps.,, " 

Group B 

Wednesday 2 May & Thursday 3 May 
Pete Lovegrove 
Dave James 
Martin T-opping 
Dave Sedge 

Group C 

Tuesday 8 May Wednesday 9 May 
Ray Workman 

P 

Jim Whartonýý 
Tre vnx--E-lj qht' 
-6-mi nic Ke 1 IT 

Group D 

Thursda 
,y 

10 MSy & Friday 11 May 
Dave Mathewss-- 
Peter Buckler 
Peter Lawrence 

2. ACTIVITY SAMPLING SEMINARS 

Group A 

Monday 14 May 0900-1230 
Alan Dart 
Dave Mathews 
Ray Workman 
Trevor Flight 

-Peter Buckler 

Group B 

Monday 14 May 1330-1700 
Peter Davies 
Pete Lovegrove 
Jim Wharton 
Martin Topping 
Ian Col. es 

Group C 

Tuesday 15 May 0900-1230 
Peter Hood 
John Steadman 
Steve Butler 
Peter Lawrence 
Dave Sedge 

Group D 

T, uesday 15 May 1330 - 1700 
Nigel Hodgson 
Ge, orge-Cripps 
Dave James 
Dominic Kelly 

.. 
Bob-Brpom 

Unavailable due to annual leave Peter Price 



3. PRODUCTIVITY IMPROVEMENT DISCUSSION GROUPS 

Group A 

Monday 11 June AM 
Alan Dart 
Dave Mathews 
Ray Workman 
Peter Buckler 
Steve Butler 

Group B 

Monday 11 June PM 
Peter Davies 
Pete Lovegrove 
Peter Price 
Martin Topping 
Dominic Kelly 

Group C 

Tuesday 12 June AM 
Peter Hood 
Jim Wharton 
Dave James 
Peter Lawrence 

Unavailable due to annual leave 

4. NEBSS INTERMEDIATE WORKSHOPS 

Group A 

Monday 25 June & Tuesday 26 June 

Alan Dart 
Peter Price 
Martin Topping 

Group C 

Monday 2 July & Tuesday 3 July 
Dave Mathews 
Peter Bryant 
George Cripps 
Peter Lawrence 
Jim Wharton 

Unavailable due to annual leave 

5. NEBSS FINAL WORKSHOPS 

Grou p___A 

Monday 30 July & Tuesday 31 July 

Alan Dart 
Peter Bryant 
George Cripps 
Dominic Kelly 

Group D 

Tuesday 12 June PM 
Nigel Hodgson 
George Cripps 
John Steadman 
Dave Sedge TA4 CoLUS. 

Trevor Flight 
Bob Broom 

Group B 

Wednesday 27 June & Thursday 28 
June 
Ray Workman 
Dave James 
Trevor Flight 

Group D 

Wednesday 4 Iuly ý Thursday 5 Jul 
Pete Lovegrove 
Peter Buckler 
Dominic Kelly 

Dave Sedge 

Group B 

Monday I August & Tuesday 2 
August 
Pete Lovegrove 
Martin Topping 
Dave Sedge 



Group C Group D 

Monday 6 August & Tuesday 7 August Wednesday 8 August & Thursday 
August 

Ray Workman Dave Mathews 
Peter Price Dave James 
Jim Wharton Peter Buckler 
Trevor Flight Peter Lawren'ce - 
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4. HMC PRODUCTIVITY IMPROVEMENT TRAINING - CONTENT 

STAGE ONE 

PBIS BRIEFING SESSIONS 

Introduction 

Welcome group to session 
Set out sequence of 
Briefing session 

Aim 

An understanding of PBIS 
and how it works 

A. Work Measurement - Time Values 

B. Factors taken into account 

C. Calculation of standard 
hours for 10,000 parcels 

D. Calculation of throughput target 

E. Hours input for E's bonus earnings 

F. Variation of output with performance 

G. National agreement 

H. Bonus calculation 

Questions/Discussion/Conclusion 

Chinal 

The Harry Mitchell College 



3L 0- : 1L :L 

Thursday 21 June 1990 

06.00 - 14.00 

MAIN SUBJECT Dave James A/PEC Edrlies 

SECONDARY SUBJECTS All PED's/TX's Early Shift 

Traffic low and an early finish apparent, very early in the day. I lane 
therefore pulled off PSM at 10am and the two workers + two other moved to 
maintenance tasks. Actual finish still very very early. Mail search at 
12.15 all workers stood down by 12.30, even taking into account meal relief 
this still represented 1 1/2 hr per man of wasted time. It is ridiculous 
Lo contemplate what the finish time might have been if the hours had not 
been pulled out of parcel handing work. Although clearly effort is being 
made to fine Lune the hours, more hours need to be lapsed before real 
productivity improvement can be achieved. 

Still much scepticism from PED's who themselves seem more interested In the 
early finish than correct management. It will be interesting Lo see their 
reaction. It their bonus is based on performance. Particularly negative 
reaction from Ian Coles who is showing very little interest. 

The Harry Mtchell College 
W/ 
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Monday 25 June 1990 

9am - 12noon In college Report Conference A/S 

81)m - 8am MAIN SUBJECT Ray Workman Night PEC 

SECONDARY SUBJECT . 71m Warton A/PEC Ldtes 
Dominic Kelly PEb Nights 

Conversation with Jim Wharton and TM's. Very short of staff and quite d 
large amount of hours lapsed, however, TM's sheets still showing "not seen" 
against drivers hours. I stressed that all hours should be accounted for 
with reasons. still the A/PEC lates although short of staff, tends to want 
to put in more lanes on the PSM. This culture will be difficult to break 
down. I stressed the need Is Lo balance the PSM lanes with both arrivals 
and chutes. Managers appear concerned at the amount or recording they will 
have to do on the production control system, and seem to think that like 
Lhe present system it will make extra demands on their time over and above 
what Lhey already see as heavy work. load. However they pay lip service dt 
I Least to the importance or the forms 4nd seem to have taken on board that 
their personal bonus could be affected. 

Several long conversations with Ray Workman who again clearly stated the 
aetiviLy sampling exercise had "Opened his eyes" to where hours are being 
wasted. He can clearly see and accepts that booking in/out of hours is 
crucial to managers and staff alike, Look on board the premise that if the 
staff bonus is good, life is easier for managers as the staff will become 
used to the money and want to earn the same every week. Still sees 
problems with shift managers actually being "allowed" to control their own 
hours. Not with the "mechanics" of controlling staff time, but with higher 

management fully delegating this task and the IJCW accepting this task as 
the shift managers responsibility. Evidently there were murmurings against 
this from the UCW Rep last week. Ray still feels the Reading project is 
too much at one time for managers to absorb and feels the NEBSM training 
should have been run separately. 

The Harry Mtchell College 



Friday 29 June 1990 

22.00 - 06.00 

MAIN SUBJECT PEC NIGHT Ray Workman 
TM Pete Buckley 
PED Martin Topping 

Posted completed 11.301irs but. LonighL Quasis' kept on shift until 00.15hrs 
Lo clear Distribution/town end chutes. Although still leaving 1hr early 
Lhis was useful work Lo give it good sLart to the Distribution phase. Why 
is it not standard practice every night? To be followed up over the 

t-emainder of this pvoiect 

Heartening to see night shift control sheets all completed, but very 
disappointing that the late shift sheets had still not been completed. 
Some pressure will have to be put on PEC Alan Dart, particularly with the 

new system imminent (12 July meeting organised to discuss same). 
Conversations with all night shift managers but. no new relevant points 

, trose - Nowever, L-einfoveement of principles is a continuing process if 

successfuly productivity gains are to be achieved. 

I Interesting discussions on the value of NEBS seminars. Generally found to 
be rather boring. particularly going over again the sections already 
completed. PEC'S particularly feel the NEBS whilst very useful to the 

young PED's and acting list personnel, is not really totally relevant to 
them. 

The Harry Mitchell College 
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Wednesday 4 July 1990 

06.00 - 16.00 PEC Ddve Mathews 

Discussion with Andrew Taylor. performance for week ending 24 June 
disappointing low, although hours itsed are significantly lower, so was I. Iie 
traf f 1c. Performance calculated at 72BS approximately. However, the fact 
the hours are down was in its self encouraging but, there is considerable 
scope to do better. 

Long discussion with Dave Mathews in general terms as to what is needed at 
Reading, lie certainly understands what is required and will, I believe 
quickly adapt to looking at productivity improvement. 

Unfortunately Dave was very involved with SOL for a large part of the 
morning. His PED's did not fill out the control sheets. This will 
however. prove very useful as an example of hours not being properly logged 
its Dave Mathews UCW was listed as being on the despatch bay but was on UCW 
business all morning (duty revision for Southampton). As no control sheet 
action was Laken. his hours will now go into the bonus calculation. 
Knowing this is happening is one thing, now it can be proved. T am 
convinced that this not booking out of hours is infact the cause of the 
missing hours on our activity sampling (see interim report para 13.1). No 
area again completed the control sheets for the early shift. 

The Harry Mitchell College j 



Wednesday 18 July-1990 

06.00 - 14.45 Zarly shift PEC Dave Madiews 
P/PED Steve Butler 

Continued conversation with Dave Mathews. Lraffic lower 
therefore. he needs to cut hours. Took one lane out at 10am un 
to non parcel handling work for 1 1/2 hours lapsed other hours in 
overtime. actual traffic 29,500 actual finish 13.30 (but as staff 
worked through meal break effective finish at 14.10 (je. 28 mins 
. Job & Finish). 

Discussion also promted Dave to consider whether he should also 
have reduced the arrivals bay by one man as wPlI as the full 
staff could easily cope with feeding 2 lanes (Note normally 
chutes also need to be reduced) but were already operating short, 
due to PEC lapsing one duty failure from overtime. 

Time also spent collating traffic hours and performance over 
project period and the preceding fourteen week period. 

Clear trend that during project the hours used are reducing. 
Average of 305 hours down on previous period buL average traffic 
also falling down on average 27,500. Therefore performance not 
yet rising significantly. 

Discussed with Dave Mathews and with Alan Dart late PEC on Lite 
lines of "well done but we need more It. 

Discussion with Steve Butler A/PED early shift at 14.00, lie 
expressed concern that moving men into non parcel handling work 
therefore, reducing the possibility of Job & Finish time would 
lead to non co-operation of the work force. That is they would 
deliberately not try to obtain an early finish. I pointed out 
that as a manager he would need to take steps to ensure this did 
not happen but. also as a manager he needs to take steps 
effectively employ staff and there was no justIfication for huge 
amounts of Job & Finish. We agreed Job & Finish Is an excellent 
incentive but I need to convince Steve that current ItWelh M-e 
untenable. 

The Harry Mtchell CoRege 
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Friday 18 July 1990 

06.00 - 14.00 PEC Dave Mathews 

Continued reduction on the number of lanes used and men employed 
on non bonus work. All hours now seem to be being accounted 
correctly. Job & Finish still excessive but, is improving 13.15 
rinisi, - meal relief (approx 45 mins given today). 

The Harry Mtchell College 
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Monday 23 Ally 1990 

1N COLLEGE 09.00 - 12.00 Meeting with Tony Carter and 
Ron Lloyd. 

TRAVEL 12.00 - 15.00 

LATE SHIFT 15.00 - 20.00 Late PEC Ray Workman 

Discussed traffic situation with Ray, lie expects light traffic 
dnd an easy clearance tonight, some hours lapsed but recognised 
the need to lapse where ever possible 1E forecast traffic for 
remainder of this week does not change. 

The Harry Mtchell College 
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Tuesday 24 Jiily 1990 

06.00 - 14.00 PEC Alan Dart 
PED's Bob Broom & Jim Warton 
TM Trevor Flight 

Night shift PEC Dave Mathews seen before going off shift. Last 
night Posted clearance approximately 12.30am. Distribution 
traffic cleared by night shift 12,000. Two loads approximately 
40 MATES & PRU's of Posted traffic diverted by East Lundon 
arrived after phase change. it will now be handled by early 
shift after completion of Distribution. 

Discussion with Alan Dart & Bob Broom, some minor lapsing of 
hours but close to a full shift. We agreed this will be 
necessary particularly with diversions (approximately 3,000 
parcels). They expect to be handling these diversions 
approximately 12-00 - 12.30pm (close of Distribution). Alan 
acknowledged that without these diversions even on a Tuesday lie 
would have been struggling to keep his staff employed. 

09.15am Conversation with Alan, now only 2 services to come and 
Distribution work clearing quickly. 

Good action by managers to enhance utilisation, by loading Posted 
traffic to fill the "A" side ready to quickly switch phases when 
Distribution is finished on the "B" side. 

Stress made at this stage of the need to consider staffing levels 
required to the traditionally lighter days later in the week. 

Conversation with OP's manager Peter Hood , more diversions 
expected today from East London (equipment failure), also 
diversion expected from West Lundon (staffing problems), he is. 
expecting up to 12,000 parcels in all. This is exactly what 
Reading needs at the moment, a boost to Its traffic. Hopefully 
the managers can be relied upon Lo clear this traffic, without 
undue extra hours which will again prove Lhey can achieve higher 
productivity. 

Late conversation with Alan stated he has listed 3 extra chutes 
this afternoon, this seems very reasonable the hope is Lhat they 
don't 11st more than 4. 

Conversation with Jim Wharton re recording of unmachinables/HAL/ 
hand sorts. Not yet being properly carried out, lie suggested 
that this Is an Ideal subject to bring up on tomorrows "team 
briefing" as It Is obviously In the interest of workers to ensure 
this Is properly carried out. 

Brief comment from Peter Hood OP's manager that he could see the 
benefits of the project In the attitudes of his suborinate 
managers, they had virtually all Improved considerably. 

The Harry Mtchell College 
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Wednesday I August 1990 

06.30 - 14.30 PEC Ray Workman 
PED's Steve Butler. Ian Coles 
TM Dave Sedge 

Continuation of Report preparation. 

But with frequent visits to all managers to continue productivity 
counselling, Traffic is still low but Ray is continuing to reduce 
PSM lanes and move staff on indirect work where possible. This 
is however at a premium and there is certainly a limit to how 
much can be done. Managers sill complain that they have 
pre-listed overtime which they do not really require. It is 
evident that this must be change to make the shifts responsible 
for their own hours. Note During the Project I have been 
continually advised that pre-listing (of indoor work) would only 
be at the direct request of the Shift Manager but the PEC's all 
state they are being given pre-listed overLime which Lhey do not 
require. 

Considerable discussion at end of early shift on "Webbs Benching" 
of hours. Shift Managers appear to believe they can "Webbs Bench" 
all Job & Finish. I advised them that vide presentation, by 
Terry Halley of Peterborough, this was expressly forbidden. 

Manager expressed the view that "Job & Finish" was not their 
fault and therefore they should not be penalised on their 
personal performance. 

WhIlst I have sympathy with this view as long as they are being 
forced to accept unwanted pre-listed overtime, I could only 
stress Lhat current instructions do not allow this to happen. 
stressed again they must Identify hours they wished to "Webbs 
Bench" prior to any period of Job & Finish". 

Days traffic still very low. 

The Harry Mtchell College 
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*: to: Pat Hedges cc: Ron Lloyd 
Andrew Taylor,, / 

1'rom: Paul Farrow Date: 20 September 1990 

13ERFORKANCE IMPROVEMENT TRAINING 

We met this morning with Ron Lloyd and Andrew Taylor, along with Tony 
Carter of the Harry Mitchell College, to discuss the way ahead on the 
Performance Improvement Training course, following the pilot at Reading. 

2. Quite apart f rom tLe Ot'her be. nefits- o%, -t -in the report and by Andrew 
Taylor, I am very impressed at the substantial performance benefits that 
came through: I gave you a graph showing the much tighter alignment of 
staff to traffic which had been achieved after the Harry Mitchell people 
moved in. Your ear 

' 
lier feedback on the course had indicated a similarly 

optimistic view from your side of the house. 

3. We were both anxious to extend the course to other suitable PCOs provided 
costs could be reduced. The stripped-down version we explored with Tony 
Carter had the following outline: - 

week 1- introduction and briefing, set up activity sampling; 

week 2- activity sampling undertaken by PCo managers (we will not go to 
the lengths of rated activity sampling as in the pilot); 

week 3- analyse activity sample and set objectives for the rest of the 
course: - 

performance and unit cost objectives, set against the backdrop of 
achievable performance gains and likely traffic Liovements; 

operational objectives (e. g. following up problen. z identified in 
the activity sample); 

personal objectives for the managers on the course; 

weeks 5-7 - on-the-job counselling for PCO managers. 

up to two further weeks follow-up as necessary. 

4. The above would apply te-, a group of 25 managers or so but would need. to be 

varied according to the analysis undertaken in week 3. Weeks 1 and 2 would 
involve 2 Harry Mitchell tutors, the remaining weeks being done by just 
one. I am anxious that each individual course is undertaken on a project 
basis with clear objectives being set at the week 3 analysis stage and 
monitoring both during the subsequent duration of the course and after the 
Harry Mitchell people have left. 

pfmmphl9. sep 



5. On the above basis, a course for a group of 25 PCO managers would take some 
11 man weeks of HMC tutor time, at a cost of around E15K plus VAT. Given 
the very promising prospects of a good financial return, you were keen to 
support the course and could provide budgetary cover in this year and next: 
I guess the commitment is for around E60K in 90/91 and around E150K in 
91/2: the exact figures will be clearer when Tony Carter sends in his 

proposals. 

6. It will generally be necessary to run a PBIS refresher course (the 3 day 
Harry Mitchell course already developed) to precede the main course, and 
for Mick Flack's production control system to be in place before the HMC 

people move in. So that we can get going quickly, you are happy to pick up 
any*NEBSS linkages after the performance improvement course had run its 

course, rather than try to integrate them at the same time. 

7. We discussed various options of the PCOs where we might start first: 
Redhill is the favourite and subsequent discussions suggest Newcastle and 
Bristol. 

8. Please let me know if I have got anything wrong: Tony Carter will send you 
his proposal and I would aim to start the ball rolling hopefully when the 
HMC tutors, Jim Neilson and John/Fkelder, are available in November. 

cl, ý P MARROW 

pfmmphl9. sep 
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: Feptzmiliýr ! C-90 From: Andrew Taylor 

j. f, 'G PDC - PRODUCTIVITY IMPROVEMENT PRO-ji",: T RE I 

At týit- mceting with Tony Carter on 19 Septer, b*r yo,,, r, 5! Ked me 
,. o let you have my "anecdotal" view of th. -, 1ý'Wf tl', i, 
prn-ject run by Harry Mitchell College. lhtlýe 

W; -,;,, c ý- e 

Is wl-iat , cu u, e looking for, if not please. I-, 
.I..! 

know. 

1) 
ANDREW TAYLOR 



PRODUCTIVITY IMPROVEMENT TRAINING PROJECT - 'PILOT' 

READING FDC - 30 APRIL -3 AUGUST 1990 

The project formed part of a larger Management Development and 
Productivity Improvement Package trialled at Reading. The othei, 
parts -invc'Lved: - 

a) ali acting, first line and second line managers taking the 
NEBSS Introductory Certificate. 

b) the introduction of the Enhanced Production Control System. 

C) Self Organised learning, a method, developed by the Centre 
for the Study of Human Learning at Brunel University, for helping 
individuals and groups to establish their own learning needs and 
to accept responsibility for meeting them. 

As f =-, as possible the parts of the package were integrated and 
all those responsible for delivering the different par"; s 
highlighted the inter-relationships. In the light of -this it is 
not poss-libla to wholly attribute any benefits that have besn 
gaine-f to any rlm- part. 

a pre-requisite of undertaking a project like thiý- JJ-- an T tt, i. 
cucc-, ptance itat we have a responsibility to help our s-.; bordinates 

to devejop and acquire the necessary job skills and Ciat v; - shoul-ý 

r-o-t (lL-=T2&s:, tflem as iMcompetant if we have not done so. Tý:, -, f 

successful sich projects require commitment and suppo. -t from tnose 

rt-z-jcrF; *-le 
--^O-r 

the managerial unit. 

Turnint; --.:, '--he outcorne of the project and in particular th*-, ber'eJ'3.! C, - 
from the !, rcdu,; ti,., 4. ty- Improvement element, there is gcod statistical 

falling traffic levels as we thn 

summer trough, thc managers achieved a much better al ignmient Cf hours 

to traffic. In July and August P2 productivity in Reading was 18-19% 
higher than the year before. Other benefits were: 

a) 'fhrough undertaking their own activity sample of the offica 
t, sley -; Gentifted atid more readily accepted where produe"Civil- c ". Yc 
be imp,. coved. 

b) skill to carry out activity samples whic; h 

th" usa in the future. 

(. ) ', Tr., -y gaired an increased understanding of PBIS arv! the s--Ops for 

r, witc. j,. j. -g , ours bt! tv: -3zn direct and necessary indire'ý--% worrk ps a w;:,. v 

Thr-y bt: gan to give greater thought to staffing and overt- -4 " 4ne 
scheduli: ig d-eci-tions and to their likely impact on subsr-. queent 
4; hlfts. 



e) A demand for greater delegation of authority: 
Shift Managers wanting the authority 'to decide the hours 
they require, rather than the 'book room' or the Operations 
Manager and PEsD demanding to be left to control their 
work area without direct interference from above.; 

f) An acceptance of e) particularly by Shift Managers, and the 
development by the PEs of a scheme to group themselves into 
shift teams so that better understanding and performance can 
be achieved. 

g) Proposals I whieh have been adopted, from the PEs to change 
their duties to better align them to the work needs of the 
office. 

4 Finally underlying all the above benefits is a definite increase 
in confidence and morale. The Managers have tried new approacheS 
to prolUems and found they worked, have realised that they have 
got managerial skills and that they can successfully influence 
performance. Furthermore and, really for the first tim-ý in 
Reading, they feel that somebody has recognised their importance 
and hEs been prepared to invest in them. 

A TDREW P. YLOJR 

1990 
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To: Pat Hedges 
Andrew Taylor 

From: Paul Farrow 

Copy: Ron Lloyd 

z 4( Date: #4-@-January 1991 

Subject: PRODUCTIVITY IMPROVEMENT TRAINING AT READING PDC: CONCLUSIONS 

I said I would drop you a note about the conclusions we reached about the value 
Of the Harry Mitchell course at Reading and the lessons to be learnt in future 
exercises. 

The main course had been held between 30 April and 3 August. The response at 
that time had been encouraging: against a declining traffic profile, unit costs 
had been contained and your note of 21 September pointed to a number of other 
significant benefits. 

However, the events surrounding the Southampton concentration appeared to have 
blown the project off course. Specifically: - 

the concentration had been delayed into the pressure period, the consequent 
operational disruption had meant that absolute priority had been given to 
restoration of service rather than maximising the cost/saving potential at 
Reading, 

"Black Book" values had become out of date and, with the operational 
disruption, the production control system had been suspended. 

130hn Fielder's report had identified areas where the lessons learnt during the 
Original course had proved to be valuable in terms of the ability of PDC 
Management to react to the operational disruptions. Nevertheless, some of the 
basic performance control measures had fallen by the wayside: John pointed to 
Substantial over-staffing in the chute hall, a symptom of the amount of 
insurance taken out as a safeguard against further service failures. He had 
also identified reluctance on the part of your Operations manager to undertake 
basic 

staff hour recording systems. 

Against this it was necessary to recognise that, once the basic service 
teliability had been restored towards the end of the pressure period, Reading 
Was operating at a performance approaching the 8OBSI mark and handling over 
700,000 items a week, some 15% above the performance of last year and achieving 

capacity increase of 70%: The main prize, the network savings from the 
'ýIosure of Southampton PCO had effectively been achieved. While poor 
Performance in the chute hall area had contributed to additional costs at 
'ýeading, this, by itself, had not inhibited the overall capacity of the unit. 

00, 



In terms of getting the original performance improvement aims back on course- 

new "Black Book" values would shortly be issued; 

the production control system will be updated accordingly; 

you will ensure the application of the performance control system at all 
levels throughout the PCO; 

you are confident that the target performance of 90BSI could now be reached 
by the end of March 1991 whilst maintaining quality standards. 

Until a production control system has settled down again and we can assess the 
Prospects of attaining the target performance, it is a bit premature to sign off 
the project. However, we discussed a number of very useful pointers to ensuring 
Success in other applications and I attach a list of my first thoughts. Please 
Come back to me if you disagree with anything above or have anything to add to 
the list. 

Paul Farrow 
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PRODUCTIVITY IMPROVEMENT TRAINING 

Guidelines for PDC Managers 

1 The Productivity Improvement Training Course represents a substantial 
investment, both in terms of the expense of external training consultants 
and the time and effort of PDC Management. It needs to be treated as an 
investment project. It is structured so that, at the end of the first 
three weeks of involvement, specific project objectives can be set in three 
areas: - 

performance improvement - to be quantified in BSI terms, along with 
other potential savings and timescales for realisation; 

specific projects aimed at improving service and performance; 

personnel development plans, aimed at identifying the development 
needs of individual PDC managers. 

2. 

3. 

At the three week review stage, in addition to quantified savings and their 
recovery timescale, the cost of the course will be quantified and the 
overall payback assessed. 

In deciding whether to proceed, the achievability of savings needs to be 
coolly assessed. What are the blockages to achievement? 

At the end of the course will all key management personnel operate the 
production control and associated systems effectively? If not, what 
development action is possible to remove blockages? 

will supporting systems - in particular PBIS values and Enhanced 
Production Controls - be up to date and maintained, including the 

effect of any operational changes? 

Can clear personal objectives be set throughout the management 
structure to encompass the overall objective of the course? 

will projected traffic level sustain planned productivity improvement? 
What contingencies are available if the traffic falls? 

4. 

6. 

If the course proceeds beyond the initial three week review period, the PDC 

Manager must accept accountability for ultimate delivery of financial 
targets, against Cost Of HMC staff. 

During the formal course, HMC staff will need support from key PDC 

management personnel: - 

supporting training; 

reviewing progress of course against objectives and sounding alarms if 

progress is off course. 

001 



7. More important is sustaining impetus once HMC staff have left. To avoid 
the "flavour of the month" syndrome, what regular procedures will be 
initiated: - 

to ensure control procedures are applied on a daily basis (PDC Manager 
to hold daily review sessions with key staff? ); 

sustaining key messages identified by HMC tutors and PDC management 
during course; 

continuous monitoring of achievement against course objectives? 

001 
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THE SUPER SERIES 
Cýc v (Z., 0 C-L 

-ý-i 
, 
PRINCIPLES AND PRACTICE 
OF SUPERVISION 

100 Needs and Rewards 
101 Enriching Work 
102 Workteams 

,, 1103 Team Leading 
104 Leading Change 
105 Organisation Systems 
106 Supervising in the System 
107 Supervising with Authority 
108 Solving Problerns* 
109 Taking Decisions 
110 Delegation* 

TECHNICAL ASPECTS OF 
SUPERVISION 

200 Looking at Figures 
202 Using Graphs 
203 Method Study 
204 Easy Statistics 
205 Quality Control 
206 Introduction to Information Technology* 
207 Controlling Output 
208 Value Analysis 
209 Quality Circles 
210 Computers 
211 Stores Control 
212 Managing Time 
213 Descriptive Statistics 
214 Efficiency in the Office* 
215 Supervisors and Marketing 

COMMUNICATION 

1300 Communicating 
301 Speaking Skills 
302 Writing Skills 
303 Communication Systems 
304 Orders and Instructions 
305 Project Preparation 
306 Interviewing* 
307 Meetings* 

ECONOMIC AND 
FINANCIAL ASPECTS 

- Z) r-, L- 

400 Accounting for Money 
ý 401 Control via Budgets 

402 Cost Reduction 
403 Wage Payment Systems 
404 The National Economy 
405 Cost Centres 

INDUSTRIAL RELATIONS 

*1"500 Training Plans 
501 Training Sessions 
502 Discipline and the Law 

v'504 Health and Safety 
505 Industrial Relations 
506 Equality at Work 
507 Hiring People 

in Action 

vý 508 Supervising and the Law 

*Additions to the original 42 Super Series Units. 
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Supervisors are by definition leaders and decision makers. 
The quality of your decisions as a supervisor is probably the 
most significant factor in determining your success and that of 
your team. 

It's all too easy to make rash and thoughtless decisions, but less 
easy to live with the consequences. In this unit we will concentrate, 
therefore, on developing a strategy for thoughtful, well-informed 
decisions. 

Before you start work on this unit, listen carefully to Side one of the 
audio cassette which sets the scene for your examination of Taking 
Decisions. 

In this unit we will: 
" discuss how decisions are made; 

" develop a systematic step-by-step process for making decisions; 

" describe ways in which problems and desired outcomes can be 
defined; 

0 consider how well-informed decision makers can make the best 
choice between options; 

0 look at the implementation of decisions. 

