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1.1 Introduction

This document sets out the aims and objectives of a research area that is of
considerable interest to the author. This area is the impact and opportunities of new
learning technologies for management training and development in the construction

industry within the perspective of the provision of lifelong learning.

Within the bounds of this research proposal and the proposed research project the
term ‘construction industry’ is taken to mean those involved in the physical
production of buildings, including new-build, alterations and refurbishment works. It
is the intention of the author to focus the research upon the market segment of
‘general contracting’ organisations, i.e. those undertaking commercial and industrial
projects, rather than those undertaking house-building or civil engineering projects.
It must be recognised that many organisations operate in more than one market

segment.

Although an important part of the construction industry the author does not intend to
include professionals and consultants such as architects, surveyors, civil and
structural engineers in this research project as they do not normally undertake the

actual physical building works themselves.

Whilst it is proposed that the research is limited to the *‘general contracting’” market it
is intended that this area of research will be of interest and benefit to the following:
Construction companies;
Construction industry professionals;
Construction trainers and developers;
The academic community;
Professional bodies and associations; and

The author as a practising professional.
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The research area will consist of a fusion of two main themes:
e Training and development for construction industry professionals to meet
the future needs and requirements of the industry in the light of the Latham
Report.
e New learning technologies, in particular the internet, for the delivery of
management education, training and development by higher education

institutions.

These areas will generate a number of research questions which the author believes
are capable of sustaining a research programme throughout the next three to four
years. These are stated in the sections concerning qualitative analysis, quantitative

analysis and the thesis (Documents 3, 4 and 5).

Document 1
Research Proposal

Y

Document2
Lite rature Review

Docu ment 3 Document 4
Qualitative Research Qu antitative Research

/

Document5
Thesis

)

Document 6
Review

Figure 1.1 The Research Project Structure
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Document 2: Literature Review will undertake a comprehensive review of published
material in the two principal research areas, management education, development

and training; and new information technologies for learning.

Document 3: Qualitative Research will concentrate upon the new learning

technologies and their application to the construction industry.

Document 4: Quantitative Research will concentrate upon the management
education, training and development skills needed for construction industry

professionals.

Document 5: The Thesis will build upon the quantitative and qualitative research
work to consider how the higher education sector can make best use of the new
learning technologies to meet the needs of management education, training and

development for life-long learning in the construction industry.

Document 6: The review does not constitute a part of the research project and is

therefore not discussed in this document.
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1.2 Construction Management Education and Training

In the 1994 final report by Sir Michael Latham, Constructing the Team, one of the
issues raised was that of professional education. Although professional education
within the construction industry was not the principal focus of this report Latham did
however recognise the importance and need for more cohesively and better educated
professionals within the industry.

This report gave rise to other reports and initiatives in response the major findings.
The most well known and applicable of these are the reports in 1998 by Sir John
Egan, Rethinking Construction and the 2001 National Audit Office report

Modernising Construction.

Latham (1994, p74 para. 7.29.1) stated the following:

“Although there is little doubt that professionals need to understand more clearly about
the role each other has to play in the building process, it is also important not to lose
specialisms that are so important to the industry as it becomes more and more complex.
Professional education needs to supplement these specialisms with a thorough
grounding in management and financial training for all disciplines. (CIOB Evidence,
March 1994.)”

The need for, amongst other things, ‘a thorough grounding in management training’
is clearly identified. From the author’s own experience in the construction industry
from 1976 to 1991, it was noticeable that many senior managers at the time
possessed little or no formal management education, and consequently saw little or
no need for management education and training. This attitude might be considered a
classic case of the ‘like me’ syndrome, where perhaps they regarded themselves as
good managers, and not having received any formal management training themselves
did not see the need for any management training. Unfortunately this is not a view
necessarily shared by their clients and customers, or indeed some of their own

employees.
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Egan (1998, Ch 1, para. 4) also made the following observation in his discussion on

the need to modernise:
“... there is a crisis in training. The proportion of trainees in the workforce appears to
have declined by a half since the 1970s and there is increasing concern about skill
shortages in the industry. Too few people are being trained to replace the aging skilled
workforce, and too few are acquiring the technical and managerial skills required to get
full value from new techniques and technologies. Construction also lacks a proper

career structure to develop supervisory and management grades; ...”

Egan (1998, Ch 2, paral7) goes on to state when considering the drivers for change

and commitment to people:

“... It means a commitment to training and development of committed and highly
capable managers and supervisors. It also means respect for all parties in the process,

involving everyone in sustained improvement and learning ...”

Both Latham and Egan place a great pressure on the construction industry to adopt
new modern working practices and cultures based on a spirit of partnership, trust and
professionalism to produce a greatly improved level of efficiency within the industry,
and the discarding of the old culture and ways of adversarialism, distrust and

conflict.

Education and training will play a major part in reforming the industry if the findings
of the Latham and Egan reports are to be realised. This will require not only the
changing of the educational framework for professional education but also the re-

education and retraining of those already entrenched within the industry.

A subsequent report by the National Audit Office to the House of Commons in
2001again highlighted the problems with education and training within the industry
NAO, 2001, p28, para.1.15):

“Our discussions with 11 construction firms and 17 specialist contractors and
consultants indicated they were concerned that the construction industry was unlikely to
have sufficient appropriate skills covering all disciplines to implement improvements...

Between 1994 and 1998 applications for construction related courses run by universities
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for professional staff fell by 26 per cent and there is increasing concern that the industry

is becoming increasingly reliant on a less skilled workforce.”

If, therefore, we will have to rely on a less skilled workforce entering the industry
then clearly there is a case for increased in-service education and training. If the
industry is to meet the demand being put upon it for increased performance and a
more professional attitude then this will not be met by a less educated and less skilled
workforce. What is being demanded is a better educated and more skilled workforce.
It is the professionally trained graduate staff who will ultimately provide the majority
of the management in the industry. If fewer graduates are being produced then the
quality of management in the industry will ultimately deteriorate and do little to

improve the productivity of the industry.

Such is the concern over levels of productivity in British industry that the
government has commissioned Michael Porter to undertake a study of Britain’s
productivity gap. The trade and industry secretary, Patricia Hewitt, has blamed this
productivity gap on ‘poor’ management performance (Fagan, 2002). At the time of
writing Michael Porter has yet to publish his report, but Fagan predicts that it will not

contain any startling new revelations about management performance.

This is further echoed by the draft report ‘Rethinking Construction Education’
commissioned by the Construction Industry Training Board (CITB) reported by
Clark and Nikkhah (Building, 28/02/2003) that highlights the fact that if the number
of students entering construction courses in Universities continues to decline at its
present rate then there will be no students entering construction management degree

courses after 2012.

Yet, from the Author’s own experience, it is known that employers are desperate for
graduate trainees for managerial positions and are already offering high starting
salaries and lucrative packages to secure them. If construction employers are going
to be unable to recruit graduates from the higher education sector they will need to
satisfy their needs from other sources.  These might include recruiting
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unskilled/unqualified staff (school leavers) and training them in-house, recruiting
graduates from other non-construction related courses and providing technical
conversion courses, recruiting and retraining personnel from other industries and
backgrounds, etc. The need for highly skilled management will have to be met from
somewhere.

It is against this background that this research project will seek to establish what
management education, training and development is, or will be, required to meet the

future needs of the industry.
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1.3 New Learning Technologies

The last few years have seen the development of a new set of opportunities for
improving teaching and learning through the development of information
technology; in particular that of web-based facilities, and high-speed data
connectivity such as broad band, as well as corporate intranet systems.

With these has come the development of new teaching and learning environments,
such as Nottingham Trent University’s Virtual Learning Portal (VLP), and other
patent systems such a Blackboard®. Although this research project does not intend to
look at these systems as technology in its own right, it will consider the application
and impact of them in the teaching and learning environment. It is predicted that
VLPs will make a considerable impact on the way higher education is delivered as
higher education institutions start to realise the power of the portal (Leon, 2003).

The importance of these technologies and their potential influence not only in
education and training, but in industry and society as a whole, is recognised at the
highest levels of the EC to the extent that it has launched and sponsored a number of
initiates and schemes to develop and deploy information technology throughout our

society.

The EC Commissioner for Education and Culture, Mrs Viviane Reding (Reding,
2000a) stated that

“...new learning technologies are radically reshaping the society in which we live, and
transforming the ways in which knowledge is created, exploited, transformed and shared.
Education and training must adapt to these new and far reaching challenges, and join forces

in a newly integrated approach to meeting the needs of the knowledge based society.”

The EC has launched its e-learning initiative (EC, 2000b) to accelerate the
introduction of e-learning into schools and other places of learning. Whilst its
primary intention is the introduction and development of ICT facilities within

schools it will ultimately produce school and college leavers who are familiar the
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concepts of ICT and e-learning. The intention of the initiative is to mobilise
resources at national levels, backing them up with E.C. funding where nations are

eligible.

In a subsequent speech Reding (Reding, 2000b) drew attention to the further problem

in the education system that the e-learning system intends to address, that of:

“...the decrease in youth interest for scientific or technical subjects ... Students at High

School are more interested by social sciences, law, finance, and business at large.”

There is clear evidence of this effect in the UK higher education sector with
declining applications in science and technology based subjects, including
construction, that have seen a 45% drop in applications from 1994 to 2000 (Clark,
2003). This problem is also highlighted by the Rethinking Construction Respect for
People report (2002: 23) that quotes a 42% drop in construction degree course
applications from 1996 to 2001.

Construction companies are not renown for being at the forefront in the adoption of
information technology. For many years the limit of information technology used
tended to be a computer based accounting system. However, within the last ten
years, construction firms have begun to wake up to the benefits of information
technology. It is becoming more commonplace, even in small and medium sized
construction companies and on construction sites, to find PCs linked to the main
office by modem using analogue or digital telephone land lines. Even if no land line
is available connectivity is still possible and easily available through the digital

mobile phone network.

A company no longer even has to have dedicated phone-in connectivity as
communication via third party Internet Service Providers (ISPs) using the internet is
now readily available. These services can also be accessed through the digital

mobile phone network using a PC, laptop or even a PDA (personal digital assistant).
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With the recent launch of the 3™ generation mobile phones using a higher band
width, ease of accessibility and communication will continue to advance. Already
the distinction between a PDA and a mobile phone is beginning to disappear as the
two technologies begin to merge. Furthermore with the advent of Bluetooth®
technology cable connection between devices is no longer necessary as they
communicate using radio frequency transmissions, albeit over short distances. Thus
the technology exists for potential recipients in almost any location to access e-
learning. There is still however the issue of the availability of e-learning material.

It is interesting, by way of comparison, to consider how the Australian higher
education system has adopted and adapted to the use of new learning technologies.
For a great many years the Australian education system has had to face the problems
of delivering education to remote and isolated locations. Their experience in
delivering education to such communities is, perhaps, not too dissimilar to that
required in delivering education and training to people working on construction sites.
ASCILITE (the Australasian Society for Computers In Learning In Tertiary
Education) was established around 20 years ago, whilst by way of comparison the

UK’s ALT (Association for Learning Technology) was established just 10 years ago.

The Open University is the UK’s longest established and most experienced provider
of education using distance learning involving various learning technologies. Whilst
the O.U. is a provider of essentially generic academic programmes and educational
courses rather than vocational courses its immense experience in this field might

suggest ways of effectively implementing e-learning for the construction industry.

Another project that will be considered is the University of the Highlands and
Islands® project, making higher education more accessible to the remote, isolated and
scattered communities of the Scottish highlands and islands. Here parallels might be
drawn between the remote isolated communities of Scotland and the remote, isolated
communities of construction workers. Again, lessons learned from this project might

benefit the construction industry.

! Now known as the UHI Millennium Institute
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In addition to the established academic institutions providing construction education
there are many private commercial organisations providing management education
and training. Whilst these are mostly not academically or professionally accredited,
these providers frequently deliver their education and training direct to the
workplace, or into the workplace environment. Many of these use modern learning
technologies to deliver their training and many make extensive use computer based
systems to deliver training direct to the employee’s desk or home.

The author’s experience in writing material for a provider of computer based training
packages, Future Learning Systems Ltd, for some sections of a software training
package called “Project Curriculum’, provided the author with a valuable insight into
the pro’s and con’s of this type of education training. Additionally, the author has
been able to adapt and extend the material written to produce a subject based web-
site for students as a teaching support for project planning and control subjects
(Hurst, 2002).

It is against this background that this research project will seek to establish what new
learning technologies are available and how these new learning technologies might
best be used to develop management education, training and development in the

construction industry.
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1.4 Document 2: Literature Review

The literature review will consider the parallel themes of construction management
education, training and development, the use and application of learning technology
and life-long learning. These themes are not entirely independent as there is a
considerable interaction and interdependence between them.

The author has already collected a considerable number of reports, papers, articles,
press releases, and web-site materials in these areas. These are being collated and
reviewed, and this process will continue not only for the literature review required
for Document 2, but throughout the quantitative research in Document 3, the

qualitative research in Document 4 and the final thesis in Document 5.

To date the author has been concentrating on collecting reports and papers that have
initiated many of the current initiatives in management training, and in learning
technology. Many of these originate from the European Commission such as the
Lisbon Initiative ‘eEurope — an Information Society for All’ (EC, 2000a); the report
‘Making a European Area of Lifelong Learning a Reality’ (EC, 2001) and many
follow up reports and initiatives. Other reports and initiatives have stemmed from
the UK government, some in response to EC initiatives and communications whilst
others are in response to industry, such as the Latham Report (Latham, 1994) and the
Egan Report (Egan, 1998). Other reports that may prove significant, such as Michael
Porter’s report, have yet to be published.

Some of these reports have led to the setting up of a number of bodies such as
Rethinking Construction, the Construction Industry Board, as well as best practice
programmes such as the ‘Construction Best Practice’ all of which produce their
findings and outcomes in reports, web sites and other publications. These are of

value to the author because they reflect the current state of industry and thinking.

Other sources of authoritive information being collected are academic papers

published in conference proceedings, journals, reports and publications from learned
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bodies such as the Association for Learning Technology (ALT), and the Institute for
Teaching and Learning in Higher Education (ILTHE); and professional bodies such
as the Chartered Institute of Building (CIOB) and the Chartered Management
Institute (CMI).
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1.5 Document 3: Qualitative Research

The qualitative research element of the study will concentrate primarily upon the
new learning technologies and their application to the construction industry
management, education and training from a higher education perspective. It will seek

to answer the question:

How might the new learning technologies be best used to develop management

education training and development in the construction industry?

Research will be undertaken using the some or all of the following methods:
e Published work on new learning technologies;
¢ Interviews with learning technologists;
e Reviews / case studies of the application of new learning technology;
¢ Interviews with teaching and learning specialists; and

¢ Interviews with e-learning students.

The use of learning technology in education is continuously advancing. Its
importance and development ranges from EC initiatives (EC, 2001) and reports (EC,
2000b) on a pan-European dimension through national scale and industry initiatives
(ITCBP) to local initiatives (Hurst; 2002).

Laurillard (1993) considers how learning technology can be utilised by higher
education. This often cited work sets down a framework for the use of learning
technology in higher education but, since its publication, enormous advances in
Information Technology have occurred. These should have made Laurillards’s
framework widely and easily implemented, yet the scope of adoption in higher

education would appear to be much less than could have been predicted.

Only slowly are we beginning to see the emergence of degree courses being
delivered or supported by e-learning and the new learning technologies. The author
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will seek to establish which technologies are being used and how effective they are
in the courses’ delivery. In many instances, it would appear that the advent of the
new learning technologies may have enabled the higher education institutes to reach
a wider church, but initial research by the author would tend to suggest that these
new technologies are simply being used as an alternative method of delivering
existing academic material. Typically, this includes electronic copies of paper based
lecture notes (Word documents or PDF files), PowerPoint slides, or simple html files.
These are either delivered through some form of portal or a web-site created by a
lecturer. Thus it appears that many of these systems are being used simply as
repositories of electronic documents, rather than providing innovative teaching and

learning through the e-learning environment.

However the technologies already exist for far greater expansion and development of
e-learning. These include:

e Multi-media presentations;

e Streaming video;

e Web-cast lectures;

e Interactive web based tutorials;

e Chat rooms;

¢ Video conferencing; and

¢ Discussion groups.

The use of such technologies can have a significant impact on the way teaching and
learning can be delivered to the remote and/or dispersed learner. An example of the
way some of these technologies can be used is the MSc European construction
management course, of which the author is the course leader; live web-casting of
lectures is being delivered to students at Nottingham Trent University from
Waterford Institute of Technology in Ireland (see Appendix 2).

The qualitative research will therefore examine these technologies and their use and

implementation to answer the proposed research question. This research will be used
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to provide a background in e-learning technology for the thesis consideration of life-

long learning.
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1.6 Document 4: Quantitative Research

The quantitative research element of the study will concentrate primarily upon the
management education, development and training needs for construction industry
professionals, and the future needs of the construction industry. It will seek to

answer the question:

What management education, training and development is needed by the
construction industry professional to meet the future needs of the industry?

Primary research will be undertaken using some or all of the following methods:
¢ Interviews with training and development managers and senior managers of
construction companies;
¢ Interviews with training and education officers of professional institutions
and organisations within the construction industry; and

e Surveys of senior managers in construction companies.

There have been a considerable number of initiatives over the last few years to
increase the amount of education, training and development that takes place amongst
workers of all levels to help maintain and develop their skills. Most of these
initiatives have been given a broad collective label of ‘lifelong learning’ to promote
the ideas that education and training are not done solely at the onset of one’s career
through school, college, university, etc., but should be a continuous process
throughout that career.

Of the initiatives developed, many have been in response to the EC’s reports into
lifelong learning. These have been translated into national reports and initiatives,
including the setting up of various bodies to develop and promote lifelong learning.
Many of these bodies have been set up by the government or have been established
through existing government agencies such as the Department of Trade and Industry

and the Department for Education and Skills.
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Some of these initiatives are not only aimed at improving education and training in
industry, but also of improving the quality of products. These often feature ‘Best
Practice’ programmes with the intention of disseminating ‘Best Practice’ within and
throughout that industry.

Within these initiatives can be found bodies such as the ‘Council for Excellence in
Management and Leadership’ (CEML), jointly established by the DTI and DFES.
Typically these take a pan-industry and professional perspective, drawing upon and

reporting best practices found in the business environment.

Other initiatives have been established in response to government reports. One such
programme within the construction industry is the ‘Construction Best Practice
Programme’ (CBP), a body funded by the DTI and steered by the government and
industry. The CBP was initiated in response to the Egan Report, but also coincides

with other initiatives such as the CEML.

The CBP programme has declared its aims to be:

o Raise Awareness - by encouraging people within the construction industry to rethink
their approach to business and understand the benefits of best practice.

e Gain Commitment - helping companies to understand their potential for
improvement, helping them to identify relevant opportunities and to get buy-in from
the right people.

e Take Action - once convinced of the need for change, companies require assistance
in choosing the right steps to take, and help in choosing and using the appropriate
tools or techniques.

e Facilitate Sharing - sharing ideas and experiences is essential if best practice is to be
adopted widely and quickly within the industry

(Source: CBP website)

Within the CBP programme are a number of other subsidiary, but no less significant,

issues. One of these of particular interest to the Author is the Information
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Technology Construction Best Practice programme (ITCBP). This is funded by the
DTI and steered jointly by the DTI and the Construction Industry Board? (CIB).

In the construction industry not only do we have a well documented skill shortage at
all levels, but a reluctance, if not resistance in some cases, to adopt new technology,
and in particular information and communications technology. Indeed the managing
director of the Author’s last employers was actually very proud of the fact that he did
not have, and never was going to have, a computer in his office. Such attitudes and
intransigence are not uncommon amongst managers in the industry and may well be

paralleled by similar attitudes towards education, training and development.

Thus a major initiative is required to get the industry to adopt the use of ICT and

with this aim...
“The IT Construction Best Practice programme identifies publicises and supports the
use of IT to improve business and management practices for the construction industry.
The IT Construction Best Practice programme brings together expertise, experience
and guidance from throughout the industry in a package that is sure to contribute to

your business success.

This programme of products, events and guidance, many completely free of charge, will

help you to:

e Learn from the success of others as told in IT Construction Best Practice case
studies

e Assess how IT can contribute to your business success, and measure your
progress with the self-assessment tool

e Adopt new techniques and practices with confidence gained from practical

'how-to' guides

Find out how companies, including your competitors, are developing their use of IT at
regional events and company visits.”
(Source: ITCPB website)

2 The CIB that was established to implement the findings of the Egan report was formally wound up
on 29" June 2001, although its projects are continuing under the umbrellas of the CIC and the CITB
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One of the aims of the ITCBP is to promote the benefits of ICT within the industry.
Although the ITCBP programme will be more significant in the qualitative research
aspects of this project its importance and impact and influence upon management
education, training and development in the construction industry cannot be ignored

in the quantitative research

The implementation of all of these aims requires education or re-education, training
and development if they are to be successfully implemented. The quantitative

research will therefore seek to identify those requirements.
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1.7 Document5: Thesis

The thesis will draw together, build upon and develop the work undertaken in the
literature review, qualitative and quantitative research in Documents 2, 3 and 4, and

will seek to answer the question:

How might the new learning technologies be best used by the higher education
sector to help meet the need of management education, training and development

for lifelong learning in the construction industry?

In considering this question the author will consider the practical applications and
requirements of delivering management education, training and development; and

meeting the needs of the construction industry for a lifelong learning environment.

Research will be undertaken using the some or all of the following methods:
¢ Quantitative research conducted previously and ongoing;
o Qualitative research conducted previously and ongoing;
e Published work on life-long learning technologies;
e Surveys and interviews with exponents, providers and users of life-long
learning; and

¢ Reviews / case studies of the application of life-long learning.

Drawing upon the knowledge gained in the quantitative and qualitative research
together with the author’s own experience in industry and higher education it is
hoped that a framework can be developed as a model for the development of higher
education courses for in-service management education training and development in

the construction industry.

There has been, and still is, an enormous amount of interest in the field of new

learning technologies and higher education. Indeed, Laurillard (1993) highlights the

page 1.21



A.G. Hurst Document 1 Research Proposal

importance of universities adopting these new technologies to meet the demands of

the new higher education market.

In his report to Parliament the Secretary of State for Education and Skills, Charles
Clarke (2003: ch.3) stresses the importance of the relationships between businesses
and universities in the exchange and development of knowledge and skills. If the
needs and ambitions of lifelong learning are to be met then the higher education
sector must develop these relationships with industry to enable and facilitate lifelong

learning for management education training and development.

The importance of lifelong learning is recognised at European level by the EC with
the publication of its initiative that proposes lifelong learning should encompass the
whole spectrum of formal, non-formal and informal learning (EC, 2001: 3). The

report further states:

“The clear message is that traditional systems must be transformed to become much
more open and flexible, so that learners can have individual learning pathways, suitable
to their needs and interests...”

(EC, 2001: 4)

These theories are reflected in current UK government initiatives to engender a UK
lifelong learning culture through the DfES and to a lesser extent the DTI. The
importance attached to the lifelong learning initiative is considerable, to the extent
that the DfES has created its own web site dedicated solely to this issue
(www.lifelonglearning.co.uk) and the promotion and implementation of lifelong

learning.

A key issue in the development of lifelong learning is the development of an ICT
network that is accessible to all, including potential lifelong learners. This is to be
achieved through the creation of the ‘wired community’ with the provision of
internet and e-mail access throughout the country and, in particular, disadvantaged
areas, through the provision of cyber cafes, open access facilities in colleges,
libraries, village halls, places of general public access, etc. (DfES, 2002a; DfES,
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2002b). ICT access should therefore be available to all, particularly where it might

not be available through home or work.

Whilst this initiative is primarily targeted at those with little or no formal educational
qualifications or training, there are parallels that can be drawn with the construction
industry where many managers lack formal academic qualifications and/or formal

management education and training.

