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1 The quest 
“Bellator in medio” (lat. The warrior at center stage) 

 

We are on a mission. Our quest will be revealed in this first chapter as we enter the 

intriguing fields of linking human capital to business performance. In the daunting 

discussion of the manager’s ability to lead his or her forces, we will focus on areas 

where managing people become crucial to the company’s survival. It is a danger zone 

out there and hopefully our quest in this master’s thesis will give yet another item in 

the weaponry of techniques on how the HR function can endorse management 

development to suit the needs of the business. Welcome to join the battle! 

 

1.1 Background 

We are living in a time when the importance of intangible assets like human capital 

outmaneuvers the former means of creating market growth and achieving business 

goals. (Becker, Huselid & Ulrich, 2001) These former means such as technology, 

processes and information technology solutions can all be copied and will not fulfill 

Gratton’s (2000) criteria of sustainable competitive advantage, which emerge when a 

resource is: 

 

• Rare - not all competitors have it 

• Valuable - that it impacts on outcome and performance 

• Hard to imitate - it cannot be easily copied or substituted by competitors  
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According to Gratton (2000) it is only people who in this decade can sustain the 

competitive advantage of a company. This is because people potentially have the 

ability to create rarity, value and inimitability. In the last century financial capital 

brought advantage since it was relatively scarce, and later technology took its place. 

Today, financial capital is no longer scarce and technology can be easily imitated. 

These resources continue to render advantage, but they are no longer capable of 

sustaining it. This perspective on people is explained in the simple causal model 

shown in figure 1-1. 

 

 

 

 

 

 

 

 

In her research, Gratton (2000) has found that high-performance companies are 

created by focusing on a number of business goals, which are translated into an 

appropriate context. It is in this people context different technology can be found, all 

paid for by financiers, and where people work. Employees behave in a way, 

influenced by the organization and the environment, which meets the business goals 

and this impacts on company performance and finally financial performance. 

(Gratton, 2000) Ultimately, any organization is defined and differentiated by the way 

its staff acts. When the staff gets it right, the result is a real and sustainable 

competitive advantage in the marketplace. When they get it wrong, the losses are 

incalculable. (Hogg, 2002) 

 
Business 
goals 

 
People 
context 
 

Individual 
behavior 
and 
attitudes 

 
Firm 
performance 

 
Financial 
performance 

Figure 1-1: The link between individual behavior and financial performance 

(Source: Gratton, 2000) 
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So how do you ensure that the staff gets it right? The focus on people and their 

behavior is not enough to create a sustainable competitive advantage, according to 

Barney (1998). He sets up a fourth criterion; that the rare, valuable and inimitable 

resource has to be organized so the firm can exploit it. To organize the human capital 

within a company has traditionally been an assignment for the HR1 function (Sparrow 

& Marchington, 1998). The same authors continue by saying that effectiveness of the 

HR function depends on level of integration with other strategic activities within the 

organization such as business strategy and management development. 

 

Traditionally the HR function has had a low level of integration and has had only 

different internal processes and effective administration systems such as pay-roll 

issues on the agenda. Also, the HR professionals have often been accused by the 

business of spending time on activities not contributing to overall business objectives. 

(Ulrich, 1997)  In recent years, new developments in information technology have 

been one of the major driving forces, among others, to challenge traditional 

definitions of what HR work should consist of. A lot of administration jobs and 

routine tasks can be managed by the employee him- or herself, through different 

information technology solutions. This technological breakthrough has helped HR 

directors to restructure traditional HR departments. (Hogg, 2001)  

 

In 1998, PA Consulting Group performed a survey with CEOs, Finance and HR 

directors called Unlocking the real value of HR which revealed the need of a 

fundamental shift in capabilities and mindset in the HR function. World-class HR 
                                        
1 Today it is of common use to label issues concerning the personnel with Human Resources to 

stress that the staff is a resource. In our research we will use the term HR synonymously with issues 

concerning the personnel. 
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organizations need to develop a clear distinction in approach between activities 

developing the business and those dealing with the administration and maintenance of 

the business. According to Hussey (1996) the HR function needs to be more business 

driven and establish a balance between short-term, urgent, day-to-day activities and 

long-term, not so urgent but nonetheless of critical importance, strategic activities.  

