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There are no bad methods of instruction. The use to which each is
put largely determines its effectiveness. Selecting the proper
method and preparing for its use are paramount in successful
instruction.

J. H. Proctor and W. M. Thornton (1960), Training: A Handbook
for Line Managers, New York: American Management Association

We would be in a fine fix if the surgeon only performed those
operations he is ‘comfortable with’, or if the carpenter refused to
use any tool but the hammer because he likes the ‘feel’ of it. Since
it is true that the teacher is unlikely to work effectively unless he
does feel comfortable with a method, he should, as a professional,
be constantly at pains to extend his repertoire, and should learn to
like the feel of an ever widening range of media and techniques.

R. F. Mager and K. M. Beach (1967), Developing Vocational
Instruction, Palo Alto, California: Fearon Publishers

Teaching methods do not seem to make much difference, or to
phrase it more appropriately, there is hardly any direct evidence to
favour one method over another.

N. E. Wallen and R. M. W. Travers (1963), ‘Analysis and
Investigation of Teaching Method’ in N. L. Gage (ed.) Handbook
of Research on Teaching, Chicago: Rand McNally.



FOREWORD

by Cary L. Cooper
Professor of Organisational Psychology
University of Manchester, Institute of Science a'_ld Technology

There are many managers who feel that ‘behavioural scientists ate
incapable of telling us anything we don’t already know’ and that ‘the
bag of tricks (or management learning methods) used by management
training specialists is as effective as a magician’s wand’. This was amply
illustrated in The Fingncial Times some years ago:

Good evening, gentlemen, welcome to the X marnagement
education establishment. You will have noted, perhaps with relief,
the absence of faculty or curriculum. This is a regular feature of
this programme and a closely guarded secret of its alumni, present
and past. If you should require any inducement to keep this secret,
you may be influenced by the £500 in crisp ten-pound notes which
are to be found in a brown envelope in your bedroom. This
represents half the fee paid by your employers and approximated
expenditure that would otherwise have been incurred with respect
to teaching staff salaries and related costs. In the meantime, meals
and other services will be provided and the bar will remain open at
normal opening times. You will have discovered that your
colleagues are drawn from similar organizations to your own and
contain amongst them a wealth of practical experience in all
manner of managerial roles. There is also a first rate liorary at your
disposal. How you decide to pass these six weeks is your own
managerial decision; we trust you will enjoy it and find it
beneficial. Thank you.

On the other hand, there are those who feel that ‘the last quarter
century has seen the emergence of “the manager” as a recognised
occupational role in society’ (C. Handy, Understanding Organizations,
1976). Handy goes on to suggest that managers seem to be
increasingly playing two primary sets of roles: the manager as a
person and the manager as a GP. In the former, more and more skills
are required to deal with people at work, while in the latter he/she is
the ‘first recipient of problems’ which demand solutions and
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decisions. This GP role is composed of four basic activities of work:
(a) symptom identification, (b) diagnosis of the cause of the trouble, (¢)
decision making about how to deal with it and (d) creating action plans
or treatment.

The variety of skills necessary to perform all of these functions
requires creative and innovative training approaches. Management
trainers and educationalists mu:: now possess an armoury of techniques
and methods to meet the needs of the contemporary manager. This
book is designed to help the training specislist by providing a
comprehensive compendium of management learning methods between
the covers of one book. Not only does it summarise the essence of a
variety of different techniques and methods, but it also makes available
further detaifed readings in the area. This encyclopedia will be an
essential part of the library of any management training specialist and
management educationalist of the future,
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PREFACE

Soap and education are not as sudden as a massacre,
but they are more deadly in the long run.
Mark Twatn

In this book I have tried to describe briefly some of the methods that
can be used by teachers and traipers in their work with managers and
management students. I have found it difficult to draw any precise
boundaries between the three spheres of management education:
/training and development; organisational development; and psycho-
therapy. However, an attempt is made to specify the subject field dealt
with.
My aim has been to provide a source of information and ideas for the
educational decision maker. This term encompasses students, course
designers, tutors, teachers, training personnel in companies, consul-
tants and indeed anybody who has to make a decision about any
fearning event or system which they are about to embark on or to
design. It is perhaps casiest to talk about the company trainer to
illustrate the types of decisions he has to make. Whether meeting
individuals’ training needs or solving a specific organisational problem,
the trainer has the choice of doing the training himself by designing his
own course and teaching it, or he can send the manager concerned on
an externally run course. He can buy a training package together with a
consultant to run it on an in-company basis, or buy a package which he
then runs himself. If he believes that an off-the-shelf training package
may be the answer then this encyclopedia describes some of the most
popular ones, together with supplementary reading which can help him
to make his final choice. If on the other hand he decides to run the
course himself, then he has to make a choice between a bewildering
variety of methods. The book suggests some of the criteria that need to
be considered when making such a choice. ’

