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Cantends that a typoleqgy of skifls based on a framework of
lsarning styles and experiential learning theory, rather
than a framewark of job performance or some other
personality construct, provides a [anguage and guidance
for assessment methads to describe knowiedge at the
performance level of adaptation, It requires development
of the concept of learning skills which are: domain-specific
and knowledge-rich; descriptive of an integrated transac-
tion between the person and the environment; and
developed by practice. Reviews and reports data from
numerous studies to establish the ESP's reliability, relation-
al validity, criterion validity and construct validity, The ESP
can be used as a vehicle for praviding persanal and
organizational feedback on skills, and expectations and
intent regarding skills in jobs and development pro-
grammes,
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Ferty years ago Kluckholm and Murray[1,
p- 1] described psychology as a search for
three different kinds of order in human behav-
iour:
Every person is like every other person in some
ways. Every person is like some other person in
some ways, Every person is like no other person
in some ways.

The concept of styie has been a major vehicle
for creating typologies of individuality; that is,
for understanding the ways in which every
person is like some other person. Holistc
concepts of style allow deeper study of human
uniqueness by providing 2 normative descrip-
tion of a personal style across individuals and
an idiographic profiling in an individua] of the
style in relation to the other styles in the holis-
tic model. Examples of thus approach are the
Myers-Briggs type indicator which assesses
Jungian personality types[2], Shutz’s FIRO-B
assessing interpersonal relationship orienta-
dons{3] and the Allport-Vernon(4] and
Rokeach(5] value typoingies.

Learning styles and the structure of
knowiedge

In experiential learning theory{6], the model
of style is based on a theory of learning. The
theory defines four phases in the process of
learning from experience:

* concrete experience;

+ reflecrive observaton;

 abstract conceptualization; and

* active expertmentation.

Individual learning styles are defined by a
person’s reliance on these four learning
modes, Thus, learning styles are similar to
what cognitive psychologists call learning
strategies{ 7], executive control processes,
strategic knowledge or cognitive strategies.
Gagne(8, p. 38] says these strategies “enable
learners ro choose at appropriate titnes the
intellecrual skills and declararive knowiedge
they will bring to bear on learning, remember-
ing, and problem solving”. Unlike these
cognitive approaches, the experiential learn-
ing style framework is holistic, inciuding
affective, perceptual and behavioural as well
as cognitive strategies.

This typology of learning styles has also
proved useful as a typology of knowledge. In
this perspective, learning styles are higher-
order heuristics for “learning how to learn”
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and represent the deep structure of the knowl-
edge that is imparted in knowledge specialties
and professions.

Experiential learning theory describes a
three-dimenstonal model of human knowi-
edge. The base of the model maps knowledge
speciaities by their refative emphasis on the
rwo dimensions of concreteness versus
abstraciess and action versus reflection. This
map has been validated in several professions
by numerous studies showing relationships
berween individual learning style and educa-
tional specialization, career choice and job
role[9]. When knowledge specialties are
defined by the learning style heuristics used
by specialists in these fields, the pattern
arrayed on the two dimensions of concrete/
abstract and acrive/reflective is isomerphic
with independent investigations of the
structure of academic fields[10], Ann
Roe’s[11] model of career structure,
Holland’s[12] wypology of vocational interests
and Quinn’s(13] madel of organizational
value and role differengation. Results are also
consistent with Fine’s[14) functional job
analysis system on which the Dictionary of
Occupational Tivdes[15] is based,

The third dimension of the model is inte-
grative complexity comprising the degree of
specialization and infegration of knowfedge, It
defines three levels of adaptadon: perfor-
mance, learning and development. At the
performance level, knowledge is discrete,
content-focused and of limtted time dura-
tion. At the level of learning, the application
of knowledge is extended in time and space 1o
include generically similar situations. Knowi-
edge at the developmenral level is organized in
the longest titne perspective and is concerned
with the strategic control of adaptaton.

Qur goal in this research is to develop a
language and assessment methodology for
describing knowledge at the performance level
that 1s consistent with experiential learning
theory and the knowledge structure models
described above. In earlier work, the organiza-
tion of a person’s knowledge at the lzoef of
learning was assessed via the learning style
inventory. The organization of knowledge at
the developmental level was assessed in the
adaptive style inventory by computing the
adaptive flexibility of an individual’s responses
1o different learning sicuations. This article
reports the development and initial vatidation
of an strement designed 10 953088 learning
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skills at the performance level of knowledge,
called the “executive skills profile”.

Definition of learning skills

A skllis a combinarion of ability, knewledge

and expericnce that enables a person to do

something weil. A learning skill defines a

generic heuristic that enables mastery of a

specific domain. It has rwe components: a

domain of application and a knowledge rrans-

formation process. Three aspects of this
definition are important:

(1) Skills are domain-specific and knovledge-
rich. Glaser[16] criticized general process
approaches in educartion because they
ignore the interactions between structures
of knowledge and cognitive processes.
One exampie he cited was research on
expert problem solving that showed high
levels of competence as characterized by
rich structures of domain specific knowl-
edge rather than superior execution of a
general problem-solving process. Similar-
ly, Minsky and Papert{17, p. 98}
described developments in the field of
artificial intelligence suggesting that: “A
very intelligent person might be that way
because of specific local features of his
knowledge, organizing knowledge rather
than because of global qualities ofhis
thinking”. The skill assessment challenge
15 to develop a skill taxonomy that is
sufficiently refined to describe person and
job varianons accurately, yet not so com-
plex as 1o defy generalization across
persons and tasks. That Is a problem with
the four learning-style modes or Fine’s
data-people-things typology. As Fleish-
manf18, p. 828] reported: “Reviews of
earlier work led to the conclusion that
neither highly specific, nor highly general-
ized, categories were likely to be most
useful in generalizing principles across
tasks”,