Objectives 

When you have worked through this unit you will be better able to: 

" take a systematic, thoughtful approach to making decisions; 

" understand how good and bad decisions are made; 

" choose between options by careful analysis of their possible 
consequences; 

" implement your decisions and learn from your mistakes. 

i 



Unit objectives 
Supervisors at work have responsibilities for health and safety: 

as individual employees, in taking steps to ensure the safety of 
themselves and others; 

as representatives of management, in implementing the employer's 
policies and procedures; and 

as team leaders, in helping to ensure that their members take d 
positive attitude towards health and safety. 

In this unit, we will examine a number of aspects of health and 
safety, particularly from the supervisor's viewpoint. 
Before you start work on this unit, listen carefully to Side one of the 
audio cassette, which sets the scene for your examination of Health 
and Safety. 

In this unit we will: 

0 consider the importance and the impact of health and safety 
issues on the working environment; 

0 look at the responsibilities and duties of people in making and 
maintaining safe and healthy places of work; 

0 examine the law related to health and safety; 

0 investigate the role of the supervisor. 

Objectives 

When you have worked through this unit you will be better able to: 

0 recognize the impact of health problems and accidents on working 
life, and the importance of taking steps to minimize them; 

0 explain your duties and responsibilities, and those of your team 
members, in health and safety matters; 

0 identify the most important legislation related to health and safety 
and explain the duties imposed by the law on everyone at work; 

0 play an active part in helping the people in your workplace to 
remain safe and healthy. 

ui11 
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Unit objectives 

I 

This unit is concerned with how you, as a supervisor, can develop 
the authority you have, and use it effectively. 
Before you start work on this unit, listen carefully to Side one of the 
accompanying audio cassette which sets the scene for your 
examination of Supervising with Authority. 

Lium 

In this unit we will: 

" explain the relationship between authority, power and 
responsibility; 

" discuss the various kinds of authority in the workplace, and how 
each is derived; 

9 describe how the authority of the team leader can be reinforced 
through the techniques of sound leadership; 

0 set out some guidelines on the application of authority to achieve 
and implement effective decisions. 

Unit objectives 
When you have worked through this unit you will be better able to: 

" explain what authority is, and how it relates to power and 
responsibility within a work organization; 

" identify how authority is established and used in your workplace; 
" distinguish between different kinds of authority; 
" use your authority effectively to the benefit of the team and the 

organization. 



Unit objectives 
Team leaders are special people. They have the key task of making 
things happen -of implementing the plans of higher management by 
organizing and motivating the teams they represent 
What we will try to do in this unit is to examine ways in which you, 
as a team leader, can improve your leadership skills and techniques, 
and so become more effective. 
Before you start work on this unit, listen carefully to Side one of the 
accompanying audio cassette which sets the scene for your 
examination of Team Leading. 

in this unit we wiH: 

" look at the role of the team leader in the organization; 
" examine and analyse the management aspects of team leading; 
" identify the qualities and attributes of a good leader; 

" discuss the formation and development of a team. 

Objectives 

When you have worked through this unit you will be better able to: 

" identify your role in the organization and your relationship with 
others; 

" recognize and develop the management skills you need to lead a 
team; 

" assess your own leadership qualities and potential-, 
" lead your team effectively. 



UNIT OBJECTIVES 

As supervisor, you have responsibilities, some to do with your own behaviour, and others to 
do with the behaviour of your workteam. 

The purpose of this unit is to look at your responsibility for training at the work place. We 
consider the importance of training in that it affects quality, output and safety as well as other 
features of work. 

The unit covers some common problems we all face at work and shows how a planned 
approach can be used to help you meet your responsibilities. 

IN THIS UNIT WE WILL: 

" Develop a planned structure for training; 

" emphasise the practical approach in identifying training needs and in preparing suitable 
plans to meet these needs, 

" help you to be an effective trainer - whether the training task is small or large; 

0 consider the contribution that the training you do makes to the efficiency of the 
organisation as a whole. 

Before you continue through the unit, you should now listen to Side I of the audio tape that 
accompanies the unit. You will find it useful if you refer to the unit objectives shown below 
whilst you listen to the tape. You may wish to make the objectives clearer to yourself by 
making a note or two on the page as you listen. 

OBJECTIVES 

When you have worked through this unit you wilf be BETTER ABLE to: 

" Understand the contribution that training can make to your worktcam and their output; 

" describe the FOUR stages of a planned approach to training; 

" write clear and measurable training objectives; 

" choose suitable methods to train your worktearn. 

ix 



Unit objectives 
You are largely responsible for the behaviour and productivity of 
your workteam. So whatever your job involves, you will achieve 
results through communicating. 
Ms unit shows that this seemingly simple activity which we 
undertake every day deserves our attention as much as any other 
aspect of supervision. Good communication means being effective at 
translating ideas into a message which can be understood correctly 
by another person and then acted upon. It also means being an 
attentive listener so that you can interpret other people's messages 
accurately. 

In this unit we wM: 
0 work out why communication is so important-, 

9 think about what is involved in the communication process; 

0 look at how to plan communications; 

0 examine the actual skills involved in communicating effectively in 
speech and writing, in the way we behave and in listening. 

Before you start work on this unit, listen carefiffly to Side one of the 
audio cassette, which sets the scene for your examination of 
communicating. 

Objectives 

When you have worked through this unit you will be better able to: 

9 identify the benefits to you of being a good communicator; 

0 design your communication to achieve the results you want; 

9 communicate more effectively in speech, writing and behaviour, 

0 listen effectively. 

. W-'" 
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BRIEF HISTORY: 
The Post Off ice became a state corporation or nationalised industry - in 
1969, after 200 years as a Government Department. In 1981 British Telecom 
left to become a business in its own right, and four years later Girobank 
became a limited company within the Corporation. In 1986 the remainder of 
the Post Office restructured into three product based Businesses - Letters, 
Parcels and Counters - supported by Corporate and central service 
departments. 

Rqyýl Mail Parcelforce was launched on 27 February 1990. The Parcelforce 
mission statement for the new business declared: - 

'Through successful partnership Parcelforce is our customers' first choice for 
worldwide distribution. 
Making the connection between our customers and theirs work every time, all 
of us are committed to the success of Parcelforce as a quality company. ' 

This would be achieved by: - 
Getting it right first time, every time. By working in partnership with our 
colleagues as well as our customers. By looking as efficient as we are. By 
dealing with everyone as a customer, different departments, different locations, 
serving those who depend on us inside our business as well as those outside. 

Clearly, from the history of the business, it would be a major task to move the 
established workforce towards the approach to working reflected in the mission 
statement. This was part of the challenge to be addressed in the project 
described. 

OUTLINE OF PARCELFORCE SERVICES: 
The Parcelforce product range offers the customer parcel collection and 
delivery services to rneet their needs in terms of speed of transit and cost. 
The range extends from 'same day' delivery for datapost. contract customers, 
through a range of timed delivery services to the economical standard service 
which has a three day cycle. 

THE CHALLENGE FOR PARCELFORCE: 
The distribution industry is highly competitive. Effective performance and 
responsiveness to change is vital to survival. This entry demonstrates how 
well structured training can contribute to improved job performance and how 
appropriate evaluation can indicate what is needed for future success. 



IDENTIFYING THE NEED: 

The new business identity, launched in February 1990, called for more than an 
improvement in performance, it called for what amounted to a cultural change. 
To meet the challenge of a competitive market and to deliver the requirements 
of a 'quality' organisation called, for major change in the approach being 
adopted at the major parcel sorting and distribution centres. The Reading 
distribution centre, the subject of this -submission, was no exception. 

Further, the business needed to rationalise the number of major 'hubs' in the 
system. The Southampton parcel distribution centre would need to close and 
the Reading distribution centre would need to deal with the additional parcel 
traffic which would result from the closure. The product of these two 
organisational developments was a need for improved performance in a range 
of areas, from the workforce at Reading. 

PLANNING THE TRAINING: 

The Reading distribution centre manager recognised the size of the challenge 
facing him and his workforce. Parcel traffic would increase by 75%, a new 
range of destinations would need to be catered for. There would be an 
opportunity to improve performance following'the increased parcel flow, but 
this should not be at the expense of the service quality standards required to 
match customer expectations. 

The manager called in the training department and a plan was developed 
jointly to meet his needs. 

OPTIONS CONSIDERED: 

It was decided that to deliver the major change in performance which was 
required for a successful transfer of the Southampton work to Reading an 
integrated programme of managemenVstaff development would be needed. 

A productivity raising scheme alone would not be sufficient. it would be 
necessary to prepare the management team with a range of skills and the 
confidence to address future change with an understanding of how best to find 
solutions to the problems change would bring. 



THE PLAN: 
The focus of the training programme would be on the first and second line 
managers in the Reading office. They would all be involved. They would all 
undertake a three month supported distance learning programme leading to 
the National Examination Board for Supervisory Management, (NEBSIVI), 
Introductory Certificate. 

During the three months NEBSM study they would also be trained in the 
fundamentals of productivity measurement and coached, at work, to 
encourage them to put their learning into practice. 

Both during and after the NEBSM study, to help the group to gain an 
understanding of their individual learning processes and to encourage them to 
apply the processes in new situations, they would receive individual tuition 
and coaching in the concepts and practice of self organised learning(SOL). 
The objective of this element of the programme was increased individual 
confidence and competence to deal effectively with future change, through the 
application of processes which they have learned to be effective for them. 

SHORT TERM/LONG TERM OUTCOMES: 
The extensive nature of the development programme dictated that the benefits 
would take time to become evident. The organisational change dictated that 
long term performance improvement be achieved. 

METHODS OF EVALUATION: 
Where possible the measures would be objective. Some of the measures 
would be provided from existing weekly/monthly monitors of business 
performance. These would provide an objective measure of productivity, 
quality of service, overtime hours granted to deal with pressure of work, and 
the unit cost of moving parcels through the Reading office. 

In addition to these measures, repertory grid analysis would be used to guage 
the development of individual insights into teamwork and leadership. 

A photographic record was made of the physical appearance of the centre. 

At regular intervals and following all the workshop days delegate views were 
sought and considered, to provide a measure of their'customer satisfaction. 



WHO AND WHAT DID THE TRAINING PROGRAMME INVOLVE: 
The full group of first and second line managers were included in the training. 
The four days of workshops which supported the distance learning manage- 
ment development material were completed on a rolling programme, to ensure 
that there was no disruption to the work of the distribution centre. 

The standards set by NEBSM, the accrediting body for the introductory 
certification, did not match the higher standard demanded by Parcelforce. By 
working closely with Thames Valley College a higher standard was set for the 
work related assignments than would normally be expected. 

The workshops included special attention to the development of teamworking 
and team leadership skills. The objective was to introduce to the office a 
common language for debriefing teamworking difficulties. The award winning 
generic training material contained in the interactive video 'Effective 
Teamwork! was employed to promote the desired learning. 

The interactive video had been developed during 1989/90 by a team which 
included a subject matter expert from Parcelforce, for use on just such a 
project. 

The effectiveness of the training was established in two ways. The package 
has its own test of understanding, which everyone had to pass. Also, at 
regular intervals before, after and twice since the training the delegates have 
completed reperto% grids. The grids were developed to measure change in 

t the perceptions of te individual delegates over the period. 

The grids confirmed that the delegates were moving closer to the teamworking 
perceptions desired by Parcelforce. However, the grids also revealed that they 
were having difficulty with an appropriate 'construction for effective team 
leadership. This information, coupled with progress reports on the productivity 
raising element of the training rogramme, confirmed that special action would 
be needed to overcome the difliculty the evaluation had objectively revealed. 

The productivity training and associated counselling also confirmed that further 
help would be needed to achieve the desired improved level of productivity 
performance. The opportunities associated with the increased parcel traffic 
evels which would result from the Southampton closure would need to be 
maximised, the evaluation of this part of the programme called for an extention 
to the training and counselling to achieve the required performance 
improvement. 



THE BENEFITS TO PARCELFORCE: 
The Reading project started in April of 1990. It was originally scheduled to be 
completed within three to four months. The detailed evaluation of the 
programme revealed that further work would be needed to achieve the desired 
outcomes. 

Despite the fact that the project continues with an extended range of outcomes 
it is possible to measure the progress made to date. 

1. All the delegates completed their NEBSM programmes at the higher 
standards set by Parcelforce and Thames Valley College. Many of them 
volunteered to continue their studies to attain full certification and they are 
currently engaged in a supported distance learning programme to that end. 

The centre manager has identified a 10% -15% managerial performance 
improvement in the annual appraisal round. He was especially happy with the 
group decision to form into teams to manage the centre more effectively and 
their commitment to making a success of the changes. 

2. The Reading centre now handles 75% more parcel traffic than it did within 
the same premises twelve months ago. 

3. The BSI measure of the performance of the centre shows a ten point 
improvement over the twelve month period since the start of the project. The 
performance has moved f rorn the low 70's to the low 80's, a 14% 
improvement, with signs of further improvement within reach. 

4. The unit cost of moving a parcel through the Reading centre has reduced 
over the twelve month by 33%. With a 10% reduction in the percentage of 
pressure overtime hours included in the calculation. 

5. The process of SOL continues to be a valuable tool for encouraging 
communication within the management team. 

The improved performance statistics speak for themselves. The range of 
outcomes that were planned and delivered make this a very special training 
exercise. The detailed evaluation of progress towards the desired outcomes 
enabled adjustments to be made where a need was identified. Of particular 
significance was the identification of action needed in relation to leadership at 
the centre. Early voluntary retirement provided the appropriate solution where 
an experienced manager found the cultural changes difficult to accommodate. 



THE READING PROJECT AND PARCELFORCE FUTURE PLANS: 

The Reading project has confirmed the valuable contribution that a well 
planned training programme can make to improvements in job performance. 
The cultural changes required by Parcelforce for success in a competetive 
market are needed throughout the country. The project at Reading can be 
largely duplicated in other parts of the country, with appropriate adjustments to 
cater for local needs. 

Since the start of the Reading project, Parcelforce has made the 
achievement of the NEBSM introductory certificate a mandatory requirement 
for all newly promoted managers, prior to their confirmation in post. 

Certification of competence is not limited to the first and second line 
operational managers. Special City & Guilds schemes have been designed for 
the major groups of basic grade workers in Parcelforce. The NCVQ guidlines 
have been followed in the design of the schemes. All new appointees must 
prove their competence on their scheme before they can be confirmed in post. 
Established staff are also encouraged to seek certification through the 
schemes. 

Managers who work in administrative environments are encouraged to 
complete the Certificate in Management Studies (CMS) programme. For 
newly appointed people the introductory CIVIS certificate is a mandatory 
requirement prior to confirmation in post. 

Higher managers are encouraged to undertake the Diploma In Management 
Studies special introductory certificate scheme. There are also limited 
opportunities to pursue a Masters in Business Administration if this is 
appropriate. Experienced managers will soon have the opportunity to 
demonstrate their continued competence through the Accreditation of Prior 
Learning (APL) process. 'Crediting Competence' will have an increasing part 
to play in the repertoire of performance improvement strategies employed by 
Parcelforce. 

SUMMARY: 

The Reading project has demonstrated that an integrated programme can 
achieve a range of performance enhancements. The detailed evaluation has 
confirmed that the investment in training has been cost effective and has 
contributed to the improved future profitability of Parcelforce in a fiercely 
competetive environment. 
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To: Peter Davies Copy: Sheila Harri-Augstein 
Peter Hood Martin Lewis 
Nigel Hodgson John Fielder 
Alan Dart Jim Neilson 

ýý 

Dave Mathews 
Ray Workman 
Gordon Swanborough 
Peter Lovegrove 
Dave James 

From: Andrew Taylor 

SELF ORGANISED LEARNING 

2-! ý' May 1990 

In discussion with Sheila, I have agreed a programme of dates when CSHL 
will be at the Distribution Centre for individual and/or group SOL 
activities. As some of you may know Laurie and Sheila are going to 
Australia for July and August. This does not, however, mean we shall 
be "abandoned" for that period because we shall be receiving support 
from one of their associates, Ian Webb, who will probably be joined by 
a further associate later. I have 

, 
set out the dates below, and I have 

also indicated whether specific people are required to attend. On those 
occasions categorised as "General", the CSHL representative(s) will be 
seeking to hold Learning Conversations of 30 minutes to an hour with any 
of us who are available unless as things develop more specific 
arrangements are made. It may also be that as things develop PElDsand 
Traffic Managers will become involved. The "All Day" sessions will 
generally begin at about 10.00 am. 

Date Time CSHL Rep(s) Those to Attend 

30 May All day Ian Individual sessions with 
Peter Davies, Nigel Hodgson, 
Gordon Swanbotough 

6 June All day Laurie & Individual sessions with 
Sheila 

13 June 1400 

Andrew Taylor and 
Peter Wood 

Laurie, Sheila Performance Measurement follow-uP 
Ian 

15 June 1400 Laurie, Sheila 
-f f4 &T-0. a- , 

18 June All day Ian 

29 June All day Laurie, Sheila 
& Ian 

4 July All day Ian 

12 July All day Ian 

meeting - if possible all to 
attend 

Meeting on staff appraisal 
if possible all to attend 

General 

Peter Davies & Peter Hood 

General to include some 
involvement with NEBSS Workshops 

General 

continued/ 



Date Time CSHL Rep(s) Those to Attend 

20 July All day Ian General 

1 August All day Ian General to include some 
involvement with NEBSS Workshop 

10 August All day Ian General 

17 August All day Ian General 

24 August All day Ian General 

10 Sept. All day Laurie, Sheila Andrew Taylor - am. Pm - meeting 
& Ian for all to attend to review 

overall progress of project 

Please make a note of these dates or keep this paper handy. I hope 
that all of you who have had contact with Laurie and Sheila will agree 
that they are providing us with a wonderful opportunity for personal 
and team development and that to waste this by not taking every chance 
to be involved would be wrong; please make yourselves available to the 
greatest extent possible. 

ANDREW TAYLOR 
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Th: Peter Davies 
Peter Hood 
Nigel Hodgson 
Alan Dart 
Dave Matthews 
Ray Ubrlcman 
Gordon Swanborough 
Peter Lovegrove 
Dave James 

From: Andrew Taylor 

SEMF ORGANISED LF2UNMG 

Copy: Sheila Harri-Amgstein 
tbxtin Tewis 
John Fielder 
Jim Neilson 

ý, -O June 1990 

As those of you who were at the meeting on Friday 15 June will Javx%T, No. -man 
Chell has now joined the CSHL team who will be supporting the introduction c1l 
SOL in Reading. This means the list of dates in my ntinutt- of 25 Mav h, ýs b---er: 
revised and riow reads as follows: 

Date Time CSHL Rep(s) Those to Attend 

29 June All day 

4 July All day 

11 July All day 

12 July All day 

20 July All day 

25 July All day 

1 August All day 

10 August All day 

15 August All day 

17 August All day 

24 August All day 

29 August All day 

10 Sept. All day 

12 Sept - All day 

Laurie & Sheila Peter Davies & P(--t(----r Hood 
Ian Dave James - AM 

Ian & Norman 

Nomian 

Ian 

Ian 

Norman 

Ian & Nonnan 

Ian 

Norman 

Ian 

Ian 

Norman 

Laurie, Sheila 
Ian 

Nonnan 

General to include sare 
involvemmt with NEBSS 

General 

General 

General 

General 

General to include vm-e 
involvemnt with NEBSS 
Workshops 

General 

General 

General 

General 

General 

and AM - Andrew Taylor 
PM - meeting for all to attend 
to review overall progress of 
project. 
General 

ANDREW TAYDOR 
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, 0: Peter Hood cc: Jim Nielsen 
Peter Davies Laurie Thomas 
Alan Dart Martin Lewis 
Dave Matthews Nigel Hodgson 
Peter Lovegrove 
Gordon Swanborough 

From: Andrew Taylor 10th May 1990 

SELF ORGANISED LEARNING - 

In my conversations with Laurie Thomas and Sheila Harri-Augsten, I have identified 
the area of performance measurement as one in which we probably do not all share 
a common team view. 

However, if we are to measure any improvements that result from all the activity 
on which we have now embarked, this is clearly a very important area. 

In the light of this I have set up a meeting for 2.00pm for about two hours on 
Wednesday 16 May in Conference Room: H for us all to consider this issue with the 
assistance of Laurie and/or Sheila. With the exception of Ray who is on nights 
and whilst welcome to attend may not feel able to do so, I would expect all of 
you to be present. 

4). 

ANDREW TAYLOR 
Parcels Manager 
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To: Peter Hood 
Nigel Hodgson 

From: Andrew Taylor 1-0 August 1990 

SOL: - CONTROL ROOM 

Further to our conversation about whether or not Control Room PEsD 
should override the computer, the same topic came up today in a 
chat I had with Ian Webb. Apparently in a learning conversation 
With Dominic Kelly they had discussed this and Dominic undertook 
to give further thought to how he did the Control PED job. I 
have suggested to Ian that when he is next here on Friday 17 
August we try to set up a small meeting between some PEsD who 
do Control and the Engineers (Nigel and Dave Barlow perhaps) 
to see if agreement cannot be reached on what is the requirement 
for controlling the flow of parcels and how best this can be met 
- manual or computer. Luch time or early afternoon seems 
appropriate. 

Can I leave you to try to set up such a meeting? 

ANDREW TAYLOR 



To: Peter Davies cc: DM 
Peter Hood DPIRM 
Nigel Hodgson 
Alan Dart 
Dave Matthews 
Ray Workman 
Peter Lovegrove ýjd September 1990 

SELF ORGANISED LEARNING - THE WAY FORWARD 

I think the time spent with us by our friends from Brunel University 
left a definite and positive effect and the belief that Self Organised 
Learning could be of great benefit. But now that Laurie, Sheila, Ian 
and Norman have moved on, how do we build on what they left behind and 
make SOL an integral part of how we manage Reading PDC? I think I can 
see a way forward which will require a lot of committment and hard work 
from all of us. Read what I have got to say and then make up your own 
mind whether you support my approach or not. 

What I have in mind is based on what I believe has already been produced 
by SOL. I think we have agreed that: 

- appraisal, or feedback for learning as Brunel would call it, 
is essential to improving performance. 

- annual appraisal is totally inadequate and that it should be 
a more regular ongoing feature. 

- performance needs to be measured if it is to be appraised or 
used as feedback for learning. 

- appraisal needs to be consistent which points to the same 
people being involved and has lead to the creation of shift 
teams very much at your suggestion. 
managers need to be given the freedom to manage their work 
area with the appropriate delegated authority, monitoring the 
use of which becomes part of the performance measurement and 
feedback for learning. 
The Production Control System is one, very important, means of 
measuring performance which can be used for feedback for learning. 

With the creation of the Shift Teams on the introduction of the new 
manager's duties on 1 October, all of us are members of teams and, 
except Pete Lovegrove, team leaders. 

continued/ 



For the record the teams are: - 

TEAM LEADER: Andrew Taylor Peter Davies Peter Hood Nigel Hodgson 

Peter Davies Dennis McGuiness Alan Dart Dave Barlow 
Peter Hood George Cripps Dave Matthews the Engineers 
Nigel Hodgson Trevor Flight Ray Workman 
Pete Lovegrove Peter Buckler Dave James 

TEAM LEADER: Alan Dart Dave Matthews Ray Workman 
John Steadman Jim Wharton Peter Price 
Ian Coles Martin Topping Bob Broom 
AN Other Dominic Kelly AN Other 

Outside these teams, at present, are the two reserve PED duties and the 
Acting List, and I know some of you advocate linking these to specific 
shift teams, an idea which I certainly support in principle. If each 
Team Leader accepts responsibility for helping his team, as a'group and 
as individuals, to learn and develop, we should all become SOL coaches. 
Carrying out this responsibility will need to be structurea with regular 
group and individual learning conversations and with documented learning 
contracts. There will also be scope for learning across teams such as that 
involving PED and Engineers on improving the operation of Control. I can 
think of other topics-which would benefit from the latter approach, e. g. 
office cleanliness and tidiness. 

As well as accepting responsibility for coaching our teams we have to be 
prepared to create the opportunities for individuals and groups to learn 
and develop their ideas for improving performance. This will need us to 
avoid finding reasons why things cannot be done, we must seek ways of 
ensuring that they can. 

In summary, I want to establish a structure, mainly based on the teamso of 
regular group and individual sessions which lead to development, progress 
and improved performance. Are you with me and canW, e do it? 

ANDREW TAYLOR 
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Mrs Pat IfedgeG 
Personnel & Industrial Relations DCPCZLInent 
Royal Mail Pzrcal Force Headquarters 
Solaris Court 
Davy Aveime 
&now. Le II;. II 
MLLTUN KEYN6b XK5 8P? 

Ucar Pat, 

8 Noveaiber 1990 

Following upon our recent interesting discussions concerrLnz 
the-isynergiattc role of S-O-L within. your PaxceL Force 
'competence development' programme, we have now iormu-'ated 
a drutt prupusal. This builds on our six wontlib S-O-L 
activities at Winnersh and on the feedback uttered ljy Andrew 
laylox: aud his tealu, as well as by yourself. We have borne 
in =nd the folLoWing tour agreed needu; - 

I. S-V-L skilLs LupuL for the seven recentLy formea 
'dedicated' xanagaiacaL te-ams at Winnersh. 

2. lntcgrating a Learning Coaversation approachz- 

a) As part of the action-orientated 
NEDS Assignments - simplified witilin the formal; Of 
the Personai Learniný Contract or coimnLtmetit 

bY ar. part of the Harry Mitchell College Wor 
,k 

Study 
based lcouusellingl GC&Gions, coticentrat. Lag oil 
the Process-Supeort-and-Referent bxaglogucs' 
for retiection and review oL performance. 

3. jr, viting users (itidividuaLs and teatus) to approach the 
Post ()tticc UPPS simulator krecently installed at Winnersh) 
as a resource ior enhanci. n& their icarning skills, Iience 
becoming more ada2tive and innovative on-Gie-job, 

4. Art on&Olug 66rIes of S-O-L meetiligs Litvoiving seuior 

_jo 
! Lian e managers i. e Parcelb flanagers focusiag on learnj!, 

j% 
c1l, Ente in their offices) thus cre4ting a more dynamic and 
productive work ei; viroument. 
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We recognise chat the titue schedule for these four 
interlinked CSHL initiatives would need to be synchronised 
with the rest ot your 'Training Package' and must also take 
into account the organisational changes currently taking 
place at Parcel Force. However, we need to arrive at a 
mutually convenient S-0-1, action plan which would enabLe us 
to commit staff including ourselves to the project early 
next year. 

We iook forward Lo receive your raacLiou to Lhis ciraft 
proposal as soon as possible, so that we can then retine it 
into an appropriate form for your contracts department. 

My best wishes, 

Yours sincerely 

Sheila Liarri-Augsteiti 



Pýoposal for a CSRL-PARCEL FORCE Self-Organised Learning 
Programme for Promoting Managerial Eftectiveness 

son-the-Job' 

Individuals, teams on office and an organisation as a whole 
need to become more skillful at managing change. To achieve 
this, they need to acquire a healthy balance between 
competency Ln the 'here and now' performance of specific 
tasks and the strategic development of skills involving 
thinking skills, decision-making and planning, leading to 
innovative action and quality-in-job performance. 

The proposed S-O-L programme integrates four initiatiies 
within a systematic series of Learning Conversations 
designed to enhance effectiveness on-the-job, at various 
levels of management responsibilities. 

Proposal 1_ 

Further Development of Self-oraanised-Learning Skills 
Tor the Management Teams at Winnersh 

it is proposed to launch a series of 1-day S-0-L inputs, 
involving 'Learning Practitioner' skills for the Team 
Leaders. These will focus on two related office needs as 
identified by the Parcels Manager, Andrew Taylor. 

a) To 'develop a greater awareness of the role of 
performance measure on-the-job (quantitative and 
qualitative), and of how these can be best used to 
improve productivity and quality of service. 

b) To implement an office-based "Feedback-for-Learning" 
system for enabling individual development on-the-jobv 
linked with the annual PARCEL FORCE Staff Appraisal 
Scheme. 



The implementation of a will depend on 5 separate days 
learning such specific siýills as: - 

The Personal Learning Interviews (PLI) and the Personal 
Learning Task Analysis (PLTA). 

11) Personal Learning Contracts (PLC) on-the-job. 

III) Understanding the Job of Managing Individuals and'Teams 
using the CSHL FOCUSED Repertory Grid. 

IV) Charting a Task in Action - The Flow Process Chart. 

V) conducting Team based Learning Conversations using the 
Purpose-Strategy-Outcome-Review (PSOR) approach. 

With 5 separate I-day 'Follow-ups' reviewing how these newly 
acquired skills are being applied in practice. 

NOTE CSHL are prepared to issue certificates ot competence 
for those who successfully apply skills I-V. 