The provision of lifelong learning at higher education level has not been overlooked
or ignored by the government. There are two initiatives that have created two new
bodies that are of interest to the author:

o The University for Industry (Ufl); and

e UK eUniversities (UKeU).

The Ufl is a public-private partnership created to carry forward the government’s
vision of a *University for Industry’ to put individuals in a better position to get jobs,
improve career prospects and improve business competitiveness (Ufl, 2002) through
its ‘Learn Direct”® programmes. These are intended to enable workers to undertake
academic study in the workplace or home through a strategic partnership with partner
higher education institutions. Many of these courses are generic in nature and

delivered on-line.

The UKeU has been created to provide a portal to enable universities to deliver
degree level learning to both the UK and worldwide markets. The UKeU has three
principal goals:
“... [to] provide the means for overseas students to access UK university degrees and
engage in degree-level learning whilst continuing to live and work in their own
countries.

... to help broaden access for UK students to university education with the same on-line

courses.

® The University for Industry publishes its materials, courses, etc., under the brand name “Learn
Direct’
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...[to] provide business and industry with degree level content from the best institutions,
integrated as customised modules into corporate education and Continuous Professional
Development (CPD) programmes.”

(UKeU, 2003: 1)

The latter two goals are of particular interest to the author as they may provide a
vehicle for delivery of construction management education, training and

development to the construction industry.

It is against this background that the thesis will consider the provision of lifelong
learning for management education, training and development for the construction

industry.
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1.8 Outcomes

On completion of this thesis (Document 5) it is anticipated that the author will have

answered the research question and that the following outcomes will have been

achieved:

A thorough knowledge and understanding of the education, training and
development needs of construction industry professionals;

A thorough knowledge and understanding of how the new learning
technologies can be best used by the higher education sector to help meet
the needs of management education, training and development;

A thorough knowledge and understanding of the concept and application of
life life-long learning and how it can be best applied in the construction
industry;

A thorough knowledge and understand of how the educational, training and
development needs of construction industry professionals can be best
serviced by the new learning technologies to provide an environment of life-
long learning; and

The creation of a framework or model for the development of higher
education courses for in-service management education, training and

development in the construction industry.

In addition to the above the following generic outcomes should be achieved form this

research project:

The ability to undertake doctoral level research projects;
The ability to produce a doctoral thesis and publications at doctoral level;

and
The opportunity to publish papers in the field that will be of interest to the

academic, construction professional, professional institutions.
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APPENDIX 1A.1

MSc European Construction Management Web Casts

The MSc European Construction Management programme is a three-centre
programme run jointly by Nottingham Trent University’s School of Property and
Construction, Fachhochschule Karlsruhe and the School of Engineering at Waterford
Institute of Technology, Waterford Ireland. The course has been running for ten
years, having been initially developed from an Erasmus funded student mobility

programme.

Students on the MSCECM programme undertake the first term (September to
December) of their studies in Nottingham, the second term (January to March) in
Waterford and the third term (April to July) in Karlsruhe. A fourth term (July to
September) is spent at one of the institutions of their own choosing where the
language spoken is not the student’s native language.

In November 2002, after the students had commenced their studies in Nottingham
and submitted visa application for Ireland, the Irish Government changed its visa
regulations and requirements for students studying in Ireland with effect from
January 1% 2003. When the students applied for Visas in October the waiting time
for an Irish visa was four to five weeks. This subsequently increased to ten weeks in

November and then by December it became six to eighteen months.

This created a severe problem for the students who needed visas (seven non-EC
students) and the course providers. Seven out of twenty-two students were unable to
get visas to continue on the course in Waterford. This was an entirely unprecedented
situation as in the previous nine years the course has run there has never been a
single problem in obtain visas for students to study in Ireland. The course has had
students from 19 countries as diverse as Chile, Nigeria, Russia, Mexico, Trinidad,

Brazil.
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Thus late in December 2002 the course team had to find away of supporting those
students without visas for Ireland. Staff commitments and financial constraints meant
that NTU was unable to deliver an effective alternative lecture programme at such
short notice. However it was felt that all institutions were obliged to cater for these
students as they were in effect victims of an unprecedented situation totally beyond

their control.

The outcome of much discussion between Waterford and NTU was that lectures
would be broadcast live from Waterford using a web-based video link. This was
quickly and easily established, and has been functioning since the start of the term.
Problems have been remarkably few and the system has been far more successful
than anyone originally envisaged. The principal problem is that it is a ‘one way’
system, students can see and hear the lectures but cannot interact as there is no video

feedback system. However, immediate problems are usually dealt with by students’

text messaging their fellow students in the classroom in Waterford.

The pictures above show the classroom arrangement in Waterford and the web-

camera arrangement, together with the receiving arrangement in Nottingham below.
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This appendix will be developed and extended to form a case study to be jointly
published by the author and his counterpart in Waterford. This case study will feature
in the thesis.
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2.1 Introduction

This document reviews literature in support of the author’s research into
management education, training and development in the construction, and how a new
paradigm for this might be created through the learning organisation, lifelong
learning, the use of the new e-learning environments and ICT technologies. The
author is aware of the two variant spellings, ‘organization’ and ‘organisation’, and
has opted to use the spelling used in the publication being reviewed, which may be
either ‘organization’ or ‘organisation’, whilst the spelling ‘organisation’ will be used

by the author.

This literature review seeks to identify key issues and themes around which future
research will be based. It reviews pertinent literature from a range of sources
including EC and national government reports, privately sponsored reports, academic
journal articles, books, web articles and conference proceedings. By its very nature
this review is not an exhaustive review of every article and publication ever written
on the subject. Given the time frame for the review and the currency of many of the
key issues there is an ongoing publication of articles, papers, reports, conferences,
etc., no review ever could be complete. The author has tried to identify key issues,

themes and authors in the chosen areas.

The literature review had been carried out under three main headings which form the
principle chapters:

e The Construction Industry and Higher Education

e Learning Organisations and Lifelong Learning

e e-Learning and the New Learning Technologies.

The literature review concludes, as might be expected, with conclusions and

recommendations for further review and research.
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Chapter 2.2 The Construction Industry and Higher Education
This chapter reviews literature that sets the backdrop for the construction industry

and higher education against which future research will be undertaken.

Given the construction industry’s alleged poor performance record, the latest
government (through the DTI) sponsored reports, Egan (1998) particularly and
indirectly Latham (1994) are considered from the perspective of how productivity
might be improved through improved management education, development and
training. This review also considers the initiatives that have arisen as a consequence
of Egan and Latham, namely °‘Rethinking Construction’ and the ‘Council for
Excellence in Management and leadership’. A number of papers and journal articles
around the issues raised by rethinking Construction and CEML are considered.
Other initiatives, such as the Construction Best Practice Programme (CBPP), and the
Information Technology Construction Best Practice Programme (ITCBPP) are not
reviewed here as they were deemed too operational in objective, but will be

considered in subsequent stages of the research.

The changing shape of the construction industry is then reviewed through analysis of
government statistics on employment within the construction industry. The changing
patterns of employment are considered and particularly that of the APTC component
which includes construction management. The effects of the ‘boom and bust’ cycle,
for which the industry is notorious, and its affect on employment are considered
together with the effects of the move from direct employment to subcontract
employment within the industry. A number of papers and journal articles on these

topics are reviewed.

The state of higher education for the construction industry is then reviewed from the
perspective of the decline in applications for construction management courses, and
two important reports, Lighthill (1986) and Coulter (2003) are reviewed. UCAS
statistics are analysed to show how the profile for applications to construction
management courses is changing. A comparison is then made the between the

government’s employment statistics for the construction industry and the UCAS
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statistics for applications for construction courses, for any discernable pattern or
trend, although no detailed statistical analysis is made at this stage, as it lies outside

the remit of this document.

Conclusions are then drawn for this section of the literature review.

Chapter 2.3 Learning Organisations and Lifelong Learning

This chapter reviews literature in the fields of learning organisations, including
continuous professional development (CPD), which is identified in the previous
chapter as essential to future management education, training and development. The
concepts of the ‘learning organisation’ are considered and differentiated from those
of ‘organisational learning’. A number of learning organisation models are identified
together with their key characteristics, how a learning organisation might be created,
and the reasons why a learning organisation might fail. The models of learning
organisations identified are reviewed together with papers and academic journal
articles discussing the concepts and applications of learning organisations and

lifelong learning, which will form a key part of future research.

The concept of lifelong learning is then considered as it too has been identified as a
key component of the future development of management and the workforce, both
the EC and national government. EC and national government agency reports are
reviewed as the agencies provide both the funding, the drivers for change and the
implementation of lifelong learning. Lifelong learning is then considered in terms of
formal, informal and non-formal learning as all of these can contribute to workplace
learning. A model of the informal and informal learning system is provided.
Lifelong learning is seen as helping the needs of the present and future construction
industry workforce as many of the e-learning and new learning technologies that are

considered in the next chapter facilitate the lifelong environment.

Empowerment of workers is then discussed as a key element to the creation of a

learning organisation, as workers need to be empowered and motivated if a
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commitment to lifelong learning is the be achieved, and a model for empowerment of
workers in this environment is provided. A number of papers and journal articles in
this filed are reviewed before the subject continuing professional development is
considered within the context of a lifelong learning activity, as for many this is the

first step towards lifelong learning.

Conclusions are then drawn for this chapter of the literature review.

Chapter 2.4 e-Learning and New Learning Technologies.

This chapter reviews literature commencing with differentiating between the terms
‘distance learning’, ‘open learning’ and ‘flexible learning’, as well as between the
terms ‘distance education’ and ‘distance learning’. The relationship between
‘flexible learning’ and ‘e-learning’ is provided through the use of a taxonomy of
educational forms and a comparison of traditional classroom based education and

distance education.

This chapter does not review the pedagogy that surrounds these issues even though a
considerable amount of literature was found for this, but seeks to retain a strategic
approach to the subject area. A consideration of the pedagogical issues was deemed
too operational at this stage within the context of this research project although

consideration of some of these issues will have to be made in a future stage.

The implications and impact of e-learning for traditional universities and higher
education is reviewed before considering the drivers for change towards e-learning.
Reasons for not adopting e-learning (restraints) are also reviewed together with the
barriers to e-learning. A model of the driving and restraining forces for e-learning is

provided. Strategies for the implementation of e-learning are reviewed.

As with pedagogy, the technical detail of implementing e-learning systems and its
associated ICT provision have consciously not been reviewed here as the author

considers them far to operational in detail at this stage of the research project, even
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though a great detail of literature has been published in this area. Some of the
technical and ICT issues will have to be considered at a future stage of this research

project.

The new subject area of mobile learning (M-learning) is reviewed here as an
emergent technology that is likely to have a considerable future impact on lifelong
learning and e-learning, although as yet there is only a very small amount of
literature published in this field. The author was fortunate to be able to attend the 2™
M-Learn conference held in London in May 2003, which provided a valuable insight
into this emergent subject. However many of the papers presented were of a highly

pedagogical or technical nature.

Conclusions are then drawn for this chapter of the literature review.
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2.2 The Construction Industry and Higher Education

2.2.1 Introduction

This chapter reviews literature concerning the following aspects:
1. The evolution of the employment structure of the construction industry,
2. The evolution of recruitment to construction management degree courses,
3. Government agencies initiatives and agendas to improve performance within

the construction industry.

Reports sponsored by government, such as Latham and Egan, are considered, along
with their resultant initiatives and agendas such as Rethinking Construction which
has been charged with the objective of improving the productivity of the construction
industry, and the CEML, through improvements in management education, training

and development.

Government agency (DTI) statistics are reviewed and analysed to determine the
patterns and trends in employment in the construction industry. Particular attention
is paid to the change from direct employment to self-employment and
subcontracting, and the changes in APTC staffing. The effects of the industry’s
‘boom and bust’ cycle is considered. UCAS statistics for recruitment to higher
education degree courses in construction management and civil engineering courses
are reviewed and analysed to determine the patterns and trends of recruitment, and

the ensuing implications for the construction industry.

Finally a comparison is made between the patterns and trends in construction

employment and recruitment to construction management degree courses.

2.2.2 Government Concerns

The Government has long been concerned with the UK’s poor productivity
performance and the belief that weak management and leadership across both the

public and private sectors are partly responsible (CEML, 2001, p14). Horne and
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Steadman-Jones (2001, p60) report that in more than 75% of organisations leadership
development is seen as a low priority and that there was little or no framework for

leadership development.

The construction industry employs around two million of the country’s workforce
and contributes 8% of the county’s GDP and a successful construction industry is
key for government, according to Stephen Timms MP, Minister of State for e-
Commerce and Competitiveness (Timms 2002). Yet the construction industry is one
that traditionally has few barriers to entry, poor working conditions, a large transient
workforce, high labour turnover with poor job security, subject to regular periods of
boom and bust, low profit margins and has a poor image in the public’s perception.

The industry, to all accounts, seems to be in a state of perpetual turmoil and crisis.

Over the years, the construction industry has been the subject of many enquiries into
its working practices and productivity, Emerson (1962), Banwell (1964), Tavistock
(1966), etc. More recently two major reports on the industry have been produced,

Latham (1994) and Egan (1998).

Egan (1998, para. 17) identified a number of ‘Drivers of Change’ that he believed
were essential for the future of the construction industry. These are:

Committed leadership

A focus on the customer

Integrate the process and the team around the product
A quality driven agenda

A commitment to people

Upon the commitment to people in the construction industry Egan (1998, para. 17)
states:

This means not only decent site conditions, fair wages and care for health
and safety of the workforce. It means a commitment to training and
development of committed and highly capable managers and supervisors. It
also means respect for all participants in the process, involving everyone in
sustained improvement and learning, and a no-blame culture based on mutual
interdependence and trust.

In his commentary upon this driver for change he notes that ‘much of construction

does not yet recognise that its people are its greatest assets and treat them as such.
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Too much talent is simply wasted...”. Egan’s report (1998, para. 86) further
envisaged the creation of a ‘movement for change as a group of people, ‘... who are
committed to improving the delivery of their projects and the performance of their
companies by applying the ideas that the Task Force has set out.’ Egan
recommended that the movement should be open to all who are able to demonstrate
commitment to a number of agendas including ‘training all their staff fully and
providing them with conditions of employment and facilities that enable them to give

of their best.’

The movement that Egan recommended was created and operates under the banner
of the Rethinking Construction initiative created to implement the findings of Egan,
and has become known as the Movement for Innovation (M*T). Within M1 this led to
the establishment of the ‘Respect for People Working Group’ which in November
2000 published its first report ‘A commitment to People “Our Biggest Asset”’. The
importance of the ‘Respect for People’ agenda has now been recognised and in
Rethinking Construction’s report (2002, p8) career development and lifelong

learning are clearly identified as one of its seven key themes.

In late 2001 a national debate entitled ‘Rethinking the Construction Client’ was held
by Rethinking Construction (2001) initiative to consider the developments in the
industry in the three years since the Egan report was published. Although primary
focus of the debate was those in the public sector, and those who receive public
sector funding for construction its output is relevant to all those in the construction
industry. The debate concluded with the publication of six key guidelines
(Rethinking Construction, 2001, p3), of which Guideline 6 states that ‘culture and
processes should be changed so that collaborative rather than confrontational
working is achieved.” Two of the four major factors identified within this guideline
(Rethinking Construction, 2001, p10) are:

e training in the skills for collaborative working,

e  creating an environment in which people can expect support rather than blame.

These are in turn supported by four key points of which two are of particular note:
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e organisations embracing change will need to invest in communication and training to
change habits and behaviours. Staff need to understand why they need to change and
how they can (but it is inevitable that some will never change).

e  The skill required to work in a new culture and to create the environment for change
and innovation need attention.

Rethinking Construction recognise that change will not succeed unless employees
have the knowledge and skills required to work in the proposed new environment.
This also requires organisations not only to have the right business processes and
technologies, but for each individual to have the requisite skills and knowledge.
Training and education will be essential to provide new job skills, but also for a new

collaborative working environment.

Latham (1994 reported that industry must adopt new working practices and
relationships within the industry if it is to break away from its traditional adversarial
nature and meet the future needs of and demands of its clients and society, i.e. a new
socially responsible non-adversarial culture is required. This will require the
education, training and development of construction managers, not only those
entering the industry, but also of those already established within the industry
Kumaraswamy (1998, p264). Powell (1998, p514) observes that:
‘traditionally ‘Building management’ has been concerned with the practicalities of
construction — the making real of architectural intention ... its people understand well
the constructional resources needed to bring building into being.’,
but he does concede that the industry has changed in the last 30 years or so and that
‘today it is a much more focussed on the ‘hard’ issues [planning, organising,
coordination, productivity, minimising cost, maximising value, integrity in making and
honouring contracts, quality of work, service, safety, delivery on time]. It speaks of its
professionalism more in terms of its ethics and services to humanity.’

and that the industry and its managers also need to be educated in the latter.

Putt (1998, p456) draws similar conclusions questioning the nature of
professionalism within the industry and the role of education. He argues that the

advent of continuing education, CPD and lifelong learning will bring about the
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changes necessary as in part a response to meeting the new needs of society, a point

emphasised by Timms (2002).

The Government’s concern over low productivity and its belief that this was in part
due to weak management and leadership lead in April 1999 to the creation of the

Council for Excellence in Management and Education (CEML), with a remit to:

review both the provision of management and leadership development, and the demand for it
by:
e Examining the way management education is organised and delivered, with reference
to provision both within and outside business schools
e Reviewing the quality, relevance and support for management and leadership
education
e Considering the role of the professions in management and leadership development
e Identifying key stakeholders and challenging them to take action.
(CEML, 2001, p4)

Horne and Jones (2001, p45) in their study for the Institute of Management,
sponsored by the DTI and DfES, report that there were considerable concerns over
the quality of leadership in UK organisations, with up to half the managers in the
organisations surveyed rating the quality of leadership in their organisation as poor.
Leaders in the public sector were rated considerably lower than those in the private
sector by their subordinates. Horne and Jones (2001, p49) further report that around
half of managers thought that their employers gave a low priority to leadership
development, and only around a quarter believed that ‘there was a clear and
articulated framework for development.” They further report (2001, p45) that whilst
the largest organisation often had formal staff development programmes and
leadership training budgets, the small organisations perceived leadership

development to be a higher priority than that found in larger organisations.

Scott et al (1997) found in their study that older and more experienced managers and
engineers were more resistant to training and the introduction of new concepts and
ideas, and attached for fewer training courses than younger less experienced
managers and engineers. They noted with dismay that although they all (managers
and engineers) recognised that training was an essential component of providing a

competitive edge, the older and more senior the manager or engineer the more
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resistant they were to changes, and that it was generally the senior managers and
engineers whose views dominated and held sway over their organisations. Given the
aging profile of the construction industry this does not appear to bode well for the

future of the industry.

Following the publication of its consultation document in 2001 the CEML published
its report in 2002 (CEML, 2002a; CEML, 2002b). Amongst its thirty
recommendations are a number relating to not only to the provision of higher

education but also relating to in-service training and the use of e-learning technology.

Whilst the subject of learning technology was outside the remit of Horne & Jones’
study they did examine the types of leadership training and development
opportunities available to managers (2001, p52). They report that both formal and
informal training and development occurred within organisations. Formal training,
such as MBA type programmes, tended to occur in the higher levels of management
whilst in the lower levels more informal methods such as mentoring, action learning

and feedback systems were prevalent.

Keep, Mayhew and Corney (2002) study confirms that formal and certified education
and training is easily quantifiable and easily shown to improve productivity and job
satisfaction, but raise the issue that informal learning which makes up the majority of

workplace learning is not easily quantifiable.

The Government in its response (DTI, 2002b, p12) commented that ‘improvements
in management and leadership will only happen if employers, facing day to day
realities of running their organisations see a value in making such improvements.’ It
acknowledges that much needs to be done in raising awareness in the potential for a
better skilled and qualified workforce to provide improved productivity and job

satisfaction. Horne and Jones (2001) report similar findings.

Rethinking Construction (2000, p9) note the ‘those who fail to improve their attitude

and performance towards respecting people will fail to recruit and retain the best
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talent and business partners. The cost to a business of such a failure can only be
guessed.” They further state that these ideas can be applied to any organisation,
whether large or small, and the benefits will be seen quickly, noting that the benefits
of ‘improved safety, health, working conditions, investment in training and a more

diverse workforce will be appreciated, increasingly leading to financial success’.

In order to increase the awareness of the benefits of education, training and
development of the workforce Rethinking Construction (2000, p9) proposed the use
of the ‘business case’ model (see figure 2.1) to promote their ‘respect for people’

agenda. Claims made are that by adopting the business case model:

eventually all those working in a firm or project will enjoy a level of professionalism
unknown in the past leading to benefits such as:
e A better standard of work
More cost effective projects
Fewer delays and expensive mistakes
Fewer accidents and less ill health
Reduced staff turnover
Earlier completion dates
An advantage over competition
More repeat business

The business case

Better More
delivery on satisfied
quality, cost clients, better
time profitablility
A
Commitment
to People:
The Business
Case
Happier, healthier Better pay
more productive & conditions

employees for employees

Figure 2.1 The Business case model.
Source: Rethinking Construction (2000)

Rethinking Construction (2000, p14) set the business plan within the European
Foundation for Quality management (EFQM) Business Excellence Model (see figure

2.2) and identify six action themes that the construction industry needs to adopt to

meet its future needs of excellence.
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Innovation and Learning

Figure 2.2 The EFQM model
Source: Rethinking Construction (2000)

These six action themes are:

Diversity in the workplace
Site facilities and the working environment at site level
Health
Safety
Career development and lifelong learning
The working environment off-site
(Rethinking Construction 2000, p15)

It is this fifth action theme that is particular interest to the author for future areas of

this study. Rethinking Construction (2000, pl5) propose the creation of self-

assessment ‘toolkits’ for employers to use to help reach their Key Performance

Results (KPRs). Both toolkits and the KPRs have been developed with the objective

of employers obtaining the ‘Investors in People’ quality standards and ISO 9000 —

2000.

In their follow-up report Rethinking Construction (2003, pl18) state that 130

organisations had trialled a suite of draft toolkits for the Respect for People agenda.

It is perhaps not surprising to note that the main area of focus of those who adopted

the toolkits was health and safety, although it is reported that those in the trial also

noted:

Many clients and others now recognised that having a stable workforce, willing to go
the extra mile impacts positively on time and cost, predictability, quality and customer
satisfaction. The image that employees portray of the organisations that they inhabit
has an overall effect on business.

Employment in the construction industry remains unrepresentative of the general
labour force. Employers could be losing out on considerable proportions of the
available workforce.
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e If pay, conditions, health, safety, career development and other concerns are
effectively dealt with the organisation will be a more attractive proposition for talented
employees.

e Reduction in occupational health problems will reduce costs to industry and improve
performance. Good health and safety management is good commercial management.

Rethinking Construction (2003) report that there is clearly some way still to go if
performance improvement in the construction industry is to be achieved and
underpinned by an ability to recruit and retain sufficient numbers of appropriately
skilled and motivated people. The industry’s significant underperformance limits its
ability to embrace change, characterised by poor image, low levels of investment in

training and development, and poor health and safety performance.

2.2.3 The Changing Shape of the Construction Industry

Indeed the predicament facing the construction industry has not escaped the
Government’s notice and they have expressed their concern in the steady decline in
the numbers of entrants to construction related degree courses, particularly because
of the aging workforce in the industry and the increasing level of employment in the

industry (DTI, 2003b).

In order to establish how the structure of the industry is changing and how it changed
during the periods cover by the reports of Lighthill, Fairclough, Coulter and Wilkie
& Giddings the Government’s annual statistics for the construction industry, ‘The
Housing and Construction Statistics’ (DOE, 1979 - 1991) and latterly the
‘Construction Statistics Annual’ (DTI/DLTR, 2002) enable a profile of employment
in the industry to be constructed. Whilst comprehensive employment statistics are
produced for the many trades and crafts within the industry these reports contain very
little information about the managerial structure of the construction industry. Until
1989 the DOE produced a breakdown of the APTC employment figures, but since
1990 the figures produced merely report the overall level of APTC (administrative,
professional, technical and clerical) staff employed, and it is in these positions
ultimately that construction graduates will ultimately be employed. Thus monitoring
the trend of management employees in APTC employment has become impossible.