(2) A shill describes an integrated transaction
betwreen the person and the environment.
Skills are integrated routines combining
knowledge and ability of the person with a
perceived environmental domain of
application. This integration between
personal skill and environmental domain
allows for cornmensurate measurcment of
person-environment e [9].
Fleishman[18) called this an abilities
regunrement approach throush which
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specific environments are characterized
by their skill demands. Skilled perfor-
mance is the result of a “fit” or synergy
between personal skill and environmen-
tal demand. This congruence has been
described as an optimal expesience of
flow{20]. Flow can be said to occur
when people are able to meet the chal-
lenges of their environment with appro-
priate skills and, accordingly, feel a sense
of well-being, mastery and a heightened
self-esteem. However, learning a skill
may require some separation from the
environment to allow reflection and
generatization. In the developmental
mode, Perlmurter{21] and Kelb[6]
suggested a counter-balancing response
regarding the person-environment trans-
action which brings to the situation the
missing perspective that allows learning
10 DCCULT.

(3} Skuls are developed by practice. While
learning styles vary over short periods of
time in test-retest reliability studies{22],
data on the relationship between the
learning stvles of adult respondents and
their undergraduate majors suggest a
longer term, more stable
component{cf.[23]). Learning skills,
however, are developed by learning from
experience and as a result are more vari-
able and subject to intentional personal
development. For example,
Anderson{24] described the acquisition
of cognitve skill as a “learning by doing”
systemn that translates declarative knowl-
edge into procedural knowledge. He
described the ubiquity of the log-linear
law of pracrice in skill acquisitien
research. The integrated transaction
between a personal skill routine and its
domain of application is thus developed
iteratively by learning from experience.
Fitrs[25] described three phases in this
process that apply to a wide range of
skills: the cognitize stage of inital encoding
which permits the learner to generate a
crude approximation of the skitled behav-
iour; the associative stage of smoothing out
errors in performance; and the
autonomous stage of gradual continued
improvernent in performance.

Assessment of learning skills:

the “executive skills profile”

The execunive skills profile (ESP) 1sa 72-itemn,
modified Q-sort[26] assessment instrument
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designed for management populations in
business, education and health care. Respon-
dents are asked to sort 72 learning skill cards
twice, once into seven categories describing
their personal skill level and a second time
describing their job demands. The learning
skills’ typotogy is composed of 12 six-item
scales. Each scale defines a vector inn the two-
dimensional abstract/concrete and active/
reflective knowledge space of experiential
learning theory. Using the familiar metaphor
of a clock face, vecrer directons are specified
by hourly ciock positions, as shown in Figure
1. Eleven, twelve and one o’clock scales assess
interpersonal learning skills most associated
with the concrete experience learning mode.
Two, three and four o'clock assess informa-
tion skills associated with reflective observa-
tion. Five, six and seven o’clock assess analyt-
ic skills associated with abstract conceprual-
izarion. Eight, nine and ten o’clock assess
behavioural skills associated with actve exper-
imentation.

The item wording and vector direction of
each learning skill scale were determined by
building scales around anchonng items from
earlier research on the relationship between
learning style and acting, valuing, thinking
and deciding skiils[6, pp. 94-5]. For example,
the [earning skills of dealing with people and
sensitivity to feelings fell on the 12:00 vector
with iterns such as “working as a mernber of a
team”, and “being sensitive to others”. The
5:00 vector included items such as “seeing
how things fit into the big picrure”. This
abstract definirion of learning skills as vectors
in the two—dimensional knowiedge space of
experiential learning theory allows compari-
son across the language barriers of different
fields and jobs, while defining specific learn-
ing skills in the context and language of the
field of study. In its current version, the exec-
utive skills profile is focused on management
skills. Future versions can be adapted to
assess learning skills in other fields. The
comparability of future versions can be
assessed by the vector congruence in the two-
dirmensional experiennal learning knowledge
space.

Empirical evidence

Reliability and intercorrelation

The ESF has been used in a number of stud-
ies, resulting in a sample of 463 aduits from
the following occupational groups:
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Figure T The executive skills prafile
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1 Helping and delegating 1 Technology management
2 Adapting 8 Setting/managing to goals
3 Information gathering 9 Taking action
4 Information analysis 10 Entrepreneurship
5 Planning 11 Leadership
& Quantitative analysis 12 Relationship
+ 162 MBA students, average age of Initial reliability of the scales was compured
27, one-third of whom were fe- with Cronbach’s alpha; values are shown in
males[27,28]; Table I wirh other descriptive statistics. The
* 58 female supervisory and middle-level skew (ranging from —0.20 to 0.40 with a mean
managers from a telecommurnications of 0.03) and the kurtosis (ranging from ~0.46
company(29]; to 0.19 with a mean of -0.23) of each scale, in