 

In 2002 another survey was conducted, this time in Sweden by Cap Gemini Ernst & 

Young, among 20 HR director in large and medium-sized companies. The results of 

this survey brought new knowledge about the situation in the Swedish industries as all 

of the respondents emphasized their wish for and their companies’ need for the HR 

function to become a strategic business partner. Ulrich (1997) defines this idea that 

most issues concerning HR have two sides – one strategic and one more 

administrative. The strategic HR issues are about influencing and developing the 

organization and the personnel according to the business’ vision and strategy, with the 

purpose of enforcing the business results. The more administrative issues are about 

handling the daily routines in the most cost-efficient way.  

 

Beardwell and Holden (1997) argue that these HR issues, however defined, concern 

the management of the employer-employee relationship and it is practiced in 

organizations by managers. Even Ulrich (1997) states that line managers are 

responsible for implementing the HR practices and according to Gratton (2000), line 

managers have ultimate responsibility for both the financial performance and the 

people context i.e. the integration of people with business goals and strategies. The 

discussion about the manager’s responsibility and being a practitioner of HR 

highlights one issue that calls for attention when the HR function wants to become a 
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strategic business partner, and it has to be handled both efficiently (administratively) 

and strategically; management development2.  

 

1.2 Problem discussion 

As part of an overall HR strategy, management development is identified by many 

organizations as a key ingredient to sustain the competitive advantage. However, if 

management development is to be effective it must link to, and support, the 

organization’s business strategy thus working closely with the HR professionals as 

business partners is imperative. Those responsible for management development may 

then respond to the question: why develop this manager? (Storey, 2001)  

 

Although quite simple, the question above implicates a common theoretical view of 

HR and the reasons behind management development, but according to Prahalad:  

 

“HR had never identified a coherent theory base from which to operate. In 

the absence of a good theory base, the field wanders without focus or 

direction.”  

Prahalad 1997, p. 19 

 

He continues:  

 

                                        
2 We define management development as covering all aspects concerning development of managers 

on all levels in a company and being an issue for the HR function to handle, unless anything else is 

stated.  
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“One reason HR has not become as pivotal to business as it should be is that 

HR often lacks theory. Theory explains why things happen.”  

Prahalad 1997b, p. 237 

 

So without the fundamental theory base that can render generalization of empirical 

data and help predicting the outcome of events, we find the management development 

as an HR issue even more intriguing. Prior to be able to look at the outcome, the 

reasons behind must be established. So what are the underlying influences of 

developing managers?  

 

According to Beardwell and Holden (1997), organizations can influence future 

management development since it is essentially a philosophy of management control 

over employees portrayed in management strategies, policies and behavior. The 

authors continue by stating that management acts as a channel through which HR is 

practiced. Senior managers influence HR strategies and policies while middle and 

junior managers translate and operationalize these strategies and policies into people 

management. It is their actual behavior and set of values that gives meaning to what 

people experience as HR. (Legge, 1995) As a consequence organizations can 

theoretically benefit from and align management development to suit its ambitions 

and business goals. In accordance to the overall HR strategy, we wonder how 

management development actually is evolving to suit the needs of the business? 

 

All this is very exciting but without the context it all falls down. Furthermost, all 

organizations are to some extent business driven and in different environments the 

development of new leaders have different importance (Rappaport, 1998). So where 

should we search for ambitious businesses with management development programs 
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crucial to the organization’s survival? First, we find that an organization with highly 

skilled personnel and large R&D departments stresses the importance of leadership 

that can handle and develop both specialist knowledge and a demanding workforce. 

(de Wit & Meyer, 1998) Second, in a business characterized by high-value mergers 

and acquisitions the ever-changing company cultures demand managers that can bring 

stability and align different multiethnic workers, otherwise the business results will 

decrease over time. (Hussey, 1996) Third, even in a high-tech industry with large 

capital assets there will be routine tasks performed by over-qualifie d personnel. Once 

more, the managers’ ability to motivate and take interest in the workforce will affect 

the financial performance of the organization. (de Wit & Meyer, 1998) These three 

criteria mentioned will be in focus when we search for an industry where we can 

conduct the research. But first we need to establish our course of action.  