Figures 2.5 and 2.6 shown the breakdown of the APTC employees from 1974 —
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1989. The employment data for these figures can be found in table 2.03 in appendix
2.7.3

Figure 2.3 below shows the trends in employment since 1969. The cyclical nature of
the industry with period of ‘boom and bust’ are clearly evident with the recession of
the early 1990’s during which some 500,000 jobs were lost in the construction
industry. The employment data for this graph can be found in table 2.03 in appendix
2.7.2
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Figure 2.3: Employment within the construction industry
Source: DOE Housing & Construction Statistics & DTI Construction Statistics Annuals
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Figure 2.4: Employment within the construction industry
Source: DOE Housing & Construction Statistics & DTI Construction Statistics Annuals

Figure 2.4 above shows how the industry employment structure has changed since
1969, whilst figures 2.5 and 2.6 below show the changes in the composition of
APCTs. Particularly noticeable is the move away from directly employed operatives
towards self-employment in the 1980s however recent tax changes have begun to
reverse this trend (Briscoe, 1998, p506). However self-employment is not limited to
operatives, but also includes some APTCs, although the practice of self-employment
amongst APTCs is not widespread (Winch, 1998, p532). Janssen (2000, p716)
however expresses concern about the rise in self-employment, not only amongst
‘itinerant building workers’, but in the use of ‘ contract work or task work, casual
employment and agency labour or, at the professional level, domestic work and
freelance employment’. Concern is expressed not only about the effects on

productivity but also on education and training in the construction industry.
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Figure 2.5 APTC employment
Source: DOE Housing and Construction Statistics
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Figure 2.6 APTC employment
Source: DOE Housing and Construction Statistics
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Gann and Senker (1998, p570) report that 45% of operatives in the industry are self-
employed and have no responsibility for training and around 70% of construction
output is produced by very small firms, which work either as subcontractors or
jobbing builders where employment of trainees is difficult. Whilst subcontracting
and self-employment provide a short term response to fluctuating markets, through
flexible organization structures, there is no incentive or commitment to long term
investment for future growth or development. Fluctuating demand, small projects
and specialisation make planning very difficult. Further more they found that these
frequent short term pressures often lead to poaching of labour, especially skilled
labour, and acted as a further disincentive to training, thus ‘few construction firms
develop any human resource plans, and most take insufficient interest in integrating

training into their corporate strategies.’

2.2.4 The State of Higher Education for the Construction Industry

In January 2003 shocks waves permeated the UK construction industry with the
publication of a report by Coulter examining the state of higher education in the
construction industry (Clark, 2003; Clark & Nikkhah, 2003; and Sweet & Smith,
2003). The report, the outcome of a meeting between academia and industry,
supported by CEBE, LTSN, CITB, CIC and Rethinking Construction, in November
2002 considered the problems of attracting, recruiting and retaining graduates in the

construction industry.

Coulter (2003, p4) reports:
e A 45% decline in building and construction course applications from 1994 to 2000.
e A decline in the standard of applicants for these courses.
e A decline in women students applying for building and construction courses.

e A decline in the number of graduates entering and staying in construction.

Coulter’s report echoes the findings of the Fairclough Report and indeed quotes
Fairclough (2002, p16):

... there has been a dramatic decline in the numbers on new entrants on construction

related degree courses. If the current rates of decline were to continue into the future,
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the numbers of students in built environment courses would rapidly collapse. By 2009
the number of applicants to civil engineering courses would have fallen to 0, while the

last applicant to building and construction courses would enter university by 2012.

Fairclough was not the first to highlight the impending problems in graduate
recruitment in the construction industry. Rethinking construction (2000) reported
‘applications to university courses have gone down dramatically over the last five
years [1996 — 2000] by 34% in the case of architecture, rising to 50 — 52% for
building/construction and civil engineering.” However it was not until the
publication of Coulter’s report that attention was drawn to Fairclough’s comments
and their significance became apparent. Whilst Rethinking Construction (2000),
Fairclough (2002) and Coulter (2003) paint a picture of an unhealthy future for
construction higher education they all refer to the number of applicants to courses.
Reference to the statistics produced by UCAS since 1996' for applications and
acceptances indeed confirms the decline in interest in construction related degree
courses. However an important distinction must be made between the number of
applications being made, and the number of acceptances made, as an applicant may
not be offered a place, may not achieve the entrance requirements, or may opt for a
deferred entry, or an entirely different subject. Thus there is a disparity between the
number of applications made and the number of acceptances made.

Figures 2.7 below shows the number of acceptances made for construction industry

related degree courses (see table 2.01 in appendix 2.7.1 for the data).

! No statistics are available from UCAS for pre-1994 when UCAS was formed through a merger of UCCA and PCAS
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Acceptances to degree courses
Source: UCAS
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Figure 2.7: Acceptances to construction industry related degree courses:
Source: UCAS

As the focus of this research is upon construction a better picture of the state of
higher education in these areas can be obtained by considering only civil engineering
and building/construction degree course data as shown in figure 2.8 overleaf: It is
useful to consider these two segments of the industry together as the distinction
building a building/construction company and a civil engineering company is often

blurred with many firms undertaking both types of work.

It should be noted that Lighthill’s report (2002) considers data only for the period
1994 to 2000 (where UCAS sourced) and in some cases 1996 to 2000 (where HESA
sourced). Since these reports were produced there has been a levelling off of the
decline in acceptances for construction industry related courses. Figures 2.9 and 2.10
show the respective graphs for civil engineering degree course acceptances and

building/construction degree course acceptances.
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Acceptances to Civil Engineering and Building/Construction
degree courses
Source: UCAS
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Figure 2.8: Acceptances to civil engineering & building/construction degree courses
Source: UCAS
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Figure 2.9 Civil engineering degree course Figure 2.10 Building/construction degree course
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The figures above, whilst confirming the decline in graduates, do not support the
claims made by Fairclough (2002), who due to the limited period of data used for his
report would appear to have based his projections on a naive extension of the trend in
applications. The addition of more recent data from UCAS is indicating a slowing in

the decline in acceptances for building/construction courses and a slight increase for

page 2.21



A.G. Hurst Document 2 Literature Review

civil engineering courses. Whether this is the case or whether these figures are ‘blips’
in the trend will not be known until the future figures for 2003 and possibly 2004

become available during the period of this research project.

The problems of graduate recruitment are however not new in the construction
industry. The Lighthill Report in 1986 was commissioned jointly by the BEC and
CIOB to consider the problems of providing graduates for the construction industry.
Lighthill (1986, p3) reported that the number of degree courses had fallen from 22 to
19 in the previous two years in an environment of economic recession and
contracting student numbers. Amongst Lighthill’s recommendations (Lighthill,
1986, p4) were that the number of building® degree course places, and degree courses
should be expanded to meet the growing demand for graduates, and that structured

programmes for trainees in building management be developed.

At the same time as Coulter’s (2003) report was being produced, the CIOB had
commissioned its own report from Wilkie and Giddings (2003). Wilkie and
Giddings (2003, p4) reported that since the 1986 Lighthill report the number of
institutions providing degree courses had increased from 19 to 37, running 58
courses in 2002. It was also noted that since 1986, two of the original nineteen
institutions had ceased running building degree courses. Wilkie & Giddings (2003,
pl1) further report that since 2000 a further eleven courses have closed, and nine
have yet to produce any graduates. Yet at the same time they acknowledge that the
number of graduates produced has almost doubled (Wilkie & Giddings (2003, p5)
since the Lighthill report to the extent that supply exceed demand in the early 1990s
(Smith, 2003, p13) when the recession was at its lowest level. Caution must however
be exercised when considering the Wilkie and Giddings report as it considers only
those courses which are accreted by the report’s sponsors, the CIOB, and ignores

other non-accredited courses.

2 Since the 1980s many ‘Building’ degrees have been renamed to include the words ‘Construction” and/or ‘Management’.
Therefore the degree titles ‘Building’, ‘Building Management’, ‘Construction Management’, etc., are regarded here as being
Synonymous.
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All three reports have been produced against a background of ‘boom and bust’ for
which the construction industry is notorious, from the recession of the late 1970s and
early 1990s, and the inflationary boom of the 1980s. Lighthill (1986, p7) reports that
at that time industry required 30% more graduates than was being produced in higher
education. Whilst no figures for the current shortfall are given by Fairclough (2002,
pl16) or Wilkie & Giddings (2003, p5) all acknowledge that demand outstrips supply,
and that this can have serious consequences for the future of the industry. Likewise
Lighthill (1986, p5), Fairclough (2002, p16) and Wilkie & Giddings (2003, p14) also
comment that construction education needs to reflect the changing needs and
requirements of the construction industry, a fact does not escape the notice of Clark

(2003).

By comparing the overall level of employment within the construction industry with
the level of acceptance for civil engineering and building/construction degrees, is
there any evidence of correlation? Figure 2.11 below shows the relationship between
the level of employment in the construction industry and the level of acceptance for
civil engineering and building/construction degrees, whilst figure 2.12 below shows

a comparison of the level of APTC employment and the level of acceptances.

Although there is not a large enough data set for the acceptances, compared to that of
employment, there is a suggestion that the level of acceptance of degree course
places lags that of the level of employment by around seven years. If this is so then
any upturn in the level of employment in construction will eventually lead to an
upturn in the numbers of students studying for civil engineering and building/
construction degrees, but producing a growing shortage of graduates for the industry

as reported by Fairclough (2002) Coulter (2003) and Wilkie & Giddings (2003).
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2.2.5 Conclusions

If the construction industry employment levels continue to rise and graduate
recruitment continues to fall then the industry will face a crisis as it will not be able
to sufficient trained staff from its traditional source of construction related degree

courses.

Government is clearly concerned about the low productivity of the industry that it
believes in part is due to low calibre management which itself is due in part to poor
and low levels of qualifications, education and training within the industry. Its
‘Rethinking Construction’ agenda with its ‘Drivers for Change’ and the ‘Respect for
People’ initiatives will continue to impact upon the industry, but to what extent, only

the future will tell.

The key themes that have been identified here, and which will warrant future
research are:

e Patterns and trends in construction industry employment through continued
collection and analysis of employment statistics,

e Patterns and trends in higher education recruitment for construction
management degree courses through continued collection and analysis of
UCAS statistics,

e Statistical correlation of construction industry employment data, and
construction management degree course application data,

e Continuing developments in construction management education , training
and development,

e Developments and impact of the Rethinking Construction agenda,

e Continuing research, collection and review of literature in these fields.
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2.3 The Learning Organisation and Lifelong Learning

2.3.1 Introduction

This chapter reviews the literature concerning the following aspects:

1. The learning organisation

2. Lifelong learning

3. Continuing professional development
The creation of learning organisations and the implementation of lifelong learning is
regarded as a key element to improving business efficiency and competitiveness by
both the CEC and national government. This chapter seeks to classify and define the
terms ‘learning organisation’ and differentiate it from ‘organisational learning’. A
number of models and sets of characteristics are reviewed as part of the process of

classification and definition of a learning organisation.

Literature that discusses why learning organisations might fail is reviewed in an
attempt to establish what difficulties might be encountered by companies attempting

to transform and develop themselves into learning organisations is reviewed.

Lifelong learning and continuing professional development (which might be
regarded as a sub-set of lifelong learning) are reviewed. The impact of CEC reports
and agendas, and national government initiatives are reviewed as both drivers and
sponsors for change, and the areas in which there are CEC strategies for lifelong
learning are discussed. Learning is then defined in terms of formal, informal and
non-formal learning, and a model of the informal and non-formal learning processes
is provided. Finally the contribution of CPD to the lifelong learning debate is

discussed and a comparison between CPD and lifelong learning is made.

2.3.2 The Learning Organisation

If lifelong learning is to be effectively implemented in any industry then a key to its
success will be the creation of a learning organisation (CEC, 2001b; Rethinking

Construction, 2000 ). In order to understand the environment required for effective
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lifelong learning to flourish it is necessary to go beyond the CEC reports and

determine what a ‘learning organisation’ is.

As Ortenblad (2002, p213) comments many authors have tried to define and describe
the learning organisation, but no-one seems to have succeeded. He argues that even
though the terms ‘learning organisation’ and ‘organisational learning’ are frequently
used synonymously, definition and description is difficult because learning
organisations change continually or that each learning organisation is different in
order to fit specifically a company. Ortenblad proposes that the term ‘learning
organisation’ is merely a convenience term for a conglomerate of things. Love et al
(2000, p324) however see ‘organisational learning’ as descriptor to explain and
quantify learning activities whilst ‘learning organisations’ refers to organisations
designed to enable learning... and organisations in which learning is already
occurring.” They further state that the focus of a learning organisation is upon
‘managing chaos and indeterminacy, flattening hierarchies, decentralisation,
empowerment of people, teamwork and cross-functional teams, network
relationships, adoption of new technologies and new forms of leadership’. Watson

(2002, p196) defines a learning organisation as
an organisation in which experimentation, reflection and mutual learning provides a key source

of satisfaction for individuals as well as enabling the organisation to be productively adaptive.

Thomsen and Hoest (2001) provide a similar argument, but cite the Pedler et al
(1997, p3) definition: ‘a learning company is an organisation that facilities the
learning for all its members and consciously transform itself and its context.’
Thomsen and Hoest (2001, p471) do however provide a set of eleven characteristics
based upon the model of Pedler et al and others of what a learning organisation ought

to look like. These are:

A learning approach to strategy

Participative public policy making
Informating

Formative accounting and control.

Internal exchange

Reward flexibility

Enabling structures

Boundary markers as environmental scanners
Inter-company learning

A S BN ol S e
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10. Learning climate
11. Self-development opportunities for all.

Although they agree with the eleven characteristics they do not however agree with
the configuration of Pedler et al’s (1991, 1996) model (see figure 2.13) and proposed

their own (see figure 2.14).

Strategy:
1. A learning Approach to strategy

2. Participative Policy Making

Looking in: Looking out:
Structures
3. Informating 8. Boundary Workers as Environmental
4. Formative Accounting and Control 7. Enabling Scanners
5. Internal Exchange Structures
6. Reward Flexibility l 9. Inter-Company Exchange
Looking in:

10. Learning Climate

11. Self-development Opportunities
for All

Figure 2.13: Pedler’s Model of Organisational Learning
Source: Cited in Thomsen & Hoest, 2001

Information Systems
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Management Systems
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A Learning Environment and
Information Scanning
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Figure 2.14 Theoretical Model of Organisational Learning based on 11 Characteristics
Source: Thomsem and Hoest, 2001

In support of their new model they put forward eleven hypothesis (2001, p476 et
seq):

H1  Increased information scanning will exert a positive influence on the learning
environment.

H2  Increased use of a more transparent accounting system will exert a positive
influence in the learning environment.

H3  Increased use of IT will exert a positive influence on an information scanning
process.

H4  Increased use of a more transparent accounting system will exert a positive
influence on the learning environment.

HS5  Increased use of IT will exert a positive influence on the learning environment.

H6  The reward system with a wide spectrum of reward possibilities will exert a
positive influence on the learning environment.

H7  The reward system with a wide spectrum of reward possibilities will exert a
positive influence on the employees’ scanning of the environment.

H8  Increased use of flexible structures will exert a positive influence on the
learning environment.

H9  Increased use of flexible structures will exert a positive influence on the
employees’ motivation to scan the environment for themselves.

HI10 Increased use of involvement in the strategy work will exert a positive
influence on the learning environment.

H11 Increased use of involvement in the strategy will exert a positive influence on
the employees’ attention to what is going on in the surrounding environment.

A useful insight into the difference between ‘learning in organisations’ and ‘learning
by organisations’ is provided by Popper and Lipshitz (2000, p184). The former they
consider (citing Simon 1991, p25) is that which takes place within the human mind,
whilst the latter can only take place in one of two ways; either through the learning
of the organisation’s members or through the ingestion of new members into the

organisation who posses the knowledge the organisation lacks.

They ponder question of ‘can we really hope to design effective methods of
instituting ‘organisational learning’ or ‘learning organisation’ - without knowing how
to go beyond learning by individuals’. To do this they put forward the concept of
Organisational Learning Mechanisms (OLMs) that they define as ‘institutionalised
structural and procedural arrangements that allow organisations to learn non-

vicariously, that is, to collect, analyse, store and disseminate, and use substantially
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information that is relevant to their and their members performance. Thus OLMs,

they claim, link learning in organisations to learning organisations.

Popper and Lipshitz (2000, p185) conclude that individual learning and learning
organisations ‘are similar in that they involve the same phases of information
processing; namely, collection, analysis, abstraction and retention. But are dissimilar
in two respects: (i) information processing is carried out at different systematic levels
by different situations; and (ii) organisational learning involves an additional plan,
dissemination; i.e. the transmission of information and knowledge among different

persons and organisational units.’

Driver (2002, p99) proposes that ‘earning in organisations can be linked to leadership
in organisations and can be conceptualised ‘as a role negotiated between superiors
and subordinates, and that ‘individuals in organisations accomplish learning by
specialising in certain learning tasks’. Driver argues that ‘this specialisation is based
on role behaviours and resources that constrain or facilitate learning opportunities
negotiated in the workplace between subordinates and their superiors as well as the
transfer of such learning to the larger organisational context.” He further postulates
that ‘individuals in organisations accomplish learning by specialising in certain
tasks” which may be based on ‘roles, behaviour and resources, such as power and
money, that constrain or facilitate learning opportunities. Driver believes that it is
this specialisation that leads to individual learning that needs to be transferred into
organisational learning. This would suggest that the construction industry, with its
high level of roles specialisation would provide the ideal vehicle for the creation of
individual learning. However, in order to create the learning organisation there is a
need to transfer this knowledge into the organisation. Within the construction
industry, there is a high degree of workforce fragmentation through subcontracting
and more recently increasing levels self-employment. Given this high degree of
fragmentation will the creation of a construction learning organisation be impeded or

negated?
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Elkjaer (2001) provides a useful insight into the process of creating a learning
organisation. Elkjaer’s observations and studies of a company attempting to
transform itself into a learning organisation highlight the real and perceived
difficulties of this process. In the case study reported, the company fails in its
attempt to change members through a formally imposed training programme, as
opposed to ‘including employees actively in the development of their own work
practices and of the organisational structures supporting these... there is no such
thing as a quick pedagogical fix to a learning organisation... it is a long and winding
road in which the notions of inquiry and experience may help members to actualise
the wonderful image of a learning organisation: It requires that management
abandons the detailed control that tends to inhibit employees from sensing and
inquiring into the uncertainties they meet in everyday work practices.” (Elkjaer,

2001, p450).

Popper and Lipschitz (2000, p184) similarly found that organisational learning and
ultimately learning organisations would most likely fail unless at least some of the
following were present

e A high level of environmental uncertainty

e Costly potential errors

e A strong leadership commitment to learning

e A high level of professionalism
Some or all of these factors are invariably present in all but the smallest of

construction organisations.

Both Elkjaer (2001) and Wijnhoven (2001) suggest that members need to be
empowered to initiate evolutionary changes that will lead to the creating of a learning
organisation rather imposed revolutionary changes. Holt et al (2000) also believe
that worker empowerment will not only provide a high degree of flexibility and
tolerance of the diversity in the construction industry whilst allowing senior
management to retain the ultimate control of the business, but will also negate many
of the factors for which the construction industry is notorious, typically:

e Lowering of individual’s feelings of self-efficacy and belonging.
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e Bureaucratic and authoritarian management structures which result in
powerlessness in individual s through over-dependency.

e Negative manipulation.

e [ll-defined organisational goals.

e Poor two-way communication, both vertically and laterally

e Poor recognition and reward structures

Holt et al (2000, p49)

These finding are not dissimilar to those reported by Currie (1999). The problems
Elkjaer (2001) observed, that ultimately to the failure of the creation of a learning
organisation, and found as impediments to worker empowerment by Holt et al (2000)
were also in evidence. Whilst Holt et al (2000) never actually use the term ‘learning
organisation’ their description of the characteristics of a worker empowered
organisation are very similar to those that describe a learning organisation. The

characteristics identified by Holt et al (2000, p49) are:

1. Leadership: establishing new goals for the organisation that can clearly be
disaggregated (devolved) and encountered at all levels.

2. System: an empowerment implementing (and sustaining) system that acts as an
enabler to (1) above.

3. Resources: built into the system so as to enable realisation of the new goals, with
emphasis on continual training.

4. Involvement: embracing all within an organisation to become enthusiastic about
making the new structure work.

5. Training: continuous training for the entire organisation as an integral feature.

6. Teamwork: various teams at all levels implement the goals defined under leadership
and within the parameters of the system and resources.

7. Process improvement: to align individuals’ strengths with the goals of empowerment
and making every employee a process owner.

8. Measurement: making continual performance measurement the cornerstone of
mounting an empowered organisation.

9. Recognition: as a motivator, by placating the aspirations of individuals and
rewarding enthusiasm for change and improved performance.

Holt et al (2000, p50) state that empowering workers may fail if the process of
empowerment does not address the potential barriers to change:

A lack of management commitment.

Underestimation of empowerment (e.g. extent of change).
Resistance to behavioural change.

Failure to adopt continuous learning.

Too much bureaucracy

Ineffective communication.
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These barriers are very similar to the causes of to create a learning organisation
encountered by Elkjaer (2001) but unlike FElkajaer they recommend an

implementation model of worker empowerment (see figure 2.15)

1L Vision and policy development
THE PREPARATION | Resources development
PHASE Diagnose capability

Develop implementation plan

2. Initial training / awareness
THE IMPLEMENTATION —> Employee involvement

PHASE Development of resposiblity / autonomy
Certification

3. Survey suppliers / employees

THE SUSTAINING —> Identify and correct problems
PHASE Measure / analyse performance
Reward system for high achievers

Figure 2.15: Empowerment Implementation Model
Source: Holt et al, 2000, pS0

Jankowicz (2000, p479) adopts a different perspective on these issues and draws attention to the
debate on learning organisations and concludes that many real-world organisations have many layers
of management control arranged in order of seniority (hierarchy), each of which in turn monitors the
subordinate layer without necessarily changing them. He argues that whilst learning can occur at any
level of the organisation it is more likely to occur at the lower levels whilst at upper levels a more
adaptive approach occurs, thus an organisational occurs from a learning organisation to an adaptive
organisation as progresses through the levels of management. This approach supports Scott et al’s
(1997) observations of the attitude towards, and occurrence of management training at different level

in a construction organisation.

Jankowicz (2000) questions the validity of some organisational learning models which suggest that
the lowest levels of management can contribute to the organisation’s policy making on an equal basis
with senior managers. Vince (2002) observed similar problems and noted that when newly
‘empowered’ staff encountered the entrenched power relationships and structures that blocked their
initiatives their enthusiasm turned to disappointment and cynicism. Clegg (1999) also cites a number
of examples where workers ‘empowered’ with the aim of increasing productivity had their initiatives
stifled, resulting not only in disappointment and cynicism, but ultimately to lower productivity and the

eventual demise of the organisation.
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However, an acknowledge that learning can take place at any level in the
organisation is provided by Scott et el (1997) and Vince (2002). The degree of
learning that occurs at any level is dependent upon the socio-cognitive relationships
between the levels and within each of the organisational levels. Bogenrieder (2002,
p203) terms the nature of these relationships ‘social architecture’, and related them to
organisational learning by considering the cognitive diversity within the
organisation. The degree of cognitive diversity depends upon two dimensions of a
problem

e The dimension of the goal (un)certainty.

e The dimension of the technical (un)certainty
is broadly in line with the findings of Popper and Lipshitz (2000), and is supported
by the finding of Vince (2002, p65).