COST 

10 DAYS involving TWO CSRL tutors at a minimum 
'Course' charge of E500 per day per Lutor. E10,000 

3 PREPARATION DAYS and Materials E 21000 
This includes secretarial costs and travel 

TOTAL COSTS E12yOOO 
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The implementation of b depends on 10 separate days 
involving: - 

The elicitation of office-based criteria of performance 
and related skills. * 

The production of office-based Feedback-for-Learning 
Forms for completion by the Team Leaders at regular 
intervals to be agreed with the Parcels Manager. 

iii) Computer Analysis of the results in a form which. can be 
used for systematLc feedback of performance. 

iv) Co-ordination of individual feedback with a Personal 
Learning Contract-based self-development programme 
on-the-job. 

V) Installation of S-0-1, spread sheets for systematically 
recording progress. 

NOTE Successful implementation will depend on one manager 
electing to take responsibility for overseeing this package. 

COST 

10 DAYS involving TWO CSRL staff at a minmum 
$course' charge of E500 per day per tutor. 

Computing costs 

E10,000 

E 5pOOO 

TOTAL COSTS E151000 

NOTE-OPTIONAL 

Should Winnersh decide to continue with this S-0-1, 
Initiative, CSHL are prepared to install the IBM compatible 
software package at the Winnersh Office and to agree a 
License the use of this Feedback-for-Learning Computer 
Package at this office for a stipulated period or in 

perpetuity. This would involve an additional licensing 
charge to be agreed. 
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Proposal 2. 

Integration of the Learning Conversation Approach wi-th 
-NEBS and The Harry Mitchell College Productivity 

Improvement Training 

a) NEBS Assignments 

The NEBS assignments are designed to be action orientated, 
but there is no guarantee that these are pursued by action 
through experience, nor is there any record of the processes 
involved. The CSHL S-U-L based Personal Learning Contract 
(PLC) procedures provide a means whereby participants can 
track their implementation of each set assignment. 

This has a two fold advantage: - 

(1) The NEBS tutor can use the completed PLC's to gain 
insights of the personal processes involved and to diagnose 
areas of strengths and those that require further support. 

(2) The PLC record can also be used by the NEBS tutor to 
enable each participant to get to grips with the quality of 
their learning, and to target not only task-focused - but 
also learning-focused competence. 

Implemention 

A2 DAY course plus 1 DAY follow-up for nominated NEBS 

tutors, to understand the principles of S-0-L and to gain 
practical skills in the implementation of PLC's. 

ONE CSHL tutor for 3 DAYS at L600 per day E11800 

Materials and Preparation E 800 

TOTAL COSTS E21600 

NOTE The named NEBS tutors will have to sign a CSHL 
Agreement that any use of the PLC procedures outside 
the Parcel Force would require a separate 
negotiation. 



b) The Harry Mitchell Colleýe Counselling Sessions 

As part of their Productivity Improvement Programme, weeks 
81 91 109 11 and 12 involve their staff in 20 Improvement 
Counselling sessions. Enlarging the boundaries of these 
sessions to give greater emphasis to process (as well as 
content) would heighten self -responsibility and improve the 
enduring effects of learning on-the-job, after their . course 
has been completed, and the tutors have withdrawn their 
services. CSHL have demonstrated that this is a much more 
cost-effective approach to training. 

Implementation 

A2 DAY course plus 1 DAY Follow-up for nominated Harry 
Mitchell tutors, to understand the principles of S-O-L and 
the practical skills involved in conducting Learning 
Conversations. 

ONE USHL tutor for 3 days @ L600 per day E11800 

Preparation and Materials E 800 

TOTAL COSTS E22800 

The named tutors will have to sign a CSHL Agreement that any 
use of Learning conversations techniques outside the Parcel 
Force would require a separate negotiation. 
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Proposal_3 

Simulators that Invite Usersto Engage in 
Learning Conversations 

CSHL have had over ten years action research experience with 
the Ministry of Defence in advising on both the development 
of an effective simulation of a complex task, and on how 
best to use a computer-driven simulator for effective 
learning. Traditional training methods, or unguided 
learning at best only achieves eftective practise. To 
effectively engage in Learning Conversations, requires a 
systematic exploration of task and learning-focused-- 
processes, within a variety of scenarios in which certain 
variables remain unpredictable. 

It is proposed to use the Royai Mail (OPPS) simulator, 
recently installed at Winnersh to maximise both individual 
and team-based exploration of how tasks are best done under 
a variety of conditions; Learners are enabled to construct 
their own scenarios, to identify dimensions invoLved, to 
monitor their actions and to review their progress. 

This can be achieved in two ways: - 

Modelling the events/tasks which make up a Shift 

To use the CSHL Repertory Grid PEGASUS elicitation 
program and the FOUUS grid analysis program for 
exploring how the OPPS events addressed by the 
simulator and construed by each individual within a 
team,, for heightening awareness of their model (or 

understanding) of the working of a whole shift. 

This experience can be recruited to develop a 
repertoire of scenarios for 'what if' team-based 
Learning Conversation sessions. 
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COST 

5 DAYS on site preparing all team leaders for the 
implementation of (i) and (ii), involving TWO CSHL staff 
plus 3 DAYS CSHL staff preparation for (i) and (ii) 
plus I DAY Follow-up on site. 

Cost per day on site for TWO computer-trained CSHL 
staff at E600 per person day E71200 

Cost-for computer preparation days E1,000 

TOTAL person days E8p200 

NOTE - optional 

Installation and computing costs with a License for use at 
Winnersh (and othr offices? ) over a stipulated period beyond 
this initial 'training' to be agreed separately. 

11. Using the Simulator to Experiment with Alternative 
iýtrategies for Performing Ta ks 

Personal Learning Contracts (PLC's) can be elicited for 
exploring how individually formulated task-based purposes 
are best achieved. The quality of PLC's can be monitored by 
self, peer and 'expert' debriefs of actions taken on the 
simulator. Computer logs, and REPLAY facilities can be used 
for this purpose. Should these be unavailable, then records 
can be personally logged by each learner. Individuals 
within a team can exchange their completed PLC's to arrive 
at negotiated 'best ways' of achieving tasks. 

NOTE 

CSHL are not informed of the capabilities of the existing 
simulator. CSHL are prepared to advise on the installation 
of additional software driven 'learning aids' to be 

addressed by the simulator. Such aids could include: - 

a) RECORDS of Action in the form of computer LOGS, 
RARD COPY and REPLAY facilities. 

b) VARITIME for introducing a flexible 'time element' 
into task performance 

c Various' DISPLAYS for OPtimising feedback of 
performance 

d) COMPUTER-DRIVE SOLUTIONS. 

e FILING of completed scenarios as a resource for 
Learning Conversations. 



COSTS 

To supply paper and pencil formatted guides 
specifically for the us of PLC's with the PO 
Simulator Ellooo 
2 DAYS PREPARATION Er, 000 

5 DAYS on site preparing all team leaders for the 
implementation of PLC's (as a 'learning skill') 
for use with the Simulator plus 1 DAY Follow up 
involving TWO CSHL staff 
Cost per day for TWO CSHL staff @ E600 per 
person -day. 

Total person days on site E71200 

TOTAL COSTS E91200 

NOTE OPTIONAL 

Advisory days for the installation by Royal Mails comput-i-ng 
staff of the various 'learning aids' to be addressed by the 
Simulator to be costed separately. 
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Proposal_4 

Senior Manager Seminars for Promoting Effective Change 
in their Offices 

Individuals, teams offices and an organisation as a whole 
demonstrably exhibit resistance to change. This is 
particularly problematic in the Post Office, with its deeply 
rooted traditional past, yet-' with a very real need to 
develop a vigorous NEW - LOOK to meet the uncertainties of 
TODAY and TOMORROW. 

The CSHL approach this problem within a Learning 
Conversation framework. Managers need new skills for 
continuously updating their own competence on-the-job and 
equally importantly for enabling such continuous learning 
within members of their team. 

Proposed Topics for the Seminars 

I Researching the Nature of your Job. 

11 The Functions of a Learning Manager-Supporting others 
Learning-on the-Job? 

III Constructing a Systematic Learning Environment. 

IV Performance Measures - What are They and Who are They 
For? 

v Appraisal and Feedback-for-Learning - An Integrated 
System. 

COST 

Separate DAYS to be based at a Post Office Site, 
involving Professor Laurie F Thomas and Dr Sheila 
Harri-Augstein (Director and Deputy Director 
of CSHL. 
(To include Preparation DAYS, Materials, Travel 
and Secretarial Costs E71500 

NOTE - OPTIONAL 

i) Advisory support for each Parcels Manager on the 
implementation of specific S-0-1, based procedures at 
each office to be costed separately. 

ii) Advisory Support for developing a 'Learning_ Manager-' 
Network throughout the PARCEL FORCE, plus a 
Computer data base and on line resources and an 
exchange system to be costed separately. 
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Dave Matthews 
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Steve BambriAge 

: Alldrew Tay lor 

ba Le -8 Fehruary 1901 

( iLll)j(, cl-,: Self' Orgzinir. c(1 Leurni. nr, 

An I mentioned at the management ream meeti. ng on 4 February agreement has been given 
for Brunel Univers. ity to come back and pi. ve us further insights. into Mýlf' Organis-od 
Learning and how we can apply i. t to the job of managi. np individualr. and teams.. The 
I)rt)i)o., -, Il i r. to hold f ive one day workshops at whi ch speci. f'i c sol, sit iI Is, wi II he 
ll! arnt and f ive one day fol. low Lip nensi onn to revi ew how the r. 16 II --. aro ho i iii-, opp Ii od 
In practice. All sessions are on Mondays and are currently planned to run from 
N100 - IGOO with an hours brealt for lunch at about; 1200. 'I'lic proposo(I datur. aro: -- 

I. -If'rid. ty 4 March - Workshop 1 
111011d. 11Y Is March - Workshop 2 
Mon(lity 25 March - Follow tip I 
Monday 22 Apri I- Workshop 3 
Monday 13 May - Foll-ow tip 2 
Monday 10 Junc - Workshop 4 
Monday 211 June - Follow tip 3 
Monday I J11 ly - Workshop 5 
Monday gilzfiý Sept -- Follow up 4 
Monclay 30 ScpL. - Follow up 5 

The dates Itave been chosen to avoid the NEBSM Full Certificate Workshops and, as I'ilr 

ar. possible, your leave, but there Lire some clashes with the Manapemi-ni; Te-tin met! Li 

Which I shall have to re-arrange. 

T 1),, -liev(ý this exercisc Nis the potential to give .t 
further signi ricant boost; to 

improving infliviclu. "I and team performance -. tncl it is I. I. I(cly Lhat certiric. -ites of, 

c'c)nipctenc(, will. be issued ror those who successfully 'Ippl. y tile skills 11.1.11-11L. 
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4 

( ( 
I. 

p-i 

or 



CSHL SOL Course for Winnersh 

Creating a LEARNING ENVIRONMENT: On the Job 

WORKSHOP 1 

The Personal Learning Interview 

and 

Personal Learning Task Analysis 

Our General AIMS are: - 

(1) That the Office becomes Learner - Driven. 

(2) That AIM (1) is achieved through the existing organisational 
structures e. g. dedicated teams, 723 duties, productivity scheme 
etc. 

(3) That CSHL pass over certain of our SOL skills so that the 
office SOL activity becomes self-sustaining i. e can continue to 
pursue these aims after this project ends. 

(4) That being self-organised implies not just a 'steady state' 
of performance but a committment to continuing growth and 
development. Teams, departments and the whole organisation become 
self-oganised learning entities. 

(5) That the mechanism for achieving AIMS (1) - (2) is 
REFLEXIVITY. i. e as each manager becomes more of an SOLer 
themselves they also enable the people working for them to become 
more aware of Learning and more Self-Oganised in their approach 
to it. So SOL is cascaded through the office; as CSHL conducts 
Learning Conversations with the managers they conduct learning 
conversations with their teams who in turn conduct Learning 
Conversations with everybody else. 
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CSHL SOL Course for Winnersh 

Creating a LEARNING ENVIRONMENT: On the Job 

WORKSHOP 2 

The Personal Learning Contract 

OUr General AIMS are: - 

(3) That the Office becomes Learner - Driven. 

(2) That AIM (1) is achieved through the existing organisational 
Structures e. g. dedicated teams, 723 duties, productivity scheme 
etc. 

(3) That CSHL pass over certain of our SOL skills so that the 
Office SOL activity becomes self-sustaining i. e can , continue to 
Pursue these aims after this project ends. 

(4) That being self-organised implies not just a 'steady state' 
'Of performance but a committment to continuing growth and 
development. Teams, departments and the whole organisation become 
self-oganised learning entities. 

(5) That the mechanism for achieving AIMS (1) - (4) is 
REFLEXIVITY. i. e as each manager becomes more of an SOLer 
themselves they also enable the people working for them to become 
Taore aware of Learning and more self-Oganised in their approach 
to it. So SOL is cascaded through the office; as CSHL conducts 
Learning Conversations with the managers they conduct learning 
Conversations with their teams who in turn conduct Learning 
Conversations with everybody else. 

COFVRIGHT 
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SELF ORGANISED LEARNER'S PROGRESS SHEETS. 

Name: 

Area of development: 

Date started: 
Date finished: 

DESCRIBE WHAT ACTIONS YOU TOOK WHAT ARE YOUR COMMENTS? 
Which actions were 
helpful and which were 
not. Why should this be, 
How have the actions 
affected your learning? 



REVIEW FOIUI Part 1. 

What were my expectations and what did I learn? 

(a) Try to Reconstruct the Experience. Just describe this as well 
as you*can. 

(b) Don't try to judge how well or badly you did at this stage. 

(C) Su=. arise or list any really significant events. 

(d) Record below 

REVIEW FORM Part 2 

How well did I do? 

(a) How effective were my strategy and tactics. 

(b) How well defined and relev4, nt were my purposes? 

(c) Did I achieve all my purposes? 

Identify the criteria you use to judge the quality of your 
learning outcomes. 

(e) List your errors 2r. d your successes. 

Make personal 'plans for next time. 

A 



THF PFRqnNAL LFARNINS COMPACT FORM 

RECORD OF ACTION *ON THE Jops (SP14-Debpief) 

to complot@ either an his nwn or with assistance o4 the Coach 

What did vou do) What was going an in your Head) What was schipvpd7 

Wh; tt achipued 
C, tl]DF 

Ocialitv a4 Per4ormance? 

Comments/ Debrit4 

CENTRE 
rcm we rim C*. HUMAN 

C 
! FtNI 
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CSHL PERSONAL LEARNING CONTRACT FORM R. S. 4 
Before - negotiating the Contract. 

Learning Need: To understand Charity Law as it applies to 
Students Unions. Sub Tasks that need to be completed are: - 

1. Examine and understand the legalities of registered 
and non registered charities. 

2. Determine what legally constitutes a charity. 
3. Determine the procedures for dissolving a charity. 

WHAT IS MY PURPOSE ? 
P 
U 1. To convey an ability to give a good legal 
R account of charity laws particularly in 
P relation to students unions. 
0 2. To write a paper on Ultra Vires documents 
S in relation to students unions and suggest 
E that is to be done when things look 

a little fishy'. 

WHAT ACTIONS ? 
S Experiential strategy 
TI plan to visit the Law section of the library, 
R and I know which books and publications to 
A consult. 
TI will also converse with a Law Undergraduate 
E who is respected for his ability within the area 
G of charity laws. 
Y 

-W 
HOW SHALL I JUDGE MY SUCCESS ? 

0 
U When I am able to write a paper on Ultra Vires 
T documents in relation to students unions, and 
C when I feel I can give a good legal account of 
0 charity law in relation to students unions. 
M 
E 

Reproduced with kind permission from the CSHL 



CSHL PERSONAL LEARNING CONTRACT FORM R. S. 21 
Before - negotiating the Contract. 

Learning Need: To be able to use the Amstrad Wordprocessor 
more efficiently than I do now. 

WHAT IS MY PURPOSE ? 
p 
UI use my wordprocessor at home for a number of 
R tasks, such as geneology, and Consultancy, and I 
p want to make full use of the machine. 
0 
S 
E 

WHAT ACTIONS ? 
S 
T Action Model. 
R My strategy is to investigate and learn from the 
A following sources of information: - 
T 
E I. Machine manual. 
G 2. Software manual. 
Y 3. A short course on the subject run by Harrow 

Council 
4. Personal contacts. 
5. Practice using my own machine-trial and error. 

HOW SHALL I JUDGE MY SUCCESS ? 
0 To be able without repetitive references to source 
U data to use an Amstrad 8256 Word Processor and 
T produce documents with the aid of the locoscript 
C software programme. The documents though primarily 
0 text include tabulated data and line diagrams. It 
M is not intended to attain high input rates, e. g 
E such as would be reached by touch typing. 

Reproduced with kind permission from the CSHL 



CSHL PERSONAL LEARNING CONTRACT FORM R. S. 19 
Before - negotiating the Contract. 

Learning need is more effective Time Management, and the areas 
in which I need to improve. 

WHAT IS MY PURPOSE ? 

I 

P 
u To be more efficient and effective in my job 
R so as to improve my chances of promotion. 
P 
0 
S 
E 

s 
T 
R 
A 
T 
E 
G 
y 

0 
u 
T 
c 
0 
m 
E 

WHAT ACTIONS 

The experiential model (this learner decided 
to use the Repertory Grid shown later in this 
chapter under the section dealing with 
Repertory grids as learning tools, to increase 
his awareness of how he currently views Time 
Management). To keep a Time Diary. 

HOW SHALL I JUDGE MY SUCCESS ? 

I will know what has to be done to manage 
my time effectively. 

Reproduced with kind permission from the CSHL 



THE PERSONAL LEARNING CONTRACT F0114 R. S. 19 
After- Reviewing the Contract 

What actually was my PURPOSE? Compare Purpose What are your 
strengths? 

The Same as originally, and to reduce frustration 
from not being on top of my work. I did not realise how 
frustrated I have been in the past. 

What did I DO? Compare Strategy What are your 
weaknesses? 

I completed a Repertory grid, which was focused and also my 
Time Diary, and met and discussed the results with 
you (researcher). 

How well did I DO? Compare Outcome What shall I 
do next ? 
Make a plan 
for learning 

After having a Learning Conversation about the Repertory 
grid, I see so clearly now where I need to concentrate 
to change my attitude towards the way I manage my time. 
I also feel very strongly that those things I have total 
control over don't waste my time, don't 'disrupt planning 
and ultimately lead me to a sense of achievement. I 
really feel that the grid has given me a new way of 
seeing how I view things. I wonder why I need a grid to do 
this? 
My Time Diary was both hard to complete and intruded into 
my working day. I found the exercise worthwhile. I can see 
how my tasks are being interrupted by informal meetings, 
socialising and attending to fairly unimportant tasks. 

Reproduced with kind permission from the CSHL 
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CSHL SOL Course for Winnersh 

Creating a LEARNING ENVIRONMENT: On the Job 

WORKSHOP 3 
Reflecting on your Model of Managing People 

: The Conversational Repertory Grid 

Our General AIMS are: - 

(1) That the Office becomes Learner - Driven. 

(2) That AIM (1) is achieved through the existing organisational 
structures e. g. dedicated teams, 723 duties, productivity scheme 
etc. 

(3) That CSHL pass over certain of our SOL skills so that the 
office SOL activity becomes self-sustaining i. e can continue to 
pursue these aims after this project ends. 

(4) That being self-organised implies not just a 'steady state$ 
of performance but a committment to continuing growth and 
development. Teams, departments and the whole organisation become 
self-oganised learning entities. 

(5) That the mechanism for achieving AIMS (1) - (4) is 
REFLEXIVITY. i. e as each manager becomes more of an SOLer 
themselves they also enable the people working for them to become 
more aware of Learning and more Self-Oganised in their approach 
to it. So SOL is cascaded through the office; as CSHL conducts 
Learning Conversations with the managers they conduct learning 
conversations with their teams who in turn conduct Learning 
Conversations with everybody else. 



CSHL SOL Course for Winnersh 

Creating a LEARNING ENVIRONMENT: On the Job 

WORKSHOP 4 

Reflecting on your Model of Quality of Service in your Work Domain 

: Charting the Processes of Work 

Our General AIMS are: - 

(1) That the Office becomes Learner - Driven. 

(2) That AIM (1) is achieved through the existing organisational 
structures e. g. dedicated teams, 723 duties, productivity scheme 
etc. 

(3) That CSHL pass over certain of our SOL skills so that the 
office SOL activity becomes self-sustaining i. e can continue to 
pursue these aims after this project ends. 

(4) That being self -organised implies not just aI steady state 
of performance but a committment to continuing growth and 
development. Teams,, departments and the whole organisation become 
self-oganised learning entities. 

(5) That the mechanism for achieving AIMS (1) - (4) is 
REFLEXIVITY. i. e as each manager becomes more of an SOLer 
themselves they also enable the people working for' them to become 
more aware of Learning and more Self-Oganised in their approach 
to it. So SOL is cascaded through the office; as CSHL conducts 
Learning Conversations with the managers they conduct learning 
conversations with their teams who in turn conduct Learning 
Conversations with everybody else. 



S-0-L 'REMINDER' NOTES FUR THE MANAGEMENT 
TEAM AT READING PDU 

Continuation of Workshop I and Follow-up (on going) 

Use the Personal Learning Interview Technique to: - 

a) Elaborate and refine the representation of the tasks 
and sub-tasks of your job. 

b) Use your remembering of how you have 1* earned the skills 
and competences of your job (and its tasks and 
subtasks) to increase your awareness of your self as a 
learner.. 

C) Begin to conduct Personal Learning Interviews with the 
members of your team. 

Workshop 2- Follow-up (13 May) 

I. Work on at least one Personal Learning Commitment (PLC) 
for YOURSELF. 

2. Try to complete a PLC with at least one member of your 
team. 

3. Engage your manager in at least one Learning 
Conversation about your PLC. 

Workshop 3- Follow-UR (June 24) 

Use the Repertory Grid Technique to further illuminate the 
-`models in your head' which influence how you work with the 

members of your team. 

Al a) add 3 more people (elements) to your grid. 

b) develop 3 more new and different constructs. 

C) refiect on how you would deal with people as 
described by these poles. 

A2 Look at all your constructs and reflect on how many of 
them are concerned with 'Learning'. 

B Use your original 9 elements to elicit a grid which 
contains constructs generated by'thinking about these 
people as 'learners'. 

.. 
Reflect on how you enable them to learn more 
effectively. 

25 APRIL 1991 
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S-0-L 'Reminder' Notes for the Management 
Team at Reading PVC 

19 March 

Workshop I Foliow up (25 March) 

Try to continue with the Personal Learning Interview (PLI) 
Technique as follows: - 

1. Work on yourself and come up with a pattern of green 
and yellow cards which represent: - 

a) the various tasks and sub-tasks of your job - 
AS YOU SEE IT 

b) the ways you set about learning. 
REMEMBER THIS IS ONLY A FIRST ATTEMPT 

2. Try to conduct a PLT with at least one member of 
your team. (NB These cards belong to him. But we 
will welcome your report on this). 

In Follow up, we will expect you to exchange your views of 
your job and your own learning with each other. and will also 
show you how you can use it. 

ýorkshop 2 Follow-up (13 May) 

I. Work on at least one Personal Learning Commitment 
(PLC) for YOURSELF 

2. Try to complete a PLC with at least one member of 
your team 

Enjage your manager in at least one Learning 
Conversation about your own PLC. 

AND GOOD LUCK 

Sheila and Laurie 

P. S You are welcome to telephone Sheila on 0895-30269 on 
any Thursday up to 7 pm '. ' 

CA-nV. 

. vNr 7uy 

Co LVLrr 

ekr* 



S-0-L 'RFRINDEK' NOTES FOR THE MANAGEMENT 
TEAM AT READING PDG 

Continuation of Workshop I and Follow-up (on going) 

Use the Personal Learning Tnterview Technique to: - 

a) Elaborate and refine the representation of the tasks 
and sub-tasks of your job. 

b Use your remembering of how you have learned the skills 
and competences of your job (and its tasks and 
subtasks) to increase your awareness of your self as a 
learner. 

C Begin to conduct Personal Learning Interviews with the 
members of your team. 

Workshop 2- Follow-u, 
_p 

(13 May) 

Work on at least one Personal Learning Commitment (PLC) 
for YOURSELF. 

2. Try to complete a PLC with at least one member of your 
team. 

Engage your manager in at least one Learning 
Conversation about your PLC. 

Workshop 3- Follow-up (June 24) 

Use the Repertory Grid Technique to further illuminate the 
- 'models in your head' which influence how you work with the 

members of your team. 

Al a add 3 more people (elements) to your grid. 

b) develop 3 more new and different constructs. 

C) reflect on how you would deal with people as 
described by these poles. 

A2 Look at all your constructs and reflect on how many of 
them are concerned with 'Learning'. 

B Use your original 9 elements to elicit a grid which 
contains constructs generated by, thinking about these 
people as 'learners'. 

Reflect on how you enable them to learn more 
effectively. 

25 APRIL 1991 



S-0-L 'khMINDER' NUTES FOR THE MANAGEMFINT 
'IF, AM AT RFADTNU PDL 

Lontinuation ot Workshop i and Follow-up kon going) 

Use the Personal Learning Jnterview Technique to: - 

1. Elaborate and refine the representation of the tasks 
and sub-tasks of your job. 

2. Use your remembering of how you have learned the 
skills and competences of your job (and its tasks and 
subtasks) to increase your awareness of your self as a 
learner. 

3. Begin to conduct Personal Learning Interview with the 
members of your team. 

Workshop 2- Follow-up (on-going) 
)_ f. :S 

4. Try to engage each member of your team in two/three 
PLC's for a Report-back in September. 

in addition to the skill/task based PLC on yourself 
(see 1 above). Try to complete a PLC for yourself 
based on an aspect of Quality. To help you do thisv 
look at your cards which represent the tasks and 
sub-tasks of your job, and think about how these 
relate to QUALITY OF SERVICE, and to TOTAL QUALITY. 
How can you improve Quality in your job? Your answer 
to this question should provide you with the topic for 
a Quality based PLC. 

b. Keep working on the 'team briefing' PLC's which you 
began to prepare during the follow-up and use these 
to improve the quality of your team-briefing and team 
review meetings with your manager i. e. Andrew 
Taylor. 

We expect you to continue with the suggested activities for 
Workshop 1 and 2 and we shall be looking forward to hear 

your reports on Monday I July. 

Workshop 3- Follow-up (June 24) 

Use the Repertory Grid Technique to further illuminate the 
'models in your head' which influence how you work with the 

member of your team. 

Al a) add 3 more people (elements) to your grid. 

b) develop 3 more new and different constructs. 



-2- 

C) reflect on how you would deal with people as 
described by these poles. 

A2 Look at all your constructs and reflect on how many of 
them are concerned with 'Learnin '. 

B Use your original 9 elements to eiicit a grid which 
contains constructs generated by thinking about these 
people as 'learners'. 

Reflect on how you enable them to learn more 
effectiveiy. 

Workshop 4- Foilow-up Oune 10 & Sept 23) 

Laurie and Ian will be working with you to reflect on how 
your personal model or understanding of managing peopie 
(your repertory grid constructs) relate to your control of 
operations and measures of productivity. 

Workshop_5 - Follow-up July I& Sept 30) 

Sheila and Laurie will introduce you to the skills of 
conducting Group/Team based 4earning Conversations and will I 
welcome your reports on all the S-0-1, on-the-job actiVLtiesy 
summarised in this worksheeL. 

ib may 1991 
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ROYAL KUL PARCKLFORCE 

5- 4_ 

Fteport for period ending / / 

in confidence REPORT ON JOB PMRWCE . POSTAL MUTIVES 
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Of the J00 00finitl0ft - &Md ILAt Cvtrlf&f the agreed ObjottLvol at for the roar uAdor rtvLtw 
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I reserve the right to reverse my decision annually. delete go appiicgbLq 
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PART INK91C ACH19MAENTS AND OVERALL PtAFOKMANCE PURtNt THE YEAR - SY LINE MANW4 

Give an accoynt of the standard of wark performed. good or otherwise. in relation tO the tutAL 

roqvtrestnts at the job, and. in doing go. comment on how well the indivi4mat's abillties. *IP"i"" 
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psartiebulnrly during Lhe poiaLml ptitiim, he doets tioL alwuyu, titlf-tm LO hav" a 
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OUMMARY Of ArPRAME's AltUTY - PCRSGNAL PRUPII, V. 

