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CREATING TOMORROW 'S FLT ORGANIZATION : A MANAGERIAL APFROACH TO THE
FEASIBILITY ©OF INTEGRATING ARTS, CULTURE AND LANGUAGE TEACHING THROUGH THE
DEVELOPMENT OF THE COMPETENCIES NEEDED AT CEOQ'S LEVEL

INTRODUCTION

Organizations and institutions face constant and rapid changes imposed
by the national and international context as well as the demands from
the market. A slow pace of innavation and growth no longer has o place
in this ever- changing scenario. To master what it fakes to be successiul
under these prassures imposead by this accelergted pace of change, has

become the centre for decision making in any organization.

This trend embraces any type ofganization, whether dealing with
products or services. The challenges, expertise . threats and opportunities
are tha same in every case; the only variation is the environment where
they have to act and develop. Organizations that offer intangible

services such as education and culture do not escape this frend either.

Any challenge, change of innovation that has to be faced implies
changes for the people involved in s implementation. But someone has
to lead the workiorce towards successful resulls and the main
responsibility to achieve this godl lies in the CEQ [Chief Executive Officer. also
called Executive Director or General Manager). He / she is the action initictor

and responsible for the outcomes of his /her performance.

Taking the above issues info consideration, organizations have 1o
carefully analyse the competencies a CEO has 50 as fo ensure successiul
performance leading up to growth and development, key 1aciors for
any organisation these days. The competencies required to reqach such
a level of success may clso change or odapt . As Kessler [ 2008)

mentions. when an organization brings in a new leader. that leader may



wont to change the organization. If the manager (CEC) does not have
the right competencies to achieve the high performance expected, the

organization may suffer.

The objective of this Research is precisely an  andalysis of CEO
competencies leading up 1o the design of a Competency Based Modei
[CBM]) for the type of organization under study: one whose core activifies

are education {teaching of modem languages) and promotion of culiure .

Kessler also{2008} points out that “ we need fo undersfand our
organization  performance management systern and how 10 work
effectively with the forms , tools and resources the organization
provides™ or will provide under an innavation / change stoge { the Writer of
this Thesis words . from now on "the wiiter™). The CEC’s role is 1o understand the
orgonization and determing which areqs need re-structuring 1o serve the

‘nternal and external changes imposed. { par, 1 from this Introduction)

That is why the Competency-Based Mocel (CBM) proposed in this
Research will have as its objective what is called the ™ growth mindset”
of @ CEQ [versus a“fixed” one]. As Carole Dweck { in Kessler 2008) says

“ If & manager has a fixed mindset , he/ she bhefieves that his [ her talents
and abilities are set in stone- either hef she hos them or does not. If he {
she has a growth mindset hefshe knows that talents can be developed
and that great abilities are built over fime”.

An analysis of what may be developed, what is innate and what may
be acquired with experience will be considered so that the organizaticn
and the CEQ know what 1o expect in the area of further professional

development.

Part | (Chapters 1, 2 and 3] of this Thesis comprises an analysis of
hibliography related to the development of orgonizations and the roles

and funclions of CECQs. The analysis will cover definitions, classifications



and categorizations of competencies at this level; their relation to
nehaviour. skill ond knowledge as well as a consideration o
compeatency-based evaluation. Different Competency-Based Models
will be analysed and discussed with a view to start selecting the most
appropriate components for the elaboration of a final model to be used

in the organization under study.

Part I {Chapters 4 and 5} makes reference to tomoirow s organization
and the demands at CEQ s competency level. The organization under
study will be described and its characteristics will be defined. The profile
of a CEOQ [Master Manager) will be established according to the
requirements analysed. His / her functions and competencies will be the

centre of the analysis in this component of the Thesis.

part il {Chapters 4 and 7} considers the objectives and hypothesis of the
research as well as its design. The profile of the eleven CEOs analysed wall
be described and the reasons why these profiles were chosen by the
writer. Instruments will be described and their theoretical background
presenfed. Finally fhis Part will refer to the methodology and

administration of the instruments as well as to the problems encountered.

Part IV [Chapters 8 and 9 | refers to the analysis of the results, They will be
categorized and clossified in relafion 1o the roles and cempetencies
referred to in Parts 1 and I, including the addifional roles as defined by

the Writer. The data will be analyzed and compared.