« 71 male middle-level managers and execu-  addition 1o the reported statistics suggest
tives from two divisions of a rmanufacturing  normal distributions. The internal scale

company|30]; reliabilities ranged from 0.676 to 0.827, with
» 35 male managers of scientists in a research  an average of .754. Two scales were adjusted
laboratory{31]; by the removal of one particular item from
* 33 male physician execunves[32]; each scale. For comparability to other scales,
» 17 supervisory and middle-ievel the resulting score on each of these scales was
managers from a variety of businesses multiplied by 1.20.
currently serving on a university advisory
board; and Relational validity
* 57 educartors and educartional administra- The scales were theoretically conceived to be
tors. related to those close to the sarne part of the
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Clock posttion Scaie Mean sD Median Alpha
11:00 Leadership 273 6.10 2.0 0.814
12:00 Relationship building 30.0 5.12 30.0 0.766
1:00 Helping and delegating 28.6 5.68 29.0 0.794
7:00 Adapting 285 5.12 28.0 0.762
3:60 Information gathering 276 5.14 276 0.678
4:00 Information analysis 248 5.39 25.0 0.704
5:00 Planning 729 5.60 3.0 0.676
6:00 Quantitative analysis 20.0 132 19.2 0.827
7:00 Technclogy management i9.8 6.03 19.0 0.687
8:00 Setting/managing to goals 263 5.60 26.0 0.785
9:00 Taking action 27.8 501 28.0 0.734
10:00 Entrepreneurship 304 5.55 30.0 (L825
Note: n=463

underlying learning framework. Scores were
expected 1o be highly intercorrelated with
scales close to their positions on the clock. For
exampie, the 12:00 scale, called “relatonship
building™ skill, was expected to be highly
correlated with the 11:00 scale, called “lead-
ership”, and the 1:00 scale, called “helping
and delepatng”. In contrast to some other
forms of assessment instruments and
comimon practices in scale construction,
independence of the scales in related positions
of the clock was not desired.

The scales showed a high degree of inter-
correlation with those scales in related clock
positions, as shown in Table IT. Seven of the
scales show their highest correlations with an
immediate neighbour in the clock positions.
These were:

+ “leadership™;

+ “relationship building™;

* “helping and delegating™;

+ “planning”;

+ “setting and managing to goals”;
» “taking action”; and

= “entrepreneurship” skills.

Three scales show the highest correlation with
a scale that is one scale position away {i.e.
adjacent to a scale that is next to the scale in
question}. These were: “informaton gather-
ing”, “informarion analysis’” and “quantta-
tive analysis” skills.

The two scales that do not conform 1o this
pattern are “adapting” and “technology
management” skills. The adapting skill is the
most highly correlated with the entrepreneur-
ship skill: and it is highly correlated with the
leadership and planning skills. This suggests
that adapting skills may be viewed or experi-

enced as more “active” than reflective. Tech-
nology management is highly correiated with
information analysis. It is also highly corretat-
ed with quantitative analysis, which is an
immediate neighbour in the clock configura-
tion. This relationship may have more to do
with the nature of the items in both scales
concerning computers and using compurers
for analysis than it does with any anomalies in
the scale relatonships.

LA R N ENERENRERRNESERIERESEHJ.EJERJEZRESZ:JJERJHNESRNEH}~}J
’...To get an estimate of variance -
although not unique variance - the
mean for these average correlations
was computed and squared...”

To estimate the strength of these associations,
the average correlation of each scale was
computed with those scales that were located
in the next clock positions (i.c. for the 12:00
scale, its correlation with the 11:00 and 1:00
scales was averaged), and for those scales,
two, three, four, five and six positons on the
clock away from each scale. To get an estmate
of variance — although nor unique variance —
the mean for these average correlations was
computed and squared. The result is that
scales one position away from a given scale
appear to account for 31 per cent of the vari-
ance on the average. Those two positions
away appear to account for 22 per cent of the
variance. Those three, four, five and six posi-
tions away appear to account for 17, 9, 8 and
6 per cent of the variance, respectively. This
supports the notion that the scales are the
most associated with those scales appearing
closest to them on the clock configuration.
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Table i1 intercorrelation of scales

Correlations above 0.092 are statistically significant beyond the p = 0.05 level, and correlations above (.155 are significant beyond the

£ =0.001 level

Tech-
Retation-  Helping Infor- Infor- Quanti-  noiogy  Setting/ Entre-
ship and mation  mation tative  manage- managing Taking preneur-
building delegating Adapting gathering analysis Planning analysis ment togeals action  ship
Leadership 0.546 0.656 0.610 0.57/0 0.155 .33 -0.070 0.127 0.590 0.442 0.723
Relationship
building 0.736 0.482 0.604 0.098 0.195 —.159 —0.005 0.460 0.428 0.456
Helping and
deilegating 0.575 0.612 0127 0.298 —0.102 0.100 0.565 0.445 0.534
Adapting 0.588 0.400 0.600 0.145 0.261 0.570 0.431 0.708
Infermation
gathering Q.245 0.363 0.017 0.153 0.526 0402 0553
Information
analysis 0.606 0.636 0.629 0.242 0316 03N
Planning 0.534 0.563 £.398 0.347 0.492
Quantitative
analysis 0.614 0.073 0.159  0.080
Technology
management 0.275 0.314 0.253
Setting/
manadging te¢
goals 0667 0602
Taking action 0.545
Notes. n =483

Anorther rest of the ESP’s relational validity is
an assessment of its relartonship to the under-
lying learning framework presented in the
learning style inventory {LSI). Boyams and
Renio[27] studied retationships berween the
ESP and 1S of 148 MBA students. They
used the oniginal nine-item form of the LSL.
Marsick{30], Dreyfus[31], Sharp(33}, and a
sample of 44 middle-level and executive
managers from a manufacturing company
completed the ESP and the revised 12-item
torm of the LSL. The leadership, relationship
building, and helping and delegaring skills,
from the 11:00, 12:00 and 1:00 positions,
correlated significantly with a disposition
towards concrete experience over abstract
conceptualization {r=0.164, r = 0.164, and
r=0.189, respecuvely; » = 148, p < (.02,
one-tailed) in the MBA sample. Relationship
building skill positively correlated with this

sarme disnosition in the combined samnla

(r=0.200, n = 124, p < 0.01, one-tajled).
Entrepreneurship skill, the 16:00 pesiton,
correlared significantly with a disposition
towards concrete experience (7 = 0.133,
n= 148, p < 0.05, one-tailed). Therefore,
five of the 51X scales expected 1o correlate
with this learning oricntation, did so; only
the adapting skill, the 2:00 position, did
not.