I Give a rQUM4#d and Objective Pen picture of the thdividtiAl go a pteron how does the way tne 1. )b 
Is approached (the degree Of enthuslasm, sotivAtiOR. 5*Lt 4041fidenct. willingness shown ctcl affq,: t 
porformanCO 

Mr 01.1irsr talkn enthissirintlemlly abnut his job Stid hau shown somo im,, &inatic)rj Jrj id(!, it-, 
he, has put forward. Ile is var-y willing whf. -ri directe. -d hut appoars to 16CA tsumriý-nt 
loulf Corif idemnm to m, -in. -. ijr,. trnff in the Chtitc., lial I- Winn wovk1rij: undrir presmit-o lie. hn! 7, 
a te-ndnncy to pani c arid nol. to ba Libl tj Lo ttpl)l y Ms irrvag imition and i nt(! l Ii gv-nco to 
dnal i nj wi Lh tilti pr-obtiur, c) a1 tua LI oris . 

Whet are the Approllef's stranifths! I 

He hisu imaginuLlan tkfid intolligoflou und has uhown scmlie ability in p1pnning and 
de-vinin& work nicis. He in kenn nnd willIne. Mm hnn good writte-n and numorany skills. 

What littab Could be improved? flow? 

Lanl< of' confidonco whpn dirc., ntin& rtnff ond on inability to stay iri ful I cofiLrol 
wiltirl undrir preesurct. 11a nafdr, he. -'Ip in angly. sinA hnw hn dnti-s his job and working, 
out a aLvaLt. -gy Ivr di. ijIltig WILh his 

OVERALL MANK ON CURKENT Ft"YON'MCE 
COn$144 r the Offltfr' I P*ff*rM4AC* 04&lfklt the t0t&I Mpons ibL I it Les Of the job end the obj*c t iveS i 

yelms the 4CIlt give Y*4r overall 09sessmefit Mark 

AA A2C C/P D AA *Outstanding performance in all respects 

Aa better than normally qxptct*4 performance 

16 a 14411Y see4pthblo performance 
Ca 04narally acceptable performance 

C/O a Performance show$ significant wobkAesiea 
01 ettforsance not acceptable 

In Sy opinion the officers's p4rearasknes 
is as repartecl &ýavv- I have suvervise4 

the AAPf&lSl* far 2 years 5 months 

eLgnature of Line PRAftaltr credf PE C', Date 1h. 1191 I 

PART FOUR CWgJAy,;, AjSZS%MtNT AND UMLOPMEWT ACTLON - It REPORTDIG MhNACER 
(Note: It the appraises Is aged $8 or $9 also complete Part l*V4r0 

How well do YOM thir, 14 the SW61,141 meet$ the expected perf6ra&ftee of the job? It Y04 4t"9? 44 with 

the Lint 141119IT-4 144194slAt- YOU sh*114 ILI* d, t, Lls. and Shy 6, jn4Mtnt, YOU &&44 *hould be In ted 

tnis Arid Inittatted. 

Mr Oth(. -rIs progrnan nfter 2% yours be a PED. which wzas pro-tcud(. ld by unn yciar on 
t1jo ActInA List, has bnnn disnppointInZ. The nuirking, ortIcer's overall 
muy bo a I-iUlu Ann(frOUS, althoij&h I fec. 1 with approprIate mupport tie could b(-W-om" 

more effentive and aChieVe a fully accvpLublu pmrformaruý,, - 

Development 69tLonI *"tot rout t4commen4a tt bail on the proforma at part Ten. it will be Uted by Your 

Personnel unit in ditermining and abnaging ttairIAI an's *that needs. 
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PART FIVE PRONCITANILLTV SECTION - SY REPORTING MANAUP 
(Not*: NOt to be tOMPItild It the OW61890 hat $bid hg/Ght dOeS not with tO be 

considered for Pr*&Qti6f% thL4 Ytfit Or for thO64 POCtivirilt a C/D or D marking) . 

Consider the &Vý"JiLdoe's potential for high4p duties. 

t NOW 10 hrlIM4 111141Y to CUP# With the InCV1611d VeSponsibi I it lea (woriclood reSponSibi Lilies 
, marp JeCISIon 

%I ki Fbg II How 3rt -urrent strength& and weaknevale i ikeiv to arrect peerarmeAces ta %ji trice eve t, is 
60tOntial Lost real: ssd. at tht# time, In G NPOettic 4PW It so. specify, 

At pmeent I consldmr Mr OLher would find it difficult to handle the wider resporm. 1biliLy 
ý)r a SMft Mann&nr and would probnhly not be oble to cope with tho, do-rision mnkin& 
94-iustsurmis and Lho co-ordination of tho n"do ond demands of the Work Arc. -a he 
Vou3d havu to conLrol. 

a Assess any perLo4s of t#RP*rary Promotion. acting at lutgtitation, 

INr Other had to take charge of the night shift two wooks bofore Christmas. bQCdLISc! Lh(J 
thift Managnr caught 'flu. TrufrIc prae; eusud was 10% below LhaL a0ileved In Lhe previouu 
vock. 

CaLtubilLty for promotLon tinsert grades In chosen boxes) 

I QualifLed and could 2 Qvilirlad 3 shows pottntlal %out 4 IhQw% no putentist 5 UnIiIKOLY to 
Othlove furthor promotion not rilt qwsllfted* at presvit have potentl4i 

for promotion 

I- 

'I 

I- II.. 

- 

IýI 

yloý I I- -I OWhen do you think the appralava wLLI be suitable f*P promotion 

NAT SIX CONSULTATION IY RCPORTINC RANACER 

the totiowint otoplo have been eGA%4lt#d in completing this appraisal. 

N4 IR C crade want credo 

PART SEVEN RETENTION - BY REPORTING MANAGER 

for appriijetee 6444 58 and Sl CQMM*nt hert on fultmMity for retention, Mention fitness and 

rqjgtjqm Is she Oupectti y*rfcr*&nee in tht range of duties for %he gr&44 concerned (Ft Tooll 

lContinue on a separate shift It ntefflary). 

N/A 

Leasth sr ti-e the so-orAlsse has worked under yo-r control 2 y4sts 5 &a ntnI 

of(Ittency In 

refers). 

Igg"t'r, f ItoportLfic manager Gra4f PEB Date 20.1 . 91 . 
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PAAT CICHT COU14SELLING AtCOAO - IttPORIING MANACCA 

Recurd of cownselling intervievi Retard key Points discussed. 1ACIWding 9%CtASthl &n4 weakntil*t &lid ,,. y 
devtloýatnt action proposed. It Is Important that Vow recort any 166yee whers tfi rpralst, nas dj54, r, v 4 
any of the spPrAlsing OrUcer*5 View. 

Mr other wss counaell4ld on 25.1.91. and advised of his current pni, formonce And 
proqiLitebilitj markin2s, Mr OLher wms disappointod with the report but ocrrpted his 
need for hulp which he felt -hnd been toLully lacking sinco his promotion. He Agreed 
that tfin renently inLroduced team workin& w. i--. providing him wiLh a more stable 
environunt In which to devolup and was keen to work w1Lh Ms Storl, Mtmagor an 
his woaknosecs. 

Record of Obj*Ctty#A 941t, LIAt altdid ObjectLvds johy atocut *jK) (OP the new appraisai 

I. To moot Produntion Control tar&ets. 
2. To ensure on-timn clenrancti of traffic in the Work Arens. uridi.. -r his coritrol. 
3. To work with ston Mana&nr an coptrig wiL11 proseurn situationn nnd starr manugom, nL. 
4. To produrn a work old to improve the., control rif Lreffic arrivals during the 

posLed ph&Pjr.,. 
5. To underLuku City & Cuildn cow. hing. 
6, To improve Team Brlofin&. 

I agree that the Information In tht Cokinvoll Ing Record and an trit Indiviakial Record Form is correct . 
&, pie/9jCAjKX4XM to tit told my overall marks fOV 44rrent p4rforoance and syltAbilitY for OtOOlOt'411 

jedfifte as applicable). 

I 

Signed by Appraise# 0 at it 

Signed by RepoftLfkg Manager cfade PER oat* 

PART WINg VALtDATIOR - SY COUNTERSICNING IKANACCR 

The counterlisfithl waftaler sh6uld commerit on the report. 

Report agreed. Mr Other shows solile POL(intial but nettlimr he or wo aPp". 3r to 
have expl0itt-A tt i3nd I andoren tht- propostud duvolopinont action. 

A &a $JttjfL4d th&t tht 91IRS Of Spotfla0eqfit 44 64t 4Ut th tht NOtIl for OUL66nef h&V4 7#44n utt- 

signatkiff of Counter6loolas Esnaalf Grade BPC Date 30.1 . 91 . 

3-14-1991 10,21 P. 5 
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PART TEN ACCOMMtMOATIONS POA DCVtLOPNENT ACTJQ" - BY #9PC. RTtNG SIANACEp 

Taking Imto account trio apprisiffell cutrent Pfflutmonce and future Potential 46 WOU rOCOM-Ind Ily 
ac t ton? if so. be as specific as possible and suggest timinj (on this particularly see gui4arict notes) 

I Job Rs: Stol 1kI Lis leg job knowlt4te . tOOPuter II toracy. priorittsing. ot4anisst, afl gkj I III 

Ax ,II 

Control. of work flow and 
prIcirLtitflng artion in a presuure 
si tuati on. 

Dtvgl. of, %IF%r 41; tl')N 

a Personal OtY41000611t (91 Im%IfVtf*0A&l skills, COMMIUAICAtion skills. confidence. 

SKILL 

Marmeing and moving staff 

OEVELOPMENT ACTION 

&potatoes's Reporting stanalfr** 

AN Othor 
Name . .................. Signature .................... 

Date ............................... 

RECEIVED FROM $734441607 3.14.1991 10,21 P. 6 
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IN CoNf JI)ENCF 

Name 

vtlin; dLli. % undri hallici immedisir super0sion. 

Ofrice 

Rcpmt it, be madt b) 3 sutslxnll%t S%'Pc, %U1nA Offlerf oil all Offictr who hi, 1wifollned . 11 Icast olit wrvO. cottlinvoki. 

IIIE NOTLS FOR GUIDANCF ONVIE REVERSF OF TIIIS FORM MUST Rk RLAD 21. rOltl-. TIIL NIARKING I. ', 
-, ý\DLRTAKUN 

2 

4 

2.10.58 
Dzif of .......... ...... I ..... .......................... 

PED3 
Employed on dul% . ................. ................................. 

r 

P723 

Irte"ird AD-,! IS-78) 

RR, AT)INQ PDC 
................... I ................ ........ ...... . ........... .... . 

LEVIrl. I Subslatiliý, e R3iiý .......... Aoiiii! Rjok 

19.2.01 23. P. 4.; l fto'll ...... ................................ .... ...... . ... ..... ..... .... ...... 

111C irjnjtdj: te supeiflunp OfActi (as denned : buvc) Owuld pui a msikint in ffic box apilm rich ilvill as lolloýý .. 

NcIlIccarsly bcttci petformince thAn usolly exrcctcd 

D 

PERFORMANU OF ACTING DUTY 

Mr. A. Li st 
............................ .. I........ .......... ....... I 

Sollte weihneAs sil 

expeote pcifoymanct mecting all irquirenicnig. ptifolm. 1peo below mild. 1vil 

1. Kno%O-dje of woik wa in %hict, 
wbwmion wu ptifo: mcd. 
ji. grul%%Wýt of whet -Aurk vw %ithin olfiýv. 

Qijlct Ij p3ij! toctilDis : nd dra-. % sowid 
concluslom. 

1. Itectftivt it, n. -%%- ide-fts and mv, h(*- 

Ji. coilsimetive crifiziým and ofitnoics 

Acis 3i, j A. ovks well in d0culf Situations nd 

jvýponsibilily but knowS %%hen losctk 

6 

I 

Obtaim 111C ccropelation and lespco ormarr. 

Appliti tuics sctis)bl), - 

b Gjýrj adt4valt julevcc. III ovidillf staff VAOS 
inrofmitior, and kno%octle"e to do ow job 

ob g., --Is 6 wt 

or its rf by, 

enco, 11j; inj %kill% and. 
ji. emiectin; NO' Amily but lbctfvtl) . 

sr. d ctir., 'ic vxpleswon 

II coullot ýInj IýCplv)-s ilarrefIculiveN. 

C 

B 

p 

B 

D 

C 

C 

C 

C 

C 

u 

C 

C 

8 

D 

OLIALIFYIN-, RLMARkS 

H. t-; a good underntanding of tlip 
ArrIvals; llay but Ir, n(it a tr-cilned 
opc, rsbtcjr iind struggte(1 in Corit;, ol. 
Known tho Chuto Hall. 

Need. -; to think berare ictiriL,. 

.1 

Listuras to sur. geations, and willing 
Lu try thom out. 
rR not silwV,, % objoctive and has not 
shown much imizinsition. 
Whon the prossure is on lie becomet, 
le, Av objeuLiva and becomer. involvcd 
in doing ratbor than manci&in& tfic 
work. 
SLI11 luok-, for too much direction 
from the Shift Manoger. 

He is well liked but is not yet soot 
tir, a M; iniqor. 
Will ummlly seolt direc-Licin lmr(jee 
CIPPlYbIl! rUlVEI. 

Cun do thim btit when undor pre-ý! -. ure 
bact a tend. --tricy tioL Lo do su. 

ll, -%* worked fis a now etiLvAmL LuLor 
and iskaort on training. 

Cmn be mther blunt- 

To rather verboue, utlifký,, 10 woL'ds 
whon 5 will do. 

wri tr-A j, cI ort, %, conri AL- report. 

Ilo in rskther tentAtivo ahout 

mnying ntarf. 

Itt-, 191low FTRIOD, 2 YzAts 

7 1- IA. 1991 10,22 P. 7 
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1:: ý-NE; RAI REMARKS' (narrativu cmiu-nent on %)%vr; sll pviftirmalice and matteii no% vmviA bý qiloll, 'As 0%. clielf "-w 
ý persunai qualities) 

. 
Mr. Llf4t ir, ke-en, to suececd Lind hmý proved himnelf A good Piirc. (%l Handler 
tiltIlough ho htin yeL to do his PSM Lr; iinin&. Thir. wtýF. mA fifth period of 
actiriLl arid ho in sLill unsurc of hliiwelt' and han ti tendancy to &ot involved 
in doine the work ruther than stincline, bHc. k and managing iL. Givon help 
and support in this nrca I think we cim harne-m hiF; ent1mr. i. ism and mAke n 
KmAger nut of him. .A 

llýýtrall 
Pc(formamcý of hiihei dviio- Wmer marking in h, )%l 

lhis officer Ni bco ciun, ýIh: J ah-It", Iiii hýr marl. inp 
%ignature 

Aq Rcportirg Officer ......... ............ 
PLIC 

, %dod if Atli arlIN. AW. 

qwý'. d. a%&-. . 16 &. -. 

C 

PEAKNO TDC ........ . ....... 
P6.2 , 91 

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

rýRýTORI 
Wý ASA Pý-ýURA PED: NO Mi r0RJL1D, %Cf 

I Thc rut pow vf the Rv P, Ift WO PrOl'itic an ohjA:;: ti%c und comptchensi%c de, e6five. it of the nr. thl: 
highcr r: I& t,. s jrai% at ive tit) nio action -A hiiýh nim tic twCo%at) (or future J otlopniew, j lid I,, p, i, %ij,: an indic3tionof 
pn It;, tlýjj fe%l pr%ýniotion I , cr% clikk: 1kou I Allill't K. 111.84 1%, OnWre I hat c 1111w and cc, 111111i-idai; on ficilitick at C 
pro% idtd it, a0i, t thOm: Offi-Xi, 'A I C"%'c'J "'the Mh" I InS MIclitt. 

2 The Ijcpjrt bh.., uI, j ht c,, m A! wd d, rcctl% thr period I if dut% on Ili t hIj lit: r jr. 04: h. t% týlujtd. b. % OIC SLIJIV%killý ()I ljjCsýl 
it,, me jjdjvjý concinned. con%Ninj oilier offiixt% mhae necu%sar) 

3 For hit Put ,, %c of tic it -mining the tit ark ing a j3iim %!. Ich uni. An offivet -; hould he conipmtd %%ith othcrofficers %, Ilk) I I;, výl 

been-.. -, Reporting Officcr the awiarc thiliq %ho%% it 11) an officer (il'l-miicJ t'\pt: 6enc%: on the lq. her 

pradt Ind 111c -Remgks-columnihould he sksif: thlý an nouteJ 

A The Rcpt, tl ill 9 Officer lil"Alld U nl-mcy ON: eltictliemit -A hcrt%tr I lie afrroprqtý: cat -i it% Whctc in 
,-ed tit mmcd cS b% insertin not jilipli"ib c". II CA, -ý, Tl r,, F n. the widon, for 111i -hool Om... A,: r Cannot bt: %%N the EMMAMSE. r) JU6 S1 RONGLY THAl' 1ý L-1-1. I IT: Sl l0VLL5 tit- M, 

ýýr- 
t. )l -1 JJl* 

ttcp, )rIlnl; Officer bho tild ilier-: 1[orc. 4u; ilsf% matkinp %hurc% or appi , iptiate. b% ivinginformation( memi k%nin, 11-illicular 
ILtireng, j), -Ifidb% alMing ; smil; ing that 1% rqle%,: ijji its tl,. v . 1, - 

flut 
110i brought out in IQ IZVIN011. 

for qg.: Impiý ; in% i-pi: CI: 1li, 1 tiaininj ; Nlil\ Tricaim hould be toj: otviplew ; tit ti%ewll pituri: of the ;,, Jfj-. ei*, prifiman" \%WO 

.1 NJ II cr, t at. 3 u; efut All Cand 1) marli, inC-ý nw-it lie b!. it. sx unI 

It i% Coll 1; 11 vots. r%: iPkId%i 
bill I% ts 

( 
%U P,! r% i%i 11 11; it., %aIv It I h,: p t% t%f %%(I it, %! ri It tj , 1v iIII%. iIc %N nt rt ,I :i ný! -4di! - v 

Ihl; m of I fit: %I %: IN% I hC % VJ n 1: 1 kv 14% IQ %C lop II kq: ir . 111111111: % alld fi I Ill 111, q I-, :,, 1, N rj 1%-. i f wi: n),: ii t. I lliý I j, , n. Ic tic, m r., g ;: mi: nI- l' it : 43 
tic Vi% ct, ar. q. a -w 

ii i% jcm r. ti tit t ii., t it n, frive , *, aI It, 111 ik it i hi it 10 N %I ra -A it i t, it ny si giIiI ik%i nI vA nvý-:, Iv 1, it %! A: 1111 
hi: . 1; j Cc it f 04., 1nj con %i & reA fo r prOillot ; %In. wI hal I tit: Iei%f Val, I Ll 11 iI% (%i tn; ii ý hv ill .T h%: % Au ctt, Cb 

critici, -m ind jdwc -Aill JellenJ grealk -%A il',; Ning gliicn itla" mAn,: r C. iml 1) 

mvii, t b%: brought to the itiention %if Illi oifixf coluville, 1 6111cr orollv. oi Ili %%filing, but hi. % ni. %\ tl%: 
%%here thý N11111 "' cl"Tl% '143c "I ill-Itralih. q 1, llicrel% jn j.,, j; jjCj it; ý. 

r"'le rn; "I,: of 
Aw 

on thm limni Wwri: Ow ijiijo - l, Im 
oihvi %: ). I 

FuO, -%N: %%ill Iv Nil --Iýv 
%hould he 1"W119 in IT-'A', ' : 111%'cu ACOM 

tw 

I 

e 



114iciting a Kelly Repertory Grid. Dr. Laurie F. Thomas. 

M 

lo elicit a grid we need a representative sample of elements. By 
le'Lements' we mean the things which we construe, for example, people, art 
Qrj 4 jects, exam questions$ etc. This should include a whole range of elements 
1'elevant to the particular questions being explored. If these cannot be 
Mse=lea all at one time the grid must be modified and extended as more 
eviaence becomes available. 

The selection of this sample is crucial to the success of the method 
4itce ve cannot produce appropriate constructs from inappropriate elements. 

tr! ýDaration 

Obtain your representative sample of elements. 
Name and 'List them. 

Draw up your grid form. (see over). 
Write in the "element" labels across the top. 

Number the construct rovs dovm the side. 

4., 1icitipL one construct 

6. Select three elements (see over for basis of selection). 
Ask the subject to decide vhich two seem most &like,, and vhich differs 
fr= the other tvo. 

When he or she has decided vhich two make up the "pair" and vhich the 
"singleton"q proceed as follovs. 

Ask for a description of vhat make the pair "alike". 

If the description is not in direct sensory terms, discuss it in order 
to clarify the meax. ing. 

Ask for a description of how the singleton differs from the pair. 
3-2. Ag ain raiscuss the reasons. 
3-3. Fill in the construct "Pole" descriptions under Pair and Singleton colums. 



Awareness o4 a Job Component: A GUIDE 

Charting a Task with 7ALKBACK 

The PURPOSE of charting a task is to enable the Learner to: - 

i. become more aware of their understanding of the task 

ii. check M "on the Job" 

iii. refine and improve their understanding in the light of 
personal experience 

iv. understand how functional operations influence objective 
measures of Productivityg Quality of Service and Cost Effectiveness 

v. appreciate how more effective supervision can improve 
performance 

STAGE I. - Doing a Flow Process Chart (In Blue) 

1. First Cycle: List all the Operations (ie. circle) related to the 
activity/area being charted, eg. OLO/MLO/Delivery Office. 

2. Second Cycle: Lay out the OPERATIONS (circle) with MOOJES (ie. 
arrows) to represent the flow of mail. This representation does 
not attempt to reproduce the physical layout. Rather it represents 
the functional sequence. Do this provisionally. 

3. Third Cycle: Now, re-draw this flow chart to more clearly 
represent the sequence of operations and moves and to include the 
Storage (ie. triangles). 

STAGE 2: TALKBACK (In Red) (A) EMPHASIS ON QUALITY OF SERVICE 

Make 4our copies of the chart (Photocopy) 

1. Identify the points at which You would seek (perceive -P) 
indications of how well or badly the whole operation is functioning. 
Mark each point with a P. 

2. Consider each P in turn an number each (PI9 P2, etc. ). Make 
notes below the chart which describe the Diagnostic (D) information 
that You look for PIDI - P2D2 etc. ). 

3. From each P draw a Knowledge Flow arrow to the operation circle 
where corrective action can be taken. The diagnosis should explain 
how the perception leads to corrective action. 

Repeat Is 2 and 3 4or: 

(13) PRODUCTIVIT Y (Eg. Sorting Rate/Throughput) 

and 

(C) COST EFFECTIVENESS 
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TO: Nigel Hodgson Copy: Peter Davies 
Ray Workman Sheila Harri Augstein 
Alan Dart 
Dave Matthews 
Pete Lovegrove 
Steve Bambridge 

7july 
1991 

FROM: Andrew Taylor 

SOL WORKSHOPS 23 AND 30 SEPTEMBER 1991 

I discussed with Sheila on 16 July what we should do at the final two 
workshops particularly in the light of the very successful session 
held on 1 July and the following are our conclusions. 

23 SEPTEMBER 

In order to provide some assessment of what has occurred but also to 
allow each of us to review where we each stand, it is suggested that: 

a) we each bring to the Workshop a report, preferably written down, 
listing the changes we have experienced over the last 18 months to 
2 years both in our separate roles and more personally in our lives 
as a result of the SOL and other development activities we have been 
offered. It is suggested that you think through the significant 
events of the last 2 years, what has been your involvement in them 
and what have been the effects on yourself and your team in terms of 
performance and personally (eg attitudes, confidence etc). 

b) assess yourself on a5 point scale as to how competent you feel you 
are to use SOL and the techniques covered in the workshops, to assist 
your team members. 

30 SEPTEMBER 

It is suggested that we use this Workshop to agree how we shall carry 
forward all that we have learnt. As a starting point I attach a copy of 
the Learning Committment which I drew up on 1 July and which I see as 
the way in which I shall try to progress. 

ANDREW TAYLOR 
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THF PF. PRONAL LEARNING CONTRACT FORM 

BEFORE - NEGOTIATING THE COWPACT 

U14AT IS MY PURPOSE? 
To help Nigel, Ray, Dave, Alan, Steve and Pete to develop 
personally and to support their efforts in introducing SOL to 
the Team. 

To improve the quality of the appraisal of the managerial team 
by-, collecting specific evidence of actual performance. 

To win the support of team members in achieving office objectives. 

UHAT ArmcNs? 
Regular, pre-scheduled, individual meetings. Probably once per mont 
but Shift Managers -may-be each -tirhe' ' ', th6y. ''perfdrm--- an early shift. 
I shall use the Learning Conversation and Committment on a regular 
basis and the Repertory Grid, Task Interview/Analysis and Charting 
as necessary. 

2. Team meetings to pool ideas, review general progress and agree 
acti on. , 

HrU SHALL I JUDOE MY SUCrESSI 

1. Monthly learning committments and their outcome. 

2. Learning activity going on through the team with feedback via 
my meetings. 

3. Specific appraisal evidence. 

. 
4. Achievement of office objectives. 

h 
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NOTES OF A MEETING HELD ON 14 MAY 1991 

1. Present: 

Steve Bambridge Pete Lovegrove 
Bob Broom Andrew Taylor 
Peter Davies Jim Wharton 
Nigel Hodgson Ray Workman 

2. PURPOSE 

To begin*to define what we need in terms of team meetings/briefings 
to ensure succestsful achievement of office objectives. 

STRATEGY 

Open discussion/brainstorming ideas. Reconvene in one week to 
confirm purpose and agree strategy for meeting it. 

OUTCOME 

A list of agreed ideas on what we need. 

3. KEY IDEAS 

Constructive Team Briefing - frequency? Controlled time and content 
D-1--4 Feedback meetings ftC 4.11t C tA "C C t. J. I 15 

Irh --% -f- +iaI 
Open 
Simplify terminology - no jargon 9 o'clock meeting' 

Reflect 
Specific objective meetings 

Relevant 
PED meetings with PDC Manager 

Total honesty Explanation by "specialist" 

Flow of information meetings. 

4. SPECIFIC OBJECTIVE MEETINGS 
I 

Weekly meetings each taking a specific topic: - 
0 

Budget 

2. Q of S 

3. Teamwork and communication 

4. Eliminating barriers- between LPDs and PDC. 

When there tire five weeks in El month, the fifth wee'k to be used 
to review the whole process. 

5 ACTION 

All to think about how we structure the. meetings with a view to 
moking decisions at the next meeting scheduled for 1400 hours 
Tuesday 21 May in Conference Room E. 
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NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP 
HELD ON 21 MAY 1991 

Present: 

Peter Davies Peter Lovegrove 
Trevor Flight Andrew Taylor 
Nigel Hodgson Ray Workman 

PURPOSE 

The purpose of the meeting was to decide the structure of weekly meetings. 

DECISIONS MADE 

3.1 The meetings to be those of the Office Objectives Group. 

3.2 The purpose of the meetings to be: 

TO ENSURE SUCCESSFUL ACHIEVEMENT OF THE OFFICE OBJECTIVES 

3.3 The meetings to be attended by: 

Early and late Shift Managers ot'substitute 
(Night Shift welcome but unlikely to be able-to attend) 
Operations Manager 
Peter Lovegrove 
Steve Bambridge 
Nigel Hodgson 
Andrew Taylor 
Possibly a representative from Area Transport 

3.4 The meetings to take place at 2.00pm every Tuesday except for Bank 
Holiday when they will take place at 2.00pm on the Wednesday. 

3.5 The four objectives will be taken in the following order: 

WEEK OF THE OBJECTIVE 
MONTH 11 

I Teamwork and Communication 
2 Barriers between LPDs and PDC 
3 Budget ) when previous months results should 
4Q of S) be available 
5 Review of process when there are 5 weeks in month. 

A timetable for the meetings is attached. 

3. G The meetings will decide the agenda of the monthly Management Team 
Meetings and who will lead on each topic. Consideration to be given to a 
30 minute pre-meeting before PDC Manager joins meeting and views to be 
sought on alternative start times to the meetings. 

3.7 The meetings will normally be chaired by Andrew Taylor; when he is 
absent the operations Manager or other appropriate Group member will take 
the chair. 



3.8 An agenda will be produced for each meeting, probably at the end of 
the preceding equivalent meeting. 

3.9 Each meeting should end with a brief review of how it had gone 
highlighting positive and negative points. 

3.10 The formation of the Group and its purpose to be included in the May 
Team Briefing. 

14EXT MEETING 

The next Group meeting would be at 2.00pm. on Wednesday 29 May in Conference 
Room and the subject would be Quality of Service. The Agenda for the 
Meeting to be; 

I Agree the purpose of the Q of S meetings. 
2 Brainstorm problerds related to Q of S. 
3 Group and prioritise the problems. 
4 identify key area(s) for action. 
5 Agree agenda for next Q of S meeting - Tuesday 25 June. 
6 Meeting review; + and - points. 

The meeting to be chaired either by Bob Broom, if available, because of his 
involvement in the Missort Study Group or Dave Matthews. 