 

1.3 Purpose 

From our problem discussion we have distinguished two questions that will give us 

the course of action for our research in order to help us meet the purpose. 

 

- What are the underlying influences of developing managers?  

 

- In accordance to the overall HR strategy, how is the management development 

evolving to suit the needs of the business?  

 

This brings it all to an end with our purpose. By looking at management development 

from a business driven perspective, the purpose of this thesis is to investigate how the 

HR function endorses management development to suit the needs of the business.  
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1.4 Disposition 

In order to give the reader a glimpse of what is to come, we here present the chapters 

and their content. 

 

Chapter one, The quest, introduces the reader to the subject treated in this master’s 

thesis and its purpose.  

 

In chapter two, The battlefield of choice, we present the industry where we have 

conducted our research. We also give a short presentation of the companies as well as 

the interviewees at each company.  

 

In Chapter three, Moral rearmament, we account for our scientific outlook and how it 

has influenced us during the writing of this master’s thesis.  

 

Chapter four, Operational strategies, then continues with explaining how we 

conducted our research practically speaking. We also discuss the validity and 

reliability of the master’s thesis as well as the possibility of generalization.  

 

In chapter five, Theoretical weaponry,  the authors and theories in management 

development and HR are brought into play when we outline the purpose and focus of 

management development, dichotomies in management development and the 

influences from the HR function.  

 

In chapter six, Operation: Intelligence gathering,  we let our interviewees make their 

opinions heard concerning management development. The disposition of this chapter 

varies slightly from the previous one since this is the order it was presented to us by 
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the respondents. We here start with how the HR function is perceived, and then the 

focus of management development. The chapter is brought to an end with 

dichotomies in management development. 

 

Chapter seven, The duel, combines the last two chapters and we analyze the empirical 

findings and bring the theories into play as well. The disposition of this chapter 

remains the same as the previous one with one difference only – short-term and long-

term perspectives are integrated under each heading. We start off by examining the 

HR function and then move on to focus of management development and conclude 

the chapter with management development dichotomies once more. 

 

In chapter eight, Reverberations, we put forth our conclusions concerning how the 

HR function endorses management development to suit the needs of the business. The 

very last page is devoted to future research propositions. 
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2 The battlefield of choice 
“All for one, one for all!” 

Alexandre Dumas Jr. 1824-1895 

 

Step out into the great plains of fallen heroes and conquered enemies. Here we will 

present you to the great combatants which are to account for in every battle in the 

Swedish industry of chemicals. Their stratagems have taken them far, both 

historically and internationally, and many of them will be there in the future as well. 

We make them a low bow in respect for their worldwide reputation and their passing 

on of experience.   

 

2.1 Presentation of chosen industry 

In chapter one, we established the fact that we search for an industry with highly 

skilled employees, big investments in R&D and high-value mergers and acquisitions. 

These important characteristics can be found in many Swedish industries such as the 

production, forest, chemical, automobile, or high-tech industries. However, we choose 

to focus on the Swedish chemical industry since it has encountered many mergers and 

acquisitions, all the five biggest companies have gone through a major merger and 

acquisition at least once during the past ten years. Furthermore, it is a very complex 

industry with many different production lines – pharmaceuticals, chemicals, paint and 

coatings – which create different demands on the companies. As coating can be seen 

as consumer production and has little need for capital investments, chemicals is 

indeed in need of very capital intensive investments and finally, pharmaceuticals can 
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be situated in the middle of the two where R&D demands capital investments in order 

to produce consumer products. (Kemikontoret, 2002) 

 

The Swedish chemical industry has been established internationally for more than a 

century and it plays a big part in today’s Swedish economy. During the past seven 

years, the industry has encountered a higher growth rate in production volume than 

the total Swedish industry (56 per cent compared to 27 per cent). Today, the industry 

employs approximately 42 000 employees. The total market value of the chemical 

industry arises to MSEK 142 000 and it represents 9.5 per cent of the total industrial 

production in Sweden. Looking at investments in R&D, the chemical industry 

accounts for approximately 22 per cent of the total investments in this area. 