Quantitative analysis, the 6:00 positon,
corrclated posiuvely with a disposition
towards abstract conceprualization over con-
crete experience (r=0.192, n= 124, p < 0.01,
one-tailed, in the combined sample:
r=0.136, 2= 148, p < 0.05, one-tailed, in the
MBA sample). Planning, the 5:00 position,
correlated positively with the same learning
disposition (r = 0.165, n = 124, » < (.03, one-
railed) in the combined sample. Two of the
five scales expected to correlate with this
rarning orientatien. Jdid so: informarion
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analysis, technology mansgement, and setting
and managing to goals did net.

Taking action and entrepreneurship skills,
from the 9:00 and 10:00 positions, correlated
positively with a disposition towards active
experimentation over reflective observation
(r=0.154, n= 124, p < 0.04; r = 0.219,
n= 124, p < 0.01) from the combined sample.
Two of the five scales expected to correiate
with this learning orientation, did so; leader-
ship, technology management, and seting
and managing to goals did not.

Of the five scales expected to correlate with
the reflective observation learning disposition
over the active experimentarion, none did.
The adapting skill, the 2:00 position, correiat-
ed positively with the opposite direction
(r=10.146, n = 124, p < (.05, one-tailed} in
the combined sample. The information gath-
ering skill, the 3:00 posidon, correlated posi-
tively with a concrete experience disposition
towards learning (r = 0.163, n = 148,
£ < 0.05, two-tailed) in the MBA sample,
which was unexpected. No other unexpected
corrclations appeared. Seven scales of the
ESP correlated with the 151 in predicted
directions.

[IE A R EE NS ERNNEENENRNSEESERNENENENNENNENRMNHEN.HE]
*...skills located in the lower sector of
the clock were positively related to
the GMAT measure of scholastic
aptitude...’

Data on several other characteristics were

available 1o assess further the relationship

berween the ESP and the underlying learning

orientations. In two samples of MBA stu-

dents{27,28], a measure of scholastic apti-

tude, the graduate management admissions

test (GMAT) score, was compared to ESP?

scores. Skills located in the upper sector of the

clock were negatively refated to GMAT

scores. They were: i

+ entrepreneurship (r=-0.267, n= 144,
p<0.05);

+ leadership (r=-0.233, n = 141, p < 0.05;
Pr=-0.201, n = 144, p < 0.05);

+ relationship building {(r =-0.247, 2 = 144,
p<0.05,r=-0287,n= 141, p < 0.05);

» helping and delegating {r=-0.245,
n= 144, p<0.05; r=-0.277, n = 141,
< 0.05}; and

= information gathering skills (» = -0.303,
n=141,p <0.05).
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Meanwhile, those skills located in the lower
sector of the clock were positively related to
the GMAT rmeasure of scholastic aptirude.

They were:

» information analysis (r = 0.235, n = 144,
p=0.05)

= Quantitative analysis (r = 0.258, n= 144,
p < 0.05); and

« technology management (r = 0.267,
n=144, p < 0.05).

Since the lower sector of the clock was theo-
retically determined to relate ro an abstract
learning orientation and the upper sector of
the clock was theoretically determined to
relare to the opposite (i.e. a concrete learning
orientation), the relationship to this measure
of scholastic aptitude supports the underlying
theoretical framework.

In two samples[29,31], possessing
advanced degrees was positively related to
informaton analysis, planning and quantita-
tive analysis skills, and negartively related to
the setting and managing to goals skiil. This
reveals a link berween the skills associated
with an assimilative learning orientation in
terms of the underlving learning framework.
This observation is consistent with studies
showing a link between attending graduate
professional schools and building those
skills[6,27,28].

Criterion validation: the boss’s view

A group of 44 male upper- and middle-level
managers in a division of a manufactuning
company used the ESP to describe them-
selves. Their bosses, who were divisional
execunves, used the ESP to describre their
subordinates, The scares on the 12 scales,
when added together, form a total store that
can be interpreted as a person’s overall view of
the given individual’s level of capability on
that skills assessed in the ESP, or thar individ-
ual’s view of his/her own overall capability on
these skills. The boss’s view of the manager’s
total score was significantly positively corre-
iated with the manager’s cwn view (r = 0.328,
n=44, p=0.03).

A significant positive correlation was found
berween the boss’s view of the manager’s skills
and the manager’s own views of his skills on
eight of the 12 scales in the ESP. They were:

« leadership;
* helping and delegating;
* information analysis;
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planning;

quantitarive analysis;

technology management;

serring and managing to goals; and
entrepreneurship.

The correlations are shown in Table I11.