IIEVIEW OF THIS MEETING 

Positive Points 

Constructive 
More constructive than previous 
meeting 
Achieved a great deal 
Better Chairmanship 
purpose reiterated ind 
on flip chart. 

Negative Points 

No agenda 
Lack of communication to 
other shifts 
Missed Operations and Admin 
Managers 
No use of flip charts 
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NOTES OF A MEETING OF THE orFicE OBJECTIVES GROUP RELATING TO QUALITY OF SERVICE 
IIELD ON WEDNESDAY 29 MAY 1991 

1. PRESENT: 

Dave Matthews (Chairman) Clive Sharman 
Dave Barlow- Jimmy Wharton 
Peter Lovegrove Steve Bambridge 
Martin Topping 

PURPOSE: 

The Chairman opened the meeting and started with the explanation of the 
Office objectives fbr Q of S for Reading PDC. Then opened the meeting to all 
Present for constructive comments on where Q of S could be improved. 

2.1 missort Study Group: .1 

Peter Lovegrove gave details of the missort study group which met last 
week. The study will first look at Milton Keynes LPD as it is regarded as 
the flagship to the business being local to Headquarters. He stated that 
his objective taken from the meeting was to train operators well especially 
with regard to the missort problem between Milton Keynes and Bedford. 

2.2 Ideas Raised: 

it was discussed that putting the Postcodes on the end of the booms for - 
Milton Keynes would help and Clive Sharman was charged with looking at this 
area by using Midas tape. 

Peter Lovegrove would put similar notices at the PSM's for Milton Keynes 
and Bedford for the operators. 

Martin Topping suggested looking at staffing levels in the chute hall with 
perhaps using the LPD sorter along the Mated selections but this was felt 
too much for one man to cope. 

Dave Barlow suggested putting a container/bag at the end of each boom for 

missorts to be put into. He also said he would look at performing proper 
checks of wedge units and more regular selection checks. The Chairman 
asked if there was a better way of performing a mail search. Dave Barlow 
said that all parcels could be put down the recirc chute and rertipped. 

Martin Topping voiced the idea of performing four mail searches per day at 
1100,1300 or finish of Distribution, 2330 and 0100 or finish of Posted. 
The Chairman said that he would approach Nigel Hodgson and Andrew Taylor on 
this point. 

-I- 



Jimmy Wharton suggested putting sortation/vague books at chute ends. Peter 
LoVegrove said this point was raised at the missort study group to use 
these books in plastic covers hung at the chute ends. He also put forward 
the idea of using a senior operator to give ongoing coaching to newly 
trained operators to act as mentors for perhaps a week after finishing PSM 
training. The Chairman asked P Lovegrove and J Wharton to prepare a 
volunteer list'for coaches. 

Steve Bambridge asked if it was possible to make better use of those duties 
who are supposed to regularly clear'chute ends for missorts and not used on 
other jobs so that those working in trailers would know a regular clearance 
was taking place and be more willing to sort missorts. 

The Chairman asked if there was any other. points to raise. 

Meeting ended 1500. 

2 



INOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP HELD ON 4 JUNE 1991. 

-1 . 

2. 

Present: 

Steve Bambridg: e Pate Lovegrove 
Bob Broom Dave Matthews 
Alan Dart Andrew Taylor 
Nigel Hodgson Martin Lewis (observer) 

PURPOSE 

To ansure ttle s'uccessful achievement of the Tenmwork and Communication 

objectives. 
I 

a) to extend team working to all indoor staff. 

b) to improve communication and training by relaunching Team Briefing 

and ensuring it works and by consolidating the C&G training programme. 

ACTION AGREED 

3.1 meeting to concentrcate nn objective 2a) nbove. 

3.2 the i%sucs which would need to be re. solved were: 

duty swaps which had n monc-tary implication ie NDA 

n1location of reserms., ind leavc sclection 

3.3 Andrew to clear with Terry Dougan the principle of offering a 
shift payment equivalent to the NDA and Saturday Premium 
Payments associated with present indoor AWD. 

3.4 Dave and Stava to cnIculcitc tfle tot, 11 sum of money involved 

3.5 Dilve and Steve to, -drow tip a sci-joille for indoor shift leave 
and leave reserves. 

3.6 once 3.3 cleared all Group members to start "sowing the 
smed" - 

3.7 Andrew to flont the idea with UCW 

! ACTION 

Awzlzizu -r 

DAVE M 
STEVE B 

DAVE M 
& STEVE B 

ALL 

MDREld T 

3.8 Pate to prepare n draft letter to tile indoor staff setting 
out tile prnposal; the dr,, ifb to be ready for the next meeting 
on this subject on 2 July. 

3.9 Dave to write to the four Acting List PEsD asking them to 
state a preference for which of tile team they wished to be 
members, i. e. one or tiie tllrcc shift tcams or the Transport/ 
DNC team. 

4. AGENDA FOR GROUP MEETING ON 2 JULY 

I Report back on action agreed 

2 Agren any rurtlicr action nLc-c,, -;, Il, y 

3 Consider and agpe,! acLion on objectivc 2b) abovc. 

PETE L 

-DA- vr-_ M. 
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NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP HELD ON 11 JUNE 1991 

I PRESENT 

Steve Bambridge Dave Matthews 
Bob Broom Andrew Taylor 
Trevor Flight Martin Topping 
Nigel Hodgson Ray Workman 

2 PURPOSE 

To ensure the successful elimination of' Warriers which exist between 
the PDC and LPDs and which are detrimental to both cost and service. 

3 BARRIERS 

Lack of Communication 
Don't understand each others problems 
Job knowledge 
Training 
Transport 
HAL 
Clear understanding of each others requirements 
Contact 
Who is the ADM/LPD Manager? 
Telephone 
Information 
Work areas 
"Us and them" 
Engineering problems 
Admin 
Missorts/Missents 
Lack of orgnnisation 
Nobody there 
Answer machines 

Generally ogreed the. principal b-, )rrier is, communication. 

4 TYPES OF COMMUNICATION 

Face to face 
Telephone 
Written 
Fax Machine 
Information exchange 
Meetings 
Visits 
walk the job 

5 SOLUTIONS 

ACTION 

5.1. Shift minagement tenms to attend LPD Managers meetings when 
ANDREW T held in Rending. Next meeting schadtiled for 10.00am 25 June 1991.1 



ACTION 

5.2 Spend time in the LPD environment in order to understand 
their jobs and invite them to do the snme in the TIDC. 

5.3 Extend to Ops PEs the iden already adopted by Traffic 
Managers of allocating personal. responsibility for contact 
with and visits to specific LPDs (see copy attached). 

5.4 Communicate 5.3 to Laury Callan and all LPD Manngers 

5.5 Invite Laury Callan (and LPD Manager(,.; )) to next OOG 
meeting on this topic (2.00 pm 9 July) in order to discilss 
with them how to improve understanding between PDC and LPD,.; 
, a. \a ka%j fa- Vk-e, .; ý, R-q- fur-e t S. 

5.6 Obtain informntion on LPD contact names, telephone and 
fax numbers. 

5.7 Check whether LPD Managers have PDC contact names, 
telephone and fax numbers, and if not, Supply them. 

6 

5.8 Request LPDs to fox daily collected traffic information 
for each load sent (similar to Night Report) 

AGENDA FOR GROUP MEETING ON 9 JULY 

6.1 Report back progress on action. 

6.2 Discuss barriers with LPD representatives. 

. 6.3 Operational Bulletin. 

6.4 Contingency Plans. 

REVIEW OF THIS MEETING 

Positive Points 

Achieved something. 

Negative Points 

No ten or coffee. 
Chairman (Nigel) didn't do Lengthy. 

too bad. 
Cot to objective quicker. 
LPD baocra finished fit 15501ir., i 
other items discussed afterwards. 
Barriers within the Group seem 

to be diminishing. 

I 

ALL 

PAY W 

RAY W 

ANDREW T 

STEVE B 

, s7, --: VLC- a. 

RAY W 
at LPD Manage, 
Meeting on 25 



TRANSPORT MANAGER 
READING 

2- 1-r. -F / 

FIC MANAGERS LIAISON VISITS TO LI'D ETC. 

"ýth June 
4th June 

ýIst 
June 

f3th June 
Sth July 
2th July 

"Sth July 
6 th July 
2nd August 
Sth Atgust 

'Gth August 
"3rd August 

: 4th August 

Gth September 
13th September 
ZOth September 
Z7th September 

4th October 
11th October 
18th October 
25th October 

Ist November 

8th November 
1Sth November 
22nd November 
29th November 

6th December 
13th December 

George Cripps 

Peter Buckler 

Trevor Flight 

GC 

No visits 

No visits 
0 

No visits 

No visits 

NO visits 

GC Reading MLO Mortimer & Risley 

PB Aldershot 

TF Bedford 

Slough 

(A/L) 

(A/L) 

(A/L) 

(A/L) 

(A/L) 

GC Abingdon & oxford 

No visits (A/L) 

No visits (A/L) 

No visits (A/L) 

PB Bournemouth (Poole) 

No visits (A/L) 

GC Henley 

Pn Portsmouth & Southampton 

TF Milton Keynes & Amersham 

GC Banbury 

PB Basingstoke 

TF Luton 

GC Wokingham & Bracknell 

PB Southambton 

TF Aylesbury and High Wycombe 

GC Newbury Pangbourne & Goring 

PB Aldershot 

TF Bedford 

CF Reading MLO and Mortimer & Risley 

-r\ A. Traffic Manager to Book Pool car in advance. 

D. Visits to be made on Friday early shift. 

. -A n4mhl- chiff, t*ý I Tm 
I 

-n rnvjnr Anca"l- 

\A-S, 

C. Late and night shift to cover absent TM. \A 

4 



4ýý'TES OF A MEETING OF THE OFFICE OBJECTIVES GROUP "IR-'LD 
ON 18 JUNE 1991 

-I 
PRESENT 

Steve Bambridge Martin Topping 
Nigel Hodgson- Ray Workman 
Andrew Taylor 

PURPOSE 

ensure that all budgets are underspent with specific 

raise productivity above go Bsi 
use less than the targeted level of overtime 
absorb Dorset at nil cost 
use no agency staff 
underspend Admin T&S 

The meeting decided to concentrate on raising productivity 
and agreed the following action: 

Arrange with Jean Cobelli to increase Managers knowledge 'and 

understanding of PBIS. 

: 3.2 Complete the revision of the Chute Hall layout. 

3 Draw up one night and one early duty to book in vehicle 
arrivals. The duties to be found from existing indoor 
duties and to be introduced on a trial basis. After about 
9.30/10.00am the early duty could perform re-wraps duties. 

4 Prepare a mini training package for the 3 duties involved in 
booking in arrivals. 

ý-S Acquire a "w. hiteboard" to be sited on the arrival bay and on 
which will be recorded details of loaded trailers parked on 
arrival bay fence, next to PDO etc. 

1.6 Raise the idea of the "whiteboard" and additional booking in 
resource in Team Briefing in order to obtain feedback from 
Managers on what information is to be recorded and how the 
new duties are to be used. 

4 AGENDA FOR GROUP MEETING ON 16 JULY 

4.1 Report back on progress on action 

4 .2 
Consider next steps. 

I 
4 

H 

ACT I ON 

ANDREW T. 

RAY W. TO 
CHASE DAVID 
JAMES 

RAY W. 
MARTIN T. 

MARTIN T. 

STEVE B. 

RAY W. 



READING PARCEL DISTRIBUTIN CENTRE (PDC) CONTACTS 
ROYAL MAIL PARCELFORCE 

WHARFEDALE ROAD 
WINNERSH 

NR READING 
RG11 5XX 

I 

1' 

c I 
iI 

Switchboard Telephone: (0734) 699ý33 
Fax Number: (0734) 441807 

PDC Manager ANDREW TAYLOR (0734) 443223 

operations Manager 
. 

(0734) 443232 

Administration Manager: STEVE BAMBRIDGE (0734) 443216 

Operations Teams (0734) 443238 

Shift managers :1 Ray worltman Dave Matthews I Alan Dart 

PED'. -S 

Transport Managers : 

Dob Droom 
Clive Sharman 
Eddie Bridgewater 

Martin Topping 
Steve Butler 

Trevor Flight 

Dominic Kelly 
Jimmy Wharton 
Dave V-cLmej 

Peter Buckler 

I 

George-Cripps 
(0734)443237 

I 



I 

I 
NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP HELD ON TUESDAY 25 JUNE 1991 
ON QUALITY OF SERVICE 

1 Present: 

Ray Workman Alan Dart 
Nigel Hodgson Steve Bainbridge 
Dominic Kelly 

2 PURPOSE: 
To report back on action taken froin the previous meeting on Quality of Service. 
The Chairman took us through the notes of the previous meeting and explained 
the action currently underway: - 
- Missorts to-Milton Keynes had been greatly reduced, the Missort Study group 
were looking at performing a sampling check to identify why missorts are being 
wade. The group were looking at 6 LPD's with one person on nights and one or 
earlies. 

- Ray Workman attended the recent LPD Managers meeting to highlight any areas 
where missorts occur regularly. 

( 

I 

I 

- Nigel Hodgson said that the wedge units had not been checked and no container/ 
bag had been positioned at the end of each chute as yet. 

- The item of Mail Searches, had been addressed and J Wharton along with B Shoesmitt 
would be meeting regularly regarding the operation and timing of Mail Searches. 

- Vague books were to be looked at by the Missort Study Group. 

- Senior PSM operators would only act as a coach if paid - this would need 
clarifying by Andrew Taylor. 

ACTION 
3A Missort Study was being set up by Paul Farrow and Phil Nutteridge. 

They are setting up a system for PDC. 

3.1 It was suggested a check of the info placed at the end of each boom D. K. 
should be perforwed. 

3.2 It was agreed that the Quality of Services figures be made available at S. B. 
each subsequent Q of S meeting. 

3.3 Shift Managers to make a physical check of all work areas to look for Shift 
Q of S failures and report back at the next meeting with the results Managers 
of these checks. 

3.4 Work on a current workplan for the PDC allowing for contingency plans. R. W. 

+ 

i nf ormal Not many people 
More sharing of ideas No coffee/tea 
Talked constructively 
Not destructive 
Everyone input info 
Honesty 

I 
Meeting ended at 1600 hrs. 

1' 

ACTION 
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NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP HELD ON 2 JULY 1991 

I. Present 

Steve Bambridge AndreW Taylor 
Terry Gardner Martin Topping 

-Nigel. Hodgson Ray Workman 
Dominic Kelly 

ACTION 

2. Purpose 

To eniure *the successful achievement of the Teamwork and 
Communication objectives. 

0 
3. Action Agreed 

3.1 Andrew to discuss the Group's ideas in more detail with 
UCW. This would include the idea of a letter/questionnaire 
to all indoor staff seeking their suggestions and views on 
how the office was being run and how this could be improved. 

3.2 The Group would need to have some measures against 
which to judge the success of team - working. Some ideas 
put forward were: - 

level of missorts 
traffic clearances 
PBIS performance 
level of lapsing/reduced pressure 
general appearance of the office 

3.3 Ray and Dominic to establish the current position on 
City and Guilds coaching and assessment and to raise the issue 
at the next monthly Management Team meeting (15 july). 

3.4 Andrew to seek information on the changes taking place 
in the management of transport. 

AGENDA FOR GROUP MEETING 6 AUGUST 

I. Feedback from discussion with UCW and 
letter/questionnaire to indoor staff. 

2. Feedback on review of C&G coaching and assessment 
progress. 

Next steps. 

5. 

4. Training. 

Revi_eWOf this meeting 

positive_. points 

Constructive 

Negative points 

No tea or coffee 

ANDREW T 

ALL 

RAY W 
DOMINIC K 

ANDREW T 



NOTES OF A MEETING OF THE OFFICE 013JECTIVES HELD ON 9 JULY 1991 

1. Present 

2. 

Steve Bambridge Andrew Taylor 
Terry Gardner Ray Workman 
Dave-Matthews 

Purpose 

To ensure the successful elimination of barriers which exist between the 
PDC and LPDS and which are detrimental to both cost and service. 

Ac"t'i'o"n 
0 

3.1 Ray and Steve to prepare a letter and pro forma to send to 
LPD Managers reminding them of our request for advance warning of 
level of posted traffic they are sending in. 

3.2 Provide LPD Managers with overall missort performance 
f igures. 

3.3 Provide LPD Managers with results of Mi. ssort Study Group 
check on missorts to LPDS. 

3.4 Send out reminder to LPD Managers inviting them to visit 
PDC. 

3.5 Discuss availability or possibility of acquiring information 
on when posted traffic is available for collection from LPDS. 

3.6 C&D Manager and LPD Managers to be reminded of date of 
next meeting on this'objective, 13 August, and to which they 
would be most welcome. 

3.7 Find out if and when Basingstoke and Milton Keynes LPDs are 
to be equipped with fax machines. 

Agenda for Group Meeting on 13 August. 

4.1 Report back progress on action. 

4.2 Discuss barriers with LPD representatives. 

4.3 operational bulletin. 

4.4 Contingency plans. 

Review Of this Meeting 

Positixsiýý Negative points 

Tea and coffee No C& D/LPD Mgrs. 
Poor turnout. 

ACTION 

RAY W 
STEVE B 

STEVE B 

ANDREW T 

RAY W 

ANDREW T 

ANDPEW T 

. to copy 
these note 
to them 

STEVE B 



Operations Manager 
Reading PDC 

july 1991 

Copy A Taylor 
L Callan 

Mr 
LPD Manager 

. Dear 

May I firstly begin by saying how disapppinted we were that two 
LPD Managers or Mr Cal I an Area Col I ecti on and Del i very. Manager 
were not able to attend our meeting on 9th July 1991. 

Our next hieeting will be on the 13th August 1991 at 1400 and I 
hope two LPD Managers and Mr. Callan will be able to attend. 

It is- hoped we wi 11 be abl e to attend your meeti ng on the' 30th 
July 1991. 

We woul dIi ke to thank those LPD I s, that have been i nf ormi ng us of 
the amount of t1raffic we can expect during -the evening peak period. 
We would now like to ask all LPD's in our area to now supply 
information on the enclosed Pro-formas of what traffic. is contained 
on each trai. ler returning to the PDC and fax it to the PDC. 

We would also like to remind you*of our in 
, vitation for you and your 

ADM's to visit us and would like to suggest'that a Tuesday would 
be the ideil day due'to no distribution being processed through the 
PDC on Mondays. 

Your response on these or any items would be greatly received and we 
are 1 ooki ng f orward to tal ki ng to you ag. ai n on the 30th July 1991 . 
Yours sincerely 

I 
I 

RE WORKMAN 
Operations Manager 



I 
/ 

FOR ATTENTION OF SHIFT MANAGER READING PDC 

DAY DATE 

LPD NAME 

ARTURE 
( )NE 

I ILER 

CE 
IN T 
-S 

SE 
ED 
is ý'LETS 

p 

THIS FORM TO BE USED ON EVERY DEPARTURE FROM L. P. D. PLEASE USE 

FAX NO 0734 441807 OR PHONE 0734 443245 



NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP HELD-ON 16 JULY 1991 

1. Present 

Steve Bambridge- Nigel Hodgson 
Bob . Broom Dominic Kelly 
Alan Dart Dave Matthews 
Terry Gardner Andrew Taylor 

I 

2. Purpose 

To ensure that all budgets are underspent. 

3. ACTION - 

3.1 Meeting with Jean Cobelli totarrangedonce new 
PBIS target agreed with UCW. 

3.2 Chute Hall layout revision still *to be completed 

3.3 The idea of additional arrival booking in duties 
to be reconsidered once the requirement had been more 
clearly crefined. 

3.4 The information to be shown on the arrival bay 
"whitebdard" to be reconsidered. 

3.5 A'specifi6ation of Shift Managtrs requirements 
for duty. coverage to be drawn up for use by Admin. 

4. Review of this meeting 

Positive points Negative points 

Tea and coffee Did we keep to the 
lively subject? 

ACTION 

ANDREW T 

DAVID JAMES 

ALL 

ALL 

SHIFT MANAGERS 

6 

T 



NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP 
HELD ON TUESDAY 23 JULY 1991 

Present: 

Steve Bambridge Dave Matthews 
Bob Broom Andrew Taylor 
Pete Lovegrove 

2 Purpose: 

To improve Quality of Service 

3 Action 

3.1 Priority indicators to be included in Team Briefing 

3.2 Duty detail .s oý the 3'missort duties to be reviewed 
to ensure they meet 6e requirement of handsorting all 
missorts coming to hand whether at chute ends or on 
return from LPDs/RM. 

3.3 Subject to 3.2 the night shift missort duty to be 
responsible, on commencement of duty, for re-sorting 
missorts returned from LPDs/RM. 

3.4 The National Q of S figures in so far as they relate 
to Reading were considered and werd found to be not 
particularly helpful in directing the Group's efforts. 
Information coming from new Quality Control checks, 
e. g collection checks, missent checks, missort checks, 
would be more helpful. 

ACTION 

ALL 

STEVE B. 

SHIFT 
MANAGERS 



NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP 

HELD ON TUESDAY 30 JULY 1991 TO DISCUSS: - PROCESS 

PRESENT: 

R Workman S Bambridge 
P Lovegrove M Topping 
N Hodgson 

2 PURPOSE: 

To assess how these office objective meetings were progressing and 
if they are beneficial in their current format. 

3 ACTION AGREED * 

3.1 The group to report back to Andrew Taylor concerning the 
regularity of the meetings. It was felt that a fortnightly 
meeting would be better whereby the subjects could be linked 
i. e. one meeting to discuss Q of S and Budgets and another 
to discuss Treamwork & Communication and Barriers LPDIS/PDC. 

3.2 The nominate Chairman should provide a clear Agenda for 
each meeting in advance. The Chairman need not necessarily 
be Andrew Taylor each time. 

3.3 To decide the meeting previous who will be Chairman at 
the next meeting and specify time limits for discussion 
on each subject so as not to extend the meetings unnecessarily. 

3.4 Try and arrange the next LPD Barriers meeting for Tuesday 
a. m. Arrange also for LPD Managers and Traffic Manager. 

3.5 It was also felt that at some stage an attendance by 
Terry Dougan would prove useful if this could be arranged. 

4 REVIEW OF THIS MEETING 

Positive Points 

Open, frank discussion 
Good ideas and action 
Some achievement reducing barriers 

(LPDIS) 
Gradual progression' 
Extending teamworking 
Raising awareness 

Negative Points 
Too many meetings 
Additional workload of 

managers. 
Other barriers in PDC 
No proper agendas 
Lack of supervisors 

attendance 

ACTION 

ALL 

CHAIRMAN 

ALL 

CHAIRMAN 

AJAYLOR 



NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP 
HELD ON TUESDAY 6 AUGUST 1991 TO DISCUSS TEAMWORK AND COMMUNICATION 

1 PRESENT 

Steve Bambridge Alan Dart 
Terry Gardner Bob Broom 
Nigel Hodgson Jim Wharton 
Ray Workman George Cripps 

P Lovegrove expressed his apologies 

PURPOSE 

To report back on last meeting and to find ways to improve Teamwork and 
Communication within the PDC and outside. 

ACTION 

3 REPORT BACK/ACTION 

It was felt by the Chairman that we should report back on the 
previous Teamwork and Communication meeting. 

3.1 Letter - Questionnaire - Andrew Taylor not present to report. 

3.2 Levels of missorts were seen to be decreasing as awareness 
was being raised. PBIS performance was decreasing due mainly to 
extremely low traffic levels. Lapsed hours was being continued as 
far as possible and the general appearance of the office had 
improved over recent weeks. 

3.3 A list of City and Guilds training was still being compned. 
It was suggested that due to the backlog of City and Guilds 
training not being performed, a supervisor be released on special 
duties to catch up with the backlog. Ray Workman and Pete 
Lovegrove would discuss again with Andrew Taylor to alleviate 
the backlog. 

3.4 Terry Gardner said that he was undertaking a HGV drivers 
r. evision taking off all indoor hours and making a complete 
split of Transport from Operations by 6.1-91. This would hopefully 
also include a separate drivers leave list. A separate body for 
maintenance of vehicles had been set up headed in this area by 
John Vaughan. 

3.5 Next steps were suggested to be where Shift Managers and 
PED's perform a check of each area upon handover and sign the 
diary of this fact being done. This was accepted as being a good 
idea but needed further discussion amongst all supervisors. 

4 REVIEW 

+ 

RAY & PETER 

ALL 

More supervisors attending No tea or coffee 
Frank discussions PDC manager &D Kelly absent 



NOTES OF A MEETING OF THE OFFICE OBJECTIVES CROUP 
HELD ON 20 AUGUST 1991 

PRESENT 

Steve Bambridge Dave Matthews 
Nigel Hodgson Andrew Taylor 
Dominic Kelly Ray Workman 

PURPOSE 
0 

To ensure that all budgets are underspent. 

ACTION 

3.1 the following action points from the last meeting 
(16/7/91) to be cleared by the next meeting (17/9/91). 

3.1.1 meeting with Jean Cobelli to be arranged once new 
PBIS target agreed with UCW. 

3.1.2 Chute Hall layout revision to be completed. 

3.1.3 Arrival Bay "whiteboard" to be installed. 

3.2 the idea of additional arrival booking in duties was 
still under review and would be raised again at the next 
Management Team Meeting. 

3.3 it was felt the system of duty coverage was now more 
satisfactory but that Shift Managers must involve their 
Shift Team members in deciding the level of duty coverage to 
be made. 

3.4 an example of a possible work area, hourly productivity 
and production monitoring system to be produced for the next 
management Team Meeting (9 Soptember). 

REVIEW OF THIS MEETING 

positive Points Negative Points 

Coffee & biscuits Flipchart not used 
Set deadlines Too few people attended 
Constructive 
Positive i 

ACTION 

ANDREW T. 

DAVID JAMES 

RAY WORKMAN 
STEVE B. 

SHIFT MANAGERS 

STEVE B. 
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To: All Managers (incl. ACting List) 
Reading PDC 

From: Andrew Taylor 

OFFICE OBJECTIVES GROUP MEETINGS 

2-1 August 1991 

The above were reviewed on 30 July and it was decided to alter their 
frequency to fortnightly rather than weekly and to amalgamate topics as 
follows: 

Teamwork & Communication with barriers between LPDs and PDC 

Budgets with Q of S 

The meetings will now be on the first and third Tuesday of the month, still 
at 2.00pm and a revised timetable is attached. The meeting on 10 September 
will be held as LPD Managers have been invited to come along and discuss 
barriers. 

Attendance at the meetings is open. Ideally a representative from each 
shift team should come but this is clearly difficult for the night team. 
The notes of the meetings are not confidential, copies go to Shift Managers 
who should ensure all their team members see them. 

I 



J\DING PDC - OFFICE OBJECTIVES GROUP mEr..,, riNcs 
I, 

TEAMWORK & 
AND 

BARRIERS BUDGET AND Q OF S Pnoci: *s!; 
COMMUNICATION LPDS/PDC 

10 17 

1 15 29 

5 19 - 

Q3 17 31 

42 

4 21 

4 18 

3 17 31 

IIL 7 21 - 
I 

I 



NOTES OF A MEETING OF THE OFFICE OBJECTIVES GROUP HELD ON 10 SEPTEMBER 1991 
TO DISCUSS LPD BARRIERS 

Present 

Mr D Matthews A/Ops Manager (Chairman) Mr P Bryant Reading LPD Manager 
Mr T Gardner Transport Manager Mr R Stidston Area C&D Manager (N) 
Mr S Bambridge Admin Manager Mr G Nickells Area C&D Manager (S) 
Mr R Cousens Southampton LPD Manager Mr N Hodgson Engineering Manager 
Mr M Gray Oxford LPD Manager Mr I Wilson Guildford LPD Manager 

Mr D Newell Luton LPD Manager 

ACTION 

The Chairman opened the meeting by thanking all those who attended 
and suggested that each Manager raised any points individually and 
asked Mr R Cousens to start the proceedings. 

Southampton LPD were experiencing irregular arrivals and vehicles 
arriving late. This caused sorters to wait for work with emphasis T Gardner 
on Fridays. Still receiving Direct Mates at Southampton for 
Bournemouth. Missorts have reduced dramatically recently but still 
receiving old PCO sortation. 

Oxford LPD (Mr M Gray) - Missorts for Banbury reoccurring with red D Matthews 
Spots. Also need additional pink labels to be supplied and empty 
bags. 

Reading LPD, (Mr P Bryant) - Inward sorters were missorting D Matthews 
especially Littleheath. Dedicated sorting group to be set up 
23/9/91 which should help. HAL items were also left unsorted at 
approx. lpm. They should be labelled up and put into a combitainer. 
Aldershot LPD (Mr I. Wilson) - Need to have Mondays first service T Gardner 
bounce over not with a trailer and 2nd service with an empty 
trailer need to write this into P318's. 