Furthermore, the number of employees within research and development represents 

17 per cent of the total industry. (Kemikontoret, 2002) 

 

Given our past experiences and connections with the chemical industry (we have both 

written our independent studies on behalf of Pharmacia and Akzo Nobel), we found it 

interesting to develop our knowledge further and to get an insight in how this 

particular industry looks at management development and the HR function. In order 

to establish industry specific traits rather than individual companies’, we choose to 

look at the five most prominent companies of the industry since they operate within 

the same environment. Furthermore, Gratton (2000), Mumford (1997) and Hussey 

(1996) all state only medium- to large-scale companies can afford the investments 

required to operate full-fledged management development programs, a statement 

which corresponds well with our choice of prominent companies.  
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2.2 Presentation of chosen companies 

2.2.1 AstraZeneca 

AstraZeneca, with more than 11 000 employees in Sweden, was formed in 1999 when 

the Swedish company Astra merged with Zeneca and became one of the leading 

pharmaceutical companies in the world. The head office is situated in London 

whereas R&D is directed from Sweden and the company has sites in Lund, Mölndal 

and Södertälje. The company focuses on seven areas of medical need – cancer, 

cardiovascular, central nervous system, gastrointestinal, infection, pain control and 

respiratory. (www.astrazeneca.se, 2002-12-27) 

 

At AstraZeneca, we interviewed Thomas Stääv, Director Human Resources for 

AstraZeneca Bulk Production. We also planned to interview Elisabeth Westlin, 

leadership and management planner, but due to a busy schedule she did not have time 

for an interview.  

 

2.2.2 Pharmacia  

Pharmacia Corporation was founded in the year 2000 after several mergers during the 

mid 1990’s, including The Upjohn Company, Monsanto and Searle. The company 

concentrates on four customer channels – Pharmaceutical healthcare focusing on 

hospital care, cancer care and ophthalmology for example, Consumer healthcare 

producing non-prescription self-care products and Animal healthcare producing 

medicals used by veterinarians etc. (www.pharmacia.com, 2002-12-27) In Sweden, 

the company has approximately 3 600 employees in Stockholm, Strängnäs, Uppsala 

and Helsingborg (www.pharmacia.se, 2002-12-27). 
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At Pharmacia Corporation, we interviewed Lennart Rydén, staff manager and vice 

president of Pharmacia Corporation as well as Martina Lundin, HR- and management 

development responsible for Consumer Healthcare in Helsingborg.  

 

2.2.3 Akzo Nobel 

In 1994, the Dutch company Akzo NV acquired all the shares in the Swedish 

company Nobel Industries AB and formed Akzo Nobel with head office in the 

Neatherlands. In Sweden, the company has about 4 500 employees at about thirty 

locations spread from Malmö to Skellefteå.  The company is divided into three 

distinct business areas – Pharmaceuticals producing oral contraceptives and 

antidepressants for example, Coatings with products such as Nordsjö and Sikkens and 

Chemicals producing chemicals found in everyday items such as ice cream, cosmetics 

and glass. (www.akzonobel.se, 2002-12-27).  

 

At Akzo Nobel, we carried out interviews with Olle Werner, Senior Vice President 

Human Resources and Ingrid Karlsson, staff manager for Akzo Nobel Corporate 

Communications and management development responsible for Sweden. 

 

2.2.4 Borealis AB 

Borealis AB is jointly owned by Norwegian nationalized Statoil, the Austrian oil and 

gas company OMV and the Abu Dhabi company International Petroleum Investment 

Company (IPIC). Borealis AB mainly produces polyethylene and polypropylene, 

chemical components in everyday products such as diapers, food packages and even 

power cables. The head office is situated in Denmark and in Sweden, Stenungsund 
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hosts a Borealis AB manufacturing site and sales office with approximately 1 100 

employees. (www.borealisgroup.com, 2002-12-27) 

 

At Borealis AB, we interviewed Asbjörn Bendiksen, Country HR Manager Sweden 

and Berit Andersson, education coordinator.  