The boss’s view of the manager’s leader-

ship skill was also positively correlated with

the manager’s view of his helping and delegart-
ing skill and his setting and managing to goals
skill. To the boss, the manager’s actions in

helping his subordinates, delegaring work 1o

" Vourme 10- Humber 5 - 1995+ 3417

them, setting performance goals with thermn,
and managing performance throngh review
and commentary on their goals appear as
behaviours associated with a leader. In part,
this relationship is supported by the posiave
relationship between the boss’™ view of a
manager’s helping and delegaring behaviour
and the manager’s own view of his setting
goals with subordinares and managing their
performance towards them. The negative
relationship between the boss’s view of the
manager’s relationship building skill and
adapting and entrepreneurship skills may

Tabie (11 Comparison of a manager's view {n = 44) af his skills with his bosss views (7= 44) of his skills (*)

Bass's view of manager’s skills

Correlation

Manager's view of awn skills

Leadership 0.3442*
11:00 0.333%
0.3i6?
Relationship building —0.289°
12:00 0.078"
-0.308°
Helping/delegating 0.431b*
1:00 0.3559
Adapting 0.243*
2:00 0.3442
information gathering 0.346%
3:00 0.173*
Information analysis 0.492¢*
4:00 0.3392
0.453"
0.383°
Planning 0.367°
5:00 0.499¢
0.404°
0.3678
Quantitative analysis 0.548¢
6:00 0.3542
0.641%*
0.306°
Technology management 0.362°
7:00 03750
0.500¢*
Setting/managing to goals 0.359%"
8:00
Taking action 0.214"
9:00
Entrepreneurship 0333
10:00 0.3522
Notes. 2=p<0.05
b= p<0.01
t=p<0.001

Leadership
Helping/delegating
Setting/managing to goals
Adapting

Relationship building
Entrepreneurship
Helping/delegating
Setting/managing to goals
Adapting
Setting/managing to goals
Helping/delegating
Information gathering
Information analysis
Planning

Quantitative analysis
Technology management
Information analysis
Manning

Quantitative analysis
Technology management
information analysis
Planning

Quantitative analysis
Technelogy management
information analysis
Quantitative analysis
Technology management

Setting/managing ta goals

Taking action

Entrepreneurship
Leadership

* Correlations of the same scale are asterisked for convenience

10
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result from this particular organization’s

cultare which, like many older manufacturing

companies, views attempts at adapting to the
market conditions as threatening the stability
and smooth operations of the plant and rela-
tionships with custormers, suppliers and
employees that have been built over the vears.

The boss’s view of the manager’s adapting
skill was positively related with the manager’s
view of his own skill in setting and managing
to goals, The boss’s view of the manager’s
information gathermyg skill was related to the
manager’s view of his own helping and dele-
gating skill. The boss’s view of the manager’s
information analysis skill was positively cclat-
ed to the manager’s view of his own planning,
quantfitative analysis and rechnology manage-
ment skills. These relationships appear to be a
function of their close proximity with regard
to the underlying framework of the learning
styles (i.e. the assimilative quadrant of the
learning style framework).

The same reasoning provides an interpre-
tation for the positive relationships berween:
(1) the boss’s view of the manager’s planning

skill and the manager’s view of his infor-
mation analysis, quanritative analysis and
technology management skills;

(2) the boss’s view of the manager’s quantita-
tive anaiysis skl and the manager’s view
of his information analysis, planning and
technelogy management skills;

(3) the boss's view of the manager’s technolo-
gy managemenit skill and the manager’s
view of his information analysis and
quantitative analysis skills; and

(4} the boss’s vicw of the manager’s entrepre-
neurship skill and the manager's own view
of his leadership skiil.

Criterion validation: promotability

Two studies compared the ESP scores of
managers who were promoted versus their
counterparts who were not promoted. Fried-
manf29] studied 55 fernale supervisory and
middle-level managers in a telecommunica-
tions company. The managers had been
employed by the company for approximately
the same number of years, were about the
same age and had similarly high performance
appraisal ratings on the company’s system.
Marsick{30] smdied 32 male middle-level
managers from a manufacturing company
over an 18-month period, and compared
those who were promeoeted to those who stayed
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at the same job level and those who were
demoted.

Regarding the manager’s skills,
Friedman{29] reported that promoted man-
agers had significantly higher informarion
analysis and planning skills. Marsick[30]
reported that promoted managers had signifi-
cantly higher technology management, taking
action and entrepresteurial skills than did
those who stayed at the same job level. Entre-
preneuriai skills of those who stayed the same
were also significandy higher than the skills of
those who were demoted.

Regarding the ESP completed concerning
the job demands of the managers,
Marsick([29] found that those managers who
stayed at the same levels had significantly
higher scores (i.e. expectations of job
demands) on leadership, helping and delegat-
ing, setting and managing to goals, and taking
action skills than did those who were demot-
ed.

Marsick[30] compured a gap score by
subrtracting the skill score from the job
demand score on each scale. The resulting
gap was thought to reflect the lack of “fit”
between the manager’s skills and the job
demands or expectations. The gap was signifi-
cantly higher for those who stayed at the same
level than it was for those who were promoted
on adapting, information analysis, planning,
technology management and entrepreneur-
ship skills, Those managers who were demot-
ed had significantly greater gaps on the enrre-
prencurship skill thaa did those who stayed at
the same level

LA AR RN E R LR R RN NN ENEEENNNEENNN

...corporate culture (i.e. shared beliefs,
values and norms in the organization)
will affect which skills are vatued and
rewarded through promotion...'