While I believe that the field of management development is an
innovative one in its adoption of new techniques, developments have
taken place in other areas. For this reason the encyclopedia includes
descriptions of teaching and learning methods taken not only from
management education but also from other areas such as medicine,
biology, geology, languages and physics. These approaches are selected
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in the belief that they have a potential application to the work of
management trainers,

In the encyclopedia readers will find entries at five levels of
application:

1 Those methods which can be applied by the trainer following a
reading of the description with no further preparation.

2 Those methods which, although directly applicable, nevertheless
require the trainer to do some reading of the recommended
literature in order to gain greater familiarity with the objectives and
the steps involved.

3 Those methods which, if they were to be applied by the trainer
himself, would require him to have gained first-hand experience of
them in a learner role. Alternatively, they should be used by the
trainer under the guidance of someone skilled in their use.

4 Those methods which require the engagement of an experienced
professional, because the trainer himself lacks the necessary skills
and knowledge or does not wish to develop such expertise.

5 Those packaged or copyrighted training programmes which are run
by an outside consultant who may do the training on an in-company
basis or else to whom individual managers or a group of managers
might be sent.

As a general rule, where the training methods focus on affective issues,
i.e. those concerned with people’s feelings, values and emotions, the
trainer will need to have developed the relevant skills to lead such a
learning activity successfully.

The following brief description of the content of each of the
encyclopedia’s sections may help readers to select the ones which are of
most immediate relevance to them.

Definition of the field

The subject is defined and distinguished from the related fields of
organisational development and psychotherapy. This section concludes
with a discussion of the way in which the concept of method has been
used in the literature on management development and examines why
the classification of different teaching and learning methods presents so
many difficulties.

Criteria for method selection
While there is no simple and automatic procedure for the selection of
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Preface

appropriate methods, it is nevertheless important for the tutor to think
systematically about which methods to use. A numbeér of key variables
which influence method choice are presented here and the major ones
are discussed in depth. '

Directory of methods

A brief description of each method is provided together with some of
the alternative names by which it is also known. References are given
both to related methods and to relevant reading.

Resources for teaching and learning

Included in this section is an annotated bibliography of management
teaching. This is followed by the names 2id addresses of organisations
whose work and publications are a source of useful ideas for the
management teacher. Finally, a number of journals are listed which
regularly carry articles on teaching and learning methods, course design
and programme evaluation.

Analytical framework for method assessment

The final section offers an analytical framework which the trainer can
use to consider his philosophy of learning which is reflected both in his
course design and in his choice of methods.

Note to readers

The purpose of this book is to produce a comprehensive source of
references on teaching and learning methods for my colleagues in the
management development field. Despite careful research, it is
inevitable that I will have missed some. In addition, new approaches are
constantly being developed.

In order to keep the encyclopedia as comprehensive as possible, 1
should like to hear from readers who use (or have had used on them)
any methods in their work which significantly differ from any described
in this book. Method descriptions can be sent to me at the publisher’s
address and, where appropriate, should include reférences to published
descriptions of their uses. I shall undertake to collate and edit these
contributions which will be included in any future editions of the

encyclopedia.

A. A. Huczynski
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1
DEFINITION OF THE FIELD

The delineation of boundaries between management development,
management education, management training and organisational
development has in the past been an area of not very fruitful debate.
Nevertheless; since this encyclopedia will avoid dealing with what have
been labelled organisational development methods or OD intervention
techniques, it is necessary to specify the subject area which will be
addressed. The focus will be on the teaching and learning methods which
have a potential application in the field of management development.
The term management development has itself been defined in a number
of ways. Morris (1971), for example, saw it as ‘the systematic
improvement of managerial effectiveness within the organization
assessed by its contribution to organizational effectiveness’. Ashton and
Easterby-Smith (1979) identified a number of perspectives included
within management development which they viewed as an organisational
function within which ... activities such as training, coaching, career
planning, appraisal, job rotation might all have some part to play’. These
writers saw management development as involving the continuing
education of the individual manager at all stages of his career. Thus
management development was considered as not only being concerned
with education and training, but also ‘... with a broader concept of
development which implies improvement’. The breadth of this defini-
tion allows one to use it to refer to a wide range of different activities. It
can be used to apply to both in-company and extra-company develop-
ment programmmes, to short as well as to long courses, to periods of
training and education, to those which lead to formal qualifications as
well as those which do not. Itis an all-embracing concept of management
development which is being used in this book. A more detailed
examination follows of what is included under the label of management
development.