2.3.3 Lifelong Learning.

Rethinking Construction (2000) identified CPD and lifelong learning as key
contributor to their aim of improving education, training and skills in the
construction industry. These problems are not unique, either to the construction
industry or the United Kingdom, for as Vivian Reding, EU Commissioner for
Education, stated ‘last year fewer that 10% of Europeans of working age undertook
any training’ (Europa, 2001a). Thus the lack of education and training in industry is
a European wide problem, which needs ‘to invest more effectively in training human
resources and consequently sustainable prosperity.” Reding was supported by Anna
Diamantopoulou, EC Commissioner Responsible for Employment and Social
Affairs, who stated ‘Skills and competence enhancement... requires... increasing
investment in human capital and in raising participation in education and training
throughout working life... Particular attention should be given to workplace training,

an important dimension of our strategy for Lifelong Learning.” (Europa, 2001a)

Following the Lisbon European Council Meeting (CEC, 2000a) in March 2000 the
CEC published its ‘Memorandum on Lifelong Learning’ in October of that year
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declaring that ‘lifelong learning was no longer just one aspect of education and
training, but must become the guiding principle for provision and participating
access across the full continuum of learning contexts’ (CEC, 2001b, p3). The
memorandum put forward six key messages for debate on s strategy for putting

lifelong learning into practice. The lifelong learning strategy should aim to:

e guarantee universal and continuing access to learning for gaining and
renewing the skills needed for sustained participation in the knowledge
society;

e visibly raise levels of investment in human resources in order to place
priority on Europe’s most important asset — its people;

o develop effective teaching and learning methods and contexts for the
continuum of lifelong and lifewide learning;

e significantly improve the ways in which learning participation and outcomes
are understood and appreciated, particularly non-formal and informal
learning;

e cnsure that everyone can easily access good quality information and advice
about learning opportunities throughout Europe throughout their lives;

e provide lifelong learning opportunities as close to learners as possible, in
their own communities and supported through ICT-based facilities wherever
possible.

(CEC, 2001b, p4)

Following the Stockholm European Council Meeting (CEC, 2001a) the CEC
published its communication entitled ‘Making a European Area of Lifelong

Learning.” Here lifelong learning is defined as

all learning activity undertaken throughout life, with the aim of improving knowledge,
skills and competencies within a personal, civic, social and/or employment related
perspective.

(CEC, 2001b, p9)

The CEC (2001b, p12) identify the following five areas of work as the basis for a

strategy for lifelong learning:

e Literacy, numeracy, ICT and other basic skills needs: the foundation for further
learning, which will often need to be updated throughout life. Citizens/groups
most alienated from learning, whose needs and interests are varied, may require
tailored measures.

e Addressing the impact of lifelong learning on learning facilitators such as
teachers, trainers, adult educators, and guidance workers. Strategies and
partnerships must address their role and support their adaptation.

e The needs of employers in general, as well as the particular needs of SMEs, who
employ a significant proportion of the EU’s workforce, yet who often encounter
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difficulties in making finance or time available for training or in finding training
which is relevant to their needs. Motivating employers is important in this respect;

e Understanding (potential) learners’ interests, reflected in surveys, evaluations,
feedback from guidance surveys and consultations, data on imbalances in learning
participation (e.g. gender mix in ICT learning);

e Taking into account the implications of the knowledge-based society for the needs
of learners (new basic skills, including entrepreneurship, science and technology),
and labour markets (for example the importance of competence forecasting to
avoid shortages, upskilling those inside the labour market to ensure they do not
become excluded).

The CEC (2001b, p13) stress the importance of creating a ‘learning culture’, and the
need for ‘direct measures to be taken to motivate (potential) learners and raise overall
participation levels by making learning more desirable in terms of active citizenship,
personal fulfilment and/or employability’. In pursuit of this objective they identified
the following measures for creating a learning culture:

e  Valuing and rewarding learning, especially non-formal and informal learning in
all sectors, thereby recognising its intrinsic worth. Regarding learning can also
encourage those who are lost alienated returning to learning;

e  Promoting more positive perceptions of learning and raising awareness of any
entitlements and the benefits of learning, e.g. through media campaigns, from the
earliest age — at pre-school, school, and higher education levels, as well as in
youth organisations and among the adult population;

e  Making appropriate use of targeted funding, promoting activity and other
methods, such as reaching out to (potential) learners.;

e  Promoting the role of information, guidance and counselling providers working
directly with voluntary/community organisations to raise awareness on the
individual/social/economic benefits of learning, and to encourage diversification
of studies and non-traditional career/learning choices.

e  Enterprises should be facilitated to become learning organisations, where
everyone learns and develops through the work context, for the benefit of
themselves, each other and the whole organisation, with such efforts being
publicised and recognised.

e  Encouraging public service providers, voluntary and community groups,
employers and trade unions to develop and/or promote learning opportunities
tailored to their particular constituencies and, e.g. disabled people.

The CEC (2000b, p8) identifies three categories of ‘purposeful learning activity’ that
takes place:
Formal learning: takes place in educational and training institutions, leading

to recognised diplomas and qualifications’. It is structured in terms of learning
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objectives, learning time or learning support, and is intentional from the

learner’s perspective. (CEC, 2000b).

Non-formal learning: takes place alongside mainstream systems of education
and training and does not typically lead to a formalised qualification. Non-
formal learning may be permitted in the workplace and through activities of
civil social organisations and groups (such as youth organisations, trades
unions, political parties). It can also be provided through organisations or
services that have been set up to complement formal systems (such as arts,
music and sports classes or private tutoring to prepare for examinations). (CEC,

2000b).

Informal learning: is a natural accompaniment to everyday life. Unlike
formal and non-formal learning, informal learning is not necessarily intended
learning, and so may well not be recognised even by individuals themselves as

contributing to their knowledge and skills. (CEC, 2000b).

It is clearly within the context of non-formal and informal learning that the CEC
intend to bring into the compass of lifelong learning alongside formal learning. They
draw attention to the fact that non-formal learning is not usually seen as ‘real’
learning and consequently undervalued, whilst informal learning is rarely considered

as learning and given little or no value.

Much of the non-formal learning and most of the informal learning that takes place
within organizations, takes place within the informal ( or shadow) organization,
where interactions are based on free choice, preference, benefit and self-interest of
the individual which is often in conflict with the requirements and needs of the
formal organization. However conflict is not always bad as out of conflict creativity
and innovation often emerge to resolve the conflict (Aram and Noble, 1999;
Mastenbroek, 1993), together with the cultures and sub-cultures created ‘will
eventually be a necessary resource for learning and innovation’ (Schein, 1992, p370).

However the ability to produce creativity and innovation out of conflict depends, to a
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certain extent, upon the learning styles of the students (Mainemelis, Boyatzis and

Kolb, 2002; Sadler-Smith, 2001; Fox and Grey, 2000) and the students’ sociological

background (Mutch, 2002).

Whilst the importance and value of informal and non-formal learning is rightly

recognised, it is not without its problems or critics. Marsick and Watkins (1997)

consider issues of informal and incidental learning (they use the term ‘incidental

learning’ here which is synonymous with the term non-formal learning’) and use the

model below (see Figure 2.16) to illustrate how informal and incidental learning

occurs in the workplace.

Frame the -
—| Experience challenges
experience

Interpret
context

Examine
alternative
solutions

Access intended

and unintended Produce the Solutions  [-—

consequences

Reflect in
and on action

Figure 2.16: Informal and Incidental Learning Model
Source: Marsick and Watkins (1997, p297)

Potential source of error in the informal and incidental learning model identified by

Marsick and Watkins is shown in figure 2.17 below.
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Inadequate —| Faulty solutions diagnosis Incomp!ele_
problem frame contextulaization

Incorrect Inadequate
generalizations invention of
in new plans solution

Insufficient learning

Unintended Produce the Solutions of skills to be
consequences

successful

Figure 2.17: Potential Sources of Error in Informal and Incidental Learning
Source: Marsick and Watkins (1997, p299)

The one area where both non-formal and informal learning is often recognised is in
the field of continuous professional development (CPD). CPD is generally most
closely associated with ‘employment related learning and life-skills’ whilst lifelong
learning relates to any learning which is employment related (Peake, 2000, p2). The
CEC (2000, p8) state that ‘lifelong learning draws attention to time: learning
throughout life, either continuously or periodically. Yet in so doing it is necessary to
be aware of the limitations and contexts of non-formal and informal learning

(Marsick and Watkins, 1997)

CEC (2000) also bring into the arena the concept of ‘lifewide’ learning which draws
attention to the spread of learning, which can take place across the full spectrum of
our lives at any one stage in our lives. Thus lifewide learning embraces the full
range of formal, informal and non-formal learning, giving them all recognition and
value. Peake (2000) argues that any individual disposed towards learning and self-
development, in whatever situation or subject, is an asset to the company. This value

is set to increase in future, Europe-wide, national and industry-wide, as there is an
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increasingly aging population, fewer people entering the labour market and industry

for the knowledge and skill demand to be met (CEC, 2000b).

1996 was declared the ‘European Year of Lifelong learning’ by the EC with the aim
of promoting awareness of the need for lifelong learning by the public and the
desirability of continuing to learn. (EC, 2001b) and in so doing has helped to change
society and fundamental attitudes towards lifelong learning. Their report however
highlights the fact that fewer than 22% of people had undertake any training of any
type in the previous 12 months, but 70% expressed an intent in becoming involved in
lifelong learning. Concern is expressed over an apparent contradiction between
attitudes and behaviour toward lifelong learning, and particularly in the area of new
technologies, and amongst the young. The largest group expressing any interest in
lifelong learning was the over 55s who hoped to continue training through their
retirement in order to occupy their leisure time and improve their general level of

knowledge.

2.3.4 Continuing Professional Development

CPD is a requirement of many professional institutions and organizations with the
aim keeping the members abreast of current thinking and developments in their
professions. The CIOB, for example, along with many other professional bodies,
requires its members to undertake CPD activities as an ongoing requirement for
membership of the institute. Members are required CPD through self-set objectives,
self-evaluation, self-motivation and to maintain records, with evidence/certification,
of the CPD activity. In fact many professional conferences, seminars and meetings
automatically offer CPD certificates of attendance. Sadler-Smith et al (2000) notes
however that the ‘CPD ideal’ and the translation of professional requirements into
reality was somewhat problematical, and tended more towards a great aspiration for
most employees rather than the intended reality. The reason this might be so,
according to Sadler-Smith et al, lies with the learning preferences and cognitive
styles of the employee. Thus CPD activities, to be successful, must consist of

learning activities that are congruent with the learning preferences and cognitive
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styles of the employee, and should inevitably be based around workplace experiences

and problems.

Egbu (1999) and Graham (1999) provide useful insights into areas where
management skills and knowledge needs to be developed in the construction
industry, and the construction industry manager. An important differentiation is
drawn by Davies and Csete (1998) not only to the differing requirements of
employers (the industry) and employees, but in the differences in emphasis and
importance attached to particular skill needs and requirements. Taylor (1999)
reported similar findings but notes that these types of problem often occur where the
organization failed to make adequate resources available to support staff, or where
resources and support where merely arbitrarily distributed amongst staff, with some
staff having their CPD supported, whilst others were not supported. Failure to make
resources available, she states, is both unprofessional and unethical (Taylor, 1997,

pl70).

2.3.5 Conclusions

Whilst the concept of learning organisations is not new it is only since the mid 1990s
that interest in the subject has really developed, and the amount of literature
published dramatically increases. Although most of the literature reviewed in this
subject area is of a generalist, theoretical or academic nature, or where there was
application to the workplace it was in either commercial or manufacturing
environments. No literature was found that addresses the issues of learning
organisations in the construction industry, with its attendant problems of self —
employment and subcontracting. The problems of creating learning organisations

and reasons for their possible failure have been identified.

Even though a major thrust of the CEC and national government agendas for lifelong
learning is that of bringing young people who have fallen outside the post-16
compulsory education system and or have few, if any, formal qualifications back into

the education system there are major implications and opportunities here for the
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ongoing education and development of managers. As with the literature for learning

organisations the overwhelming majority of literature reviewed was of a generalist

nature and published since the mid 1990s when interest in lifelong learning

developed.

The key themes identified which will be investigated in future research are:

The creation and development of learning organisations,

Learning organisations in the construction industry, theory, practice and
application,

Developments and inputs of the lifelong learning agendas by the CEC and
national government in the construction industry,

Creation of lifelong learning environments in construction companies,

The development of CPD as a contributor to lifelong learning in construction

companies.
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2.4 e-Learning and New Learning Technologies

2.4.1 Introduction

This chapter reviews literature concerning the following topics:
1. e-learning

e-learning implications for higher education

barriers to e-learning

strategies for e-learning

A T

M-learning.

The creation of e-learning (electronic learning) and e-learning environments is seen
by the CEC and national government as a key component of the lifelong learning
environment. e-Learning embraces a number of educational concepts such as
‘distance learning’, ‘open learning’ and ‘flexible learning’. These terms are reviewed
and a taxonomy provided to compare e-learning and flexible learning. A comparison
is also made between traditional and distance educational delivery. The significance
of these systems is reviewed. e-learning is predicted to have a significant impact on
higher education and the way higher education is delivered. Literature discussing e-
learning in the higher education environment is reviewed, however much of the
literature published in this field was found to be either of as pedagogical nature, or
focussed on operational technology, therefore outside the scope of this review at this
stage of the research project where a more strategic overview is consideration is

required.

There are however barriers to the implementation of e-learning that can be
encountered and these are identified in the review. Both driving forces and
restraining forces for the change to the implementation of e-learning are identified
and a model provided. If these barriers are overcome, or not actually encountered,

then strategies for e-learning implementation are required and these are reviewed.

Finally a new development, that of the use of the PDA as a means of delivering e-

learning in a mobile environment, or M-learning, is reviewed although the author
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found few publications on this topic, as it is so relatively recent, research and
development is current and ongoing that there is not been sufficient time for many
research projects to have been completed and their findings published, or academic
papers written about the subject. Such literature as was found tended to be either of a
pedagogical nature or concerned with the technical operational level of the M-

learning environment, rather than have a strategic perspective.

2.4.2 e-Learning

Fletcher (2001) draws our attention to the terms ‘distance learning, ‘open learning’
and ‘flexible learning’. Such terms are frequently interchanged, often mixed
together, and the term ‘e-learning’ has tended to further confuse the issue. He
considers the ‘e-learning refers to the application of the internet and web-based
technology to learning processes. It is often assumed that e-learning is open and
flexible by its nature (Fletcher 2001, p1). Daniel’s (1999) consideration of open

learning supports Fletcher’s view.

Herbsman and Elias (1998, p503) make an important distinction between ‘distance
education’ and ‘distance learning’, two terms also (incorrectly) interchanged. They
argue that distance learning is the result of distance education, a method of
instruction that has the following characteristics:

e The student and teacher are geographically or spatially separated,

e Either formal or informal learning takes place under the auspices of an educational
institution,

e  Technical media (audio, video, computer) replaces somehow written text, and

e Involves student-instructor led two-way communication.

Moran and Myringer (1999) however state believe that ‘the days of distance learning,
as such, are numbered. An unsteady, problematic, profound process of change is
under way. Distance education methods and systems are converging with those of
face-to-face teaching, strangely influenced by new electronic technologies... [which]
will transform university teaching and learning as a whole, not merely adding some
distance teaching here, and some on-line technologies there.” This convergence of
distance and traditional education is supported by Tait and Mills (1999) who believe

this will bring increased access as a range of modes of study or flexible learning
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becomes commonplace. This concept of flexibility, according to Bridge (1998,
p159), might also be extended to include the ability to choose the learning

environment.

Fletcher provides a useful taxonomy for analysing flexible learning and applying it to

e-learning. See figure 2.18 below.

Open Learning

Duration

d
<«

v

Fixed learning Fixed Open

A Centred Fixed date(s)
Learning

Close

3. Timetabled study 4. The ‘book-in’
model

1. Timetabled classes. f------=--===--mszmmmmmmmmmmr oo

5. The ‘book of tickets’ | 6. The ‘drop-in’ model
model

Open Date(s)

Geographical proximity

Fixed date(s)
7. Timetabled study 8. The ‘clinic’
2. Timetabled distance | |
learning.

9. Flexi-study 10. The ‘helpline’

8 Distance

=y Learning Open date(s)

Figure 2.18 Taxonomy of flexible Learning and e-Learning

Source: based on Fletcher (2001)

Herbsman and Elias (1998, p504) provide an important comparison between
traditional ‘classroom’ and distance learning educational delivery (see table 2.01)

below.
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Table 2.1: Differences between traditional and distance education delivery systems.
Source: Herbsman and Elias (1998, p504)

Item Traditional Classrooms Distance Education

Time to learn Set by academic calendar or teacher | Flexible. Compressed or expanded
availability. to fit individual needs and

deadlines.

Location and Placing | Regular meetings at fixed locations. Variable times and locations, often
Equipment when needed. Library for | at work or home. Fits into irregular
research. Structure and classroom schedules. Few limits on class size.
atmosphere meet student Often self-paced. Some programs
expectations. offer library support.

Cost Extensive administrative and other Often wholly or mostly self-
fixed costs, requiring state and supporting; strong pressures to hold

federal support. Out-of-pocket costs | down costs. Competitive costs a
include travel, time away from home | concern. Low ‘opportunity costs’

and work. with fewer job conflicts.

Learning Outcomes Real advantages when individual Achieves cognitive goals, but not
tutoring is needed; necessary when necessarily affective or motor skill
course objectives require interaction, | goals, as well as better than the
discussion, or fixed resources (as classroom. All courses are
library, laboratory facilities). carefully planned. Self motivation
Identification with teacher. is a factor.

The importance of e-learning as a key method of implementing and achieving
lifelong learning is widely recognised. But to implement lifelong learning through e-
learning requires a society that not only has access to the requisite technology, but is
able to embrace and utilise it. The EU recognises that to bring this about will require
the biggest change in our society since the industrial revolution (CEC, 2000a, p2),
through the creation of the ‘Information Society’. The EU’s ‘e-Europe’ initiative

was established with the intention of

Bringing every citizen, home and school, every business and administration into the
digital age and online:
e Creating a digitally literate Europe, supported by an entrepreneurial culture
ready to finance and develop new ideas.
e Ensuring the whole process is socially inclusive, builds consumer trust and
strengthens social cohesion.’

Even by the EU’s own admission (p2) this is an ambitious objective. Whilst much of
the focus of the report is on ICT provision in schools, the importance of ICT in
business by way of e-commerce, and higher education, are recognised through what

the EC terms ‘e-Education — a whole new approach to learning and training — where
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students access a host of academic and research material and facilities online.” (CEC,
2000, p10). The term ‘e-Education’ has not been found outside of this CEC report,
and it has been displaced by the term ‘e-learning’ which is used in all papers and

publications in this field.

2.4.3 e-Learning Implications for Higher Education

Birchall and Smith (2202, p4) suggest that e-learning ‘might be seen as the
application of information technology to the learning process’. Furthermore they
cast doubt on the effectiveness of pure e-learning, seeing it rather as part of a
blended-learning approach. More worrying is their finding that most Universities do
not have a strategy for e-learning development, and that e-learning development is at
best patchy and fragmented. Garrison and Anderson (2003, p17) do however point
out the ‘many universities are making substantial, albeit fragmented, investments in
e-learning but, because of the lack of strategic direction and coherent approach, there
is little benefit or fundamental change.” They emphasise that e-learning is a
disruptive technology in a traditional institution of higher education because the
existing sustaining technology — the lecture — is threatened. They argue that these
disruptive technologies are often a threat to the established institution and can
ultimately lead to its demise, but paradoxically, those who fail to adopt these
disruptive technologies mail fail through lack of adoption. Birchall and Smith do
however concede that although e-learning is a disruptive technology its adoption
should not preclude attention to the institutions existing sustaining technologies that

will allow the institution to maintain its core values and market position.

Schofield and Rylance-Watson (2002) note that the early forecasts and optimism for
e-learning have not been realised, with take-up in industry reaching only one-third of
the predicted training time forecast, despite the considerable expenditure and
publicity given to e-learning. UKEU (2003) believe that the limited uptake is
attributable to a combination of hastily adapted academic material, unproven
technology and inadequate support. An indication of the amount of expenditure on

e-learning is provided by the European Parliament (EP, 2003, p19) which (although
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unable to give precise figures) estimates that it has spent, in 2001 alone, at least €50
million on projects promoting e-learning. To this must be added funding from

national governments, commercial and other institutions.

Waller (2001) also supports the view that there is no evidence that e-learning is any
better or worse than traditional instructor led training, and likewise there is little or
no evidence that e-learning is any more effective than traditional instructor led
training. He does however make an important differentiation between e-learning and
traditional instructor led training, in that the e-learning environment provided the
opportunity for in formal continuous and daily learning, which would not otherwise
take place in the workplace. However this is with the proviso that employees

actually have ICT access, and in particular access to the internet and e-mail.

This begs the question ‘why use e-learning?’ Little (2000) attempts to answer this
question through a number of factors including:

o Cost,

e The number of people,

e Geography (location of the learners)

e Repeatability and consistency,

e The importance of ‘just-in-time’ delivery,

e The cultural fit, i.e. the degree of organizational readiness to embrace new

technology.

However there are also many Government drivers pushing the use of e-learning, not
only in Europe and the UK, but also in other parts of the world. Hanson (2002) notes
that Australian universities have been subject to the following external forces:
e Political drive by Government to lower higher education to the needs of the
economy. Through widening access to higher education and by promoting the
concept of lifelong learning, more people are being attracted to higher

education who would not traditionally have considered going to university.

page 2.48



A.G. Hurst Document 2 Literature Review

The resultant increase in student numbers and growth in diversity of the
student population.

More flexible strategies for learning and teaching.

Increasing flexibility of access from locations other than campus, for
example, home and the workplace.

Rising costs and reducing per capita funding from government forcing
universities to seek more economic and efficient ways of delivering
education,

Income generation through exploitation of new markets such as industry and

commerce.

It is not however just the universities that are being subjected to these types of

pressures. The further education sector is also under these pressures as well (Martin

et al, 2000). Thus universities and the further and higher education sector are being

forced into rethinking their teaching, something that Laurillard (1993 & 2002) has

been advocating for some time. Bridge (1998, p159) notes

... information technology would seem to form a natural link to meeting changes in
demand. Certainly the new private and commercial institutions and some of the larger
open and distance learning institutions have now recognised the importance of this
link in the development and implementation of their information technology strategies.
For those institutions who have been considerably less aggressive in their adoption of
information technology strategies, and particularly those traditionally campus based
institutions, the question remains: to what extent and form should information
technology be used in order to compete in the rapidly changing HE market?

Brown (1998) offers ten reasons for not adopting virtual (e-) learning:

l.

The costs are not yet fully understood, but are considerable and in the climate
of diminishing higher education resources funding has to be diverted from
other areas.

e-learning material and computer systems take considerably longer to develop
than traditional teaching. However competing e-learning organizations need
to be able to respond rapidly and flexibly to the new market opportunities and
threats.

Classroom teaching can be modified much more readily (and cheaply) than e-

learning material with its long development times.
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4. The infrastructure of the virtual (e-learning) institutions are very different
from those of the traditional institution and requires considerable levels of
funding.

5. Whilst the economics of on-line education can be made to work, making the
transition to mixed mode requires two systems to be run concurrently, with
all the associated costs and tensions.

6. Staff attitudes to this type of change are often a significant barrier.

7. Student needs. Not all learners are comfortable with independent learning,
particularly the 18 to 22 year olds in established universities.

8. Reallocation of resources could weaken the traditional side of operations in a
time of increasing competition.

9. Traditional universities have strengths that cannot be converted into on-line
resources: physical locations providing respite from home and work; facilities
and equipment that are not readily simulated in a virtual environment; people

with whom they can socialise, and physically interact, etc.