Luton LPD (Mr D Newell) - HAL currently sent to WL RCC. Could we G Nickells 
handle HAL at current levels 40-50 parcels per night to cease 
run to WLRCC until traffic picks up. Perhaps get LCD at Luton to 
Collect. LU7 missorts; especially HAL parcels. Is it possible to 
have a trailer with shutter doors as it proves difficult to open 
on occasion* with rigid doors tight to building. Would it be 

possible also to notify if large amounts of distribution fail so 
that staff can be assessed. Rubbish on trailers also looked untidy. T Gardner 
Trailers with holes in roofs were a problem making parcels extremely 
wet. Slough LPD - cut Out 1900 service as all Distribution will 
comment on the first service. 

Portsmouth LPD -A problem occurred last night. Reading bounced 
down and driver left late due to staffing problems. ADM was locking 

up and wouldn't assist driver to unload. it was necessary to 

contact LPD'S of lateness. PDC not notified that no trailer was 
on site. 

It was felt that an updated contact list was needed to LPD S Bambridge 
Managers including control number and out of hours contacts 
and emergency numbers at weekends. 



Dave Matthews said that HAL caused the PDC problems on the bay 
and was very time consuming due to the way it was loaded. 
Steve Bambridge asked for missorts to be given over the phone 
daily when contact is made. 
Laury Callan confirmed that the LPD managers meeting could be 
formed into the LPD barriers meeting. An agreed set schedule 
of dates to be sent to D Mattthews/A Taylor. Nigel Hodgson 
stated that the missort study group was pleased with its success 
and had reduced missorts substantially. 

Meeting closed at 1520. 



10TES OF A MEETING OF THE OFFICE O1M-: crIvnS GROUP HELD ON 17 SEPTEMBEn 

I Present: 

Dave Matthews 
Andrew Taylor 

3 

I If 
(4 

ýs 

Purpose 

To improve Quality of Service and ensure that all budgets 
are underspent. 

Action points from previous meetings: 

23 July 

3.1 Priority Indicators to be included in Team Briefing 
again 

3.2 Duty details of 3 missort duties stil to be reviewed 

3.3 Night shift missort duty to re-sOrt m ssorts returned 
from LPDs/RM. 

20 August 

3.4 PBIS target agreed, Jean Cobelli to attend meeting 

3.5 Chute Hall layout revision to be completed 

3.6 Arrival Bay "whiteboard" to be installed 

3.7 Arrival booking duties still to be discussed at 
Management Team meeting 

3.8 work area, hourly productivity and production 
monitoring system still to be produced 

The idea of amalgamating the Office Objectives Croup with 
the monthly Management Team meeting to be rhised at the next 
meeting of the latter to be held on 14 (not 7) October. 

All operational managers to be copied outline details of how 
the NWLPDC change of function will affect indoor operations 
at Reading and be asked for any ideas on how staffing should 
be scheduled between shifts and between work areas within 
shifts. Results to be discussed at management Team meeting 
on 14 October. 

ACTION 

ALL 

Steve B 

Dave M 

AndreW T 

Dave J 

Steve B 

Steve B 

Andrew 

Andrew 

September 1991 



S- 13 - 4-4 

TO: Pat Hedges 

From: Andrew Taylor 

I 

I 

I 

SELF ORGANISED LFJLMNG 

V 
January 1992 

At the end of our meeting with Laurie and Sheila on 6 December I undertook to 
let you have a note about what I saw as the way forward both locally in 
Reading and on a wider front. 

As a result of the work we have done with CSHL during 1991 there have been two 
main changes. Firstly, the approach and outlook of the managers directly 
involved in the workshops has changed. We all have a better understanding of 
how we learn and of the need to support the learning of others. There has 
been a more open recognition of areas for individual and team performance 
improvement with consequential action and improved performance. Secondly, 
there has been a realisation on all our parts that there is a need for a more 
structured approach to performance improvement in terms of regular, say 
monthly, "learning conversations" throughout the management team at which 
performance can be reviewed and new "learning commitments" agreed so that we 
can lift performance on a progressive basis. In terms of future CSHL 
involvement, it would be very useful to have three or four day or half day 
sessions for the team between January and September so that they can support 
us in consolidating this approach into our normal way of life. I believe by 
this means we shall produce real ongoing appraisal evidence of much greater 
worth than the normal annual round of form filling. 

On the wider Business front I am not necessarily saying that SOL is the only 
way forward, only that it is the best I have come across. What I believe is 
needed is a wider "debate" on how we value the Veople who work for us and from 
that would emerge a clearer view, of how we want to manage them or even how 
they wish to be managedl This debate should not be restricted to the policy 
makers in HQ but needs to encompass the field managers who actually manage 
most of the people. One of CSHL's maxims is "beware the expert and the 
expert's solution". I feel, with respect, we are getting the expert solution 
in the training field and whilst I have seen many benefits from NEBSM/CMS, I 
do not feel enough has been achieved in genuinely committing managers to 
giving such initiatives real support. They are seen as "Pat Hedges 
initiative" rather than "our initiative". We have discussed on many occasions 
the facto to use NEBSM terminology, that much of our Business is still managed 
"mechanistically" rather than "organically". I recognise that the initiatives 

you are taking are designed to change this but I believe this objective needs 
to be more overt and debated among the managers who are meant to be supporting 
them. I do not believe that you will change people's approach to how they 
manage by "telling" them to change, you have to support them in reflecting on 
how they do it so that they reach their own revised model and learn to 
reiterate the process for ongoing improvement. That, as I understand it, is 
the essence of SOL and whilst APL goes some way towards it, I believe it will 
be less effective because it is not a free structure. 

The "debate" wnien i consicer tne j3usiness neeas to enter 3. nto on now we value 
our people and how we manage them for improved performance goes to the root of 
introducing Customer First and "empowering the front line". Given a clear 
definition of what we are trying to achieve, I believe CSHL have the skills, 
techniques and experience to facilitate such a "debate". 



To: Andrew Taylor 
Ops Manager 
Reading 

Copies: 

From: Pat Hedges Date: 23rd January 1992 

Tel: 5700 7309 Ref: PH17.01/DW 

Subject: SELF ORGANISED LEARNING 

Thank you so much for your very interesting letter, which gave me a great 
deal of food for thought. 

I feel that SOL has worked so well for you for two main reasons. The first 
is your enthusiasm for the technique, and the second is a consequence of the 
first; in that you have been willing to stick at it for a long time now, 
adjusting and honing its usefulness to fit your situation, and persuading 
your people of its strengths. I'm sure all the benefits you envisage will 
accrue. I am happy to fund further sessions for you between January and 
September, to help you consolidate your gains. 

I agree with most of your comments in the 'wider business front' paragraph, 
but - as always - there are several angles to the same issue. 

The root cause of 'imposing expert solutions' was my inability to convince 
our previous Ops Director that training was anything other than "a nice 
thing to do if there was nothing more important on", "a frill which was 
dispensable", etc, etc.. Bearing in mind that people generally take their 
cue from such a source, it was always obvious that real progress was not 
possible. 

Since things have changed I have tried hard to involve Ops Managers, but the 
Business needs cannot wait until I have done my selling job thoroughly. Bear 
in mind too, that historically, our people have tended to listen to proposals 
but to respond to 'orders', even - in some cases - feeling more comfortable 
with a situation they have not created for themselves and for which they can 
'blame' someone else. You are right that training is designed, among other 
things, to address this, but 350 years of history produces a culture which is 
seldom changed overnight, and needs constant reinforcement. 

The other issue is concerned with standards. Parcelforce needs to be sure 
that its people meet an acceptable standard of performance in their service 
to our customers. We have found that, in some instances where managers have 
had the freedom of choice for training, the programmes they have chosen 
(being high on gimmicks and cost, and low on substance and worth) have fallen 
far short of the ability to produce competent people. 

... / ... 
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In summary Andrew, I feel that it is my responsibility to provide Parcelforce 
with managers equipped to develop to a standard of competence, such that they 
can contribute to the success of the Business in our particularly hostile 
market place. To achieve this, I could not go down the SOL path since it is 
too costly, too lengthy and requires more commitment from operational 
managers than I have any evidence of getting on a national basis now. For 
instance, your efforts have not been concealed, yet no-one else has asked for 
help. 

Given all that Andrew, and recognising that it is anathema to you, I Shall 
continue to give support in any way that people ask me to, but in the absence 
of that expression of need, I shall go on 'imposing my expert solutions', 
which I have to say are even well received in some quartersi 

Thanks again for your letter. I'd like to be able to operate in the way you 
outline - hopefully in years to come. 

Best wishes. 

Pof 

PA HEDGES (MRS) 



Mr M L, ewis 
Coryton House Hanagement Centra 
Coryton House 
27 Pendwyatt Road 
Whitchurch 
CARDIFF CF4 7XF 

Door Martin 

21 June 1991 

Firstly, let me congratulate you and say how pleased we are 
to hear of your 'masters' award, our warmest good wishes to 
you on your academIc and job-centred futurel Now we can 
appreciate 

'nhy 
we have not hoard of you since last Autumni 

Rest assured we have missed sesiug you around in Reading and 
have frAquontly enquired about you. 

Nowt as promised I have tried to get an information pack 
togethor for you - albeit somewhat hastily - re our curront 
Learning Conversations project* You are probably aware that 
only one of our four Proposals (see attachod) have so far 
been actiVatedy although Pat eipressed much interest in the 
whole S-0-L package during our review maeting with hPr, 
Andr*wp and some of the team leaders at Winnershl 

You have &sked mo for some assessment of the current project 
based on Proposal_On-* (see attached). T shall now outline 
our commeý-ts- 

The CSHL team have almost completed the schedule of Learning 
conversations with the Le&rning Manager (Andrew Taylor) and 
his direct report team of managers (see attached). Without 
exceptioup (and certain more openly enthusiastic, and morp 
freely, since Peter flood retired), each manager tins taken 
seriously on board & commitment.. to acquire the 6-0-L 
techniques on offer (see attached proposal and schedule), in 
ways which are enabling them to practise these as part of 
their ongoing_ on-the:: Job activities, Not only have they 
taken these now (fo r them) S-0-L skills on board for 
themselVsst but they have also practised them with the 
dedicated teams that they are responsible for. There have 
been somo interesting outcomosl 
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The PHC managers, Ray, Alan and Dave have most certainly 
become much more informed and now understand better what 
actually is meant by 'performanco measures, Not y6t as 
precisely and as responsibly as Andrew would like; but very 
significantly more than the rather vaguey non-numerate terms 
they saw these of last year. What's more they are working 
on translating their officA performance measures to each of 
their specific areas oF responsibilitZ and are also 
explaining how such new understandinls of performance 
measures into are enabling them to improve their management 
of their dedicated teams. They are also seriously 
quostioning their managing-people' skills, and each has 
taken on responsibility to act as their own learning co&Ehn. 
In fact, they are as concerned with seeking opportunities 
and planning strategies to develop their teams, as. a 
learning team as they are with their 'day to day' 
performance i. e in terms of thro1put and misortat 
information flowl traffic-parcels' flowy etc. etc. There is 
a definite charge in attitude and in atmospherel - greater 
confidence, openesal a feeling of job ownorship, and general 
empowerment through S-0-L, 

Andrew Taylor has taken on thA function of Learnin ManagRr 
very seriously and has supported his team in their learning 

experiments on-the-job quite magnificentlX9 despite the 
uncertainties and rapidly changipg climate within the office 
- much of this brought about from above without much 
consultation it appears to usl 

I think one of the interesting findings from our point of 
view is how S-0-L can be installed in an office in a 
'coach-less environment (i. e there being no formally 

appointed learning coach and the trainer i. e Pete 

Lovegrovels function is still largely seen to be orientated 
to Postmen and PHG training and code desk training etc. - 
although I must add that he is now broadening-his view of 
traini. pA to take in supportp of the 3 Pr%Cls - learning coach 

activities with their teams). 

There is no doubt that the project has been very successful 
in enabling m&nagers to act as 1*arning coaches themselves 

on the job, Of coursep this makes new demands on Andrew as 
t Learnin Mana ert and I can-say that he is working double 

i! ý 
demands they are making_ on 

himl (see copies of some manager-generated team meetings 

emerging from the S-O-L workshop). 
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Each manager is overtly taking greater responsibility for 
their own areas of activitiesp questioning their minute by 
minute, day by day tasks in terms of quality of performance, 
and altogether being much involved. 

Now more specifically - The Personal Learning___ Interview 
(PLI) technique is being used ongoingly to, elicitp recordp 
structure# organised and reflect on their jaers onal model of 
their own-job and of how. they set about to learn* This has 
enabled them to diagnose areas of_growth and to focus on 
these in their Personal Learning Contracts (PLC's) or 
Commitments - as they prefer to call them. 
They have taken on board at least two PLC's for themselves 
and elicited and supported at least one of. their-own team's 
efforts to learn by offering the PLC approach to thýlm. See 
attached S-O-L notes). There are many exciting examples of 
PLC's in actions not only at work but also privatoly at 
homftl They have taken on 'team briefing' improvements, 
through PLC approaching# as well as individual development 
of knowledge and skills required to perform better 
on-the-job. 

They have used the repertory grid ap2roach to reflect on 
their personal 

- 
model of managing their own team and to 

change their approach with specific individualsl - to get 
better responses from them at workj particularly during 
period$ of crises and also during their weekly appraisal 
review sessions with their teams. 

They have used their personal job description (elicited 
originally in the P#L* Interview (PLO to clarify specific 

_aspects 
of totalqualityl as these relate to various tasks, 

and used these aspects as elements in a grid. Emerging from 
such &rids ara the beginnings of their own construings of 
what total quality means to them personailys ioe not in the 
abstract sense as generally and rather vaguely understood by 
the prior to this exercise. Additionally, thoy. are 
reviewing the quality_of their own Personal Model of thoir 
job and beginning to r*cognise thatý a rote-type robotish 
go-del is no longer sufficientp and that to acquire a more 
constructivel 'Cause and effect' dynamic model (or 
understanding) of what their job is abouts - they need to 
explore these 'causes and effect2 for themselves 
-on-the-job. 
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What is moro they are beginning to understand t1lat it is 
through their personal understanding (or models) that they 
Ict U-e manage) and their effecti 

' 
veness is thprefore as, 

limited or openly developmental as their understandin&s Of UP tasks-they perform. They are definitely moving towards 
self-organisation in learning. 

The 8-0-L basod Flow-Process charting tochnique has been 
used to help them record their own information on traffic 
flow in the areas theX are responsible for and also they 
have worked together (in particular tho S PEC's and the 
engineor (Nigel) to develop a group-based flow Erocess chart 
of tho whole office. 

By the. Auturau'l the Reading S-O-L team really ought to be 
given opportunities to launch the second part of Proposal 
ono (see attached) so that they can elicit and develop an 
officp based system of criteria for an S-O-L based 
Fqedback-for-Learnin& programme-o This would itivolve them in 
using our computer-based Feedback- f or-L earning package which 
is now on IBM (see Pro2osal lb). 

We are therefore looking forward to discuss with Pat (and 
yourself7) how wLl, can: - 

(1) proceed with Proposal Ib at Winnersh 

(2) implement Proposal la in other offices 

(3) work with Harry Mitchell College and NEBS tutors 
on Proposal 2 

(4) Plan to use simulators of (office-based tasks) as 
a resourc; ý for improving job-competence - 

Proposal 3 

(5) Work with a team of senior managers in promoting 
an S-O-L based empowering process in their office 

for greater effectiveness. Proposal_4. 

I apologise for the unedited notosp but as you requested 
have tried to givo you an immediate!, off-the-cuff response, 
which hopefully meets your needs? l T have copied: - 
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(1) the original Proposal and letter to Pat, concerning 
the 1991 S-0-L programme. 

(2) Mpmos from Andrew and his team 

(3) Aims of the CSHL S-O-L course at Winnersh 

(4) S-O-L reminder notes for an action programme 
on-th#--job 

to enable you to get a good overall portrait of what is 
going onI I would also suggest that you chat with Andrew, 
and if possibles with each member of the S-O-L team- (see 
list attached) to get a fuller picture of the project. 

I would verX much_a2preciate it if you would write to me to 
let me know whether I can now leave the matter of 
continuation of S-O-L in your _courtp 

or whether T should 
copX all this to Pat and take matters up directly with her? 
We will need to make plans shortly for our active research 
commitments from 

' 
October 91 - Spring 92, so I would 

appreciate some comments sooni 

As a separate issues I was just getting round to contact you 
about your license for use of the CSHL Repertory Grid FOCUS 

suite of programs that you are responsible forl Our records 
show that you either had to relicense for an extended use or 
return the disks to CSHL. ilease could you be in touch with 
; ie about this also. Now. that you and Pat have completed 
your MA's - you probably would prefer to do this latter7 

Tt is now midnight and T must get some rest so prepare for a 
very busy day ahead tomorrowl - 

T hope all this makes sense to you. 

Looking forward to hear from you soon. 

Beat wishes, 

yours sincerely, 

Sheila 



To: Pat Hedges Copy: Sheila Harri Augstein 

From: Andrew Taylor 

1, ý 
February 1992 

SELF ORGANISED LEARNING 

Thank you for your reply of 23 January. No doubt we will find further 
opportunities to debate the "wider business front". In the meantime 
I have spoken with Sheila and we have provisionally agreed some dates 
for further SOL sessions at Reading. These are. 

16 March 
27 April 
18 May 
15 June 

with a back up date of 28 September if required and if we can afford it. 

Could you confirm that the way forward for funding purposes is for 
Sheila to write to you setting out the cost of what is proposed. 

ANDREW TAYLOR 
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To: Nigel Hodgson Copy: Sheila Harri Aug-. stein 
Alan Dart Bob North 
Dave Matthews 
Ray Workman 
Pete Lovegrove 
Steve Bambridge 

From: Andrew Taylor 

SELF ORGANISED LEARNINGn 

. LC) March 1992 

Further to my minute of 24 February and due to unforeseen circumstances it has 
been necessary to cancel the first SOL session due to take place next Monday 
16 March. Having discussed this with Sheila we have decided not to try to fit 
in another session before 27 April which will now be the first but have booked 

one f or Monday 29 June. The dates now are: 

27 April 
18 May 
15 June 
29 June 

and I suggest we-start at 0830. 

i hope that this does not cause any problems. 



bMUNtL UIA VLiýb iII 
tý. kile 

Brunei 
CENTRIE 
HUMAN 

OKWIMOWOF 

"MMARNING 
Director: Dr. Laurie F. Thomas 
Deputy Director: Dr. Sheila Har6Auqstqln 
Direct telephone line! Vxbridge $0269 

Mrs Pat Hedges 
Royal Mail Parcel force Headquarters 
Solaris Court, Davy Avenue 
Knowlhill 
MILTON KEYNES MK5 8PP 

I 

Dear Patt 

THE UNIVERSITY OF WEST LONDON 

Uxbridge. Middlesex UW CIPH 
United Kingdom 
Telephone Uxbridge tO895) 74000 
Telex 201173 0 Fax: (0696) 32906 

March 1992 

Receutlys Andrew Taylor was in touch with us to coniirm that you 
have agreed to suppott the Learning Conversatiou follow-up , daYs 
at Winnersh. siuce, they are follow-uPs7 we PrOPOst to convene 
these as group-based Learning Conversation$. We enclose our 
proposal. 

rnilliq vmu Could you please drop us a note oonfirming this arrangement as 
soon as possible? Our first agreed date is 14are. -h 16. 

We would be very interested to know of your reaction to our book 
'Learning Conversations' a copy of which we gave you when we met 
in December. Routledge have confirmed that they have at last 
sent you a COPY for Sir Bryan, so nov. 7ou have two bookal 

We are planning to launch an open one day conference based on the 
theme of "Self-Organised-LearnIng for Empowering Learning 
Organisations" at Brunel in the Autumn term. I am approaching 
you to enquire whether Parcels-Force would be prepared to sponsor 
this couf erence? Would Sir Bryan consider accepting an 
invitation to open the Conference? We would be very interested 
to hear of your co=ents on this proposal before we proceed 
further* We would very much hope that senior Post Office 
pergonnel would present papers. 

Laurie and I very much enjoyed our meeting list December at 
Milton Keynes# We appreciate your robust, yet critical support 
of our ideas and techniques for promotiug learning on-the-job. 

Do not forget if we can assist you in any way with your PhD 
studie$v do let us know# By the wayt have you now finished with 
the cSHL repertory grid computer disk? 'The license agreement was 
based on one Year's unlimited use- This is of course is now long 
over* Should you still need it, we can offer you an extension at 
no extra cost. Otherwise, we would appreciate the return of the 
disk as Per the original agreement. 

I 
I 

Loouins forward to hearing form you. 

yours sincertly, 

SheilsL Harri-Aug$tei%L 

, Sgilior ResearCh Fellow and CO-Director 



Proposal for Ceutre for the $tudy of Human Learning (CSHL) 
Parcel-Force Self -OE&aiaised-LearnitXg kS-0-L) Skills 

ýl 

) 

( 

Further DevelopmeUt Of S-0-L Skills for the 
Hauag_ement Team at Winuersh 

'Xo support the S-O-L initiative already in place at Winnersh 
for empowering managers to effectively lead their teams, 
CSHL propose to convene five separate follow-up days. These 
will be run in conjunction with Andrew Taylor, ' Parcels 
Manager. These days will be structured in the form of 
"Group-Learning Conversations". Each manager will take on 
responsibility for actively exploring and demonstrating how 
S-O-L based strategies are being used by theIr team 
on-the-jobt for heightening awareness of 
self-responsibilityy leading to an enhauement of personal 
skills and to improvements in productivityt cost 
effectiveness and total quality. 

days involving rwQ senior CSHL Tutorst ine lud ing 
travel and secretarial @ E600 per day 

Xarch - September iuclusive Total costs OpOOO 

10% Agreed discount for regular client 
Actual cost to be raised in September i2j700 

Date& agreed with Andrew Taylor 
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SELF ORGANISED LEARNING WORKSHOP 1 1992 

AGENDA 

AM 

A. Summary and review of last year. 
1 First year and NEBSM 
2 1991 sessions - Learning Interview 

PLCs 
Rep Grid 
Charting and Models in Head 

Last two sessions 1991. 
1 Personal reports 
2 Andrew's PLC 
3 did they develop PLCs for working with their 
teams. 

C. CSHL contribution: 

Our Aim is to help them improve Personal and Office 
performance and growth by introducing and developing 
SOL and Learning Conversations in Winnersh. 

1 What is SOL - Personal responsibility for 
Learning: 

a) five dimensions of Effective (SOL) 
management. 
b) Levels of Meaning/types of 
Understanding. 

2 What is a Learning Coach - enabling others to 
become SOLers. 

3 SOLer as someone who conducts a Learning 
Conversation with themselves. 

D. Discussion: 

How have they been getting? 
Andrew's PLC 
Andrew's report 
Each of them PLC - Where are you - what have you 
done - what are your intentions for you and your 
team? 

Discussion - Review and where do they want to go 
(want of us)? 

E. Performance and Models in the Head (Skill and 
Understanding) 



PM 

A. Learning and Appraisal analogy to Quality Control and 
Accept-Reject Inspections (aside about education and 
exams etc. ) 

SOL and Appraisal - hierarchy - Developmental. 

B. Elicit their Natural Criteria (Constructs - 
People/Performance) 

Scenario: Andrew sees expansion coming and asks them to 
think about: 

I how they would select someone for promotion in 6 
months to a years time. 

2 how they would coach each and all of their people 
to develop them for this promotional opportunity. 

ie-. Criteria for Promotion 

Criteria for feedback for learning ie development, 

growth etc. 

Flow Chart Performance and Criteria. 

C. Parcelforce Criteria 

723 (Feedback for learning) 
Annual Appraisal 
Management information measures: productivity 

Q of S 
Cost Effectiveness 

D. Use B and C to list a Total Criteria Set indicate 

sources, ie Natural Criteria (Constructs)/Parcelforce 
Criteria. 

Three Exercises 

I Nat-Ural Criteria mapped onto Parcelforce Criteria 
-3 point scale. 

2 All Criteria rated for relevance to 5 dimensions 
of effective Management - add extra Criteria. 

3 All Criteria rated for relevance to Productivity, 
Q of S and Cost Effectiveness. 



SOL - MANAGING AND LEARNING TEAM 

1) INDIVIDUAL PERFORMANCE 

2) TEAM - INTEGRATED PERFORMANCE OF INDIVIDUALS 

3) OFFICE - INTEGRATED PERFORMANCE OF TEAM 

4) SUPPORT - INDIVIDUAL 

- TEAM 

- OFFICE 

5) INNOVATION 

ACCEPT 

LEARNING 

CONSUMER 



MANAGERS COMMONLY AGREED PERFORMANCE CRITERIA 

WILLINGNESS TO LEARN 

DEPENDABILITY 

COMMUNICATION 

OPENNESS, HONESY AND INTEGRITY 

KEEP PEOPLE MOTIVATED 

CONFIDENCE 

JOB KNOWLEDGE 

GETS GOOD PERFORMANCE 

DECISION MAKING 

NEW INSIGHTS/IDEAS 



PERFORMANCE BY AREA - JOB REQUIREMENTS 

ARRIVAL BAY 

DEPLOYMENT OF STAFF 
KNOWLEDGE OF WORK ON HAND/WORK TO COME 
PROVIDE ADVANCE INFORMATION 
RESPONDS TO SITUATIONS 
CORRECT USE OF EQUIPMENT (RADIO AND OTHER EQUIPMENT) 
STAFF AWARENESS OF EQUIPMENT 
ORGANISE TRAFFIC FLOW 

PSM's 

DEPLOYMENT OF STAFF 
AVAILABILITY OF EQUIPMENT 
MONITORING AND CONTROL OF TRAFFIC FLOW 
USE OF INFORMATION AIDS 
AWARENESS OF IMPLICATION OF WARNINGS AND ALARMS 
COMMUNICATE WITH CHUTE HALL, ARRIVAL BAY AND ENGINEERS 
TELEPHONE - COMMUNICATE WITH OUTSIDE 
NUMERACY AND COMPUTER SKILLS 

CHUTE HALL 

DEPLOYMENT OF STAFF 
COMMUNICATE BY USE OF RADIOS AND TELEPHONE 
KEEP RECORDS IN WRITING 
JUDGEMENTS - WARN TRANSPORT OF TRAILER FULL 
MONITOR STAFF AND PATROL CHUTE HALL 

a 

Y, OAC-. 5', 
Li 



READING PDC FEEDBACK FOR LEAnNING CRITERIA - PED JOB nEQUIREMENTs 

1. GETS GOOD PRODUCTIVITY + QUALITY AND PERFORMANCE 

2. GETS HIS PEOPLE MOTIVATED ie. SICKNESS AND ABSENCE 

3. GOOD JUDGEMENT DECISION MAKING 

4. JOB KNOWLEDGE PASS IT ON 

ACTS IN LIGHT OF KNOWLEDGE 

S. NEW INSIGHT AND IDEAS 

6. MAKE SOUND JUDGEMENTS UNDER PRESSURE - KEEPS HIS COOL 

7. COMMUNICATE - INSTRUCT /EXP L AIN /UNDE RSTANDS 

8. FLAIR FOR THE JOBABILITY 

9. WILLINGNESS TO LEARN - USES OPPORTUNITIES 

10. DEPENDABILITY - WILL BE HERE/DO IT WELL 

11. IMPLEMENTS CHANGES IN A SUPPORTIVE MANNER 

12. OPENNESS, HONESTY AND INTEGRITY 

13. FIRM BUT FAIR - TREAT AS YOU WOULD WISH TO BE TREATED 

14. CONFIDENCE - MAKE DECISIONS WITH BELIEF AND ACCEPT CRITICISM 

15. CALM ON OUTSIDE 

16. APPEARANCE/IMAGE/STATURE AS SEEN BY OTHERS 

17. SENSE OF HUMOUR 

KEY: ME 

ME TOO 

NOT ME 

ADDITIONALS 



READING PDC FEEDBACK FOR LEARNING CRITERIA - PED JOB REQUIREMENTS 

I 
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KEY: 

GETS GOOD PRODUCTIVITY + QUALITY AND PERFORMANCE 

GETS HIS PEOPLE MOTIVATED ie. SICKNESS AND ABSENCE 

GOOD JUDGEMENT DECISION MAKING 

JOB KNOWLEDGE PASS IT ON 

- ACTS IN LIGHT OF KNOWLEDGE 

NEW INSIGHT AND IDEAS 

14AKE SOUND JUDGEMENTS UNDER PRESSURE - KEEPS HIS COOL 

COVYUNICATE - INSTRUCT/EXPLAIN/UNDERSTANDS 

FLAIR FOR THE JOBABILITY 

WILLINGNESS TO LEARN - USES OPPORTUNITIES 

DEPENDABILITY - WILL BE HERE/DO IT WELL 

IMPLEMENTS CHANGES IN A SUPPORTIVE MANNER 

OPENNESS, HONESTY AND INTEGRITY 

FIRM BUT FAIR - TREAT AS YOU WOULD WISH TO BE TREATED 

CONFIDENCE - MAKE DECISIONS WITH BELIEF AND ACCEPT CRITICISM 

CALM ON OUTSIDE 

APPEARANCE/IMAGE/STATURE AS SEEN BY OTHERS 

SENSE OF HUMOUR 
co m. .40TT .4 lzo-r ra 03. -x. -! &n wcrs, 

ME 

ME TOO 

NOT 14C 

ADDITIONALS 



I ZDBACK FOR L*EARNING CRITERIA 

GOOD PRODUCTIVITY 

GETS PEOPLE MOTIVATED 

GOOD JUDGEMENT 

JOB KNOWLEDGE 

NEW INSIGHT AND IDEAS 

MAKE SOUND JUDGEMENTS 

COMMUNICATE 

FLAIR FOR THE JOB 

WILLINGNESS To LEARN 

DEPENDABILITY 

IMPLEMENTS CHANGES 

OPENNESS, HONESTY & INTEGRITY 

FIRM BUT FAIR 

CONFIDENCE 

CALM ON OUTSIDE 

APPEARANCE/IMAGE/STATURE 

SENSE OF HUMOUR 

ME 

ME TOO 

NOT ME 

ADDITIONALS 

INDIVIDUAL 
I 

TEAM 
I 

OFFICE 

I 

i 

SUPPORT INNOVATION 



bBACK FOR LEARNING CRITERIA 
I 

INDIVIDUAL 
I 

TEAM 
I 

I 

GOOD PRODUCTIVITY 

GETS PEOPLE MOTIVATED 

GOOD JUDGEMENT 

. Tr)n VMnliff Vnt'V 

NEW INSIGHT AND IDEAS 

MAKE SOUND JUDGEMENTS 

COMMUNICATE 

FLAIR FOR THE JOB 

WILLINGNESS TO LEARN 

ir)rormnAnTT TTV 

IMPLEMENTS CHANGES 

OPENNESS, HONESTY & INTEGRITY. 