Burgoyne and Cooper (1976) conducted a study on the research that
had been done on management teaching methods and identified journal
references concerned with teaching methods. In doing this they
produced a hierarchy of decisions concerning management education
which was used by them as a basis for classifying the research studies
they found. Their five-level hierarchy is summarised in Figure 1.1.
While the authors did not explicitly define the term teaching method
which they used, they did nevertheless present a useful framework with
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1 Policy - decisions on issues concerning national approaches to
education.

2 Strategy - decisions on issues concerned with management
education at the institutional or departmental level.

3 Programme design - choices of approaches relevant to learning
objectives and to how people learn.

4 Choice of methods ~ within-programme choices between
different teaching/learning methods.

5 Intra-method decisions - *here-and-now’ choices made by
tutors during the teaching session itself.

Figure 1.1 Hierarchy of management decision making

which to begin to sort out some of the confusion which surrounds the use
of terms such as management development, education and organisa-
tional development. They achieved this by raising the terms manage-
ment education and development to an abstract level and in their place
referred to differcnt types of programme designs. Their description of a
branching hierarchy of decisions is shown in Figure 1.2.

Policy decisions — national and corporate
decisions concerning quantity and form of
management cducation and development

[

Strategic decisions — ‘provider’ and ‘user’
organisation decisions about general approach

Educational programme design ——
learning objectives and approach

Structural programme design
management manpower planning

1

Choice of educational methods
e.g. case vs. lecture etc.

ORGANISATION
DEVELOPMENT

Choice of structural methods
e.g. succession

[ ing, appraisal sch ete.

Intra-education method decisions
e.g. teacher style

Intra-structural method decision
e.g. appraisal interview style

Figure 1.2 * Branching hierarchy of management education decisions
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The attractiveness of the Burgoyne-Cooper hierarchy is that at a stroke it
sidesteps the arid debate over nomenclature referred to earlier. It is based
on decisions to be taken by different people at different levels. In terms of
methods or ‘what people actually do’ there is likely to be a high degree of
overlap between what happens in educational programmes and in
structural programmes. This encyclopedia focuses on the two aforemen-
tioned educational and stractural programme designsonlevels 3, 4and 5.
Burgoyne and Cooper see organisational development activities as
deriving from both these strategies. However, the encyclopedia does not
attempt to deal explicitly with organisational development methods
although some of these OD techniques are included if they are capable of
being extracted and used outside of their usual OD context. Similarly,
psychotherapies are excluded, other than those which have already
established themselves in management development (e.g. Transactional
Analysis). Such therapies have been dealt with in great detail in other
books (Herick, 1980; Winn, 1980; Clare and Thompson, 1981).

‘What exactly does the term ‘method’ refer to in the context of teaching
and learning? Wesley and Wronski (1965) commented on the lack of
specificity in the use of the word. They quoted a study in which students
were asked to list the methods they knew. In addition to listing traditional,
well-known ones such as the lecture and seminar, other methods listed
included curricular materials, organisation schemes, activities and
devices. All these were equated with the term method. A brief survey of
the literature on teaching and learning methods in management
development can show whether the connotations of the word method are
equally broad in this field. In the Burgoyne and Cooper (1976) article
mentioned earlier, the authors produced a ‘list of teaching methods’ which
consisted of the following: lecture, texts, programmed instruction, role
playing, case studies, games and simulations, projects, packages,
T-group/social skills training and ‘specials’. Ina second paper on teaching
and learning methods in management development, Burgoyne and Stuart
(1978) discussed the lecture, seminar, business game, encounter group,
T-group, joint development activities, action learning, autonomy lab,
learning community, guided reading and programmed instruction. The
final example is taken from some work by Pedler (1978) on negotiating
which will be referred to in greater detail later. In discussing the teaching
of information or situational knowledge he argued that ‘the more
traditional methods of teaching or training would seem to apply best’. He
went on to list these as being lectures, talks, seminars, films, books,
handouts and discussions. From these few examples it is clear that the
term method is used in the same broad way in management development
as elsewhere.
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Being such a difficult concept to pin down, it is not surprising that
there has been little success in producing a meaningful method
classification system. According to Wesley and Wronski (1965) such a
classification task is impossible:

the complex and inclusive nature of method defies epigrammatic
condensation. It is composed of diverse elements and is scarcely
susceptible to logical analysis.