Whilst O’Leary (1998, p335) acknowledges the problem to be faced ‘... there is a
growing weight of argument to the in flexibility, communication, economy and speed
that web-based learning can deliver, it is the enrichment of teaching materials that
the new technology can most improve the output for students.” Institutional policy is
identifies by Brown (1998) as a key factor in the success of e-learning. McNaught
and Kennedy (2000, p96) identify three themes that determine the successful (or
otherwise) introduction of e-learning (McNaught and Kennedy use the term
‘Computer Facilitated Learning’ CFL), policy, culture and support. See figure 2.19

below.
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Figure 2.19: Themes and their relationships affecting the adoption of CFL
Source: McNaught and Kennedy P (2000, p97)

In so doing they identify several factors they claim are ‘universal’ in relation to the
widespread use of CFL:
e  Coherence of policy across all levels of the institutional operations and specific
policies which impact on CFL with each institution,

e Intellectual property, particularly the role of copyright in the emerging online
environments,

e Leadership and institutional culture,

Staff issues and attitudes, namely, professional development and training, staff
recognition and rewards, and motivation for individuals to use CFL,

Specific resourcing issues related to funding for maintenance or updating of CFL
materials and approaches, staff time release and support staff.

McNaught and Kennedy (2000, p97)

An example of how students ‘can benefit from increasing skill and comfort in
working, networking and learning online’ is provided by Salmon (2000, p11; 2002,

p26) as five-stage model indicating what must be done at each stage to help them be

successful (see figure 2.20 below).
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Figure 2.20: Model of teaching and learning online through CMC
Source: Salmon (2000, p11; 2002, p26)

The importance of open communication is seen by Salmon as one of the key
contributors to successful e-learning. Hodgson (1997, p221) too, stresses the need
for dialogue in e-learning as ° to assume that dialogue is no longer required in a
technology supported learning environment clearly conflicts with both experience

and well established beliefs about learning and the processes of learning.

2.4.4 Barriers to e-learning

Snook (2001) raises the issue of organisational inter-functional conflict that
frequently inhibits the adoption of learning technology or on-line learning in the
corporate environment. Typically between the human resource function that has
responsibility for corporate education, training and development and the ICT
function with responsibility for corporate IT. Snook (2001, p6) notes ‘that e-learning
calls not just for cooperation but cohabitation’ between these functions whereas in
reality ‘rivalry or even mutual hostility is not uncommon.” Often this can be
attributed to cultural differences, human resource personnel often having an arts
background whilst IT personnel have a science background with very different
perspectives and agenda. Goulding and Alshawi (2002) also report that these

cultural barriers between business functions often cause difficulties in the workplace.
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Further insights into the problems faced by e-learning in the corporate environment

are proffered by both Broadbent (2002) and Sloman (2001). Broadbent (2002, p107)

provides a useful analysis of the driving and restraining forces of corporate e-

learning (see figure 2.21 below).

Figure 2.21 — The Restraining Forces and Driving Forces of e-Learning.

Source: Based on Broadbent (2002, p107)
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Barriers to the implementation of e-learning can be both intrinsic and extrinsic to e-

learning itself and extrinsic in the environment. (Brown, 1997, p189) identifies these

intrinsic barriers as:

e Design of the learning materials,

e The study arrangements,
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e Physical infrastructure,
e Learning support,
e Management systems.
Whilst extrinsic barriers are identified as those that lie beyond the control of the e-
learning environment but must be taken into account when planning and
implementing e-learning, such as the effects of changing technology. Brown further
identifies other areas which can be barriers to e-learning including:
e Provision of technical support,
e Undertaking of necessary staff development,
e Adopting the e-learning concept, which can sometimes be a resultant effect of
a previous poor experience of IT based learning,
e Loss of ownership and control over learning materials through having to
adopt someone else’s materials,
e Passing of own learning materials over to a ‘third party’,

e Possible fears about job quality and job security.

Brown does believe that some of these barriers can be overcome through the
judicious use of enablers such as:
e Taking advantage of technology changes to exploit previously unavailable
facilities,
e Attracting external funding and internal funding,
e Publication of findings,
e Participation of awareness raising events,
e Making supporting tools and resources easily available,
e Rewarding staff in terms of promotion, consultancy payments or enhanced
salaries, or relief from other duties.
Brown is however careful to issue cautionary notice that despite the commonality of

the barriers there is no simple universal panacea to them.
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2.4.5 e-Learning Strategies

If e-learning is to be successfully introduced then a strategy is required. Morrison
(2003) identifies four principles that are considered to underpin a successful e-
learning strategy:

e The driver of change: business needs,
e The enabler of change: technology,

e The agent of change: content,

e The arena of change: corporate culture,

(Morrison (2003, p113)

which he represents in the following manner:

CONTENT

Culture

e-Learning
Strategy

BUSINESS NEEDS TECHNOLOGIES

Figure 2.22: E-Learning Strategy
Source: Morrison (2003, p113)

Morrison advises that any e-learning strategy must be aligned with other corporate
strategies:

e Business strategy,

e E-business strategy,

e Human resource strategy,

e Knowledge management,

e [.C.T. Strategy
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It is also recommended that support for e-learning strategy has to come from the
highest levels of the organization and follow down through the organization (Waller,
2000; Littlejohn and Cameron, 1993).

2.4.6 M-Learning

The technology considered so far for e-learning has tended to be passed on the
traditional PC environment with learner accessing the learning environment using a
desktop of laptop PC connected to a network and the internet through a hard-wired or
wireless system, or through a modem and phone line using either narrow-band or

broad-band connections.

M-Learning (mobile learning) seeks to use the emergent technology of personal
digital assistants (PDAs), notebook and tablet PCs accessing the internet through the
mobile phone network. Most of the funding for research in this area is directed at the
post-16 education and training, and social inclusion environments, funded through

the EC’s ‘eEurope’ Initiative (CEC, 2000a).

However attractive the use of PDAs and G3 phones may seem for the delivery of e-
learning and m-learning the use of PDAs and G3 phones can still be regarded as an
emergent technology. Waycott (2002) provides an insight into the ways that PDAs
can be used together with their benefits and limitations, shown in table 2.02,
overleaf. However in thel2 months or so since Waycott’s paper was published there
have been many advances in PDAs, such as colour screens, larger screens with
higher definition/resolution, larger memories and faster processors, but many of the
underlying issues still remain, not least of all the high degree of fragmentation
required to deliver effective m-learning material (Pehkonen, Syvénen and Turunen,

2003).

Research by Attewell and Savill-Smith (2003) revealed that young adults make
extensive use of mobile technology, particularly mobile telephones, which, when
considered with the very high level of mobile phone ownership amongst this age
group, makes this an attractive technology for the potential delivery of education and

training. Indeed as the power of PDAs increases and PDA and telephone technology

page 2.56



A.G. Hurst Document 2 Literature Review

merges the potential for anywhere anytime time learning increases (Colley, 2003;

Glew et al, 2003) and for the development of lifelong learning (Keefe, 2003).

Table 2.2: Benefits and limitations of PDAs
Based on: Waycott (2002).

Benefits | Limitations
Technical
Portability Screen Display
Very small, lightweight, and highly portable. Small screens and poor screen quality
Reading
Reading Reading
Can be easily fitted in around other activities and | Small screen size requires ‘line-by-line’ reading,
in any location. preventing scan-reading and the ability to gain an

overview of the text.

Only a small amount of text visible at any one
time.

Navigation

Documents

Difficult to navigate, a lot of scrolling required,
and cannot ‘bookmark’ pages to return to later.

Difficult to pick up on navigational clues such as
headings.

Note-taking
Can be undertaken anywhere, anytime. Slow and difficult, problems with accuracy
(improves with practice).
Easily transferred to a desktop or laptop PC.

Small portable keyboards, and speed and
accuracy of note-taking. ‘Graffitti’ type handwriting software very slow
and prone to error.

Use of Tools
Additional to, not replacement of existing tools Reduced functionality when compared to existing
such as paper, PCs, etc. tools such as PCs.

Requires different way of working.
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2.4.7 Conclusions

e-learning continues to attract a lot of attention and with a high political profile,
considerable amounts of funding and sponsorship are available from the EC and
national government. E-learning embraces a number of educational delivery systems

which were identified.

The technology and pedagogy required to provide, operate and deliver e-learning
environments has been intentionally excluded from this review as it is beyond the

scope of this research project.

The adoption of e-learning and adaptation of higher education to e-learning is clearly
a cause for concern in some areas and literature reviewed highlights a number of
problems and issues involved. These barriers can be overcome and strategies

developed for the implementation of e-learning in higher education.

The key themes identified here which will be the subject of further research are:
e The development and application of e-learning,
e The development and application of e-learning in construction education in
higher education institutes,
e The application of e-learning to the construction industry,
e The adoption of e-learning and adaptation by construction companies to e-
learning,

e New learning technologies that might benefit the construction industry.
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2.5 Conclusions and Recommendations

This document has sought to review literature pertinent to the author’s research
proposals for management education, training and development in the construction
industry. The review therefore identified three key areas for review:

e The construction industry and higher education.

e The learning organisation and lifelong learning.

e c-learning and new learning technologies

As was stated in the introduction a review of literature in these areas can never be
complete or exhaustive, particularly in the subjects of learning organisations and
lifelong learning, and e-learning and new learning technologies. The amount of
literature in these fields continues to grow at a steady rate with new publications
appearing almost daily, and the author is continuing to seek out new publications and
more widespread sources of publications in support of future studies and research

areas for this research project.

The Construction Industry and Higher Education

The government’s statistics reports for employment in the construction industry will
continue to be collected and analysed to determine how the industry is evolving.
Likewise UCAS statistics reports will also continue to be collected and analysed to
determine how recruitment to construction management degree courses is changing,
and whether the decline in applications continues, or will it follow the recruitment
trends of industry and begin to increase? The author’s concerns here are that only
two more sets of annually published data will be available before the research project
is completed. Efforts to locate statistical records for construction industry
employment prior to 1969 will continue. In the case of degree recruitment reports
prior to 1994 when UCCA and PCAS merged to form UCAS, records do not appear
to be available for the years prior to their merger. It is also interesting to note that
none of the published reports reviewed refer to recruitment data prior to 1994 either,

but never-the-less UCCA and PCAS records must exist somewhere, perhaps in a HE
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institution’s recruitment office, but locating and accessing those records might prove

exceptionally difficult.

The author will continue to take an active interest in the work of the Rethinking
Construction and other agencies such as CEML, DTI, etc., as they pursue their
agendas to improve the performance of the construction industry. All future research
will be carried out against the industry backdrop and the structure of the industry and
higher education for the construction industry. Additional studies and/or initiatives
undertaken by agencies such as the CBPP and ITCBPP will become increasingly
important for future research studies, even though they have not been included in the

literature review at this stage.

The Learning Organisation and Lifelong Learning.
This will form one of the main areas for future research. The amount of literature
published in these fields is growing at a considerable rate since the mid 1990s when

interest in these subject areas developed rapidly.

The idea of construction companies becoming, or having to become, learning
organisations will be explored will need to be explored in future research studies. If
the construction industry is to be able to meets its future needs for managers the it
will need to be able to educate, train and develop staff in-house, as well as recruit
from traditional university sources, and for this to be effective a learning organisation
will have to be created. Despite the quantity of literature reviewed little was found

on construction companies as learning organisations.

Research will have to be undertaken with construction companies to establish
whether or not construction companies with their high levels of subcontract (self-
employed) labour, including quite often subcontract management staff, are actually

capable of becoming the learning organisations recommended by Government.

Lifelong learning is a key government objective with its own government agenda,

and although it has a high level of focus on young people who have fallen outside the
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normal education system, i.e. those with few, if any, formal qualifications at any
level, may prove to be a fruitful source of future management for the construction
industry. Invariably such people enter the industry through the ‘craft’ or ‘trade’
routes and often end up in supervisory or low level management positions with little
or no training for those roles. Lifelong learning, the government believes, will help
these people improve their skills and knowledge base, so that they are truly
competent to undertake their supervisory or managerial role and so raise their own

and industry standards of productivity.

As with the learning organisation, there is an increasing amount of literature being
published on the subject of lifelong learning. The author is continuing to collect and
review published material in this area, and to monitor, in particular, reports and
ongoing initiatives from the EC and national government agencies to promote and
implement lifelong learning strategies for the construction industry. Research with
construction companies is proposed to establish how the principles of lifelong

learning can be established and implemented in construction companies.

e-Learning and New Learning Technologies

e-learning is set to play a key role in the implementation of lifelong learning, and
therefore educational systems must be able to deliver and receive e-learning systems.
This will mean quite profound changes in educational systems for both higher
education institutes as deliverers of education, and construction companies and their

employees as receivers of education.

The e-learning environment has been brought about by advances in ICT, and in
particular the internet. Whilst a large amount of literature was reviewed in this area
much of it as found to be concerned with ‘low level’ (operational) technological
issues, and therefore not included in this review, although it may well be required for
future research purposes in this field. The review attempted to take a strategic
overview of e-learning from both a higher educational and an industry/corporate

perspective. The concept of e-learning has been developed over the last few years

page 2.61



A.G. Hurst Document 2 Literature Review

and, therefore, can still be considered to be an emergent form of education, with its

development and implementation yet to reach a mature steady-state.

M-Learning, a very new development in learning technology, has been reviewed.
Very little literature has yet been published in this area, but it has potentially a huge
capability for the provision of anytime-anywhere distance learning and hence
lifelong learning. Its development will be watched with interest as it could have a

significant impact on various areas of research for this project.

By way, almost, of a postscript the author, as a result of the literature reviewed has
been left with the concept of a rhetorical question as either the main or alternative
title for the future research work and thesis:

‘Construction Companies — Can They Ever Learn?’
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Table 2.03  Acceptances to construction industry related degree courses
Source: UCAS
Source:
Acceptances to degree courses UCAS
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1994 3,453 1,972 2,367 373 1,036 9,201 5,820 | 247,567
1995 3,437 2,159 2,718 306 1,056 4 9,680 6,155 | 264,738
1996 3,218 2,174 2,430 297 1,057 41 9,217 5,648 273,032
1997 3,143 2,368 2,498 258 1,092 102 9,461 5,641 308,236
1998 2,869 2,311 2,345 236 964 95 8,820 5214 | 302,683
1999 2,624 2,333 2,211 267 895 107 1 8,438 4,835 | 307,677
2000 2,493 2,340 2,131 230 877 139 6 8,216 4,624 | 311,635
2001 2,362 2,535 2,080 246 784 127 9 8,143 4,442 | 329,218
2002 2,452 10 2,754 2,013 221 689 1 27 8,167 4,465 344,581
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Table 2.04  Employment in the Construction Industry
Source: DOE Housing & Construction Statistics; DTI/DTLR Construction Statistics Annuals
Public Operatives | APTC total Total Estimated Self Total
1000's Contractors Authorities total registered employees | Employed Employed
Operatives | APTC Contractor Operatives APTC Public A. employees noton
Total Total register

1969 995 239 1,234 266 99 365 1,261 338 1,599 293 1,892
1970 912 230 1,142 258 103 361 1,170 333 1,503 300 1,803
1971 856 222 1,078 250 108 358 1,106 330 1,436 328 1,764
1972 861 211 1,072 249 113 362 1,110 324 1,434 367 1,801
1973 902 224 1,126 246 114 360 1,148 338 1,486 428 1,914
1974 874 238 1,112 230 109 339 1,104 347 1,451 427 1,878
1975 820 239 1,059 235 114 349 1,055 353 1,408 375 1,783
1976 788 236 1,024 235 114 349 1,023 350 1,373 341 1,714
1977 756 229 985 227 111 338 983 340 1,323 323 1,646
1978 750 231 981 224 110 334 974 341 1,315 366 1,681
1979 763 232 995 220 112 332 983 344 1,327 343 1,670
1980 767 235 1,002 212 110 322 979 345 1,324 343 1,667
1981 678 230 908 205 104 309 883 334 1,217 388 1,605
1982 619 223 842 187 95 282 806 318 1,124 388 1,512
1983 600 214 814 183 88 271 783 302 1,085 409 1,494
1984 585 214 799 172 84 256 757 298 1,055 464 1,519
1985 556 213 769 169 84 253 725 297 1,022 470 1,492
1986 530 212 742 160 82 242 690 294 984 487 1,471
1987 542 219 761 159 81 240 701 300 1,001 542 1,543
1988 543 227 770 155 84 239 698 311 1,009 593 1,602
1989 552 242 794 140 77 217 692 319 1,011 722 1,733
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Public Operatives | APTC total Total Estimated Self Total
1000's Contractors Authorities total registered employees | Employed Employed
Operatives | APTC Contractor Operatives APTC Public A. employees not on
Total Total register
1990 539 249 788 129 68 197 668 317 985 718 1,703
1991 526 252 778 120 64 184 646 316 962 90 683 1,735
1992 437 221 658 112 56 168 549 277 826 98 652 1,576
1993 390 204 594 101 50 151 491 254 745 95 597 1,437
1994 361 198 559 90 42 132 451 240 691 90 571 1,352
1995 350 199 549 86 38 124 436 237 673 80 621 1,374
1996 350 201 551 76 32 108 426 233 659 87 625 1,371
1997 384 200 584 70 26 96 454 226 680 112 593 1,385
1998 431 205 636 68 25 93 499 230 729 183 518 1,430
1999 484 206 690 60 23 83 544 229 773 131 511 1,415
2000 520 225 745 57 23 80 577 248 825 128 498 1,451
2001 534 250 784 51 21 72 585 271 856 106 572 1,534
2002 544 251 795 45 19 64 589 270 859 169 586 1,614
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Table 2.05:  APTC Employment in the Construction Industry
Source: DOE, Housing and Construction Statistics
Employees x1000
Managerial Staff] Architects, | Technical Staff | Draughtsmen & Foremen Clerical & Sales| Total of All
Surveyors, Tracers Staff APTC Staff
Engineers
1974 57.9 24.7 304 5.5 40.4 97.0 255.9
1975 56.1 24.2 30.8 5.1 38.7 95.4 250.3
1976 58.5 23.9 30.6 4.6 38.6 95.4 251.6
1977 56.8 22.9 322 4.4 38.7 93.0 248.0
1978 59.3 23.0 33.0 4.0 40.3 95.3 254.9
1979 57.7 18.7 26.7 3.5 39.3 91.9 237.8
1980 61.3 18.3 27.6 3.2 38.1 90.7 239.2
1981 60.1 16.7 26.4 3.0 34.7 85.3 226.2
1982 58.8 16.8 25.2 2.8 34.0 82.2 219.8
1983 60.0 17.1 24.7 2.7 33.6 82.5 220.6
1984 59.3 17.3 24.7 2.8 33.8 82.6 220.5
1985 57.0 174 24.9 2.6 32.1 78.7 212.7
1986 56.5 17.1 24.6 2.5 322 78.9 211.8
1987 54.5 18.0 27.6 2.5 31.0 77.5 211.1
1988 66.0 17.9 314 2.8 29.6 79.5 227.2
1989 69.2 19.0 32.3 2.9 30.1 82.4 235.9
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3.1 Introduction and Research Question

3.1.1 The Research Project

In order to undertake this research project Bryman & Bell’s qualitative research
model (2003:283) shown in Figure 3.1 below will be used to provide the basic

framework for the research and for this report.

Document 3

-1-
General Research Questions

!

-2-
Selecting Relevant Sites and Subjects
(Companies and Interviewees)

l Document 5

-3-
Collection of Relevant Data
(Literature and Interviews

)
receccace-- -5b-
v Collection of Further Data
4

A

Interpretation of Data

!

Conceptual and Theoretical
Framework

5a-

)

] -

e L L »» Tighter Specification of the Research
6

Question(s)

Writing up Findings and Conclusions

Figure 3.1: Qualitative Research Model
Source: Based on Bryman and Bell (2003: 283)

This research project will act not only as a research project in its own right, but also
as a pilot study and forward feed for Document 5. The findings may might impact

upon and influence the qualitative research project to be undertaken in Document 4.

Firstly this chapter (Chapter 3.1) will establish the general research question [1].

Consideration will then be given as to how and from whom the data will be collected
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[2], together with a discussion of the data collection process [3] in the form of
interviews in Chapter 3.2. The data interpretation [4], conceptual and theoretical
framework [5] findings form the basis of Chapter 3.3, whilst the conclusions will
form the basis of Chapter 3.4.

One departure from the model is the omission of the literature review [3] which
might otherwise be expected, as it has already been included in Document 2. Where
new literature has been encountered it has been incorporated into chapters 3.2 and

3.3, as an integral part of the discussion.

3.1.2 The Report Structure.

Chapter 3.1  Introduction and Research Question: Having already introduced the

qualitative research model this chapter will introduce the research question.

Chapter 3.2  Research Methodology: This chapter considers research design
models and the various research philosophies available to the author. A critical realist
approach is adopted and the most appropriate research approaches, strategies and

time horizons are considered.

Chapter 3.3  Research Method: Continuing from the previous chapter this chapter
discusses the research methods used, following a critical realist philosophy, to carry
out the research through the use of interviews. Various types of interview method
are considered and the unstructured conversational type of interview method is
adopted. The methods of selection of interviewees and the execution of the

interviews are also described.

Chapter 3.4  Research Findings: This chapter discusses the findings of the
research interviews, considered under three headings that were emergent themes

from the interviews, these being:
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e Poor image of the construction industry,
e Poor recruitment levels into the industry, and
e Poor management education, training and development in construction
companies.
It will be seen that these themes are heavily interdependent and share many common

constituent sub-themes.

Chapter 3.5 Research Conclusions: This chapter applies a grounded theory
approach to the research findings from which various conclusions are drawn and
hypotheses postulated in order that future research and the next stages of the DBA

project can be considered.

Chapter 3.6  Research Recommendations for the Future: This chapter considers
the research undertaken and proposes areas for future research based on the emergent
themes of the research findings. The research areas to be taken forward to the
qualitative research and thesis stages of this DBA project are proposed and
considered, whilst other areas for possible independent or future research projects are
identified.

3.1.3 The Research Question

Over the last decade or so the construction industry has been the subject of various
reports (e.g. Latham 1994; Egan 1998, 2002) that have sought to try to improve
productivity in the construction industry (see documents 1 and 2) by examining the
practices of the industry and promoting improvements through best practice
initiatives. One of the issues identified in these reports has been the poor standard of
management, education, training and development, not least within the construction
companies themselves. More recently there have been a number of reports
highlighting the plight of both the national skills shortage (e.g. LSC 2003, 2004B)
and the construction industry in terms of skills shortages (e.g. CITB 2004; LSC,
2004A) and a dramatic decline in the number of applicants for construction
management courses in universities (Coulter, 2003; Wilkie and Giddings, 2003).
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This report discusses the initial outcomes of a qualitative research project carried out
in an attempt to try and identify:
What are the structures and mechanisms behind the perceived poor
state of management education, training and development and the
decline in entrants to the construction industry with particular

reference to construction management?
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3.2 Research Methodology

3.2.1 Introduction

In order to execute this research an appropriate qualitative research methodology had
to be adopted taking into account the research methods appropriate for the research
question, the requirements and constraints of the research project brief and the

author’s situation and circumstances.

This chapter will therefore firstly consider the methodology and design adopted

before considering the methods used for the research.

3.2.2 Research design

In designing this research project various research philosophies had to be considered.
Easterby-Smith, Thorpe and Lowe (2002: 55) set out the matrix of research
philosophies shown in Figure 3.2 below,

Detached

Social
Constructionist

Positivist

Involved

Figure 3.2: Matrix of Research Philosophies
Source: Easterby-Smith, Thorpe and Lowe (2002: 55)

against which they map various possible research designs shown in Figure 3.3

overleaf.
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Detached

A

Survey Case method
Research (Yin)

Quasi-experimental

design Ethnography

Social
Constructionist

Positivist <

Grounded theory

Experimental
design

Action Research

Case method
(Stake)

Co-operative
v Inquiry

Involved

Figure 3.3: Research Designs
Source: Easterby-Smith, Thorpe and Lowe (2002: 57)

An alternative model, the Research Process ‘Onion’, proposed by Saunders, Lewis
and Thornhill (2003: 83) shown in Figure 3.4 below was also considered and using
both the Easterby-Smith, Thorpe and Lowe model and the Saunders, Lewis and

Thornhill models together will establish the methodology to be adopted.