Part V {Chapter 10} will present an ideal Competency Based Model for
the organization under study . a CBM for ™ a Master CEQ in tomorrow s

educational and culturo! crganisation™.

Finally the writer will present the Conclusions of this research and

recammendations for future steps to be taken.






PART |

ORGANIZATIONS AND LEARNING

Chapter 1

Organizations and Knowledge

Organizations all over the world vary in their structure, size and objectives
but they all stive to achieve their cbjeclives and obtain successful
results. Factories, schools, hospitals, museums, football clubs, government
agencies, restaurants, te  mention some, represent o type of
organizational structure. They are all confronted with similar provlems
related to growth, environmental impact, market demands, national or
international context, compelition, staff requirements, staff training
needs, high cosfs, ropid change and innovation. These similarities

embody the basic concepts of what an organization is or represents.

Hellriegel [ 2008} defines an organization as a * formal and coordinafed
group of people who funcfion to achieve parficular goals”. In this
definition the concepts of order. clear objectives, well defined structures,
planning and controlling, strategies [amongst others} are implicit (The writer
would add a basic concept to the definition, that of “achieving ifs mission™). It is
important to point cut, based on Hellfiegel’'s concepts that  any
organization hos a structure that stives fo achieve goals “that individuals
acting alone could not reach” but it is the rmanager as an individual the

one who helps guide the organization to the achievement of its goals.

Complementing on these ideas, Etkin [ 2009} enlarges the definition
when saying that an organization establishes ordered relations between
groups and individuals who share " coorginated efforts” to achieve set
obijectives. It is in their daily interaction , planned and vhplanned , that

organizational events toke place. Their relafions are stable  and



foreseeable but at the same time responding to internal and external
changes that determine new steps 1o follow in unison Or new Processes
to implement. Crganizations, as Efin says, “stay affoatl in turbuient hmes”
and manoge to survive and progress if their capacity o adapt to

changes has been developed in “quiet penods”.

An organization could not have a well-defined position [or even exist) N
the community where it operates if these basic principies were not
respecied. But where would "change” {or "rapid changes” jcome in these
definitions? Perhaps it is embedded in the concept of "goals”. Goals
may change according fo what the environment dictates, what the
trends impose on the organization Nevis (in Campbell 1997} emphasises
ihe role of learning when he speaks of organizations as “leaming

systerns” to ensure renewal and transformation through change [ thus

achieving the “particular goals” mentionad by Helliegel in the previous page).

Leonard-Barton (in Campbell 1997) goes a step further when defining
organizations as “ learning iaboratortes dedicated to knowiledge
creation” . Awareness to change and its implications in leaming dre vital
aspects not o be neglected. Rapid changes imply rapid actions , or
“high speed actions * as French [ 20056 ) points out which have fo be

developed and maintained through constant managerial attention.

The figure of the CEQ { manager} emerges as the person who has the
overcll direction of an organization : he/ she leads . controls and
evaluates, plans, organizes, allocates resources and defines creation of
new knowledge in ¥ pusuit of the organizafion’s goals™ | Hellnegel
2008).He states that “regardless of where fthe attention of the
organization might be focused. managers are part and parcel of
organizafional seting”. The CEC is also responsble for the
achievements of a group of peopie who share the organization’s values

and objectives, who “have poteniial to coninbute o the organization”



{Lecnord-Barton in Campbell 1997) and who “fake progress as

everybody s business”.

The Writer favours the definition of an organization as a well defined and
structured group of people forming part of a learning system that ensures
the achievement of its mission and the implementation of the changes

imposed by an ever-changing world.

The guestion remains: what is an organization ds a leaming system or
learning laboratorny?

Nevis, DiBella and Gould (in Campbell 1997) define organizational
learning as "the capacity or processes within an crganizafion to mairdain
or improve perdormance based on experience” and Leonord-Barfon [in
Campbell 1997] points out that an organization as a learning factory is
dedicated to knowledge creation, collection and control. So the
development of knowledge [ both personal ang orgonizafionaljhas become
a key component of the CEQ’s responsibilifies in an organization.
Knowledge prepares a CEQ to face change, conduct the organization

through it and achieve success under the new organizational stafus.

