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Abstract:

This study examines factors that affect a manager’s
readiness to learn from an assessment-based leadership
development experience as well as a manager’s capacity
to transfer the learning into the workplace. The findings
indicate that certain controllable events can enhance the
learning experience.
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Readiness to Learn and Transfer of Learning

Question # 1: What are the
variables that affect a
manager's readiness to learn
from an assessment-based
leadership development train-
ing experience?

Results: In the interview, partici-
pants were identified as being either

The Analytical Process

The subjects for this case study were mid-level and upper-level managers who at-
tended the Leadership Development Program (LDP) at the Center for Creative Leader-
ship between 1983 and 1984. In total 1,122 managers attended this program during
this time frame with 20% of participants being women.

The sample for the case study analysis consisted of 10 male and 10 female managers
who had attended the LDP at least six months earlier. All twenty managers had a sub-

receptive or non-receptive when
questioned about their interpretation
of the discrepancy in their “self” and
“other” feedback. The recipients who
were most receptive to the feedback
discrepancies were asked about fac-
tors that might affect their openness
to the feedback. Table 1 presents
four identified factors that affected
the managers' readiness to learn

stantial discrepancy between of their self-perception and the perception of

“others.” (The “self ” rating was higher than the “others” rating on at least one personal
assessment instrument which was completed prior to attending the program and for
which feedback was given during the program. Additional data were collected with a
Timing Events Checklist created for the study.) The discrepancy in “self’ and “other”
assessment presented an opportunity for objectively exploring the gap and learning
about self. A structured interview was conducted with each manager to explore ques-
tions related to readiness to learn from an assessment-based experience and the abil-
ity to transfer what was learned into the workplace.

from the leadership development

experience. an assessment-based leadership

development training experience can
be substantially enhanced by consid-
ering the four factors identified.
Readiness to learn is present when

Conclusion:
A manager's readiness (and ulti-
mately his or her ability) to learn from

Table 1

Factors Affecting
Readiness To Learn

Description of Factors

Career Transitions Three key career transitions were identified:

1. Becoming a new manager
2. Transitioning from manager to executive
3. Taking over at the top

Mid-life Crisis A time of serious professional and/or personal ques-

tioning. This often occurs in the early forties.

Time of Decreased Job
Satisfaction

Decreased job satisfaction was caused by several
factors including personality conflicts, dislike of pre-
sent project or assignment, dislike of new policies or
personal loss of challenge (l.e., ‘burnout®).

Presence of Organizational
Stress

Organizational stress includes organizational transi-
tions, financial problems and organizational or job
restructuring.

careers are in transition and lives are in
crisis. It also occurs when job satisfac-
tion is decreased and when organiza-
tions are in turmoil.

Question # 2:

Why do some managers use
more of their learning from
an assessment-based
leadership development
experience than do others?

Results: The study revealed five
criteria that affect the transfer of
management development training
to the workplace. These are
identified and described in Table 2.

Conclusion: Transfer of learning is
enhanced by the climate of the
organization, promotion before
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training, the presence of normal work
routines and the availability of follow-
up training and support.

Question # 3: Are men and
women affected differently
by the criteria that influence
readiness to learn and the
transfer of learning?

Results: The criteria influencing
readiness to learn and transfer of
learning were analyzed for gender
differences. The criteria were com-
bined into two categories:

® Professional - career transition/
promotion, decreased job satisfac-
tion, organizational stress/climate,
normal work routine and follow-up
training/support.

® Personal — mid-life crisis, personal/
family stresses.

Conclusions: No significant differ-
ence appears in the assessment of
professional and personal criteria
with regard to the readiness of men
and women to learn or to transfer
learning to the workplace.

Table 2

Criteria Affecting Transfer
of Learning

Organizational climate

Promotion or major
increase in
job responsibility

Normal Work Routine

Follow-up training
and/or support

Personal or family stress

Impact of Criteria

A favorable climate included emphasis on
training and development, top management
support for change and new ideas, open com-
munication and job security.

Training should occur six to eight months after
a promotion or increase in responsibility. This
allows time to know the challenges and defi-
cits, but before the manager is set in his/her
new position.

A period of relative predictability following the
training is critical. People need to practice
what they have learned. Avoid vacations or
business trips immediately after the training.

Time diminishes the enthusiasm and the de-
termination of managers to make personal
changes. Follow-up may be as simple as a
commitment from the manager’s boss to pro-
vide support, encouragement, and reinforce-
ment for the manager’s efforts.

Any personal or family stress can diminish the
transfer of learning into the workplace. This is
true of positive as well as negative stressors.
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