LA AN R RN R ENRNEESENFEYEEERREEENERSERENN)

Although information analysis and planning
skills appear to be important determinants of
promeotability in both studies, other scales
were equally important in the manufacturing
company, The observadon can be made thar
corporate culture (i.e. shared beliefs, values
and norms in the organizadon) will affect
which skills are valued and rewarded through
promotion. In the manufacturing company,
Marsick[30] reported thar it was an action-
oriented culture that had been siriving to
become entrepreneurial. The company had
been restructured into small straregic business
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units and so had provided the general man-
agers with a great deal of autonomy. The skill
scales in the “acrive™ sector of the ESP model
were imnportant determinants of promotability
{i.e. leadership, entrepreneurship, taking
action, setting and managing o goals and
technology management skills}.

It also appeared that managers who did not
see “people managemnent” as an impoertant
aspect of their jobs were less likely to be
allowed to stay at their current job levels. That
is, those demoted saw significantly less job
demands on leadership and helping and
delegating than did their peers who stayed at
the same level[30]. These factors could be
viewed as threshold characreristics, In this
company, it would appear that if you did not
see the job as involving action skills and peo-
ple management, you were likely to be viewed
as “not gualified” to be promoted, or certainly
not viewed as someone who “fitted into™ the
corporate culture. Other organizations will
probably have an emphasis on those skills
most valued in their own cultures.

Criterion validation: managerial
performance

In a study of 35 male managers of scientists
and engineers at a government research facili-
ty, Dreyfus[31] identified a cadre of managers
who were repeatedly nominated by subordi-
nates, peers and their bosses as highly effec-
tive managers. She also identified a random
sample from a cadre of managers who were
not repeatedly nominated by any of these
groups, as rypical managers. She reported
that the highly effecrive managers showed
significantly higher scores in leadership skills,
and near-significant higher scores {on two-
tailed tests) on helping and delegating, adapt-
ing and serting and managing to goals skills
than did the typical managers. Since they
were all in the same managerial role with the
same job title, the differences were particular-
Iy impressive in that these groups showed no
differences in their views of the demands of
the job in terms of the ESP scales. Although
the jobs were seen as the same, the more
effective managers had more pecople manage-
ment and adapiing skills than did their less
effective counterparts.

Criterion validation: faculty intent and
student outcome

Bovatzis[34] reported a study that was con-
ducted by a senior faculry commirtee ata
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major research university to determme the
content and skill objectives of faculty in an
MBA programme. The ESP was used asa
way for the faculty to describe the level of
importance of various skills in the design and
delivery of their courses, Two faculty mem-
bers were interviewed regarding each of the
13 required courses and one facuity mer=ber
was interviewed regarding 2% cut of the 58
electives offered to MBAs. A profile was
cormnputed as to the skills emmphasized by the
faculty.

Studies on students were conducted ar the
sarme time 1o determine the impacrt of this
MBA. programme in terms of various abilities
related 1o managerial performance over two
years with two separale samples representing
each year of the study[27,28]. A cross-sec-
tional design was used on census or random
samples of entering and graduating students
to determine the impact of the prograrmme.
Foreign students, whose native language was
not English, were excluded from the znalysis
reported here 1o enable comparison without
complications due to language. In additon te
the 122 students involved in the first-year
sample and the 106 students involved in the
second-year sampie, a very small longitudinal
sample of nine srudents was identified from
these random samples. The ESP was one of
the instruments used in both of these studies.

LR E N ENRERENNERENZERERERZERSEH;.RZJENRSERNRSE}R-RSESH.REH}]
‘...A cross-sectional design was used on
census or random samples of entering
and graduating students to determine
the imract of the programme...

[ AR ERNEEENEEERENENENESLNENNENRNELERRENRZS)

A median split was conducted on the faculry’s
intent. Of the six scales with the faculty’s
highest scores, students showed statistically
significant increases on three of the scales for
both yearly sampies and for the small longitu-
dinal sample. They were:

+ information analysis;

» planning; and

= guantitative analysis skills.

The adapting skill was high in terms of faculty
intent and showed a near-significant {on a
two-tailed test) increase of students in the
first-year sample only.

Of the six scales reflecting lower faculty
inrent, four of the scales showed no significant
effects on any of the sampies. The first-vear
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samnple showed a near significant increase on
raking action skill, and the small longitudinal
sample showed a significant increase on tech-
nology management skill, both of which were
relatively low on the faculry intent split.
Faculty intent concerning abilities
appeared strongly linked 1o student changes
in skills in this graduate management pro-
gramme. Boyatzis[34] norted that skills on
which faculty intent and student increases
were most closely aligned are also skills
reportedly increased in studies of other gradu-
ate professional education programmes,
namely social work and engineering{35].

Relationship to competences
Boyatzis[35], idenrified a set of competences
which significantly differentiated superior and
effective managers from their less effective
counterparts in 12 organizations. These
studies were conducted on managers using
performance criteria. The skill levels of the
competences were coded from transcripts of
critical incident interviews. Two studies were
conducted in which managers completed the
ESP and 2 one-hour critical incident inter-
view, both of which were coded for these
competences.

“Concern with impact” is a concern with
onc’s reputation and wanting impact on
others. It appeared to be related to:
leadership (r = 0.336, n = 35,
p=<0.05)[31];
helping and delegating (r= 0.342, z = 35,
p<0.05)[31}; and
information gathering skills (r=0.270,
n=155,p<0.05{29].

“Positive regard”™ Is a belief in others and was
related to:

entrepreneurship (r = 0.384, n = 35,

P < 0.05);

leadership (r=0.492, n = 35, p < 0.05);
relationship building (r= 0.368, n = 35,

p < 0.05); and '

helping and delegating skills (r = 0.394,

n =35, p<0.05)[31].