The first meniion to leaming organizations and organizational learning
(Momis 2007} goes back to the 19605 but really reaches natorious
importance in 1998 when Peter Senge pubiishes “The Fifth Discipfine”. The
concept of learning organization is taken from the psychological
concept of “individual leaming”. An organization precisely “learns™ or
becomes d leaming organization through its individual members. it is the
sum of the individual learnings that brings about organizational learming
and converts such an organization in @ learning centre, otways on the
alert 1o face changes imposed by the environment. Individuals may
apply a body of knowledge fo a known situation bul when confronted
with the pressures of change, they have fo be able 1o reconstruct the



knowledge they need so as to adapt and evolve. It is what Schdn [ 1983)

calls “the dynamic development of knowledge”.

Knowledge and change form a solid unity and could not operate
separately when oan organization s confronted with new trends
demanding change. Organizations are being forced 1o adapt and
change more frequently if they want to survive. As Birchall and Lyons
(1995 soy , there is a new type of CEQ [or'change- manager”} capable of
working in this type of organization where knowledge-based workers are

rapidly replacing the fraditional job holders.

Birchall and Lyons emphasise the role of knowledge and of constant
learning. Organizations have to recognise the weaknesses in fradifional
approaches and highlight the need for cantinuous review and change.
They must develop leaming processes and develop intg learning
organizations , defined as "an organization skiled at creating, acquinng
and transferring knowledge , and at modifying ifs behaviour o reflect

new knowledge insights”,

The concept of learmning organization is based on the notion that new
experiences and ideas are essential for learning 10 take place. But it is
people in the organizaticn whoe can tfransiate ideas into actlion and
people work in teams, responding fo organizationat mission and goals. So
the concept of organizational leaming focuses on three levels: on one
level . individual development of knowledge: on the next level, team
development of knowledge based on the group’s reflections and
analysis and on the transfer of individual knowledge to the team; and
finally at organizational level, which is the moment when all the learning
< cenfralzed to be applied for the bpenefit and growth of the

organization.



Kolb Leaming Cycle { in Birchall and Lyons 1995, Schdn 1983) defines this
learning cycle and fransfer of knowledge at four levels. First, the isolation
of o concrete experience [ o organizational situation), then the observation
and reflection by the team collectively { rather than just on an individual basis),
thirdly, the formation of generalizations on the experience observed and
the definition of actions to be taken, and finally applying and testing
them. Thus the organizational learing cycle s completed. If the results

are rnot the expectled ones, the cycle starts agan.

Organizational leamning may thus e seen as the ability of the
organization to support individuals and teams in the completion of this
learning cycle and as the “ability of the organization fo develop
strategies and tactics fo respond to the new situafion observed and fer
its members fo respond collectively and generate appropriate action”.
(Birchall and Lyons). The creation and maintenance of 1his learning
culture encourages and supports personal development and converts
any organization into a learning organization. In this way the organization
is in an advantageous position to confront new trends that demand

change.

It s precisely on this issue of “trends” that Dubois and Rothwell [ 2004)
astablish that there are six basic frends { dealt with in detail in the next
paragraphs] which may affect the positioning of an organization in

today s world. Namely:

Technological change { also menfioned in 1996 by Quinn)
Increased globalisation

Continued cost control

Accelerated speed in markel! change

Increased rate and magnitude of change




Growing imporfance of knowledge capital  {aksoe in Eraut 1998, Schén
1983, Quuinn 1994, Baumard 1959, Gomatt 1987).

It is widely assumed that information and communications technology
represent @ major challenge for an organization, both in terms of
investment and training costs, the mastary of existing and emerging
technologies has become a constant preoccupation. As Lord Liverpool
sciid at the House of Lords debate on Work Challenges on January 101,
1994 ( in Birchall 1995] “ We five in fasf-changing times and inforring
ourselves and being brave enough to grasp the technology is perhaps
the greatesf barrier”... and anyone would agree that this is still one of the

main worries.

IT {Information Technology} is one of the keys fo enter a globalised world
entailing new products, new ways of thinking, new exchonges amongst
many other aspects. This brings as a consequence Dubois and Rothwell’s
third frend, that of continued cost confrol or containment so as to

compete with a market that has no trontiers.