Positivism

Deductive

Experiment

Cross
sectional

Case l:l Research Philosophy

study

Sampling
Secondary data
Observation
Interviews
Questionnaires

Research Approaches

Realism Research Strategies

Grounded
Time Horizon

o Data Collection Method
Longitudinal

Inductive

Interpretivism

Figure 3.4: The Research Process ‘Onion’
Source: based on Saunders, Lewis and Thornhill (2003: 83)
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3.2.3 The Research Philosophy

Of the various philosophies given in the two models only ‘Positivism’ (or

‘Positivist’) (Donaldson 1996) appears in both models, whilst at the other ends of the
axis Easterby-Smith, Thorpe and Lewis place ‘Social Constructionist’ whereas
Saunders, Lewis and Thornhill place ‘Interpretivism’ although Easterby-Smith,
Thorpe and Lowe acknowledge that the social constructionism is one of a group of
approaches that are generally referred to as interpretive methods. For the purposes of
consistency in this report the Saunders, Lewis and Thornhill model and terminology
will generally be adopted. Saunders, Lewis and Thornhill provide a third
philosophy, that of ‘Realism’ which must also be considered (Sayer 1992 and 2000).
Which therefore of the three philosophies, if any, is the most appropriate to adopt for
this research project? This, as will be seen, will largely be determined by the

approaches, strategies, time horizon and methods to be adopted.

3.2.3.1 The Positivist Approach.
Remenyi et al (1998:32) states that the Positivist Approach:

implies that the researcher is working with observable social reality and that the end

product of such research can be the derivation of laws or law-like generalisations
and that (p33) the
.. underlying position is the assumption that the researcher is independent of and
neither affects nor is affected by the subject of the research.
whilst Saunders, Lewis and Thornhill (2003: 83) citing Remenyi et al above further
state that

The researcher in this tradition assumes the role of an objective analyst, coolly making
detached interpretations about the data that have been collected in an apparently value-
free manner. There will be an emphasis on a highly structured methodology to
facilitate replication and a quantifiable observation that lend themselves to statistical

analysis.

Both Bryman and Bell (2003) and Miles and Huberman (1994) adopt similar
approaches and provide a consensus of opinion with the above with Bryman and Bell

(2003: 14) providing an insight to the epistemological position of positivism:
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Positivism ... is the application of the methods of natural sciences to the study of social
reality and beyond .... Positivism also is also taken to entail the following principles:

1. Only phenomena and hence knowledge confirmed by the senses can genuinely
be warranted as knowledge (the principle of phenomenalism);

2. The purpose of the theory is to generate hypotheses that can be tested and
thereby will allow explanation of laws to be assessed (the principle of
deductivism);

3. Knowledge is arrived at through the gathering of facts that provide the basis for
laws (the principle of inductivism);

4. Science must (and presumably can) be conducted in a way that is value free (that
is, objective); and

5. There is a clear distinction between scientific statements and normative

statements and a belief that the former are the true domain of the scientist.

A more complex set of what they term ‘implications’ is proposed by Easterby-Smith,
Thorpe and Lowe (2002: 28) required for a positivist approach

1. independence: the observer must be independent from what is being observed;

2. value-freedom: the choice of what to study, and how to study it, can be determined

by objective criteria rather than by human beliefs and interests;

3. causality: the aim of social sciences should be to identify causal explanations and

fundamental laws that explain regularities in human social behaviour;

4. hypothesis and deduction: science proceeds through a process of hypothesizing
fundamental laws and then deducing what kinds of observations will demonstrate

the truth or falsity of these hypothesis;

5. operationalization: concepts need to be operationalised in a way which enables

facts to be measured quantitatively;

6. reductionism: problems as a whole are better understood if they are reduced into

the simplest possible elements;

7. generalization: in order to be able to generalize about regularities in human and
social behaviour it is necessary to select samples of sufficient size, from which

inferences may be drawn about the wider population;

8. cross-sectional analysis: such regularities can most easily be identified by making

comparisons of variations across samples.

page 3.8



A.G. Hurst Document 3 Qualitative Research Project

Whilst Easterby-Smith, Thorpe and Lowe acknowledge that not all “positivists’ agree

with all of the implications it does however serve as a good test for a positivist

approach. Mapping this project against these implications gives the following

outcomes:

Independence: The researcher is not independent and will not be unaffected
by the research subject and the research subject will not be unaffected by the
author;

Causality: The end result of the research will not be the derivation of laws
or law-like generalisations;

Value-freedom: The researcher is not value-free;

Hypothesis and deduction: This project does not seek to establish and test
an hypothesis;

Operationalization: The data collected will not be quantifiable and hence
not subject to statistical analysis.

Reductionism: The reduction of the problem into simple elements is not
achievable;

Generalization: The sample size will be small, and may not be a
representative cross-section of the population;

Cross-sectional analysis: regularities will not be easily identifiable by

comparison across the samples.

Thus it can be seen above that as there is little fit in this research project to these

implications the positivist approach cannot be considered as an appropriate

philosophy as none of the assumptions and generalisations to be met for a positivist

approach are satisfied for as Rubin and Rubin (1995: 32) state:

Positivist social researchers look for the uniform, precise rules that organize the

world... Positivists in the social sciences examine simplified models of the social world

to see how a smaller number of variables... interact.

The result is that they miss how the complexity in the real world affects human

behaviour.

The very essence of this research is to begin to determine how the complexities of

the real world affect human behaviour.
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3.2.3.2 The Social Constructionist/Interpretivist Approach
A contrasting philosophical approach to positivism is that of Social Constructionism.
Easterby-Smith, Thorpe and Lowe (2002: 29) state that

... Social Constructionism ... focuses on the ways that people makes sense of the
world, especially through sharing their experiences with others via the medium of
language.

A view supported by Bryman and Bell (2003) who also further consider this from the

anti-positivist view of phenomenology.

Saunders, Lewis and Thornhill propose similar arguments to Easterby-Smith, Thorpe
and Lowe as business situations are complex and unique, and a function of the
particular set of circumstances and individuals at any one time. Saunders, Lewis and
Thornhill (2003: 84) further draw upon Remenyi et al concerning the interpretivist’s
need to discover ‘the details of the situation to understand reality or perhaps a reality
lurking behind them’ (Remenyi et all; 1998: 35). Saunders, Lewis and Thornhill
further state (2002: 84) that

People are likely to share interpretations of their socially constructed environment.
This may point to the existence of commonly experienced stimuli in terms of generating
a shared interpretation. Such stimuli may or may not be explicitly evident to those in a
given situation or environment. These stimuli will nevertheless exert an influence on

the way in which those affected socially construct their world.

Easterby-Smith, Thorpe and Lowe (2003: 30) provide a useful comparison between
the positivist’s approach and the social constructionivist’s approach shown in Table

3.1 overleaf:
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Table: 3.1 Contrasting Implications of Positivism and Social Constructionism
Source: Easterby-Smith, Thorpe & Lowe (2002: 30)

Positivism

Social Constructionism

The observer

must be independent

is part of what is being observed

Human interest

should be relevant

are the main drivers of science

Explanations

must demonstrate causality

aim to increase general
understanding of the situation

Research progresses
through

hypotheses and deductions

gathering rich data from which
ideas are induced

Concepts

need to be operational so that they
can be measured

should incorporate stakeholder
perspectives

Use of analysis

should be reduced to its simplest
terms

may include the complexity of
‘whole’ situations

Generalization through

statistical probability

theoretical abstraction

Sampling requirements

large numbers selected randomly

small numbers of cases chosen for
specific reasons

For as Rubin and Rubin (1995: 55) state

Interpretivist researchers try to elicit interviewees’ views of their worlds, their work,

and the events they have experienced or observed.

which is very much in line with what the author will be attempting in the research.

Thus it can now be seen that the Social Constructionist approach provides a more

appropriate research philosophy as most, but not all, of the criteria for this approach

are met.

3.2.3.3 The Realist Approach

Saunders, Lewis and Thornhill (2003: 85) provide the following explanation of

realism:

Realism is based on the belief that a reality exists that is independent of human thoughts

and beliefs ... this can be seen as indicating that there are large-scale social forces and

processes that affect people without them necessarily being aware of the existence of

such influences on their interpretations and behaviours. Social objects or phenomena

that are external to, or independent of, individuals will therefore affect the way in which

these people perceive their world, whether they are aware of these forces or not.
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As Bryman and Bell point out (2003: 15):
Realism shows two features with positivism: a belief that the natural and social sciences
can and should apply the same kinds of approaches to the collection of data and to
explanation, and a commitment to the view that there is an external reality to which

scientists direct their attention.

Both Bryman and Bell (2003) and Easterby-Smith, Thorp and Lowe (2002) identify
different forms of realism. The former identifying what they term ‘Empirical
Realism’ and ‘Critical Realism’ whilst the latter identifies ‘Traditional Realism’,
‘Internal Realism’ and ‘Relativism’. Other such as Saunders, Lewis and Thornhill
(2003) and Remenyi et al (1998) make no differentiation whilst Miles and Huberman

refer to both realism and relativism without defining the latter.

Bryman and Bell’s approach (2003: 15) which draws heavily on Bhaskar will be
adopted:

Empirical Realism [or ‘realism’] simply asserts that, through the use of appropriate
methods reality can be understood. As such ‘it fails to recognise that there are enduring
structures and generative mechanisms underlying and producing observable phenomena
and events’ and is therefore ‘superficial’ (Bhaskar 1989: 2)

Critical realism is a specific form of realism whose manifesto is to recognise the reality
of the natural order and the events and discourses of the social world and holds that ‘we
will only be able to understand — and so change — the social world if we identify the
structures at work that generate those vents and discourses. These structures are not
spontaneously apparent in the observable pattern of events, they can only be identified
through the practical and theoretical work of the social sciences’. Bhaskar (1989: 2)

Easterby-Smith, Thorpe and Lowe (2003: 33) do however acknowledge that critical
realism ‘is a variant of relativism which starts with the realist ontology of Bhaskar

and then incorporates an interpretive thread of Sayer (2000)’

Sayer himself (2000: 2) claims that:
Critical realism provides an alternative to several philosophical and methodological
positions which have been found wanting ...
Firstly, in the philosophy of natural science, realism offered a third way between

empiricism and positivism on the one hand, and relativism on the other ...

page 3.12



A.G. Hurst Document 3 Qualitative Research Project

Secondly, in the philosophy and methodology of social science, critical realism
provides an alternative to both hopes of law-finding science of society modelled on
natural science methodology and the anti-naturalist or Interpretivist reductions of social
science to interpretation of meaning ...

Thirdly, with respect to debates around modernism and post-modernism, it opposes the

reductionism and closure of the overly confident ‘modernist’ kinds of social science.

Thus critical realism can be seen to make

A conscious compromise between the extreme positions: it recognises social conditions
(such as class or wealth) as being real consequences whether or not they are observed
and labelled by social scientists; but it also recognises that concepts are human
constructions. Easterby-Smith, Thorpe and Lowe (2003: 33)

From the three philosophies outlined above it can be seen that the most applicable for
this research project is that of critical realism, although the interpretivist approach

could also be adopted.

3.2.4 The Research Approach
This project does not seek to establish and test a hypothesis by proposing a theory

and then collecting data to prove or disprove the theory (the deductive approach),
consistent with the positivist philosophy. Thus the inductive approach will be
employed, consistent with the interpretivist approach (Easterby-Smith, Thorpe and

Lowe, 2002) and critical realist approach (Sayers, 2002).

Bryman and Bell (2003:12) provide what is, by their own admission, a crude
definition of the processes with each being the reverse of the other:
Deduction entails:
Theory = Observation / findings
Induction entails:

Observation / findings = Theory
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whilst Saunders, Lewis and Thornhill (2003: 89) provide the following useful

comparison of the major differences between the deductive and inductive approaches

to research:

Table 3.2 Comparison of the Deductive and Inductive Approaches to Research
Source: Saunders, Lewis and Thornhill (2003: 89)

Deductive

Inductive

Scientific principles
Moving from theory to data

The need to explain causal relations
between variables

The collection of quantifiable data

The application of controls to ensure
validity of data

The operationalisation of concepts to ensure
clarity of definition

A highly structured approach

Researcher independent of what is being
researched

The necessity to select samples of sufficient
size in order to generalise conclusions.

Gaining and understanding of the meaning
humans attach to events

A close understanding of the research
context

The collection of qualitative data

A more flexible structure to permit changes
of research emphasis as the research
progresses

A realisation that the researcher is part of
the research process

Less concern with the need to generalise

The nature of the research question already proffered requires that the data be

collected and findings made before any theory can be postulated. The only approach

that can be adopted is that of induction, being consistent with both the interpretive

and critical realist philosophies.

3.2.5 The Research Strategy

Of the research strategies identified by Saunders, Lewis and Thornhill (2003) in their

research process ‘onion’:

e Experiment

e Survey

e Case study

e Ethnography
e Action research

e Grounded theory
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both experiment and surveys (including structured interviews) are invariably
identified with the deductive approach and therefore not applicable to this research
project. Of the remaining four strategies, which are normally identified with the
inductive approach, only one, grounded theory, will be found to be of practical use.

Case study: The nature of the data to be collected does not require ‘the detailed and
intensive analysis of a single case’ (Bryman and Bell, 2003: 53), and therefore this
technique is not relevant in this instance as data will be collected from multiple

sources.

Ethnography: Miles and Huberman (1993), Bryman and Bell (2003) and Saunders,
Lewis and Thornhill (2002) all explain the fact that ethnographic studies require
prolonged in depth studies of the subject, in which the researcher often becomes
immersed in a part of the entity being studied. This strategy is not appropriate in this
research project for the following reasons:

1. The time frame for the project and the time available to the researcher are

insufficient for an ethnographic study;
2. The project does not seek to study a specific entity, but gather data from a

number of entities.

Action Research: This usually involves collaborative project between the researcher
and a client to address a specific problem, usually through a process of change
(Bryman and Bell, 2003; Saunders, Lewis and Thornhill, 2003; Easterby-Smith,
Thorne and Lowe, 2002; Remenyi et al, 1998). This technique is clearly
inappropriate at this stage as the author is not working with any specific client to

resolve (at least in this project) any specific issue.

Grounded Theory: The concepts of grounded theory are invariably attributed to
Glaser and Strauss in their 1967 book ‘The Discovery of Grounded Theory:
Strategies for Qualitative Research’. However a useful definition cited from Strauss
and Corbin (1998: 12) is given by Bryman and Bell (2003: 428):
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Grounded theory has been defined as ‘theory that was derived from data,
systematically gathered and analysed through the research process. In this method,
data collection, analysis, and eventually theory stood in close relationship to one
another’ (Strauss and Corbin, 1998: 12)

Furthermore Bryman and Bell (2003: 431) provide a useful representation (see

Figure 3.5 overleaf) of the processes and outcomes in the grounded theory research

strategy.

This research will cover the entire process as it is, as has already been stated,

intended to act as a pilot study for document 5. The relevant stages of the process

covered in this report and those to be covered in a future report are indicated in the

diagram overleaf.

However the concept of grounded theory is not without its criticisms (Bryman and
Bell, 2003; Saunders, Lewis and Thornhill, 2003) which include:

The research is not value-free and observation theory-neutral as the author
invariably has some pre-conceived ideas and notions from existing
knowledge and understanding of the social contract being studied.

The defining of the research question itself can be regarded as largely
contrary to the principles of grounded theory.

Research carried out to tight time schedules can make the transcription and
grounded theory analysis of the interviews very difficult due to the interplay
of data collection and conceptualisation.

It is often questionable whether grounded theory can actually result in
theory in many cases as the explanation being proffered may not contain
any readily identifiable theory.

Data coding tends to result in fragmented data by dividing it into discrete
segments, thus losing the context and narrative flow.

There are many conflicting and competing approaches to grounded theory.
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Processes Outcomes

1. Research question
A

\ 4
2. Theoretical sampling
A

v

3. Collect data
A

v

4. Coding » 4a. Concepts

Document 3

v
5. Contrast comparison ——— 5a. Categories

A
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0 <
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7. Explore relationships ——  » 7a. Hypotheses
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8. Theoretical sampling
A

v
9. Collect data

A

A
aturate categories

()P

10.

Document 5

A

y
11. Test hypotheses »1la. Substantive theory

_|

v
12. Collection and analysis of ———12a. Formal theory
data in other settings

Figure 3.5: Processes and Outcomes of Grounded Theory
Source: based on Bryman and Bell (2003: 431)

page 3.17



A.G. Hurst Document 3 Qualitative Research Project

Yet in spite of the various criticisms labelled at grounded theory it has many
advocates for its use for qualitative data analysis. Bryman and Bell (2003: 434) cite

Locke’s (2001) suggestion that grounded theory is good at:
Capturing complexity: Grounded theory is good at capturing the complexity of
contexts as action unfolds.
Linking with practice: It frequently facilitates an appreciation among organizational
members of their situation. Such understanding can provide a helpful springboard for
organizational actions.
Facilitating organizational research in substantive areas that have not been well
researched by others: As new forms of organizational or technological change
emerge and become prominent in the business world, grounded theory is ideal for an
open-ended research strategy that can be employed for the generation of theory out of
resulting data.
Putting life into well established fields: Grounded theory can provide the basis for an
alternative view of well-established fields ... through its open-ended approach to data

collection, followed by a rigorous approach to theoretical work.

It is these first three advantages that will prove beneficial to the author’s research as
these accord with the nature of the research to be conducted. However the author
must be mindful of the criticisms levelled at grounded theory as his entire working
life has been in the construction industry or lecturing in construction subjects, thus it
is not possible to claim value freedom or theory-neutral observation; and the time
constraints of the project limit the extent of the research and interviews that can be

carried out and analysed.

3.2.6  Time Horizons

This research report will take a cross-sectional approach by interviewing a selected
number of persons in construction organisations. A longitudinal study is not
proposed, partly because of the time constraints involved, but mostly because of the
importance of gaining data within a time frame where consistency of
commercial/industrial environment is likely. The volatility of the construction
industry could mean that within the time frame of a longitudinal study the
commercial/industrial ~ environment might change significantly, providing

inconsistency of response. It is however noted that this potential longitudinal
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inconsistency would, within itself, provide an invaluable supply of data of changing

attitudes and perceptions, and would be useful for a longer term study.

3.2.7 _Data Collection Methods
Of the five data collection methods given by Saunders, Lowe and Thornhill (2003)

(sampling, secondary data, observation, interviews and questionnaires) interviews
will be used as the most appropriate method of the interpretivist and critical realist
philosophies, as this will permit coding of data gained enabling both confirmative
and contradictory data to be identified. Sampling and questionnaires are normally
associated with positivist philosophies, and aspects of secondary data and
observation can fit with any philosophy. The interview process will be discussed in
depth in the next chapter.

3.2.8 Conclusions

Of the research philosophies considered, that of critical realist has been found to be
most appropriate, although there is perhaps also a strong case for the interpretivist or

social constructionist philosophy.
The nature of the research to be undertaken requires an inductive approach as the
theory is to be derived from the data collected; hence a grounded theory strategy will

be used.

The time horizon will be cross-sectional at this stage in order to obtain views and

opinions during a period of consistent environment.

Data collection methods are discussed in the next chapter.

page 3.19



A.G. Hurst Document 3 Qualitative Research Project

3.3 Research Method

3.3.1 Introduction

This chapter, a continuation of the last, considers the data collection methods

employed for this project.

Firstly the selection of the type of interview to be used is discussed. Secondly the
selection of the interviewees from the Building magazine Top 50 Contractors list is
then considered followed by, thirdly, a discussion of the execution of the interviews.
Fourthly a discussion of the methods of analysis of the interviews is provided,

followed finally by the conclusions.

3.3.2 The Research Questions

This research project sought to find information about the state of management
education, training and development, and the problems of recruitment of personnel
into the industry. Interviewees were given an outline of the research subject and
asked to provide their opinions, views, perspectives, etc., on the issues and factors
they believed contributed to them, and what they considered could be done to solve
the problems. The brief was deliberately ‘loose’ to allow free ranging discussion on

and around the issues involved.

3.3.3 _Determining the Research Method
In order to elicit the information needed for the project, and to comply with the

course requirements, the author had to adopt a research technique that would comply

with the following parameters:
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1)

The information was to be elicited from organisations external to the

author’s normal working environment.

2) These organisations are located throughout the United Kingdom, rather
than locally or regionally to the author, and therefore might involve
extensive travelling.

3) The nature of the author’s employment meant that only limited time
windows were available during any one week for potential visits to
companies.

4) The author had very few contacts within construction companies and
would have to develop contacts.

5) The limited timescale for the research project.

These parameters would effectively eliminate many of the ethnographic and

anthropological methods (Czarniawska-Joerges, 1992) of qualitative research such as

participant observation (Bryman & Bell, 2003; Easterby-Smith Thorpe and Lowe,

2002) as the author had neither the access nor the time resources available for such a
study (Tietze, 2004).

Thus the technique to be adopted that fitted within the parameters was identified as

interviewing. Of the interview methods described:

Table 3.3 Comparative Terminology of Interview Techniques

Interview method

Bryman & Bell Remenyi et al Jankowicz Rubin & Rubin Hh:tl)frsmin
(2003) (1998) (1995) (1995) (1994)
Structured Structured Structured Structured Structured

Semi-Structured

Semi-Structured

Semi-structured

Semi-structured
or Focussed

Semi-structured

Unstructured

Open-ended

Conversational

Unstructured

Unstructured

Both structured and semi-structured interview techniques were discounted early on

as being potentially too quantitative in nature.
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An unstructured personal interview technique where, as Rubin and Rubin (1995: 5)
state ‘The interviewer suggests the subject for discussion but has few specific

questions in mind” was adopted and developed for the following reasons:

1) It would allow for a free-ranging discussion on and around the research
topic, and would allow the interviewee to proffer ideas, information,
anecdotes, etc., that might not otherwise have been contemplated in a
structured or semi-structured interview.

2) The interviews could be scheduled not to exceed a specified length of
time.

3) Interviewees would be more likely to provide their own ideas and opinions
on the topic rather than providing answers that they believed the
interviewer might want to hear in a structured or semi-structured
interview.

4) An interview could be conducted within a day, including travelling.

5) Personal contacts could be built up in the industry that could be used /
useful for both future aspects of the research work and in the author’s line

of work.

However Remenyi et al (1998) find that both the open-ended interview and the semi-
structured interview are effective tools for the non-positivist approach. Of the
unstructured interview techniques available, telephone or face-to-face contact
(Bryman & Bell, 2003), the latter was chosen as it best enabled personal contacts to
be established.

It was decided that the interview would be recorded and the recordings transcribed at
a later date, after the interview. This would allow the author to concentrate on the
discussion with the interviewee without the distraction of trying to take notes during
the interview with the inherent problems of misreporting, misunderstanding,
misinterpreting or simply missing what was being said due to the inability of being
able to write fast enough (the author cannot write shorthand), or whilst concentrating

on writing on a previous discussion point, although Rubin and Rubin (1995)
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recommend the taking of notes during an interview whilst it is being recorded.
Nevertheless it must be remembered that transcribing an interview itself is open to
interpretation, and that the information given by an interviewee is not necessarily

factual, but an interpretation of the construction of their perceived world.

Recording would allow for accurate and, hopefully, precise transcription of the
conversation, and a record of the interview to be analysed in detail for both current
research and also possibly at a future date for other research issues. Recording also
allows for identification of conversational nuances, such as self-contradiction,
insincerity and uncertainty suggested by tone of voice and inflection, repetition and
emphasis of points by the interviewee, etc. Additionally any or all interviews could
be re-analysed at a future date if other research issues or techniques were to be
required. Recording would provide substantive proof of the interview having taken

place for audit purposes.

3.3.4 Selecting the Interviewees

In selecting the interviewees Rubin and Rubin (1995: 5) advise:

All the people you interview should satisfy these requirements:
1. They should be knowledgeable about the cultural arena or the situation or
experience being studied,;
2. They should be willing to talk and;
3. When people in the arena have different perspectives, the interviewees should

represent the range of points of view.