 

2.2.5 Perstorp AB 

Perstorp AB, with 2 100 employees in Sweden, focuses primarily on products (such 

as polyols and resins) utilized by paint and chemical companies as well as plastic-

based industries. In 2001, Perstorp AB was acquired by Sydsvenska Kemi AB which 

in turn is controlled by IndustriKapital, a private equity investment firm. Perstorp AB 

was then merged with Neste Oxo, preciously acquired by IndustriKapital. The goal 

for Perstorp AB and Neste Oxo is to become a world-class specialty chemicals 

company. (www.perstorp.se, 2002-12-27) 

 

At Perstorp AB, we interviewed Mats Salomonsson, learning and development 

manager and had email contact with Martin Lundin, Director of Human Resources 

and communications. 
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3 Moral rearmament 
“We shape our environments, then our environments shape us.” 

Winston Churchill 1874-1965 

 

In this section we will discuss our ideology of fighting different scientific perspectives, 

such as paradigm, positivism versus hermeneutics, science and objectivity, and 

induction versus deduction. As our comrades in arms Patel & Davidson (1994), point 

out, the scientific attitude of the commanders affect what they do during the 

crusadious research process, from problem formulation to the reported results. In line 

with Patel & Davidson’s argumentation, we will present our own standpoints before 

the combat, why we have chosen them and how they have guided us to victory in our 

struggle with this thesis.  

 

3.1 Paradigm 

Thomas Kuhn introduced a new concept to science theory by claiming that scientists 

work within a paradigm. A paradigm represents a collection of beliefs and is shared 

by scientists and it also determines how problems are to be understood. In other 

words, a paradigm is a pattern of ideas, attitudes and perceptions from which we then 

interpret the world. Kuhn further develops his opinion by saying that a paradigm can 

be overthrown when anomalies within the paradigm become too strong or apparent, 

hence they do not fit together any more. Kuhn also outlines the fact that the paradigm 

precedes theories and that theories are assessed as seen from the paradigm. The 

paradigm itself cannot be tested or challenged since it is the common basic outlook 
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and it influences the problem chosen and the methods utilized. (Eriksson & 

Wiedersheim-Paul, 1999) 

 

When discussing paradigm, precognition is a central notion. According to Bjereld, 

Demker and Hinnfors (2002) ordinary precognitions exist within the paradigm, 

resistant to challenge without disturbing or overthrowing the paradigm. When it 

comes to us as authors, we are well aware of the fact that our university studies in 

international business, shape our precognitions about the subject and influence our 

perspectives and attitudes towards reality and how we relate to the problems and 

findings of this thesis. Describing exactly how this has colored the results may be 

hard to outline, but we expect that the following sections in this chapter where we 

clarify our different positions, starting with our scientific ideal, will elucidate the 

reader and also contribute to the credibility of the thesis. 

 

3.2 Scientific ideals 

The scientific ideal indicates how the scientific work should be carried out and 

motivates why it should be conducted in a certain way. Lundahl & Skärvad (1999) 

assigns the scientific ideals to set “the rules of the game”. When it comes to ideals of 

science, positivism and hermeneutics have traditionally been seen as two extreme 

positions. 

 

Positivism is assigned to strive for an absolute truth or knowledge where scientific 

theories are verified or falsified on the basis of empiric material (Bjereld, Demker & 

Hinnfors, 2002). The positivists also believe that an objective reality exists, 

independently of who is studying it. By studying the reality, general laws and 
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conclusions may be drawn and by elaborating identical rules or procedures for 

research, the positivistic wing tries to guarantee detachment and objectivity, both 

when it comes to the results and to the attitude of the researcher. (Andersson, 1979) 

To summarize, the school of positivism believes that when something can be proved 

scientifically it is also true, since the scientific procedure is universal and objective 

(Mårtensson & Nilstun, 1988). 

 

Hermeneutics on the other hand takes a different standpoint. Advocates of this 

perspective claim that the positivistic conception only is applicable to ideals of natural 

science, i.e. restricted to causal objectives. When understanding social phenomena the 

researcher is required to penetrate the situation or the area of investigation, hence 

becoming a participant of the investigation. (Andersson, 1979) Furthermore, natural 

phenomena cannot be examined in the same way as social phenomena since the latter 

always are interpreted by the researcher and facts and opinions are not separated since 

hermeneutics believe that emotions can convey knowledge not obtainable through 

reasoning (Lundahl & Skärvad, 1999).  