Accelerated speed in market change implies adapting. anticipating,
establishing strategic parnerships to ensure wider coverage ot the
products or services offered and above all. o rapid and posifive response
to pressures. The fifth trend mentioned. that of magnitude of change,
may pose sefious and negative problems fo the organization if
unmanaged, including iosing prestige and market share. Not fo mention
the unfavourable results if change is resisted and the CEQC lacks the
competencies to lead through it properly. The magnitude of a change
has to be properly assessed by a CEQ so as to develop the comrec

strategies and define the courses of action.



Sanghi (2008} exponds on the six basic frends affecting an organization
as presented by Dubois and  Rothwell [ 2004)and speaks  of
“environmental imperatives” that make an organization dynamic. There
is coincigence with Dubois and Rothwell in the trends connected with
technology, globalisation, costs, accelerated speed in market changes
and importance of Knowledge. The trends added fo this list are related
to new models in organizational growth, importance of communication
channals {when not followed on orgonization may colapse), wider scope of
opportunities that determine ropid actions and the importance of
focusing on competency building | the aim of this Research which will be
analysed in the follewing Chapter}. These environmental imperatives have an
impact on the quality of organizational knowledge, its gdevelopment and

transfer

As it has already been mentioned, knowledge [acquired both tormally and
through experience) is a key component for Dubois / Rothwell and Sanghi.
This trend gives due emphasis fo this basic and often neglected issue,

that of planned knowiedge development within the organization.

This frend concenirating on the role of knowledge is more clearly
presented by Nevis { in Campbell 1997} when refeming to a three-stage
model  which determines steps in the incorporation of knowiedge

lindividual and crganizational. Also in Birchall and Lyons 1993):

Knowledae acguisition: as the development or creation oi new skills

Knowledge sharing: as the dissemination of what has been acquired and

Knowledge ulilisalion: or the integration of learning fo new situations in

the organization. Knowledge has to be institutionally available to be

considered ™ acquired”.

The Writer would add another stage to the models, that of evaluation of

the resulls obtained after the applicalion of this new knowledge. By



adding this fourth step the cycle of reflection suggested by Schon (1783
and Birchall and Lyons1$$5) could be respected.

Mormis {2007} uses basically the same stages ds Nevis when mentioning
the overall process of knowledge deveiopment, but his labelling
changes ; he speaks of knowledge capfure, knowledge integration and
knowledge transfer. Neither Campbell nor Morris mention the
importance | from the writer's viewpoint] of completing Schén’s cycle and
include evaluation of results { which in fumn could give origin to new knowledge
thus going back to stage 1 in both models). Schdn [ 1983) clearly states the
importance of this * double-oop” leaming as it is a way 1o conect emors,

to frack down deficiencies and adapt to change { new norms, rules).

Eraut [1994) defines the types of knowledge that an organization

[regardiess its nature- a factory . a school, a multinational) embraces:

Knowiedge of people
Sitvafional knowledge
Knowledge of educational f managerial practice
Conceplual knowledge
Process knowledge
Contro! knowledge.

In the case of knowledge of people, one may remark on the imporance
given to all the subconsciously acquired compelences that contribute to
interpersonal relations, such as the ability to judge and interpret pecple,
to select ang prioritise their salient features. This type of knowledge is
largely acquired unintentionally as a “by-product of encounters fhat
have cther purposes” {as defined by Eraut). This knowledge is likely to
change according to the different contexts and situations in which an
individual operates; care must be taken not to label individuals just by

their behaviour in only one moment, the knowledge of an individual



(under this category) is the summing up of all his behavicural responses.
CEQ’s experience is a determining factor in mastering this "knowledge of
people” and triggers off an awareness of how the CEO himself/ herself

acquires it.

This is interrelated with the sifuational knowledge or how managers read
the situations which they are confronted with every day: the skill G
interpret and give significance 1o situations, to reflect on and evaluate
these situations. CEOs have tc appraise the situations themselves and
fiter second-hand information on certain issues. The misjudgement of
second-hond information may lead o CEQ to emoneous decisions. This
specific knowledge is of enormous imporlance ang neceassary {though not
sufficient] in good decision making, in analysing courses of events in the
organization and on deciding subsequent actions. A CEC also has to
contemplate how others “see a siluation” , as their perception [ or

situational knowledge) may offer different angles worth considering.