Nevertheless, the attempt at classifying or grouping different methods in
some way is useful in that, as these same authors state:

it clearly demonstrates the futility of devoting oneself wholly to one
method. It appears desirable not only to use different methods, but
to take care that those grounded in different bases are employed.
And the analysis also furnishes an inclusive viewpoint that will
prevent one from assigning undue merit or inclusive qualities to any
one method.

There is yet to be produced an adequate procedure whereby one can
automatically select an approprite method to fulfil a particular training
need. It is also very unlikely that any such satisfactory procedure will
ever be developed. Why should this be? Knowing what exactly is meant
by the term group discussion or lecture well enough to be able to classify
it is rare. On its own the label says nothing about the nature of the
interactions between the persons involved. Two group discussions or
two lectures may be conducted in two such radically different ways that it
would be wrong to refer to these two activities using the same label.
Binsted, Stuart and Long (1980) reported that management teachers
tended to perceive the same teaching method label in different ways.
They concluded that, ‘This diversity strongly suggests that the label we
give to a management teaching method, be it the lecture or action
learning, is insufficient to convey the detail or the spirit of the event, and
that this spirit is itself a function of the particular teacher and his
audience’. While this criticism is generally valid, it is nevertheless also
true that confronted with the term lecture or group discussion, most
teachers recognise both the denotation of the word or phrase and some of
its connotations. Each term does conjure up in their minds a picture of
specific activities and behaviours which are guided by certain communi-
cation sequences and interaction rules. However, beyond this very
general level there is unlikely to be sufficient agreement between
different people to produce a useful classifications of methods.

Some writers see method as referring to a series of teacher-directed
activities that result in learning. Since method is a process, it consists of
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several steps. Many of the elements or steps used in a particular method
may also be used in other methods. Hence the overlap between
educational programme designs, structured programme designs and
organisational development activities. Educational psychologists have
also argued that methods are tutor-initiated, are based on an educational
philosophy which states the values to be achieved and on a theory of how
people learn. They are said to list a set of learning principles which have
relevant appiicau'ons in the classroom and indicate the behaviour that the
teacher should maintain in order to make effective use of these
principles. While a method consists of several steps or elements, it is the
tutor who combines or synthesises the elements into an effective process.
Wallen and Travers (1963) have written that research on teaching
methods is the study of the consistencies in the behaviour of teachers and
the effect of these consistencies on the learning process. Teacher
behaviour which might be considered could include the amount of
information provided by a teacher, the emphasis he places on assessment
and so on. These writers use the terms ‘teaching method’ and ‘pattern of
teacher behaviour’ interchangeably. Burgoyne and Stuart (1978), who
investigated the relationship of learning theories to teaching methods,
reported that:

the idea that one teaching method always embodied the same
learning theory was wrong. We found, rather, that different
learning theories illuminated different aspects of the same teaching
methods, and that different applications of teaching methods
‘implemented’ assumptions from different learning theories,
depending on the manner or style of application of the method by
the person applying it.

“To date the attempts to classify different teaching and learning methods
have met with little success. Those offered by Wesley and Wronski
(1965) and Joyce and Weil (1980) either tend to omit many of the entries
described in this encyclopedia altogether or else place them into
categories where experience and common sense suggest that they do not
belong. Simplistic categorisation systems are likely to fail for at least two
reasons. First, a method label carries no agreed indication of the
interactions it is likely to describe and second, in order to produce any
classification system one needs criteria with which to establish the cat-
egories. Numerous such criteria are possible. But after one’s interest is
stated, it is then impossible to apply a single-criteria classification system
universally. Given these difficulties, one needs to ask what is the purpose
of classifying these methods in the first place? At one level, the answer
may be to indicate to the reader which methods are operationally similar
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