The target interviewees were therefore personnel, training and development
managers/directors in construction companies or construction organisations. These
were selected because of their knowledge and experience in training and
development of personnel in the construction industry, thus complying with Rubin
and Rubin’s recommendations above. Additionally one interview would be
conducted within an industry not connected with construction, but still in a project-
based organisation to provide different/comparable perspectives on the issues of

management education, training and development faced by their own companies, and
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to see what, if any, lessons the construction industry might be able to learn from

another project-based industry.

The author decided to begin the initial selection of companies for interview from the
“Top 100 Contractors and Housebuilders’ list as published in Building (2003A), but
then refined the selection to general construction companies in the ‘Top 50
Contractors’ as published in Building (2003B), effectively omitting the specialist
house building companies from the study for the time-being . The ‘Top 50
Contractors’ list is shown in appendix 3.8.1, and the ‘Top 100 Contractors and
Housebuilders’ list is shown in appendix 3.8.2. Companies would be chosen on the
basis of a random selection, with an initial selection of ten companies. Ten was
chosen as the maximum number of interviews that the author believed could be
conducted, transcribed and analysed within the time available. Companies were
approached sequentially in groups of twos and threes to test the response for a
request for an interview with the director/manager of human resources/training,
given that it was considered unlikely that the author would be able to conduct more

than one interview a week.

Initial contact was made by e-mail using company web sites for contact details or,
where no contact details or e-mail contact facility existed, by letter. Response was,
as expected, slow and not particularly fruitful. Out of the initial ten approaches three
positive responses were obtained, together with one outright and somewhat blunt
refusal, the remaining six did not respond. Additionally two further interview
contacts were established as a result of personal contacts in two organisations. These
two contacts were former students with whom the author had had recent contact,
both of whom now held senior positions in their respective companies. Although
these do not quite fit within the original intentions, even Bryman and Bell (2003)
noted that at times researchers had to be grateful for any cooperation they could get.
A further interview was conducted with a project-based engineering company
training director to elicit views as to how another industry might approach this

problem.
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Thus a total of six interviews were eventually conducted with further interviews in
the process of being arranged. This will be carried forward to the final thesis. The
interviews actually conducted were:
1) A project manager (Interviewee 1) with a national firm of consultant
project managers.
2) The training and development manager (Interviewee 2) of a
national/international construction company.
3) A project manager (Interviewee 3) undertaking management education
research in a national construction company.
4) The training and development manager (Interviewee 4) of a
regional/national construction company.
5) The training director (Interviewee 5) of an international engineering
company.
6) The human resources manager (Interviewee 6A) and the training and
development manager (Interviewee 6B) (joint interview) of a

regional/national construction company.

3.3.5 Executing the Interviews

Once contact had been established and an agreement for an interview established, an
appointment was made for the author to conduct the interview at the interviewee’s

place of work.

All interviewees were given an assurance that the interviews would be treated in the
strictest confidence, and although recorded for transcription the recordings would not
be made available to anyone else other than the author, and that the transcripts,
although verbatim, would not contain any references to names of individuals,
companies or other entities and places that might enable either the interviewee and/or
his or her company to be identified, thus assuring anonymity. A further assurance
was given that at the conclusion of the research project all recordings would be

erased.
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Interviews were usually conducted in either a meeting room or other place where the
interviewee would be free of disturbance and interruption, invariably at the
interviewees request and without such a request having been made by the author.
This was greatly appreciated and generally helped produce recordings with a lower
background noise level than might otherwise have been achieved, thus assisting with
transcription. One notable exception was an interview conducted in a general
meeting area located in a large atrium of a company’s prestigious new offices, of
which the interviewee was extremely proud. The atrium, prestigious though it was,
produced high background noise levels due to its openness and highly reflective
surfaces (glass ceiling, walls of glass and polished marble, and floor of polished
granite). This ultimately made transcription more difficult than it might otherwise
have been, not least when faced with the passage of a tea-trolley that rattled across

the atrium floor on a number of occasions!

All interviews, as explained to the interviewees, would last a maximum of one hour,
thus giving interviewees sufficient time to discuss the subject and develop topics of
conversation without making the interview too protracted and time-consuming for
the interviewee. A secondary, although not unimportant, consideration was the time
it would take to transcribe the interviews. In practice it took between ten and fifteen
hours to transcribe each interview, depending largely upon the clarity and coherence
of speech of the interviewee; around double that suggested by both Jankowicz (1995)
and Rubin and Rubin (1995). Each interview commenced with a reminder of the
purpose and subject of the interview, and reassurances of confidentiality and
anonymity. Interviewees were offered the opportunity of having a copy of the
interview transcript (all declined) and, in due course, a copy of the findings (all

accepted).

Using the conversational or unstructured interview technique requires the interviewer

to:
a) Keep quiet without interjecting your own stories into narrative, using your own
comments to clarify the other person’s meaning or elicit fresh meanings from him

or her, rather than to initiate fresh topics of your own.
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b) Be sensitive to the non-verbal signals as well as the verbal, so that you can hear
the emotion and feelings expressed by your informant, as well as the words.
Jankowicz (1995: 196)

In conducting the interviews it would be important to bear in mind that:

... the tone of a conversation is something that’s set naturally, and that, to a degree,
you can shape and model your respondent’s answers deliberately by the form and
language you’re using yourself, if you choose to do so. (Interest in the other person
creates interest in yourself; in the extent to which you use metaphors in your
utterances will influence their use by your respondent; agreeing, nodding the head,
and appropriate eye contact induce your respondent to express his or her material; and
so forth). Your role as an interviewer, whether in a highly structured survey interview
or a non-directive conversation, is never neutral, and the meaning of your respondents
answers is something created by both of you.

Jankowicz (1995: 199)

Having regard to this, the interview was conducted and recorded, with the time-limit

of one hour being upheld.

A new departure here for the author was the use of a Minidisc® dictation recorder
(see Figure 3.5 overleaf), rather than a portable tape recorder (see Figure 3.6
overleaf) that had been used for earlier research projects. This was selected for the
following reasons:

1) Very high quality (digital) recording without the background hiss
inherently present in tape-recorded interviews.

2) Very high quality microphone with variable sensitivity and field width
designed for recording meetings and interviews.

3) Up to five hours recording time per Minidisc®. The actual setting used was
‘double length’ giving approximately two and a half hours recording time
per Minidisc® that provided more than sufficient safety margin in addition
to the interview recording time. This eliminated the problem inherent with
portable tape-recorders of having to halt the interview and turn the tape

around or insert a new tape part-way through an interview.
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Figure 3.5 MiniDisc Recorder, 2004

Around twenty hours recording battery life using just one AA battery,
without the slowing down and gradual loss of recording strength
associated with a tape-recorder, with a recording battery life of one to two
hours using four AA sized batteries; thus no risk of the batteries going flat
part-way through a recording.

No risk of tape jamming, or recording ‘drop-out’ that can occur with a
tape.

The Minidisc® recorder and microphone are extremely small and compact,
thus not as intimidating to an interviewee as a larger tape-recorder might
be.

Variable speed playback, enabling the Minidisc® playback to be slowed
right down (or speeded up) to make deciphering speech easier in difficult
sections. This proved invaluable for transcribing unclear sections of
speech, or when two or more people spoke at once.

Speech enhancement facility on playback, boosting the normal speech
frequency ranges to make speech more audible. This also proved to be a
useful facility where a high ambient background noise level was

encountered.

Figure 3.6 Portable Tape Recorder
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3.3.6 Analysis of the Interviews

Following the transcription of the interviews, each interview was analysed to
determine the key themes, issues and topics identified by the interviewee.

Bryman & Bell’s (2003) advice was followed in that each interview was listened to
before transcription to ascertain whether or not the interviewee yielded sufficient
data to justify the time and effort involved in full transcription. In the case of one
interview its transcription has been deferred as the interviewee too frequently strayed
too far away from the subject of the interview, but notes were made about key issues
identified where relevant to the current topic of research. The interview will be
transcribed at a later date for use in a later part of the research programme where its

contents might prove more useful.

QSR NVivo® software was used to code and identify the themes and topics of the
interviews. In practice this proved to be less easy than at first envisaged, because of
the author’s inexperience with the software, and also because of the difficulty of
transferring NVivo® files between computers (work PC, home PC and laptop).
Additionally an attempt has been made to produce a simplified causal diagram
(based on Miles & Huberman; 1994) for each of the key themes identified in the

interviews using MindManager® mind-mapping software.

3.3.7 Conclusions

The concept of qualitative research, whilst not entirety new to the author, is one in
which the author has had little previous or recent experience, last using some
qualitative analysis for an MSc dissertation in 1983. The author’s MBA research

project in 1993 used entirely quantitative research techniques.

The adopted technique of using unstructured conversational type interviews worked
very well, allowing the interviewees to provide their own thoughts and opinions on
and around the research questions. Questions and prompts were kept to a minimum
in order to avoid influencing the interviewee, and were used either to ask the

interviewee to clarify an issue or to keep the interviewee from straying too far from
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the research topic, although allowing them to do so did also introduce new,
unexpected areas and perspectives on the research topics for discussion or new sub-
themes to be established. The use of a structured interview which would have
restricted the interviewees to a fixed agenda of questions might not have produced
some of the interesting ideas and topics that came forth, unsolicited, from some of
the interviewees. Furthermore the use of a structured interview would possibly have
required the preparation of different question sets allowing for the different
backgrounds of the interviewees, not least with the interviewee from outside the

construction industry.

None of the interviewees were intimidated or fazed by the recording of the
interviews. The discreet nature of a small recording device and small microphone
were helpful in this. The long recording time of the MiniDisc® was helpful in that
interviews did not have to be interrupted to change tapes or batteries whilst
conversation was in progress, thus interviewees were able to continue the flow of
their conversation uninterrupted and without distraction or losing their continuity of
thought. The high quality and features of the Minidisc® recording system were
found to be very advantageous when the recordings were transcribed, the clarity of
recording, and the absence of tape hiss present with tape recorders was a
considerable improvement, although occasionally the clarity of recording of

background noise was not welcomed!.

The principal weakness of the technique adopted was that it was found to be far more
time-consuming than originally expected:
e In establishing contact and arranging interviewees with willing participants in
industry, when both interviewee and interviewer (author) had very limited
windows of opportunity available to meet.

e The time taken to transcribe the interviews was much longer than anticipated.

The one-hour time limit for the interviews was rigidly adhered to prevent over-

running.
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The problem was not with the author’s somewhat limited (slow) speed of typing, but
with the time involved in continuously going back and forth through the interview
recordings to transcribe them. Unlike a tape, a MiniDisc® can only be ‘rewound’ to a
predetermined point known as a ‘track mark” which can be added (or removed) by
the user at any point in the recording without affecting it. It is therefore not easy to
‘rewind’ a Minidisc back over a word or phrase in the interview that is indistinct for
whatever reason. It was however discovered that up to 256 track marks could be
added to any MiniDisc® recording, thus a one hour interview could be divided up
into approximately 15 second sections, although in practice some sections were
much longer, whilst others were much shorter. A tape here has the advantage, with a
little practice, of being able to be easily rewound in very short sections to replay a
single indistinct word or phrase. Thus in practice the playback and transcription of
interviews from Minidisc was found to be much slower than from tape, due to the
technical differences in the way the respective technologies work. The author found
that this was an acceptable ‘price’ to pay as the higher quality of the MiniDisc®’s
digital recording system was higher than that achievable with tape and fewer replays

were required than might have been required with a tape.

The coding structure used was partly pre-established by the author in anticipation of
the interviewees’ likely themes from knowledge of the subject areas and sub-themes,
and by the addition of emergent themes and sub-themes from the interviews as they
occurred. Coding and analysis of the transcripts proved harder than anticipated due
to the author’s lack of experience with the NVivo® software, and the difficulty of
transporting NVivo® files between work and home PCs. After inadvertently deleting
all the coding from an interview transcript whilst trying to correct an incorrectly
allocated code the author reverted to using coloured highlighter pens and printed
copies of the transcripts! However the NVivo® code structure will continue to be
developed, expanded and edited as research work continues. Inevitably some
recoding of work will be required. It is also envisaged that at some stage the original

interviews will be recoded.
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The knowledge and experience gained and lessons learned from these research
methods will be re-employed later in the DBA research project. The author has a
number of new contacts and arrangements in abeyance that will be used in due time
as the interview programme continues and the information gained will be utilised for
the benefit of the final thesis.
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3.4 Research Findings

3.4.1 Introduction

This chapter considers the findings of the interviews and seeks to examine the
attitudes and opinions on the interviewees to establish the envisaged problems of the
construction industry, and to compare them to the problems stated in various industry

and government reports wherever possible.

An initial analysis of the interview revealed that the discussions covered in essence
three principal themes:

e The perceived poor image of the construction industry

e Recruitment into the industry

e Education and training in the construction industry

However it was apparent that these themes could not be, and were not, considered in
isolation from one another as there is a high degree of interdependency amongst

them, to the extent that they can be considered as interlocking themes:

Industry Image

Industry
Education
& Training

Industry
Recruitment

Figure 3.8 Research Findings - The interlocking themes

Whilst each theme clearly has its own unique areas of discussion, many areas of

discussion were found to be interdependent with one or more of the other themes.
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Whilst each of these themes will be addressed separately in this report this
interdependency cannot be disregarded or ignored, particularly in the causal
diagrams that have been produced separately for each theme for reasons of simplicity
and clarity, but are in fact heavily interconnected.

3.4.2 The Public Image of the Construction Industry

The public’s perception of a poor industry image (Howell, 2004A) was identified by
all interviewees as a major determinant in people not wishing to join the construction
industry. Figure 3.9 overleaf shows the perceived causal relationships for poor
industry image identified by the interviewees. Within these were identified four
perceived principal causes that inter-reacted to generate a poor image of the industry;
these being:
e  Poor working conditions including
o Long hours
0 Low pay
0 Job security
e Negative media representation
e Influence of families, friends and relatives

e Industry awareness of schools and colleges.

The last two of the causal relationships identified above are incorporated into the

next section looking at industry recruitment.

The inter-related constituent-cause components of the above are also identified and
shown in Figure 3.9verleaf.
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Figure 3.9: Causal Relations Identified for Poor Public Image

3.4.2.1 Poor Working Conditions

The industry has always had an unenviable reputation for providing poor working
conditions for its employees, especially on construction sites, where around half the
work carried out is done so in the open air subject to the elements, regardless of time

of year, as Interviewee 4 stated:
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“You’ll never make working outside in the middle of January attractive will you... it’s
difficult to do. 1 think we could do some more, our conditions of employment could be
better... and if someone doesn’t want to work outside they won’t go into site

management”

These sentiments were echoed by Interviewee 6A:
“... they have a good idea of what they think it’s like... and it’s not that attractive. They
think of it as being cold and wet, and out on a building site and wearing a hard hat, and
having accidents,... and not very well paid, and who the hell wants to do that when they
can go into banking and finance or whatever it is and earn big money, and be in a

modern comfortable environment.”

It is perhaps surprising that in the many reports reviewed concerning skill shortages
(e.g. CITB, 2004; Egan 2003A, 2003B; LSC 2003, 2004A, 2004B) only one report
makes reference to the move away from blue collar employment towards white collar
employment (CITB; 2004) and it is generally acknowledged that this move into
white collar work is not within the construction industry, but in other service

industries.

Certainly some of the larger contractors are becoming increasingly aware of this
problem and steps are being taken to address the conditions, as Interviewee 6B

observed, referring to their new prestigious offices:
“If you brought a young person into this building and said “This is the head office of a
major construction company” | think they’d be highly surprised, ... and indeed if you
come onto one [of our] major sites... the offices on those sites, all be it that they are
Portacabin cities... they’ll have a reception desk, they’ll have people working in offices
very much as we have here; and alright those people will go from the office onto the
construction site, but... the general public, and | think of it as an influence on young

people, they don’t [see] that side of it, they’re just not seeing that side.”
Similar views were also expressed by Interviewee 2.

This issue was also recognised as a key part of the problem by Rethinking
Construction (2000: 20):
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“For too long the industry has accepted poor standards of welfare and arrangements for
site logistics. Whilst some projects provide a very high standard of site welfare beyond

the legal minima, this is the exception rather than the norm.”

Neither is the business impact of this lost as it is acknowledged that good site

working conditions not only improve productivity, but will, as the report continues:
“help ensure that construction work brings only good publicity and builds public trust

and better respect which will improve the image of the industry” (p.20)

This industry has however, begun to respond to some of the challenges through the
auspices of the Considerate Constructors Scheme, a voluntary code of practice for
the industry that seeks to:
e Minimise noise, dirt and inconvenience sometimes caused in the
neighbourhood.
o Eradicate offensive behaviour and language from construction sites.
e Recognise and reward those contractors who look beyond their statutory
duties in site management, safety and environmental awareness.
(Rethinking Construction: 2002b: 4)

The importance of these issues is again reflected upon by Rethinking Construction
(2002b: 23) that commented:

Some of the best sites have working conditions that exceed those found in many offices,
though these are unfortunately still rare. Legal minima exist yet it is still the case that
even these minimum provisions are not in place. Construction sites remain the shop
window of the industry, and an untidy and shabby building site is a poor advert for the

industry.

Reflecting upon the impact construction sites have on the public image, Interviewee

2 endorsed this view stating:
“[construction sites] can either be a nuisance because they’ve [the public] got to walk
on the road because the pavement’s been cordoned off with hoarding or whatever, or
they can be impressed by the speed the thing goes up, if they’re passing a project
[regularly], the speed it goes up, or they can be unimpressed by the labour that’s on

there, wolf-whistling on the scaffold or whatever.”
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3.4.2.2 Long Hours
A part of this problem is the long hours people are expected to work in construction,

as Interviewee No.2 confirmed:

“1’d be expecting you to do 50 or 60 hours a week. If that’s not what you want, then
don’t do it. It’s still a lot, that is the norm within the industry, or working long hours,
because we all went through the recession where you’re glad to keep your job and all

the rest of it,... and therefore it’s hard to get out of that mindset.”

Smith (2004: 14) notes particularly that dissatisfaction with working long hours is

seen as a deterrent to people entering the industry.

3.4.2.3 Poor pay

The industry has a reputation for low pay being a deterrent to people entering the
industry (Smith, 2004) although there appears to be little evidence to substantiate this
claim. What is apparent, however, is that wages rates, and to some extent salaries,
tend to follow the fortunes of the industry, and the supply and demand in the labour
market. This rise and fall of wages and salaries is well documented, but this
literature has not been generally reviewed, other than occasional incidental

references, as it lies outside the main research area.

Wage and salary rates are currently cited by the interviewees as a negative factor in
recruiting, although none stated that wages and salary levels are a particular incentive
to neither join the industry (not that high) nor leave the industry (not that low) or a
particular company (competitive compared to other companies).

Interviewee 6a stated about wages and salaries paid:
“Nobody... should leave for those reasons. They always say the reason is cash of
course, but it’s never cash... cash is always given as the number one reason because

it’s easy to put, and the fact is they are getting more money because once you go into
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the job market and you find something they’ll always give you more than you’re

on...”

This simply reflects the current labour demand/ shortage; a far cry from ten or twelve
years ago in the height of the recession when industry workers often had to accept
substantial pay cuts just to retain their jobs, or face dismissal with little or no
prospect of imminent re-employment. It should not be forgotten that during the last
recession an estimated 400,000 jobs were lost in the construction industry (see
document 2). Leftly (2003) notes that between 1995 and 2002 the average
construction workers pay rose by 47% to £27,200; whilst noting in the same period
the average directors salary rose by 101% to £427,000.

A survey by Construction Manager (Smith; April 2004: 4) of final year construction

graduates revealed:

Cash, its seems, is not the driving force behind this generation’s job choices. They

want a chance to develop their skills; money, yes; but they also want security.

3.4.24  Job Security

Job security is seen as an important factor, and the economic cycle of ‘boom and
bust’ in the industry have given it a reputation for lacking job security (see document
2 for industry employment levels). There is much anecdotal evidence suggesting that
many of those who lost their jobs in the last recession left the industry, and did not
return, having found employment in other industries whilst many of those who did
retain their employment did so on reduced income and suffered financial hardship as

a result.

The influence that the experiences of parents, friends and relatives can have on a
young person’s educational choice cannot be underestimated (Gordon, 1981). Many
of the workers affected by the last recession are today the parents of offspring who
might otherwise have been considering a career in the construction industry, or have

friends, family and relatives who were employed in the construction industry and
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suffered in the recession. These potential entrants to the industry are hardly likely to
be presented with a positive image of the industry, or positive role models that would
have otherwise encouraged them to enter the industry.

As Interviewee 6B commented:

“l think it’s a little of the history... The industry went through a very, very severe
recession in the nineties, and it hit industry really, really hard. Probably up to the
mid-nineties we were able to attract and induct [into] the industry good quality
graduates,... top quality graduates with As and Bs in their A levels and it just seems

[that now] those people are not being attracted into the industry.”

With an estimate of more than 1 in 14 of the adult working population in the UK
being employed in the construction industry in one form or another (CITB; 2004) the
influence and impact on young who might otherwise have contemplated a career in

the construction industry is very high.

3.4.3.5 Media Representation of the Industry
Interviewee 6B expressed concern that the industry was not projecting the right sort

of image to the public through the media and as Interviewee 6A explained:

“Unfortunately we get linked to the ‘cowboy’ builders, who put tarmac on your drive
and make a mess of it, and then they talk about [cowboy builders] and [ourselves] and
they think that it’s all the same... you know in terms of media portrayal it does damage
our image, with all of these things on the TV and what have you... how do you

counteract it? You can’t stop it can you?”

Much of the adverse publicity that the industry receives is directed against the
‘cowboys’, rogues and tricksters that masquerade as builders that regularly feature in
TV series such as “Builders form Hell’ (ITV), ‘Rogue Traders’ (BBC), ‘Watchdog’
(BBC) and many other similar programmes as well as local, regional and national
press. As Smit (2004) points out, many of these TV programmes are screened during
peak viewing times, attracting massive viewing figures. They are also cheap and easy
to make. In defence of the criticism, the house-building sector, a regular
‘contributor’ to these programmes, complained that they felt that they were being

unfairly singled out because they were easy targets, but independent surveys had
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found that many of the complaints featured were fully justified and that house-
building was suffering from an increasing number of defects and customer
dissatisfaction. The house-building sector has always been regarded as the poor-
relation in the industry and regarded as having the lowest levels of skills base,

poorest management, and an over-emphasis on profit margins.

In the press, articles invariably concentrate on either the issues above, health and
safety in terms of reporting of accidents and injuries, and site conditions; as Howell

(2004:B) states, lamenting the poor health and safety record of the industry:

“Apart from the personal tragedies involved, and the cost to the country, this is not a
good advertisement for persuading talented young people to opt for a career in the

construction industry.”

Such high profile articles in a national Sunday newspaper, part of a regular series
invariably berating the industry, do nothing to promote the image of the industry, and
can have a very negative effect on recruitment, as such articles are read by families,
friends and relatives of those who might have considered the construction industry as

a career.

Interviewee 1 stated that the only positive image of the industry presented on the TV
was ‘Bob the Builder’ aimed at infant audiences, and certainly not on during prime
time peak viewing hours. Not withstanding a certain ‘cult’ status that this
programme is alleged to have achieved with some adult audiences one can only
wonder if these infant viewers of ‘Bob the Builder’ will grow up with a positive role

model image of the industry and want to join the industry in their adult life.