Closely linked is the development of control knowledge, as this basically
refers to the development of self-awareness and sensilivity. Self-
awareness is only acguired through reflection and feedbock from other
members of the organization. It is closely linked with self-management In
areas such as personal time management, personal control of conduct
and temperament and criteria for delegation [the latter related to knowledge
of people as well). Perhaps the most difficult aspect to manage in this type
of knowledge Is “ the creation of time for one’s own further professional
development” [Eraut 1994-1995-1998) This calegory of knowledge i5
important for a CEC as it would guide him / her for controlling his/ her

own behaviour in difficuit moments.

Process knowledge is “knowing how to conduct the vanous processes

that contribute to professional action” {aiso in Brennan and Litlle 1994). It



is basically how to do things and how to get them done:; it is the "know
how..." 1o plan, to build teams, to solve problems, to organise .

It is present in work based learning and bears a close connechon wifh
the development of the competencies and skills needed for a job in
oarficular. It is present in various CEO’s actions such as in the introduction
of new policies, innovations and change, the monitoring of processes, in
the management of a project and the delineation ot all the stages

necded to achieve success.,

Knowledge of educational / managenal practice offers the support
needed so as fo be wel documented in educationai/ managerial
policies, methods and approaches, theories on management [ or any
other relevant to the organization) .management planning. organizational
and individual assessment, and many others. Above all, the abiiity to

adopt and adapt according o the situation and the people involved.

This type of knowledge is aided by the conceptual knowledge, defined
as a “set of concepts, theores and ideas that a person consciously stores
in memory” [Eraut 1994). It determines how an individual perceives and
interprets the warld around him / ber, in this case, how a CED perceives
the orgonization, its environment and the people. It is the knowledge
that also refers to the concepts leamed in academic contexts which
may remain static and unchallenged. If this were the case [as with many
managers) the development of the vital side of conceptua! knowledge.
that of a critical approach to situations, would be hampered. As Eraut
[1994-1995-1998) clearly states "A major problem in developing
managers” conceptual knowledge is making them oware of how they
already think, so that they con biring their knowledge under greater
critical control”. This knowledge is available when analysing problems,

debating policies, making difficult decisions.



Conclusions for Chapter 1

The emphasis on learning orgarzations Qs knowledge creators and
developers is a characteristic that will be present throughout this
Research. Such a mode! responds to the needs of an ever-changing
environment demanding rapid changes and creation of new services
and products to sofisfy the new frends that keep emerging, which may

become threats if not properly dealt with.

This Chapter has also emphasised an awareness of the importance of
the CEQ [or manager) as the centre of the organization, from which
growth and change emerge. The development of individual and
organizational knowledge is a determining factor in the achievement of
success, that is why the importance of analysing all the types of
knowledge that have to be taken into account when dealing with the

development of the individual and the organization.

The differences in meaning of such concepls as competencies, skills,
behaviour and knowledge may have offered the Reader some difficully.
They will be dealt with In next Chapter 2, which has as its focal point the

competencies needed at managerial level.

The famous Russian artist Vassily Kandinsky said, when refering to works
of art | paintings) that they “are the children of fime and the individual”.
An organization, as presented in Chaptler 1, embodies the same
concepts: it is the result of the times it has 10 go through and the

individuals that respond to those times.






PART I

WHAT ARE COMPETENCIES ?

Chapter 2

2.1 A Brief History

A brief history of the development of competencies at organizationat level
will set the appropriate frame for future analysis of their importance and

implications at managerial level {the focus of this Research].

Dubois and Rothwell { 2004) trace a possible origin back in 1954 when

Flanagen designed the crifical incident technigue which was used to
examine what people do. He delneated a set of procedures with the
objective of collecting data from direct observation of human behavior:
the information obtained proved to be useful to determine the potenticl of
the individuals in organizational areas such as selving practical problems

and developing projects or sirategies.

it is i1 1959 thot Robert White and David McClellond identify a human frait
they calied competency, which for them is a characteristic thaf underlies
successful performance. They recognize that inteligence determines
performance but also state that certain personal charactenstics, such s
motivation, self-image, alfitude to success, can have an influence not only
in the individual’s life but also in his/her roles, thus affecting performance,
Competency for them is then a combination of infeligence and personal

tratits.

Some years later, in 1980, Klemp defined competency as an underlying

characieristic of a person which results in effective or superior perormance