FIRM BUT FAIR 

CONFIDENCE 

CALM ON OUTSIDE 

APPEARANCE/IMAGE/STATURE 

SENSE OF HUMOUR 

ME 

ME TOO 

NOT ME 

ADDITIONALS 

lvi 
vv 

I 

SUPPORT INNOVATION 

V--ý 



FEEDBACK FOR LEARNING CRITERIA I PRODUCTIVITY IQ OF S 

GOOD PRODUCTIVITY 

GETS PEOPLE MOTIVATED 

GOOD JUDGEMENT 

JOB KNOWLEDGE 

NEW INSIGHT AND IDEAS 

MKE SOUND JUDGEMENTS 

COMMUNICATE 

FLAIR FOR THE JOB 

WILLINGNESS TO LEARN 

DEPENDABILITY 

IMPLEMENTS CHANGES 

OPENNESS, HONESTY AND INTEGRITY 

FIRM BUT FAIR 

CONFIDENCE 

CALM'ON OUTSIDE 

APPEARANCE/IMAGE/STATURE 

SENSE OF HUMOUR 



FEEDBACK FOR LEARNING CRITERIA 

GOOD PRODUCTIVITY 

GETS PEOPLE MOTIVATED 

" GOOD JUDGEMENT 

" JOB KNOWLEDGE 

" NEW INSIGHT AND IDEAS 

" MKE SOUND JUDGEMENTS 

" COMMUNICATE 

" FLAIR FOR THE JOB 

WILLINGNESS TO LEARN 

DEPENDABILITY 

IMPLEMENTS CHANGES 

OPENNESS, HONESTY AND INTEGRITY 

FIRM BUT FAIR 

CONFIDENCE 

CALM ON OUTSIDE 

APPEARANCE/IMAGE/STATURE 

SENSE OF HUMOUR 

PRODUCTIVITY 

V 
V 

tlý 

OF S 
COST 

EFFECTIVENESS 

ll-ý 
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I 

PERFORMANCE BY AREA 

I ARRIVAL DAY 
h 

, EPLOYMENT OF STAFF 

11NOWLEDGE OF WORK ON HAND/TO COME 
ýROVIDE ADVANCE INFORMATION 
ýESPONDS TO SITUATIONS 

ý-ORRECT USE OF EQUIPMENT 
ýTAFF AWARENESS OF EQUIPMENT 
rjRGANISE TRAFFIC FLOW 

MIS 

MOYMENT OF STAFF 
VAILABILITY OF EQUIPMENT 

b4ONITORING/CONTROL OF TRAFFIC FLOW 

ZE OF INFORMATION AIDS 
IVARENESS OF WARNINGS AND ALARMS 

ýýMMUNICATE WITH CHUTE /ARR IVALVENG 
'tLEPHONE 

- COMMUNICATE WITH OUTSID 
4UMERACY 

AND COMPUTER SKILLS 

CHUTE HALL 

41 PLOYMENT OF STAFF 
AýbMMUNICATE 

USE OF RADIOS/TELEPHONE JýtEP 

RECORDS IN WRITING 
1 141JDGEMENTS - TRAILER FULL 
ýýrJNITOR 

STAFF AND PATROL CHUTE HALL 

I NDIVIDUAL TEAM OFFICE SUPPORT 114NOVATION 



PERFORMANCE BY AREA 

ARRIVAL BAY 

DEPLOYMENT OF STAFF 
RNOWLEDGE OF WORK ON HAND/TO COME 
PROVIDE ADVANCE INFORMATION 
ýESPONDS TO SITUATIONS 

XORRECT USE OF EQUIPMENT 
ZTAFF AWARENESS OF EQUIPMENT 
IORGANISE TRAFFIC FLOW 

4 

PSMIS 

'EPLOYMENT OF STAFF 
AVAILABILITY OF EQUIPMENT 
40NITORING/CONTROL OF TRAFFIC FLOW 
'ISE OF INFORMATION AIDS 

ýj 

WARENESS OF WARNINGS AND ALARMS 
ýOMMUNICATE WITH CHUTE /ARR IVALVENG 
IýELEPHONE 

- COMMUNICATE WITH OUTSID 
44UMERACY AND COMPUTER SKILLS 

r 
CHUTE HALL 

i ý'EPLOYMENT OF STAFF 
1ý-ý()MMUNICATE USE OF RADIOS/TELEPHONE 
ýtEEP 

RECORDS IN WRITING 
'4UDGEMENTS 

- TRAILER FULL 
ýONITOR 

STAFF AND PATROL CHUTE HALL 

I NDIVIDUAL TEAM 

V 

OFFICE SUPPORT INNOVATION 



PERFORMANCE BY AREA J, PRODUCTIVITYJ Q OF S 

) 
I 

ARRIVAL BAY 

DEPLOYMENT OF STAFF 

KNOWLEDGE OF WORK ON HAND/TO COME 

PROVIDE ADVANCE INFORMATION 

RESPONDS TO SITUATIONS 

CORRECT USE OF EQUIPMENT 

ORGANISE TRAFFIC FLOW 

PSM's 

DEPLOYMENT OF STAFF 

AVAILABILITY OF EQUIPMENT 

MONITORING AND CONTROL OF TRAFFIC FLOW 

USE OF INFORMATION AIDS 

AWARENESS OF WARNINGS AND ALARMS 

COMMUNICATE WITH CHUTE HALL, ARRIVALS BAY AND 
ENGINEERS 

TELEPHONE - COMMUNICATE WITH OUTSIDE 

NUMERACY AND COMPUTER SKILLS 

CHUTE HALL 

DEPLOYMENT OF STAFF 

COMMUNICATE-USE OF RADIOS AND TELEPHONE 

KEEP RECORDS IN WRITING 

JUDGEMENTS-NOTIFY TRANSPORT WHEN TRAILER FULL 

MONITOR STAFF AND PATROL CHUTE HALL 

ll-ý, 
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SELF ORGANISED LEARNING WORKSHOP 2 1992 

AGENDA 

Morning 

Lecture 

Review of Workshop I 

Aim to help you improve personal office performance and 
growth by introducing SOL and Learning Conversations into 
Winnersh. 
Progress so far - There seems to be a real understanding 
and use of SOL. Need more experience in Learning 
Conversations. 
Use last workshop notes, Andrew's PLC etc. 
Outcome - each a personal PLC with Andrew 

Team PLC with own teams 

Exercise 

- Me Too on Criteria list 

Each do and share on Board 
Most shared 
Are differences to do with jobs or them as appraisers 

Lecture 

Models in the Head and Managing a Team 

Appraisal and performance 
Skill Model 

Discussion 

How would you use a person's appraisal on 17 Criteria to 
help them develop a PLC? 

Clusters - Patterns - Underlying Model 

Exercise 

Job Performance by Area 

Pool Criteria from all three shift areas - Arrivals, Psms 
and Chute Hall. 

Structure of meaning 



Allow discussion about Whole Of f ice, Engineering, Admin 
and Training. 

Afternoon 

Exercise 

Continue to Elicit/Develop a personal model for Whole 
Office, Shift Management, Engineering, Admin and 
Training. 

Use Structure of Meaning to depict model. 

Lecture 

Report Up/Kick Down v. Management Control 

Exercise 

Map 17 Criteria onto Structure of Meaning - more or 
revised Criteria. 

Discussion 

Discuss Model, then relate to 5 components of a manager's 
job - more or revised criteria. 

Go back to helping someone develop a PLC. 

Exercise 

Parcelforce Objective Measures - Productivity, Q of S and 
Cost Effectiveness - How do these relate? 

Parcelforce Subjective Measures - How do these relate? 

Personal PLC 

PLCs with Team. 
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To: Alan Dart Copy: Sheila Harri Augstein 
Dave Matthews Bob North 
Ray Workman Nigel Hodgson 
Pete Lovegrove 
Steve Bambridge 

From: Andrew Taylor 

IC 
June 1992 

"BUHMING BEYT MAMAGERS FOR THE FUTURE" 

Just a note to record what we agreed on Monday 15 June. 

1 PURPOSE 

To provide all operations PEsD with a broader perspective of shift 
management, more challenging and satisfying jobs, and the opportunity to 
develop the qualities and skills required for promotion. 

STRATEGY 

To invite all PESD to avail themselves of the opportunity to act as a 
Shift Manager for a week (minimum? ) with a substantive or acting Shift 
manager to act as "shadow" or coach. 

Action required: 

2.1 Steve B. to work out and publish a plan for releasing PESD. 

2.2 Dave M. to advise CmA and ucw of what is proposed. 

2.3 Pete L. to write to all PEsD explaining what is proposed and to 
invite them to take point P Urt. 

2.4 Alan b., Dave m. and Ray W. to talk to the members of their teams 
about what is proposed. 

2.5 Alan D., Dave M. and Ray W. to work out together strategies for 
preparing individual PESD for the experience and for how they will 
perform the "shadowing" role. 

2.6 Steve B to make arrangements for effectively publishing the names of 
Shift Managers each week. This to include advising the staff, 
Engineers and Transport. 

3 OUTCOHE 

We shall be looking for feedback on how each opportunity has gone. 

4 REVIEW 

Progress to be reviewed at our next get together on 29 June with a view 
to setting up a series of future review meetings. 



To: Andrew Taylor 
PDC Manager 

From: Steve Bambridge 
Administration Manager 

2-', L June 1992 

Subject: PROGRAMME FOR A/SHIFT MANAGERS 

Andrew 

Attached you will see a first draft for our programme to release PED's 
to perform Acting Shift Managers duties. I have tried to steer clear 
of weeks where annual leave for supervisors is high. The programme 
there extends into the Winter Leave period and obviously at this stage 
the Winter Leave has not been allocated. The programme could be subject 
to alteration with this in mind. Also I have suggested at this stage to 
release PED Is only when they are on a late shift as these duties are 
easier to cover on overtime. As we progess through the period October - 
May we may be able to move readily cover Earlies and Nights. It has been 
made more difficult with the release of Dave James and Bob Broom which 
effectively uses up 2 of our reservesý4, If you feel this is acceptable 
perbaps we can discuss at the next SOL session on Monday 29 June 1992. 



PROGRAMME FOR A/SHIFT MANAGERS AT READING PDC. (LATES) 

WEEK COMMENCING A/SHIFT MANAGER SHADOW 

13 JULY 1992 - 
20 JULY 1992 

7 SEPTEMBER 1992 

14 SEPTEMBER 1992 

21 SEPTEMBER 1992 

28 SEPTEMBER 1992 
(MONDAY) 
(ONLY ) 

5 OCTOBER 1992 

12 OCTOBER 1992 

19 OCTOBER 1992 

26 OCTOBER 1992 

2 NOVEMBER 1992 

9 NOVEMBER 1992 
(MONDAY) 
( ONLY ) 

STEVE PAGE DAVE MATTHEWS 

GORDON POLLINGTON ALAN DART 

JONATW NASH 

STEVE BUTLER 

DOMINIC KELLY 

SOL REVIEW 

MARTIN TOPPING 

CLIVE SHARMAN 

EDDIE BRIDGEWATER 

PAUL SMITH 

JIMMY WHARTON 

RA Y WORKMAN 

DAVE MATTHEWS 

ALAN DART 

DAVE MATTHEWS 

ALAN DART 

RAY WORKMAN 

DAVE MATTHEWS 

ALAN DART 

SOL REVIEW 

Programme subject to alteration due to winter leave, swops and sick leave, 
All officers on late shift to start the programme running as these jobs 
are generally easier to cover. 

STEVE: BAMBRIDGE 
Administration Manager 
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To Alan Dart 
Dave Matthews 
Ray Workman 

Copy: Bob North 
Sheila Horn, 'Aitgsteý 

From: Andrew Taylor 

J( September 1992 

PDC MANAGEMENT TEAM CO-ORDINATION. 

When we met on Monday 7 September we agreed to meet every 5 Weeks, to consider 
the key performance criteria and to agree how we should manage the key 
issues facing the PDC. The meetings will take place at 10.00am on the 
following Mondays: 

5 October 
2 November 

30 November 
98 4"very 

2Z, 25"February 
22-2-3' March 

The role of this group will not be to tackle the issues but to agree how 
they should be tat: kldd and to sponsor and support those charged with doing 
SO. 

I look forward to working with you in this further stage in improving the 
quality of how we manage the PDC, a process in which we have been working 
together for 6 years. 

Attached are summaries of the issues and key criteria that we identified 
at the meeting on 7 September. 

a 

ANDREW TAYLOR 



To: Alan Dart Copy: Bob North 
Dave Matthews Sheila Harri Augstein 
Ray Workman 

From: Andrew Taylor Date: October 1992 

PDC MANAGEMENT TEAM COORDINATION 

Ray has given me a report back on the useful meeting you had, in my absence, 
on Monday 5 October. Below I have tried to summarise the outcome for the 
record: 

You raised the question of whether my other direct reports, Steve, Peter 
and Bob, should attend. 

2. You raised the question of the ongoing role of Bob as Q of S Manager and 
who should be responsible for Standard Plus. 

You agreed that Dave Matthews would sponsor our involvement in the 
Trailer Control Project and that our representative would be Martin 
Topping. Dave to report back at the next meeting. 

4. Ray Workman undertook to report back to the next meeting on the PBZS 

review. 

5. Bob North undertook to raise "Going for Gold" at the next meeting with a 
view to raising its profile. 

You asked that I lead a discussion on Autumn/Christmas at the next 
meeting. 

7. You agreed that we should discuss communication, including Team Briefing 

at the next meeting. 

8. You raised your concern that the concept of Shift Management Teams was 
drifting and that we should re-assert its value. 

Of those items not specifically allocated to anybody, I will take on I and 2 

and I think we all need to consider 7 and 8, discuss them with other members 
of the management team and come prepared to agree ways forward. 
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READING PDC MANAGEMENT TEAM COORDINATION 

HOW DO WE MANAGE? 

- ORGANISATION AND RESPONSIBILITIES 

- TEAMWORKING 

- MANAGEMENT STYLE 

- STAFF ATTITUDES 



READING PDC MANAGEMENT TEAM COORDINATION 

ORGANISATION AND RESPONSIBILITIES 

FRONTLINE STAFF 

PEsD PEsD PEsD 

EARLY LATE NIGHT 
SHIFT SHIFT SHIFT 
MANAGER MANAGER MANAGER 

TRAINING ADMIN Qofs 
MANAGER MANAGER MANAGER 

PDC 
MANAGER 

I The core is the operation which is directly managed by 
the Shift Managers and their teams. 

2 Training, Admin and QofS Managers have a dual role: 
a) to support the Shift Managers, and 
b) to advise the PDC Manager on 
performance and improvement 
opportunities. 

3 Responsibility for cost, quality and for the staff 
rests with the line ma: nagers, ie PDC Manager and Shift 
Managers. 

4 Vital that line managers "own" improvement in matters 
such as: 

missort reduction 
productivity 
staff development 
staff attendance and discipline 
record keeping 
production control system. 



READING PDC MANAGEMENT TEAM COORDINATION 

SHIFT MANAGER'S ROLES: 

I Cost/productivity control 

2 Quality control 

3 Team leadership 

4 Discipline 

5 Informal sick absence and late attendance interviews 

6 Recruitment 

7 Staff performance assessment and completion of trial 
reports 

8 Check of attendance sheets, overtime authority sheets 
and production control forms. 



READING PDC MANAGEMENT TEAM COORDINATION 

SUPPORT MANAGERS' ROLES 

I TRAINING: 

1.1 Support Shift Managers in staff recruitment 

1.2 Initial induction training 

1.3 Parcel Sorting Machine training 

1.4 Coordination of staff coaching and assessment 

1.5 triallist counselling 

2 Qof S 

2.1 Collection of Q of S information 

2.2 Planning of quality improvement initiatives 

2.3 Liaison with other Sort Centres, Collection and 
Delivery and Transport 

3 ADMIN 

3.1 Duty and overtime scheduling 

3.2 Balance of Staff 

3.3 Traffic forecasts and records 

3.4 Sick and late attendance records 

3.5 Annual leave scheduling 

3.6 Production control administration 

3.7 Domestic arrangements incl. cleaners. 



READING PDC MANAGEMENT TEAM COORDINATION 

HOW DO WE MANAGE7 - THE "CUSTOMER FIRST" APPROACH 

I TAKE SOMETHING WE DO: 

2 IDENTIFY THE CUSTOMERS: 

3 FIND OUT WHAT THEY WANT: 

4 AGREE A QUALITY SPECIFICATION: 

5 PLAN IT, INCLUDING QUALITY MEASURES: 

6 DO IT: 

7 MEASURE HOW WELL WE'RE DOING: 

8 IMPROVE FURTHER: 



READING PDC MANAGEMENT TEAM COORDINATION 

AUTUMN/CHRISTMAS 1992 

1 AUTUMN: 

- TRAFFIC FORECASTS 

- STAFFING 

- PRODUCTIVITY 

- CAPACITY - OPTIONS 

- HAL 

- STANDARD PLUS 

- MISSORTS 

2 CHRISTMAS 

- DATES 

- OPERATING PATTERN 



------------------------------------------------------------------------------- 

5 GENERAL PERFORMANCE, AND PERFORMANCE STRENGTHS AND WEAKNESSES 

Comment on performance of the job, particularly against key objectives, 
highlighting strengths and weaknesses and particular personal qualities. 

A good 'fully acceptable performance. 

Andrew played his full part in contributing to the operational improvements 

and changes in the Area during the year. Whilst there were shortfalls against 
PBIS and Q of S targets it should be emphasised that Reading PDC productivity 
for the last quarter of 1991/92 was 22% up against 1990/91 and that the 

processing arrears in the second half of the year highlighted a capacity 
problem at Reading PDC following the transfer of traffic from NWLPDC in 

October 1991. The capacity problem at Reading is being addressed by Andrew as 
a matter of urgency in conjunction with a HQ review team. Andrew was also 
instrumental in ensuring the smooth transfer of NWLPDC work to Reading during 

Autumn Pressure and he coped very well with the resultant sortation changes. 

Andrew's major strengths are his good analytical brain and practical approach 
to problems. He has highly developed inter personal skills which, combined 

with patience, contribute to effective team leadership and resolution of 

potentially difficult situations. Andrew's main weakness is, despite the fact 

he is-a good day to day communicator, he comes across as over cautious and 

consequently in terms of his experience and what he has to offer he undersells 
himself and at times appear reluctant amongst his peers and higher management 
to speak his mind however strong his case. 

A totally reliable and solid individual with a lot to offer. 

------------------------------------------------------------------------------ 

CONSULTATION 

3 
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ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT 7.1: Establish and maintain the trust and support of one's 
subordinates. 

PERFORMANCE CRITERIA 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken with subordinates 
to establish and maintain honest 2345 
and constructive relationships. 

COMMENTS: 

(b) Subordinates are encouraged to 
offer ideas and views and due 12345 
recognition of these is given. 

COMMENTS: 

(c) Where ideas are not taken up the 
reasons are clearly given. 12345 

COMMENTS: 

(d) Subordinates are consulted about 
proposed activities within an 124 

appropriate timescale and 
encouraged to seek clarification 
of areas of which they are unsure 

COMMENTS: 



PERFORMANCE CRITERIA (cont'd) 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(e) Subordinates are sufficiently 
informed about organisational 12345 
policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: 

(f ) Promises and undertakings to 
subordinates are realistic 12345 
and are honoured. 

COMMENTS: 

(g) Subordinates are given 
appropriate support in any 12345 
situations which involve 
people outside the manager's 
team. 

COMMENTS: 

(h) Where there is concern over 
the quality of a subordinate's 12345 
work, the matter is directly 
raised and discussed with him/her. 

COMMENTS: 



6.8 3.2 

ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

ELEMENT 7.3: Establish and maintain relationships with colleagues. 

Please indicate how well you consider I meet the following criteria by using 
the five point scale with any comments to support the score given. 

PERFORMANCE CRITERIA POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken to establish and 
maintain honest and constructive 1245 
relationships with colleagues 

COMMENTS 

(b) Open, honest and friendly 
behaviour is encouraged 

COMMENTS 

(c) Opinions and information are 
exchanged and shared with 
colleagues 

COMMENTS 

(d) Advice and help are offered with 
sensitivity 

COMMENTS 

1 

1 

12345 



(e) Differences of opinion are dealt 
with in ways which try to avoid 2345 
offence, and conflicts are 
resolved in ways that maintain 
respect. 

COMMENTS 

(f ) Promises and undertakings to 
others are honoured, taking 12345 
account of other priorities 
and commitments 

COMMENTS 

September 1992 
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ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT, 7.1: Establish and maintain the trust and support of one's 
subordinates. 

PERFORMANCE CRITERIA 
POOR 
PERFOR14ANCE 

(a) Time is taken with subordinates 
to establish and maintain honest 
and constructive relationships. 

COMMENTS: 

2 

(b) Subordinates are encouraged to 
offer ideas. and views and due 23 
recognition of these is given. 

COMMENTS: 

(c) Where ideas are not taken up the 
reasons are clearly given. 

COMMENTS: 

3 

GOOD 
PERFORMANCE 

4 

4 e4tý% U5 

45 

(d) Subordinates areconsulted about 
proposed activities within an 123 4r4 5 
appropriate timescale and 
encouraged to seek clarification 
of azýeas of which they are unsure 

COMMENTS: 



PERFORMANCE CRITERIA (cont'd) 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(e) Subordinates are sufficiently 
inf ormed about organisational 2 
policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: 

6) 

(f ) Promises and undertakings to 
subordinates are realistic 23 
and are honoured. 

COMMENTS: 

(9) Subordinates are given 
appropriate support in any 
situations which involve 
people outside the manager's 
team. 

COMMENTS: 
llel-lp- 

1 2 

45 

le? , ýZý 

5 

45 

flw`1ý7 001ý111 -I- Iec 

(h) Where there is concern over 
the quality of a subordinate's 124 (50 
work, the matter is directly 

--raised and discussed with him/her. 

COMMENTS: 

I 



ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT 7.1: Establish and maintain the trust and support of one's 
subordinates. 

PERFORMANCE CRITERIA 
POOR 
PERFORMANCE 

(a) Time is taken with subordinates 
to establish and maintain honest 3 
and constructive relationships. 

COMMENTS: 
At. 

-&. <Ay, s 
AA, P, AL4c. VC434 

1-gur 

(b) Subordinates are encouraged to 
offer ideas. and views and due 123 
recognition of these is given. 

COMMENTS: 
Y35&jOrS A--b yeews vq-f-e C-r4cowQ#-4CA 
1044C. 4er- 1416r--eSlAe t-A^, 

A 
70 

(c) Where ideas are not taken up the 
reasons are clearly given. 

0 

COMMENTS: 
A pr 

A 

c'm Nlýý: 

GOOD 
PERFORMANCE 

(2) 5 

0 
5 

345 

(d) Subordinates are consulted about 
proposed activities within an 123 
appropriate timescale and 
encouraged to seek clarification 
of areas of which they are unsure 

COMMENTS: 

09 

^PJD 4rytu --G 

tis» -2! 2:, 7- ecK> 
-r, 2 

(2) 



PERFORMANCE CRITERIA (cont'd) 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(e) Subordinates are sufficiently 
informed about organisational 1234 
policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: 

X-Es. 
144-14 '1" 

(f) Promises and undertakings to 
subordinates are realistic 12 (30 45 
and are honoured. 

COMMENTS: 
7ex. t. -f 

R4-0(64 -r, 4A, 4 e-A77-. 4 crIVIC-we A. 1- 
-T- 6, R 

mnte A^ID 
(g) Subordinates are given 

appropriate. support in any 2 
situations which involve 
people outside the manager's 
team. 

COMMENTS: 
fv, p-r- s, 7, w-, e ar --rric- 0-44cirov 

--rAl fs 
13&rr SWAY.; - 

0, -s- 
wtd3tb cv... 

10 

5 

(h) Where there is concern over 
the quality of a subordinate's 123 
work, the matter is directly 
raised and discussed with him/her. 

COMMENTS: 

r, ex. x., -. y &4A7--ew A4, F 12rni!: a 
owl- 01-4 C-ýy lolf42--b P%M-r- 0 f', e AJ 

0 
5 



ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT 7.1: Establish and maintain the trust and support of one's. 
subordinates. 

PERFORMANCE CRITERIA 

(a) Time is taken with subordinates 
to establish and maintain honest 
and constructive relationshi 

.II ýI`F 
COMMENTS: C-- 

(b) Subordinates are encouraged to 
offer ideas and views and due 
recognition of these is given. 

Týý 

POOR 
PERFORMANCE 

1 

1 C5 
j 

(c) Where ideas are not taken up the 
reasons are clearly given. 12 30 4 

(d) Subordinates are consulted about 
proposed activities within an 2 
appropriate timescale and 
encouraged to seek clarification 
of areas of which they are unsure 

COMMENTS: 
ýCaý 

GOOD 
PERFORMANCE 

(SO 

C3) 
45 



PERFORMANCE CRITERIA (cont'd) 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(e) Subordinates are sufficiently 
informed about organisational 123 

C4' 
5 

policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: 

CL-Lofl L,, e, 
b 

cclo-c'-J. 

(f ) Promises and undertakings to 
subordinates are realistic 2 (45 5 
and are honoured. 

COMMENTS: 
u 

(g) Subordinates are given 
appropriate. support in any 
situations which involve 
people outside the manager's 
team. 

COMMENTS: &4 

(h) Where there is concern over 
the quality of a subordinate's 1235 
work, the matter is directly 
raised and discussed with him/her. 

COKMENTS: ci--. eL. nurv-. e 

7ý-7 

12 40 5 

5 



ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT 7.1: Establish and maintain the trust and support of one's. 
subordinates. 

PERFORMANCE CRITERIA 

POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken with subordinates 
to establish and maintain honest 1235 
and constructive relationships. 

COMMENTS: 
11 

xs. huwamf. rgsa Ieb Ij 

I 
(b) Subordinates are encouraged to 

offer ideas and views and due 1235 
recognition of these is given. 

COMMENTS: I. -MEA. S CL 
POIN-tS 

(c) Where ideas are not taken up the 
reasons are clearly given. 1235 

COMMENTS: -Ag. C: - ILAZ he, 514G I%Ael Q. is 
.. t4a 'j, &, 2, %-n4 W(Livaj rL Sk6uar4 To %uE 

9F-a-4sc*j Ww-o 
r-fim 

WqXi-1- 'I'W ;- SAZe- aS, -r' 

(d) Subordinates are. consulted about 
proposed activities within an 1234 
appropriate timescale and 
encouraged to seek clarification 
of areas of which they are unsure 

0 

COMMENTS: 
N14SUCL 

A, 
Lw Wl S 

Avj, Lga 



PERFORMANCE CRITERIA (cont'd) 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(e) Subordinates are sufficiently 
informed about organisational 123 
policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: 

4 (S) 

le, 
u 

WiVE s 
\AIUQIZ4-- 

el-SýPa-; 
E . 