The industry’s lack of positive role models was also raised by Interviewee 5 who
cited the great icons of the construction industry of yesteryear, such as Brunel,
Telford, Wren, Jones, who are virtually household names today, but who is known in
the industry today apart from Lord Rogers? What is needed, according to

Interviewee 5, is a Richard Branson of the construction industry.
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3.4.3 Industry Recruitment

Recruitment was identified as a key theme by all interviewees, and is currently a
preoccupation with both industry (e.g. CITB, 2000, 2001, 2004) and education
(Wilkie and Giddings, 2003; Coulter, 2003), whilst the government is concerned
about the inadequacy of the skill levels of potential recruits, and how to make them
recruitable for the industry. An analysis of the interviews produced the causal map

below in Figure 3.10 below:

Figure 3.10: Causal Relationships Identified for Poor Recruitment

page 3.42




A.G. Hurst Document 3 Qualitative Research Project

The interview discussions identified five principal sources for the recruitment of
entrants into the construction industry:

e school leavers

e college leavers

e university graduates

e university post-graduates

e mature ‘converts’

Only the first three of the above are discussed in this section as there was insufficient

discussion of the latter to warrant inclusion at this stage.

Figure 3.11 below shows the perceived recruitment routes for people into the

industry, identified by the interviewees:
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Figure 3.11: Identified Entry Routes into the Construction Industry
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One of the problems encountered in the discussions was defining what the

interviewee meant by ‘school and college leavers’ due to the overlap of schools,

sixth form colleges and further education colleges, and to some extent universities.

The diagram overleaf, Figure 3.12, attempts to clarify the terminology used in

relation to various educational levels.

A comparative table of sub-degree level

qualifications is given in appendix 3.8.3, and an accompanying overview of the

major qualification types available in the United Kingdom is given in appendix 3.8.4.

-1 School Sixth

Form
College

Further
Education
College

GCSE
GNVQ 1
App.GCSE

A level
GNVQ
VCE

University

NVQ
BTEC
HNC/HND
FD

BSc/BA
etc

MSc/MA/
MBA
etc

Figure 3.12 Comparison of Institution and Educational Qualification Levels

3431

School and College Leavers.

The approach to school leavers was markedly different between the larger

national/international contractor and the national/regional contractors.

Health and

Safety legislation does not permit anyone under the age of eighteen to work
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unsupervised on a construction site [S1.1999 No0.3242]. This was clearly an aspect of
concern for Interviewee 2, and was further seen as a barrier to recruitment and
employment of school leavers under the age of eighteen who wanted to consider a
career in the construction industry, and particularly prevented taking on students
from schools wanting to gain work experience. When asked about employment of

school leavers Interviewee 2 replied:

“We tend not [to]... actually it’s an issue on one of our projects. We took on someone
who was seventeen and because we can’t legally put them out on site they’re stuck on
site in the office all the time and they can only go out on site when they’re chaperoned

with somebody else.”

As a result of this it appears that they want to employ only those who are aged
eighteen and over, thus closing the door on the sixteen to eighteen year old entrants.
This question of young apprentices did not arise as all trade/craft work is
subcontracted out. The fact that they are ultimately responsible for the health, safety
and welfare of all employees on site, whether sub-contract or not (S1.1999 No.3242),
seemed to have escaped Interviewee 2. The issue of employing under-eighteens also
arose with the two national/regional contractors who were quite willing to take on
young people as apprentices and trainees despite having recognised not only the
problems of employing under eighteens, but in educating and training them as well:

“we do have young people who have started with us [at] seventeen...it is difficult in
this industry because you can start a young person off on a course [in] one locality and
then suddenly realise your business and the project they are working on is finished and

they’ve got to move somewhere else in the country.”

Whilst Interviewee 4 reported rather a different perspective on the issue of recruiting
school leavers as apprentices:

“... they have a hell of job getting decent quality people who want to do it, and who
will stay the course, so sometimes at sixteen they want to do it, but by the time they get
to seventeen and a half, eighteen, they’ve discovered the world and its interests, and

girls, and all the rest of it, and they fall out of it.”

Interviewee 4 was further convinced that a part of the problem was exacerbated by

the government’s policy of a target of 50% of all school leavers going to university,
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thus substantially diminishing the potential labour pool for trade and craft

apprenticeships and other school leaver entry routes.

3.4.3.2 Graduates

But how does this affect recruitment for construction management; if more school
leavers are going onto university then are there not more construction graduates
available for management positions? Interviewee.4 suggested that this was not the
case. The traditional route into construction management was not by the full-time
university course route, but by HNC, HND or building degree, frequently part-time,
at further education colleges (formerly technical colleges) or what are now known as
the ‘new’ universities (former polytechnics). The number of students engaged on
construction courses (building, as opposed to architecture and civil engineering)
prior to 1985 was so few that the subject was not listed by UCCA, the number being
consolidated into ‘other professional/vocation’ courses for the subject area, which

intriguingly included subjects such as hotel management!

Polytechnics and technical colleges were the traditional educational entry routes for
many vocations (Pratt: 1997) including construction management and building.

More traditionally in construction, vocational education was achieved by working
one’s way up ‘off the tools’ through a move into site supervision, and then taking
day-release courses, night school courses, or correspondence courses to gain

academic and professional qualifications for entry into construction management.

These traditional entry routes are still held in high esteem by the industry, as

Interviewee 4 commented:
“I’ve heard senior management saying that what they really like is to have good A level
students coming in, who then do a part-time degree whilst they’re working, because
they’re making a commitment to the industry. We call them our industrial diamonds,
because they are bright, they’re clever enough [having] done A levels. They can learn
the things they need to learn whilst they’re in the business, also they absorb the culture
of your business so you bring them up in your own way... and that for preference is

where a lot of our senior managers would like to get our managers of tomorrow.”
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This might clearly seem like a case of managers in their own image, the ‘like me’

syndrome.

There have been many complaints in recent years about graduate output from
universities not meeting the needs of industry (e.g. SSDA, 2004). The construction
industry is no exception to this, and in response to this the CIOB has established a
Presidential Commission to try to identify if the complaints are justified, and if so,
what needs to be done to bring the universities and industry into alignment. The
Presidential Commission is due to report in late 2004 or early 2005. Like most
professional institutions the CIOB publishes an Educational Framework (CIOB,
2003) for various grades of membership setting out the skills and knowledge
expected of students and members at the various levels. This Educational
Framework is established by the CIOB in conjunction with industry and academia,
and educational bodies wishing to have its courses accredited by the CIOB must

meet the criteria of the Educational Framework.

The five construction company interviewees expressed satisfaction with the skills
and abilities of the students they had recruited, regardless of the educational

establishment from which they had been recruited.

As Interviewee 4 stated, referring to graduate attitude
“The graduates that really succeed are the ones who don’t know it all and are prepared
to learn...”

and continued, of the complainants,
“they must know something, they’ve got a degree. They’re expecting what you can
never get at that level. Maybe [they] want to be looking somewhere else — and if [they]
are getting people in consistently from a certain institution, who are not always meeting
[their] need then maybe [they] need to go and talk to [the institution], stop using them
and go somewhere else instead.”

Interviewee 6B also expressed concern that too much was often expected of
graduates and that they needed to be managed and nurtured like any other new

person in an organisation. Too often they were expected to know everything and
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have the same knowledge and experience of someone who has been in the business
for 30 years, consequently expectations of new graduates were too high. Evidence of
this attitude was presented at the Skills Convention 2003 (SSDA, 2004) where it was
noted that many employers had demanded that schools leavers and graduates should
be delivered ‘oven ready’ (sic) complete with work experience, clearly with the
expectation that they should be taught everything they will ever need to know, and
have sufficient experience to be able to walk straight into a job and function
competently without any further instruction. This demand was tempered a little by
the acknowledgement that employers must work with schools, colleges and

universities to make work opportunities available to students.

3.4.3.3 Awareness of the Industry
One of the problems identified by industry was the lack of a co-ordinated and
coherent approach from industry, the training organisations and the professional

institutions to promote the industry and its opportunities to potential recruits.
“| think a lot of work needs to be done within the industry [and] also outside,... with
the help of schools, and the government, and colleges to try and promote
[construction]... What we haven’t managed to sell to the public at large, and to young
people coming through, is how exciting it is and how tremendously rewarding and
fulfilling it is to put up one of these” (referring to building) “and to see the end

result,... to have been part of that team, absolutely tremendous, and really interesting

work” Interviewee 6B.

Similar sentiments were echoed by Interviewee 3, and Interviewee 4 who was
especially aware of the importance of getting into schools and promoting awareness
and generating interest in the industry.

Interviewee 6B was very clear about this issue:
“| think the industry has missed the trick. At one time, through the CITB,... there was

a very proactive education arm that was right across the U.K...Their whole purpose
was to go out into the schools and educate young people about the industry... There is
a little bit of that still in evidence, nothing like enough.”
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The interviewee continued to explain that he had done some recruitment and

promotion work in schools over the last few years, but lamentably noted:

“... quite honestly one of the last options sixth formers seem to be thinking about is going

into construction.”

This both Interviewees 6A and 6B put down to a lack of awareness, and a lack of
understanding of the construction industry, and as Interviewee 6B continued:

“... that other industries are getting there before us. Of those who had an awareness, they
often had a poor image of the industry, and ignorance of about what it was actually like, but

held that it was an unattractive industry.”

3.4.3.4 The Professional Institutes

In drawing comparisons between the UK construction industry and its European
counterparts Winch (1996) highlights the division and specialisation within the UK
industry caused by the professional institutions and the powers they yield over the
construction process, not all of which are beneficial to the construction client, or
indeed the construction industry, as they often result in the industry not operating in
the most efficient and effective manner. Whitley (1999: 104) observes that the
professions

... tend to concentrate on monopolising particular work jurisdictions... Competition
between these occupational groups for control over problem-solving tasks encourages a
rather narrow identification of particular skills with particular jobs and roles within the
groups seek to maintain their distinctive social identity and privileged position in the
labour market. The high degree of specialism in the British construction industry stems

from the competition between occupational associations.

Interviewee 4 commented
“| think that probably the CIOB and RICS could do a lot more than just sitting on their

laurels and saying “well we’re a professional body and if you want to join us you’ll

have to do that...” “

The disunited front that the professions present of the industry by sometimes openly
competing against one another (Winch: 1996) was also highlighted by Interviewee 5
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who cited, by way of example, the Countryside Alliance as a group of disparate
bodies and peoples who had come together under a common cause to tackle a
problem they believed to be a common concern or threat to them all in various ways.
Interviewee 5 then questioned why could not the various bodies that constitute the
construction industry, contractors, professions, major suppliers, and even major
clients, set aside their differences and get together to promote the industry as a
whole? A part of the answer lays with attitudes in the industry, expressed by
Interviewee 4 that contractors, due to their low profit margins, were not prepared to
finance activities that would not benefit them immediately, .i.e. they were not
prepared to commit themselves to long term strategic initiatives requiring

investment.

3.4.4 Education, Training and Development

The third of the principal themes identified was that of education, training and
development in the construction industry. This theme fell into two sections, that
concerned with education, training and development for the crafts and trades, and
that concerned with the education, training and development of construction
managers. It is this latter part of the theme that is explored here, with particular
reference to improving the standards of management in construction companies,

which is often regarded as poor.

The causal themes identified that lead to poor standards of management are shown in
Figure 3.13 overleaf.
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Figure 3.13: Casual Relationships Identified for Poor Management

3.4.4.1 Government Concerns

A key concern of Government, also a major client for the construction industry, is
the poor standards of management and skill in many companies, and the low level of
education and training of those managers. The construction industry is not alone in
this problem as it is a problem of many UK industries when compared against our

European neighbours and international competitors.

Handy et al’s 1987 study commission by the MSC, NEDC and BIM revealed that, of
top managers with degrees, the UK had the lowest number out of the major

industrialised nations:
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USA 85%
Japan 85%
France 65%
West Germany 62%
UK 24%

(Source: Handy et al; 1987:2)

For the UK in general they found that:

e  Only 21% of all managers appear to have degrees or professional qualifications of
any sort (including HND) although the record is better for top managers.
e 36% of middle managers in one survey had had no management training since
starting work.
Handy et al (1987: 10)

It might therefore be considered that the probable qualification levels amongst
construction managers was very low, due to both the culture of the industry and the

very low numbers of degree courses prior to this report.

At the same time as Handy et al’s (1987) study was being undertaken Constable and
McCormick (1987) were carrying out a similar study on behalf of the CBI and BIM.
They found that each year some 90,000 people entered management roles, with the
great majority of these having had no formal management education and training,

and that the majority of managers were receiving no formal training.

Duke et al (1987), in a constituent report [the Mangham Working Party Report] to
the Constable and McCormick report, state that in 1985, 56% of UK companies
undertook no formal management training whatsoever. Whilst they acknowledged

that ‘on-the-job’ experience has a value, Duke et al (1987: 12) state
Twenty years ‘experience’ is not to be sneezed at unless, as may often be the case,
that is one bad year repeated nineteen times. Such experience may well occasion a

barrage of sneezing.
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It is perhaps interesting to note that the CMI has just announced (April 2004) that
almost twenty years on from Handy et al’s and Constable and McCormick’s original
reports a new study is being commissioned. After twenty years do these situations
and approaches still exist within the construction industry, or have the many

recommendations of these reports found their way into the construction industry?

3.4.4.2 Industry Concerns

The CITB report (2004) notes that only 46% of construction employers provided any
form of training, with only 78% of these companies having a senior manager with
responsibility for training. Of the 46% who do provide any form of training 18%
consisted of off-the-job training of which only 56% would lead to any form of
qualification. Furthermore, of those who did provide ‘off-the-job’ training 89% of it
constituted Health and Safety training for which, in many instances, there is a
mandatory requirement. Thus the actual amount of management training and
development would still appear to be only a tiny fraction of any training in industry.
The CITB further report that they found that 65% of construction companies had a
business plan, whilst only 25% had any form of human resources plan, with only
12% having staff with some form of responsibility for training staff or any form of

training facilities.

Interviewee 6A, with a background originally in the financial services industry,
observed:

“[financial services] was decades ahead in terms of training and management,... and it

is interesting to see some of the things just coming through now into construction.”

continuing that it was only two and a half years earlier that they had recognised the
need for management training in the organisation. Interviewee 6B disagreed

commenting:
“major contractors have always been interested in management training... but one of
the things that has tended to inhibit management training is the Construction Industry
Training Board because in the early nineties when this business was trying to drive
management training and get funding for it... the CITB just didn’t recognise
management training was necessary because they, and it is a big criticism of them, were

funding [only] craft training”
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In an industry where profit margins are low, Interviewee 6B continued to explain that
many companies could not afford the cost of management training and looked for
funding from external sources, principally the CITB.

Drawing on both Interviewee 6B’s comments and the author’s own industry
experience there was, and possibly still is, a great deal of resentment over the
imposition of statutory training levies on the industry by government to finance the
training boards and industry training, the levy being largely regarded as simply
another form of taxation with little or nothing to be had from it in return. The
training levy is currently raised and collected under section 11(1) of the Industry
Training Act 1982, but has been in existence since 1975. The amount of the levy is
determined annually by the Industry Training Levy (Construction Board) order,
currently S1.2004 No. 368, although the levy was originally created under different
legislation in 1964 (Winch, 1998)

Interviewee 4 regarded the CITB as a body for craft and trade training, and not as a
body for management education and training. Winch (1998) similarly regards the
CITB as having a principal function of craft and trade training through

apprenticeships.

3.4.4.3 Professional Qualifications

Interviewee 4 further considered that management education and training was, in
many ways, impeded by the professional bodies, singling out the RICS for particular
criticism as being somewhat inflexible in its attitudes and approaches, a sentiment
shared by Interviewee 6B about the ICE. Both institutions, it was felt, had a very
narrow focus on qualifications and eligibility for membership. Both interviewees
commented on the CIOB having a much broader and more flexible approach, but that
it lacked the ‘professional standing’ of the other industry institutions: although
formed 170 years ago was only granted its chartered status in 1980. A comparison of
the principal professional institutions of the construction industry is shown in Table

3.4 overleaf.
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Table 3.4: Principal Professional Institutions of the Construction Industry

Source: Respective Institutions

ICE RIBA RICS IStructE CiOB

Founded 1818 1834 1868 1908 1834

Charter Granted 1828 1837 1881 1934 1980
Current Membership | 70,000 30,000 110,000 22,000 40,000

None of the interviewees in the construction companies felt that there was a real need
for professional qualifications in construction, although it looked good on CVs and in
tender presentations. Interviewee 1 confirmed that they always asked contractors to
submit details of proposed staff, together with their CVs, but paid no heed
Their
overwhelming concern was simply that of the tender price and the only check that

whatsoever to either the qualifications or experience that the staff had.

was carried out was that of the contractor’s ability, in terms of the financial size of
the project relative to the contractor’s turnover, i.e. the financial risk involved with

the contractor.

Incongruously at the same time as the contractors stated that they didn’t recognise a
need for professional qualifications in themselves they recognised the need for
professional qualifications in other areas as mark of skill and competence in a
profession, such as accountants who were required to sign off company accounts. If
they recognise the need and value of professional qualifications in other professions
then why not their own? Interviewee 2 did recognise some need and value in

professional qualifications stating:

“It’s like OK I’m qualified, most of the people here are fairly well qualified, [but] how
much more than my MCIOB do | need? What does it value? Is it going to look that

much better on my CV? — | don’t think so — it doesn’t help me do my job.”

Interviewee 1’s employers did recognise the need for professional qualifications and
actively encouraged its staff to gain professional qualifications:

“Because they are measured on the number of chartered surveyors they employ against

our competitors so they encourage every graduate to do RICS [qualifications]”
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further stating that without the RICS qualification employees could not reach a
senior position in the company, that other construction industry professional
qualifications were not accepted or recognised, and the company would not sponsor
any employee to study for qualifications other than those of the RICS. This was
qualified, however, by the interviewee as referring to the core business area: in
‘support’ areas, such as L.T. and accounting, other qualifications were deemed
appropriate and acceptable. The comments were also further tempered by an
admission that the company was starting to ‘re-brand’ itself as ‘Project Managers’
rather than ‘Chartered Surveyors’ and that there was beginning to be a move towards

recognition of the APM as it was regarded as being more progressive that the RICS.

Interviewee 6A, having already acknowledged a previous lack of management
training in the company admitted that they had realised that this couldn’t continue

and that they were now focussing on how they could enable their managers

“...to develop their leadership skills and actually start adding strategic value to what
they’re doing in day to day business.”

However, in order to do this it was acknowledged that a cultural change was required
because:

“...managers themselves have got to where they are by being good technicians, which

they enjoy, which they excel at, and which they like to spend their time doing”
but now they were

“... trying to help them understand that actually now your job is to get the technicians

to out-perform and to deliver excellence, which is a different set of skills.”
This changing role of management and the need for new management skills is also
highlighted by Bevan, Toye and Frost (1995).

3.4.4.4 Industry Focus

Interviewee 6B acknowledged that the industry had tended to focus on technical
skills rather than management skills, yet noted that they did not undertake the
physical building work, that they subcontracted out, but provided the people to
manage the process, which quite often required ‘soft” management skills rather than

‘hard’ technical skills. A study by Hurst (1993) revealed that a very strong task
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orientation existed within construction companies in both their organisation and

culture.

It was confirmed by Interviewee 6A that they now sponsored staff on CMS, DMS
and MBA courses, as well as running a wide variety of in-house training courses. In
order to facilitate this they had established their own learning centre equipped with
training rooms, a computer room and an extensive library all supported by a full-time
learning support officer. The library was a source of a wide range of managerial
training materials as well as books, documents, videos and technical literature. In so
doing the company had been able to establish itself as a LearnDirect centre for its
employees. Interviewee 2 noted that the costs of such facilities were often difficult
to justify in accountancy terms as the benefit may not be immediate and may be hard

to quantify and value. Keep, Mayhew and Corney (2002) found likewise.

In order to meet their external and higher level needs they had also set up sponsored
closed post-graduate degree courses with two universities. These, it was claimed,
were highly successful as by fully sponsoring the courses they had been able to have
a direct input into the course content and had been able to influence, to a limited
extent, what was taught on the programmes, with some staff giving lectures on the
course as practitioners alongside academics from the universities. The importance

and value of such arrangements is recognised and encouraged by the DTI (1990).

Interviewee 1’s company tended to sponsor students on undergraduate courses, but
they did not, at that time, have a sponsored post-graduate programme. Another
group of major contractors has also set up a consortium sponsoring a part-time post-
graduate course to meet their specific needs. The author has approached two of the
companies in this group and requested interviews, but has not yet received any
replies, although earlier informal discussions with the training manager of one of the
consortium members indicated a high degree of satisfaction with the arrangements
and outcomes of the course. Similarly Interviewee 5, who is not in the construction
industry, described how they too had set up a consortium with their principal

subcontractors and sponsored a specialist post-graduate course to meet the specific
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needs of the types of the projects on which they work. This course has been so
successful the consortium now franchises it to their sister and parent companies in
the USA where it is run in conjunction with two American universities, one on the

east coast and one on the west coast.

In the construction companies the number of people going through the specialist
programmes is only a small percentage of the companies’ employees (CITB, 2003).
What provision and facilities were available for more ‘routine’ training and
development? All of the construction companies reported a general lack of interest
in training and development by their employees. Where, for example, a training
need had been identified in an employee appraisal, as Interviewee 6B explained,
employees invariably expected the training to be arranged and provided for them,
and for them to be “sent’” on a course. It was noted that in almost all cases employees
had yet to take ownership of their own training and development, and generally the
commitment to completing any course provided was low. Interviewee 2 identified
one of the barriers to training and development in that company as a problem with

the company culture:
“... what they [the barriers] are is guilt and apathy. One is the guilt side of people —
they feel guilty if they’ve come away from their day-job, their desk, or the site or the
project to learn and study. [They] think “I should be at work, | should be back there
doing it” ... feeling as if “I’m not doing my job if I’m spending an hour learning a new
skill”, even though that new skill might help them do their job twice as quick. And

then apathy is like I couldn’t give £5 notes away”

referring to the little or no response often received to advertised in-company courses.
Interviewees 4 and 6B had also reported similar problems with a lack of ownership
by staff for their own training and development although they did note that this
culture was just beginning to change, with sometimes the largest changes occurring
in the least expected places, in particular the older ‘dyed in the wool” ‘long in the
tooth’ site managers with a trade background and few, if any, formal qualifications.
An example was cited by Interviewee 6A of such a site manger who, having been
through a series of management training courses, had changed from being resistant to

any form of training and change, to someone for whom a whole new ‘world of

page 3.58



A.G. Hurst Document 3 Qualitative Research Project

wonders’ had been opened, who had developed a real thirst for knowledge and had

become transformed in the process.

In contrast to the general attitude amongst the construction companies Interviewee 5
reported a very different culture and approach to training and development. Here
going on a training course was seen as an opportunity for development and
improvement, an opportunity to gain new skills and expertise, thus enhancing one’s
standing, not an inconvenience and encumbrance from having to be away from the
project. Here the ability to do one’s job better, through being more skilful and more
knowledgeable was recognised and places on training courses were eagerly sought

after.

Interviewee 4 pointed out that one unexpected benefit of the management training
they had started to introduce was that communication amongst its managers had

started to improve:

“When you bring people together to do training programmes and that kind of thing
they’ll be talking to each other... a lot of people [hadn’t] realised the wealth of
experience that might be out there, but gradually we’re getting through, senior
managers meeting more often, with each other, commercial guts coming together,... so

it’s getting to be more of a thing that you will ask each other for their input.”

A key facilitator in this process, identified by Interviewee 4, similarly by the other
construction employees, has been the introduction of computer-based communication
systems, e-mail and the internet, within the companies and network links onto the
construction sites. Although the use of the systems on construction sites is a
relatively new innovation, the benefits are being immediately recognised. Staff in all
companies had access to e-mail and internet and now had access to colleagues, both
known and unknown, and could easily seek help and advice.

Interviewee 2 cited an example of a request for information about a technical
problem on one project in the UK receiving advice and information from someone on
one of their projects in Australia who had encountered and overcome a similar

problem. This degree of communication and co-operation would have been
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impossible until very recently, and its benefits and impact have still to be fully
realised. The construction interviewees noted that this type of facility together with
internet access, where information could readily be sought on almost any topic or
problem, was beginning to develop a more open culture in their companies