“Developing others” is the ability to give
feedback to another for the purpose of helping
to improve their performance. It was relared
to;
+ relationship building (r=0.250, n =55,
P <0.05)[29);
« helping and delegaring {r = 0,270, n = 55,
Pp=<0.05}3[29];and
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technology management skifls (r =0.379,
n =35, p < 0.05)[31).

Except for technology management, the ESP
skills related 1o these three competences are
primearily those in the upper half of the clock
representation. Since concern with impact,
positive regard and developing others are all
invoived with people, it appears that the upper
scales relate to other concepis of people man-
agement, as the theory claims.

“Managing group process” is the ability 1o
build co-operation and spinit in a work group.
It was positively related to planning
(r=0.350, n = 35, p < 0.05)[31] and nega-
tively related to setting and managing to goals
skills (r =—3.370, n = 53, p < 0.05)[29]. In
these organizations, planning is oriented 1o
projects, which are group efforts. Setting and
managing to goals, in which the itemns are
primarily individually-oriented, may be
counter-productive to working in groups.
“Stamina and adaptability” was related to:
information analysis (r = 0.290, n =55,
p<0.05);
quantitative analysis (r = 0.440, = 55,
p<0.05) and
technology management skills {r = 0.260,
r=>53, p<0.03)[29].

“Perceptual objectivity” is an ability to see
both sides of an argument, even if you are
holding one of those positions. This was
negatively related to quantitative analysis
(r=-0.396, n =35, p <0.05) and rechnology
management skills (r = -0.338, r = 35,

p < 0.09)[31]. Since both of these skills are
highiy abstract in their orientaton, it sSuggesrs
thart the sensirivity to people needed to under-
stand their views may be in conflict with
creating abstract ideas about the world.

..."Efficiency erientation” is an ability
reflected in the cancern for doing
things better than previousty and
attending to maximizing output per
input...’

LA R A R B L NE R EERRNRENNERNNFREN LEERERZSEJNX]

Il

“Conceptualization” is a cogninve ability to
see patterns or themes in seemingly random
information or events. It was neganvely relat-
ed to the taking action skill (r=-0.439,
n=35,p<0.05)[31]. It can be said thatit is
difficuirt to take the time to notice and concep-
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tualize patterns in events if your orientation i1s
rowards taking action.

“Efficiency orientation” is an abihry
reflected in the concern for doing things
better than previously and attending to maxi-
mizing output per input. “Use of oral presen-
tations” is an ability to make clear, concise
and impactful presentations to others. Beth of
these competences were positively related to
the entrepreneurship skill {r = 0.270 and
r=10.250, respectively; n =55, p < 0.05){29].
This is a skill with which a person innovates in
his/her environment (e.g. maximizes the use
of his/her efforts and time) and tries to make
things happen.

Relationship to motives

Three studies were conducted in which
people completed the ESP and the thematic
apperception test assessing unconscious
motives, All correlations withan n =22 are
from Marsick[30]. All correlations with an

7 =35 are from Dreyfus[31]. All correlations
with an rn = 148 are from Boyatzis and
Renio(27]. The unconscious motive of wanti-
ng to be a part of warm, close relationships is
called the “need for affiliation™[36]. It was
negatively related to information gathering
(r=-0.164, n = 148, p < 0,05), technology
management (r=—0.340, n = 35, p < 0.05),
entrepreneurship skills (r =-0.212, n = 148,
£ < 0.05) in one study and positively related to
entrepreneurial skills in another study
(r=0.398, n= 22, p < 0.05). This suggests
that a focus on information and technology
may preclude a willingness to focus on people.

The unconscious motive of wanring to do
somerhing better is called the “need for
achievement™[36]. It was positively related to
the quanritative analysis (r=0.168, » = 148,
p<0.05) and helping and delegating skills
(r=0.366,n= 22, p< 0.05). Peopie with high
need for achievement are always seeking to
measure their performance and for feedback.
“This orientation towards measurement often
results in seeking quantitative methods of
assessing performance.

The unconscious motive of wanting to have
impact on others is called the “need for
power” [36]. It was positively related to the
technology management skill (= 0.414,

n =35, p<0.05).

“Activity inhibition”, which is a measure of
self-control at the trait level[36], was negative-
1y related 1o information analysis (v = -0.425,

Wolurme 10 Hember 5 - 1995 - 317

7 =35, p < 0.05), planning (r = -0.343,

n =35, p < 0.05), taking action (r = -0.388,
n =122, p<0.05) and entrepreneurship skills
(r=-0.418,n= 22, p<0.05).

Relationship with stylistic traits
Dreyfus{31] compared the ESP and the
Myers-Briges. The Myers-Briggs assesses a
person’s style in terms of eight traits[2]. The
“intuition versus sensing™ orientation reveals
an interest in abstractions and insights imag-
ined in the future as compared to perceiving
objects, events, and derails of the present
moment. The intuition-sensing scale showed
a positive relationship with information analy-
sis, planning, quantitative analysis and tech-
nology management skills (r = 0,456,
r=0.560,r=0.6010, and r=0.411, respec-
tively; n = 33, p < 0.05). These skills represent
reflecdve and abstract orientations in terms of
the underlying learning styles framework and
the configuration of the clock posidons of
these scales.

The “perceiving versus judging” orienta-
tion reveals a preference for observing and
understanding events of the outside world
rather than seeking to organize or control
themn. The perceiving-judging scale showed a
positive relationship with the planning, quan-
tirative analysis and technology management
skills (r= 0.390, r = 0.423, and r= 0.393,
respectively z = 35, p < 0.05}, and a negative
relationship with the taking action skill
(r=-0.346, n = 35, p < 0.05). These skills
represent abstract orientations in terms ¢f the
underlying learning style framework and the
configuration of the clock positions of these
scales.