U. -A aA. 
1- 

2'a c -ru a is ra-mf z-- . 

(f ) Promises and undertakings to 
subordinates are realistic 12 
and are honoured. 

COMMENTS: CL 

(g) Subordinates are given 
appropriate. support in any 
situations which involve 
people outside the manager's 
team. 

1 4 G) 

COMMENTS: "I 
-<. ýFeftwr Is. %%Ac- Le-vaz 

M&4%. ia. 

(h) Where there is concern over 
the quality of a subordinate's 12 
work, the matter is directly 
raised and discussed with him/her. 

(S 

COMMENTS: 
Lf0QLA. 

A,, JCC- 

100^ C. 214 6"t ucTO 
%4 
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ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT 7.1: Establish and maintain the trust and support of one's. 
subordinates. 

PERFORMANCE CRITERIA 

(a) Time is taken with subordinates 
to establish and maintain honest 
and constructive relationships. 

COMMENTS: y 014 CAL--JA%4x 

POOR GOOD 
PERFORMANCE PERFORMANCE 

1 

--t . P, .ý /- , rt, 'n J 

/4.2) 

VAO-J. ý-%"T 

(K) 5 

(b) Subordinates are encouraged to 
offer ideas and views and due 1235 
recognition of these is given. 

COMMENTS: X-3 ktjýJ tu. ý C-, -> " JE %-A P 

sq b«D%dl% #zi. J; o 

r-b j rk-, ec-4-1 %. 6-4. 

-%J. 

V%3,4 

(c) Where ideas are not taken up the 
reasons are clearly given. 

COMMENTS: yc, %4ýfL_ 

1 (D 5 

(d) Subordinates are consulted about 
proposed activities within an 245 
appropriate timescale and 
encouraged to seek clarification 
of areas of which they are unsure 

COMMENTS: 

Dj 



PERFORMANCE CRITERIA (cont'd) 

--Io 

(e) Subordinates are sufficiently 
informed about organisational 245 
policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: PL-A 
14-. 

z; z, -T 
. 

(f ) Promises and undertakings to 
subordinates are realistic 
and are honoured. 

COMMENTS: A 
-- 

44tý_ý, Aýpb 

I %- 

(g) Subordinates are given 
appropriate. support in any 
situations which involve 
people outside the manager's 
team. 

COMMENTS: -: T C_ A-j 

'*f 
-V %4 A e., ->-4 -I 

I. -% -ýb -rj -i 

, q-3*l-ls4j-j4lr Xv-ýý lib. 1 

1 

(h) Where there is concern over 
the quality of a subordinate's 345 
work, the matter is directly 
raised and discussed with him/her. 

COMMENTS: 

POOR GOOD 
PERFORMANCE PERFORMANCE 

1 

, ý> - -%= M44 , i. -e 6-4. 



ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

Please indicate how well you considr I meet the following criteria by using 
the five point scale, use of the space for comments is at your discretion. 

ELEMENT 7.1: Establish and maintain the trust and support of one's 
subordinates. 

PERFORMANCE CRITERIA 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken with subordinates 
to establish and maintain honest 123 
and constructive relationships. 

COMMENTS: 
As 
L-V-týs 

(b) Subordinates are encouraged to 
offer ideas and views and due 1234 
recognition of these is given. 

COMMENTS: 

(c) Where ideas are not taken up the 
reasons are clearly given. 

COMMENTS: 
(D 

(2) 

345 

*4A-T 

"Or-T -E. ý ac - A-ý 
Wle-A" 

(d) Subordinates are consulted about 
^z 

proposed activities within an 12 40 5 
appropriate timescale and 
encouraged to seek clarification 
of areas of which they are unsure 

COMMENTS: 

vj, *--, Zz Au-cý, -t % 
. xt4o A"tc-, 7- *, g q %As, 

_., % &_. _ _1 

0 
5 



PERFORMANCE CRITERIA (cont'd) 
POOR GOOD 
PERFORMANCE PERFORMANCE 

(e) Subordinates are sufficiently 
informed about organisational 1 

02 
345 

policy and strategy, progress, 
emerging threats and 
opportunities. 

COMMENTS: 
ArT# 

tk C,. 

11-CLA ýA- -1 

SA &4 
(f) Promises and undertakings to 

subordinates are realistic 1235 
and are honoured. 

0 

COMMENTS: 
4; - -), , 't 

(g) Subordinates are given 
appropriate. support in any 
situations which involve 
people outside the manager's 
team. 

COMMENTS: 

1 

e "Pocrr6. 

(h) Where there is concern over 
the quality of a subordinate's 12 
work, the matter is directly 
raised and discussed with him/her. 

COMMENTS: 

(40 
5 

45 

coF, A, 4 ---t-cý 
L', 

1 
a', %; 

-% 0u Zýe- -10" 
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PI-11 ARCELý#ýFORCE 

date 6 October 1992 
your ref 
our ref 

Ms Norah Jones 
University of Glamorgan 
PONTYPRIDD 
mid Glamorgan 
CF37 1DL 

Dear Ms Jones 

South Area Office Telephone 
Geron Way 081-450 8999 
LONDON NW2 6LT Extension 200 

Fax 081452 1889 

ANDREW TAYLOR - ACCREDITATION OF PRIOR LEARNING 
ELEMENT 7.2 ESTABLISH AND MAINTAIN THE TRUST AND SUPPORT 
ONE9S IMMEDIATE MANAGER 

OF 

I have known Mr Andrew Taylor since about 1980. My initial direct dealings 
with him started in 1986 when I was Chief Management Accountant in 
Parcelforce Headquarters and Andrew was a member of our South Central 
District management team. I was appointed General manager South Area in 
April 1991 and for the past 18 months or so Andrew has been a direct report 
to me as the manager responsible for Reading Parcels Distribution Centre. 

My assessment of Andrew's establishment and maintenance of my trust and 
support against your defined performance criteria is set out below: 

IMMEDIATE MANAGER IS KEPT INFORMED IN AN APPROPRIATE LEVEL 
OF DETAIL ABOUT ACTIVITIES, PROGRESS, 'RESULTS AND 
ACHIEVEMENTS. " 

Andrew has a very enlightened and progressive approach to management 
and has a keen analytical mind which enables him to exercise very sound 
judgement in identifying the key issues requiring attention. In addition 
to ongoing monitoring requirements of the Area and Business HQ Andrew 
has always established his own performance indicators for the key areas 
under his control. He keeps me fully up-to-date on all pertinent aspects 
of his activities and progress and at all times has his unit's performance 
and results at his finger tips. 

(b) INFORMATION JU30UT EMERGING THREATS AND OPPORTUNITIES is 
PROVIDED CLEARLY AND ACCURATELY WITH AN APPROPRIATE 
DEGREE OF URGENCY. 

Andrew's analytical ability enables him to clearly identify potential 
threats and opportunities and when appropriate he draws these to my 
attention at the earliest opportunity. This is particularly true when 
issues require negotiation with unions and/or major operational changes 
need to be implemented against stretching deadlines. Over the past 
three years Andrew has had to deal with significant changes in all 
aspects of the operations in Reading Parcels Distribution Centre and his 
sensitivity to the operational and quality of service threats and 
opportunities have ensured that in the main all these changes have been 
implemented smoothly. 

Cont'd 



INFORMATION AND ADVICE ABOUT POLICY AND WAYS OF WORKING IS 
SOUGHT FROM TILE IMMEDIATE MANAGER AT AN APPROPRIATE TIME. 

Whilst Andrew is a very experienced distribution manager he has always 
been very open and honest when he needs additional information and 
advice about policy issues and/or working practices. In seeking such 
advice Andrew will invariably have thought the issues through and will 
put forward a range of potential options for discussion. A recent 
example was the implementation of revised working schedules following a 
detailed activity sampling exercise undertaken in conjunction with our 
industrial engineers. 

(d) PROPOSALS FOR ACTION ARE CLEARLY PRESENTED AT AN 
APPROPRIATE TIME AND WITH THE RIGHT LEVEL OF DETAIL FOR THE 
DEGREE OF CHANGE, EXPENDITURE AND RISK INVOLVED. 

Given Andrew's considerable analytical ability he always puts forward 
very clearly presented arguments and cases which clearly set out his 
proposals, the operational expenditure implications, together with any 
potential risks that might be involved. He meticulously researches all 
aspects of his case and is very confident in discussion with the 
specialists from operations, finance, industrial engineering, transport, 
marketing, etc. A recent example was a project to upgrade the capacity 
of Reading Parcels Distribution Centre at a cost of E4.5m. 

WHERE PROPOSALS ARE REJECTED THE REASONS ARE, WHEREVER 
POSSIBLE, IDENTIFIED AND, IF APPROPRIATE, ALTERNATIVE 
PROPOSALS ARE PUT FORWARD. 

Given Andrew is a very experienced distribution manager he is 
first-class at identifying the wider issues involved in assessing the 
realism and practicality of Business proposals. His analytical ability, 
combined with his experience, enable him to put his finger on key issues 
and to question and challenge proposals when he feels they would be 
detrimental to the Business and/or they have not been properly thought 
through. He will invariably put forward well thought out counter 
proposals which are often more cost effective. 

WHERE THERE ARE DISAGREEMENTS, EFFORTS ARE MAD-E TO AVOID 
DAMAGING THE RELATIONSHIP WITH THE IMMEDIATE MANAGER. 

Andrew has an enlightened approach to management which is based on 
getting the best from the people who work for him and also contributing 
effectively as part of the senior management team and in his relationship 
with me. He encourages open and honest debate, especially on 
contentious issues and is always willing to see alternative view point and 
to accept that his ideas are not always the best way forward., This 
approach has enabled Andrew to establish himself as a well respected 
manager who listens to others, assesses situations carefully and with 
excellent interpersonal skills moves things forward with the agreement 
and commitment of all parties concerned. 

I am very pleased to verify that Andrew has established and maintains my full 
trust and support as a key member of my management team. 

if you require any further information please do no hesitate to contact me. 

Yours sincerely 

TERRY DOUGAN 
Area manager - 
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ACCREDITATION OF PRIOR LF-XRNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

ELEMENT 7.3: Establish and maintain relationships with colleagues. 

Please indicate how well you consider I meet the following criteria by using the f ive point scale with any comments to support the score given. 

PERFORMANCE CRITERIA 

(a) Time is taken to establish and 

POOR GOOD 
PERFORMANCE PERFORMANCE 

maintain honest and constructive 12 40 
relationships with colleagues 

COMMENTS 

(b) Open, honest and friendly 
behaviour is encouraged 

COMMENTS 
)':. 

__- _. �_( A' 

2 

(c) Opinions and information are 
exchanged and shared with 
colleagues 

COMMENTS 

(d) Advice and help are offered with 
sensitivity 

1 5 

'4 
/4/ JL I 

1 

1 

COMMENTS 

(S) 

(1) 5 

C; P" r6a; lj 4--Iol 114ý 



(e) Differences of opinion are dealt 
with in ways which try to avoid 
offence, and conflicts are 
resolved in ways that maintain 
respect. 

COMMENTS 

2 
/. M- 

0 cc. . 

(1 
0. ý- 4-7w, 

4 
CLJIe ý. 

235 

_// 

d: v Z/1 

(f ) Promises and undertakings to 
others are honoured, taking 123 

account of other priorities 
and commitments 

COMMENTS 

44 c,, 
i/? 

4 05 

September 1992 
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ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

ELEMENT 7.3: Establish and maintain relationships with colleagues. 

Please indicate how well you consider I meet the following criteria by using 
the five point scale with any comments to support the score given. 

PERFORMANCE CRITERIA 

(a) Time is taken to establish and 
maintain honest and constructive 
relationships with colleagues 

COMMENTS 

tz" 

. 4- 

(b) Open, honest and friendly 
behaviour is encouraged 

COMMENTS 

-a. 

POOR GOOD 
PERFORMANCE PERFORMANCE 

1 D5 

0 V4J e -Q-1- 10- 
jp -P,. 

, -at X-4ý ý 

1 50 

(c) Opinions and information are 
exchanged and shared with 
colleagues 

I. - -eý, -e"(- , ýtk 

1 (D 
COMMENTS 

tf 

% V- I-ho- 4A4-0 CJ4.., ols 

(d) Advice and help are offered with 
sensitivity 124 

5 

COMMENTS 



(e) Differences of opinion are dealt 
with in ways which try to avoid 
offence, and conflicts are 
resolved in ways that maintain 
respect. 

23 

COMMENTS 

(f ) Promises and undertakings to 
others are honoured, taking 
account of other priorities 
and commitments 

COMMENTS 

AO. r---_z 61 3- 

1 34 

5 

ol September 1992 
Ave., C, 4 - A- 



ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

ELEMENT 7.3: Establish and maintain relationships with colleagues. 

Please indicate how well you consider I meet the following criteria by using 
the five point scale with any comments to support the score given. 

PERFORMANCE CRITERIA POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken to establish and 
maintain honest and constructive 123 (40 5 
relationships with colleagues 

COMMENTS 
AýV, ck yt W, s LZl 

4c '%& loakil wlet, i S-*-ý CIVII vviofl 

ke vu-i k-t-4 ý-twk c, ", ( ,! Dke- 
Vo 

AIVJ c Z,., s W-vc- 
CIL lr-kkýeý VVUI;. 4-611 0WO vl% 

4, z v%, -twcke 
ýý 

.1-, c, ) -, ) " lrl_ý I- tytýý ,ý(W 
A7i Wxe CVT"L t Wck "L V0 Lv 1 etwrcrc af JIA. 

A 

c-to cL (b) Ooen- hn=l qnH fvio 
ýyl r 

behaviour is encouraged 123c! J 5 

COMMENTS 

Lavv, 

V-0 'Lý-A lv.. ýj o-'s 4 V,, Q 's % , e- ýjt- kx %ýA t'. M-0 A-c, 'VL- . kq, 

J, Ctt iýt ckz k. ýi 3 ,, -. L, 
. rý ) 6A V-4 kL,. t ýý40 

(c) Opinions and information are 
exchanged and shared with 1235 
colleagues 

COMMENTS 

Ci 'Lýý 
t-o 

tk. 9 eS *ýi - 

(d) Advice and help are offered with 
sensitivity 

COMMENTS 

1 

e-, g-v\, CL^s kloýt; c 
Ca N TC. Vý! Aj 

ýr-- 
r-ci, -Zsvý, s 

ký 
sc vs s Lk-o 

% <ý 1ý V-e %ý )-I eý 
. 



(e) Differences of opinion are dealt 
with in ways which try to avoid 123 
offence, and conflicts are 
resolved in ways that maintain 
respect. 

0 

COMMENTS 

'UkA' Cý C- ý \, 
ýki 

-7-ý A--cý-"v%r-s 

5 

Promises and undertakings to 
others are honoured, taking 1235 
account of other priorities 
and commitments 

COMMENTS 

A T'Cý 
"ý k-ýýAAC Vl"Atf--L CA, ve-- vv-ý ý-- September 1992 



ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

ELEMENT 7.3: Establish and maintain relationships with colleagues. 

Please indicate how well you consider I meet the following criteria by using 
the f ive point scale with any comments to support the score given. 

PERFORMANCE CRITERIA POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken to establish and C 
maintain honest and constructive 1234 
relationships with colleagues 

COMMENTS 

C' sC. C 
c 

ýýý N. 
(b) Open, honest and friendly 

I-D behaviour is encouraged 1234 C-5 

COMMENTS 

cv--j Jsý-7 I-, ' 

Ll)(\ý P"->, Zl x Cý W&CLýk 
(c) Opinions and information are 

exchanged and shared with 1234 
05 

colleagues 

COMMENTS 
C. 

(d) Advice and help are offered with : ýýD 
sensitivity 12345 

COMMENTS 

C-C 'r % 

N)Vfck Q>%A c>z(\- 



(e) Differences of opinion are dealt 

with in ways which try to avoid 
offence, and conflicts are 
resolved in ways that maintain 
respect. 

COMMENTS 

23 4 Cý 

kc- CNN ipý, jýy c )e 
C 

Promises and undertakings to 
others are honoured, taking 
account of other priorities 
and commitments 

COMMENTS 

34 1 

September 1992 
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1ý 
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ACCREDITATION OF PRIOR LEARNING - ANDREW TAYLOR 

UNIT 7: Create, maintain and enhance effective working relationships. 

ELEMENT 7.3: Establish and maintain relationships with colleagues. 

Please indicate how well you consider I meet the following criteria by using 
the five point scale with any comments to support the score given. 

PERFOPMANCE CRITERIA POOR GOOD 
PERFORMANCE PERFORMANCE 

(a) Time is taken to establish and 
maintain honest and constructive 123 
relationships with colleagues 

COMMENTS 

(b) Open, honest and friendly 
behaviour is encouraged 

COMMENTS 

(c) opinions and information are 
exchanged and shared with 
colleagues 

COMMENTS 

(d) Advice and help are offered with 
sensitivity 

1 

5 

4 0 

1 

1 (2) 

.: o 

COMMENTS 



(e) Differences of opinion are dealt 
with in ways which try to avoid 1234 
offence, and conflicts are 
resolved in ways that maintain 
respect. 

COMMENTS 

(f ) Promises and undertakings to 
others are honoured, taking 
account of other priorities 
and commitments 

1 

( 
D5 

05 

COMMENTS 

September 1992 
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Avenue Villa 
43 Eastern Avenue 

READING 
RG1 5RX 

0734 663912 

April 1994 

Dear 

I hope you will not mind me disturbing your retirement 
which I also hope you are still enjoying. 

I am writing a thesis under the guidance of Sheila Harri 
Augstein and Laurie Thomas from Brunel University and in 
which I am setting out my experience of Self Organised 
Learning. If successful this will lead to the award of a 
Master of Philosophy degree. 

Essential to the development of SOL in Parcelforce and my 
experience of it, was your involvement in it. I believe 
it would add greatly to the quality of the thesis if I 
could include your impressions in it. In particular I 
would like to be able to record.: 

your view of changes in your own attitude and 
understanding resulting from involvement in 
different activities, 

outcomes which you did or do value, and 

evidence of changes in other participants 

To do this I would like to be able to have a conversation 
or conversations with you at times and places to suit you 
and which I would tape record. I would like to record 
your impressions related to the following periods: 

The early days of Royal Mail Parcels - 1986 - 89. 

Management Development and Productivity Improvement 
Programme - 1990. 

SOL workshops - 1991/92. 

I will ring you in the next few days to see whether you 
are willing to help. 

Yours sincerely 

ANDREW TAYLOR 



MATRIX OF PERSONAL LEARNING BIOGRAPHY STATEMENTS 

tMENTS. 

,ýýý, 5-0-L ,,, x, 

IIIII 
IIIII 

, V, 11, 

O's when my thinking started to change. Started ', Took on responsibility and involved staff in working out 
'Atiouing, sy ways of doing things. (SK/A) ', X', X', best solution to probles ...... Wanted teas effort. (SX/B) : X: X: X: 

ways of solving probleas other than "getting ', Valued the opportunity to plan and implesent a change and: 
Aer and chisel-. (SK/A) ', X', X: see the end resialt. (SX/0) 

ýI 
vade ze think differently and qlaestion why. (SK/A) 'Xlffave become tore and more confident and less reserved. 

I 4ted questioning everything ..... Started to chauge more, ' ''' 
'Could relate it to what I was trying to do. Started ; Learut to consult first line managers and to trust then 
tug 

others to find their own answers. JSK/A) ýX: XVjto make their own decisions. (SX/0) 
ýray 

I do things has chaBqed. (SK/A) 

'kaore contented, a different type of chap. 

Al 
assess people has changed. JSK/A) 
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MATRIX OF PERSONAL LEUIIIG BIOGRAPHY STATEMENTS 
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EVIDENCE 
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detached look at areas where I saw sy weaknesses in 

, -'t it legitizised what I natirally felt was right but (h 
was not the way most managers dealt with staff. 

the supportive environment in the sort centre, I had; 
icoafideucO to help people develop. (TM) 

'quise 
that changing culture in this way is a lotg 

ý 
project. (TK) 
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KATIIX OF PERSOIAL LEARMIMG BIOGRIPHY STATEmEITS 

EVIDEMCE 
hEITS: OF 

N, R, A: L: 
11 

kt on things that have happened and deal with then 
kently 

next tive. (AN) 1 11 1 : x" 

flearning process goes on. S-O-L has helped whether by, tot 
got cannot say. (AN) ; X, 

has been a positive change in zy attitude and 
our without being able to say what specifically has: 
it. 

played a sajor part and I doubt whether ire could 
4done it without S-O-L. (H) 

this conversation brilliant in bringing it all bact, ' 
Ito have it at the back of iy zind and use it every 
ften. (AN) 

IOTIVATION 
'! ESPOSSIO[LITY AND CONTROL 
, ISSUXPTIONS AID ATTITUDES 
JUMMY 
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A PARCEL-4w-FORCE 

Effective Leadership Feedback Questionnaire 

NQtes for team members completing the questionnaire 

Part one lists some comments which describe leadership behaviour and actions. Please indicate how 
effective you consider your team leader's performance for each statement. 

Part two asks you to choose the 6 questions that are the most important to you. By "most important to 
you" we are asking you to indicate those behaviours which you consider to be the most important in an 
effective leader. 

Part three gives you the opportunity to make further comments, for example, to explain your ratings or to 
inake suggestions on how your team leader could improve their performance. Filling this in should help 
your team leader to identify improvement opportunities and develop their action plan. Where possible please 
hdicate the question number to which the comment refers. 

D Complete the questionnaire on your own 

D Please be honest 

C) The process is confidential - no one will know your individual markings 

Bear in mind that all questions and answers should relate specifically to the leader-being assessed. 

Please circle the number that most accurately describes how you feel about each statement. 
Only circle V if you have no opinion, if the statement does not apply to you, if the statement is not 
clear or if you don't know 

Each question is written in such a way that an 'Agree Strongly' marking is always favourable whilst 
a 'Disagree Strongly' marking indicates a behaviour capable of perceived improvement. 

The marking scale is as follows: 

I= Disagree Strongly 
2= Disagree 
3= Agree 
4= Agree Strongly 
0= Not enough evidence to mark It 

0 your team leader believes the responses given by you and your colleagues will help to improve 
his/her performance as a leader, with subsequent benefits to you. 

0 'When you have completed the questionnaire please remove this cover sheet and return the 
completed questionnaire and the comments sheet in the envelope addressed ELF Centre. 



EFFECTIVE LEADERSHIP FEEDBACK QUESTIONNAIRE 

NAME OF LEADER: Ref No: Dat 

Part one Below are comments which best describe leadership behaviours and actions. Please 
apply the following rating scale, to indicate what extent you agree or disagree with 
the comments. 

12340 
Disagree Strongly Disagree Agree Agree Strongly Not enough evidence to mark 

VISION 

The leader of this team: 

provides a clear vision and direction consistent with the Parcelforce 40 
Mission and Values 

Z. communicates and translates the vision into well defined, measurable 12340 
objectives and makes it clear who needs to be involved 

1. regularly reviews these objectives and takes appropriate 12340 
improvement actions 

t is creative, innovative and prepared to challenge convention 12340 

COMMITMENT 

rhe leader of this team: 

S. takes on ownership of ideas adopted by Parcelforce whatever his/her 12340 
personal feelings 

S. accepts responsibility for leading the process of change 12340 

7. involves the team in the process of change 12340 

1. secures the personal and enthusiastic commitment of colleagues 12340 

kPPROACH - PEOPLE 

the leader of this team: 

frequently recognises work well done 12340 

101requently rewards work well done 12340 

I I. involves the team making decisions 12340 

12. agrees clear objectives consistent with the abilities of the team 12340 

13. demonstrates respect for individuals 12340 

14. supports personal development and training 

, 
15. encourages and values personal feedback 

1 

1 



EFFECTIVE LEADERSHIP FEEDBACK Team Members COMMENTS 

ýAME OF LEADER: Ref. No: Dat 

vomments 
? art three The purpose of this part is to give you the opportunity to make further comments, 

suggestions or explanations or to help your team leader identify improvement 
opportunities and develop their action plan. 

Where possible please indicate the question number to which the comment refers. 

Please spend as much time as possible filling in some comments, as they will add value 
to the results & feedback your team leader will receive from your questionnaires. 

It 

rIjANK YOU FOR COMPLETING THE QUESTIONNAIRE AND COMMENTS SHEET 



Effective Leadership Feedback PARCELý#">- FORCE 
MR A TAYLOR 

A. IFFE: r: Ic: -1 ji -- 4- - 

SION 

Positive Important Average Disagree Disagree 

Hesponse to team Score strongly 
12 

1 Provide a clear vision and direction consistent' 402.75 
with the Parcelforce Mission and Values. 

2 Communicates and translates the vision into 402.50 
well defined, measurable objectives. 

3 Regularly reviews these objectives and takes 302.33 
appropriate improvement actions. 

4 is creative, innovative and prepared to 4 2,3.00 
challenge convention. 

M. 
X T 

5 Takes on ownership of ideas adopted by 
Parcelforce whatever their personal feelings 

6 Accepts responsibility for leading the process 
of change. 

7 Involves the team in the process of change. 

8 Secures the personal and enthusiastic 
commitment of colleagues. 

Wir WvAP14-D=r%D1'lVM 

9 Frequently recognises work well done. 

10 Frequently rewards work well done. 

11 Involves the team when making decisions. 

12 Agrees clear objectives consistent with the 
abilities of the team. 

13 Demonstrates respect for individuals. 

14 Supports personal development and training. 

15 Encourage and values personal feedback. 

16 Practises and encourages behaviour 
consistent with our Values. 

17 Challenges unacceptable bahaviour. 

1a Encourages creativity and innovation. 

06-Feb-96 

402.50 

413.25 

413.25 

413.00 

0 3.50 

0 2,00 

2 3.00 
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0 3,00 

2 3.00 
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Agroo Agroo 

strollgly 
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,4 Effective Leadership Feedback PARC E FO RC E 
MR A TAYLOR 

Ras 
19 Takes action based on facts and analysis. 

20 Uses resources cost effectively. 

21 Supports and promotes effective teamwork 
to enable achievement of goals. 

22 Places emphasis on providing added value 
to customers. 

23 Sets high work standards. 

24 Measures performance and provides useful 
feedback. 

25 Encourages continuous improvement. 

26 Regularly provides information on the team' 
performance. 

QMMU. I 
27 Recognises that planned communication 

is a vital component of leadership. 
28 Practises open and honest communication. 

29 Measures the effectiveness of 
communication. 

30 Seeks other people's views and listens 
carefully. 

06-Feb-96 

F 

Positive Important Average Disagree Disagree Agree Agree 

Response to team Score strongly Strongly 
1234 

3,25 

o 
o 

0 

'I h(' I) 11't Ck lill'ýIllcýs ot I hc 1"'ý( ( )III, , 

01 3,50 

3.00 

3,33 

3.00 

2.67 



Effective Leadership Feedback PARCEL--<**)- FORCE 
MR A TAYLOR 

MOST IMPORTANT TO THE TEAM 

0 

I 

1. 

1. 
. 

1, 

.I ii II189 10 11 ,, 13 11 Is 16 17 a 19 20 21 22 23 24 -"" 

Questions 

ENOUGH EVIDENCE TO MAR 

4 

2 

Questions 

MANAGER DONE ANYTHING Yes 

E)IFFERENTLY No 

FIE PORTING 

TIME IN TEAM 

aim Reporting indirectly 

Less than 6 Months 

over 6 months 
06-Feb-96 1,5 25 



PARCEL*FORCE 

EFFECTIVE LEADERSHIP FEEDBACK - COMMENTS 

Name: Andrew Taylor 

Your Comments: 

ReL Number: 8358 

Questions I &- -' I do not feel that I am currently committed, for personal reasons to the Business Vision. In 
relation to niv current project I have found it difficult to produce clear objectives. 
Commitment 
Despite the above, I believe that I still demonstrate commitment and an able to gain the 
commitment of others. 
Approach To People 
I believe this is an area of strength in terms of the support I provide to others although I do not 
always make objectives clear (12) or challenge unacceptable behaviours (17). 
Business Performance 
I am good at analysis (18) and at supporting teamwork (212) and encouraging continuous 
improvement (25) but less good at measurement (24) and standards (23). 
Communication 
A good verbal and written communicator. 

Your Team's Comments: 

Andrew works in the spirit of the values. He shows respect for all members of the team. he is 

quickly assertive when making his points. 
However, he does no always secure the personal commitment of his colleagues. 
As a leader he could demand more from the team. 