Relationship with other constructs

In a sammple of MBA students{27], the rela-
uonship building skill showed a significant
positive correlation with the content fiitered
score from the profile of non-verbal sensitiviy
{(r=0.167,n= 141, p < 0.05)[37]. Since the
content filtered score is a measure of a per-
s01’s sensitivity to hearing non-verbal mes-
sages from others, it would be expected to
relate to the scale most closely involved with
reiating to others and building relationships
with them.

In this same sample, the informaron gath-
ering skill showed a significant posirive corre-
lation with the score on the resr of themartic
analysts (r= 0,178, n = 138, p < 0.05}. Mean-
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while, the quantirarive analysis skill showed a
significant negative correlation with the score
on this test (r=-0.169, n = 138, p < 0.05).
The rest of thematic analysis is a measure of
cognitive cornplexity[38,39]. Since the test
asks people to assess verbal material, it is
specifically a measure of verbal cognitive
complexity. Butiding quantitative analytic
ability may extinguish or interfere with a
person’s verbal ability by desensitizing the
person to verbal cues and getting out of
practice in seeing patterns in verbal informa-
tion {i.e. a negative relationship 1o the
quantitative analysis skill}. This ability
requires an openness to collecting or being
sensitive to all sorts of information and cues
(i.e. a positive relatioaship 1o the informa-
tion gathering skiil).

LR RN ERERES:RZERZEZSSEB-NRIEJNRHEIJESRERZSJE-RSESS:SE]
*...Building quantitative analytic ability
may extinguish or interfere with a
person’s verbal ability..."

Since learning skill was defined as a combina-
tion of ability, knowledge and experience, an
association of the ESP scales and age might be
expected. Boyarzis and Renio[27] reported
significant correiations between age and
planning, technology management, and
setting and managing to goals skills
(r=0.203,r= 0225, r = 0.162, respectively;
n = 148, p < 0.05). Boyatzis er al.[28] report-
ed a significant correlation between age and
the adapting skill {r= 0.268, n = 141,

2 < 0.05). Dreyfus[31] reported significant
correlations between age and relationship
building, information gathering, setting and
managing to goals and entrepreneurship skills
(r=0.381,r=0.417,r=0.491, r = 0.440,
respectively; 7= 35, p < 0.05), She also
reported a negative correlarion berween age
and quantitative analysis (r =~0.337, n =35,
£ < 0.03) that is opposite to prediction.
Therefore, eight of the 12 scales positively
correlate with age, as expected.

Use of the ESP in developmental
activities

The ESP has been used in providing
perscnal feedback to individuals in a manu-
facturing company[30], a telecommunica-
tions company[29] and a research laborato-
ry[31] as part of management development
programmes. It has also been used in career
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development, personal counselling sessions
with physicians and physician
executives{32,33]. People report the experi-
ence to be helpful in assessing their strengths
and weaknesses and focusing their artention
on areas to mmprove, [n one setting, bosses’
feedback with the ESP aiso provided man-
agers with the opportunity 1o compare their
expectations of the job demands with those
of their bosses. This resulted in conversa-
tions with individual bosses about their
perceptions of the manager’s skills, and

also the manager’s expectations about the
job.

The ESP has also been used in providing
feedback to people regarding aspects of their
organization as 2 whole. Boyatzs(34] report-
ed 1ts use with the faculty of a school of man-
agement. The feedback of the resulrs to the
faculty appeared te facilitate discussion of
their coliective o:»’ectives and the identifica-
tien of a set of shared objectives of their pro-
gramme. In this case, the resulis were also
reviewed with other stakcholders in the orga-
nizarion, such as the school’s advisory board,
alummni association, administration and select-
ed groups of students. In ali sessions, the
information appeared to stimulate discussion
and provide a focus on the determination of
the shared objectives or intent as to the MBA
programme.

Summary

A rypology of skills based on a framework of
learning styles and experiential learning
theory, rather than on a framework of job
performance or some other personality
consiruct, provided a language and
guidance for development of an assessment
method describing knowledge at the
performance level of adaptation. It required
development of the concept of learning skills
which are:
« domain-specific and knowledge-rich;
» describing an integrated {ransaction
between the person and environment; and
+ developed by practice.
The ESTP was designed 1o assess learning
skills for management populations in busi-
ness, education and health care through a
typology of 12 skill scales. Data from numer-
ous studies which established the ESP’s
reliability, relational validity, criterion validi-
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ty and construct validiry, were reviewed and
reported.

Although many of the findings reviewed
were consistent with the underlying learning
framework, not all of them were. This sug-
gests the need ro re-examine the 1tems in each
scale in derail and to make revisions which
have clearer representation of the underlying
framework.

(LB A RN RENENNNESRERENENEENENNERRNERNENNX]
*...Several of the findings reviewed
suggested an impact of the
organization, or corparate cuiture, on
the £5P scores...

AR R RN AR NN AR R R R R NN

Further validartion is needed. For exampie,
several of the findings reviewed suggested an
impact of the organtzation, or corporate
culture, on the ESP scores. Studies are need-
ed on the impact of reference groups, social
networks, and organizaticnal differences o
determine the degree to which a person’s ESP
score reflects his/her socialization into an
organizational culture.

The EST? with ifs contextual comparison
can be used as a vehicle for providing persenal
and organizational feedback on skills and
expeciations and intent regarding skills in jobs
and deveclopmental programrnes.
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