 

Today however, the differences between the two ideals are not that profound and 

articulated. The difference is rather manifested by the fact that single researchers are 

interested in different areas – the hermeneutist in how humans react in a certain 

situation for example, while the positivist may research causal relations. But when it 

comes to the research itself both sides utilize interpretation of information as a tool. 

(Bjereld, Demker & Hinnfors, 2002) According to Bjereld, Demker and Hinnfors, the 

positivistic wing realizes that an absolute truth does not exist in a literal sense and 

hermeneutics regard some things as true in their research. Furthermore, the latter do 
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not hesitate to find correlations and connections in a person’s conception of different 

occurrences in the world for example. (Bjereld, Demker & Hinnfors, 2002) 

 

We consider ourselves to be closer to the hermeneutic ideal than the positivistic one. 

We are of the opinion that reality is a social construction, i.e. the individuals interact 

within their environment, and that an individual’s perception of the world is highly 

dependent on his or her background (Arbnor & Bjerke, 1994). In addition, we mean 

that knowledge and truths are subjective and shaped by the person possessing or 

transferring them. The information used in this thesis, collected trough interviews and 

literature, is interpreted by us according to our cognitive structures and ideals and for 

this reason it cannot be regarded as totally objective (see section 3.3 for a further 

discussion of objectivity).  

 

According to Bjereld, Demker and Hinnfors (2002), hermeneutics consider human 

interactions as vital to study and that much valuable knowledge and information can 

be obtained from these interactions. In addition, the hermeneutic circle shows that in 

order to understand a phenomenon, precognitions are required and in order to 

understand a part, precognitions about the whole is needed and the other side around 

(Molander, 1988). Alvesson and Sköldberg (1994) are of the opinion that the whole 

and the part interact with each other and are mutually dependent. They cannot exist 

without each other and if one changes, the other will to by consequence. Furthermore, 

Bjereld, Demker and Hinnfors claim that a qualitative study, i.e. a study based on 

interviews, is the best instrument when exploring or investigating human interactions 

since they believe that among others, underlying reasons cannot surface when 

utilizing a quantitative approach. Given that we consider ourselves close to the 

hermeneutic ideal, we agree with Bjereld, Demker and Hinnfors and claim that the 
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HR function and its relation to management development has this kind of interactions 

since it is individuals who interact in an organization, never different organizational 

functions. Furthermore, this thesis is to a large extent based on interviews in order to 

examine and get an understanding of this relation, according to our opinion, in the 

best possible way.  

 

Also, we judge our hermeneutic standpoint to have an impact on how we go about 

when it comes to the following sections in this chapter. We believe that such a 

comprehensive conception as a scientific ideal precedes and influences how you relate 

to other scientific issues such as science and objectivity and induction/deduction, 

since it determines how we look upon issues such as reality. Hence, these issues will 

be dealt with in the following sections.  

 

3.3 Science and objectivity  

Science is about organizing knowledge and the systematic collection and 

classification of knowledge about a phenomenon or within a certain area if interest. 

Science should also try to explain and refine differences between predictions and 

empirical facts. (Lundahl & Skärvad, 1992) In addition, Ejvegård (1993) claims that 

science is based on three pillars: matter-of-factness, objectivity and balance. He 

describes matter-of-factness as the ability to critically examine and test information 

sources in order to establish that the facts presented are correct.  

 

During the whole process of writing this thesis we have tried to stay objective, 

according to Ejvegård’s (1993) second assumption. We have not concentrated on 

personal feelings in the interviews and we have critically examined all our sources. 
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However, we would like to remind the reader that total objectivity is neither 

attainable, because the information treated in this thesis is influenced by our opinions 

and values, nor it is desirable. As we earlier have pointed out, our university studies 

have shaped our values and we work within a certain paradigm where these factors 

are a part of it, which can have an influence on which sources we use and how we 

analyze the empirical findings. However, since we are consciously aware of these 

conditions we think that we can obtain what Eriksson and Wiedersheim-Paul (1999) 

call “limited objectivity”. In order to avoid misunderstandings, we will make a clear 

distinction between our own opinions and the opinions of other people which shows 

that we are aware of our non-objective perceptions created by our paradigm, their 

existence and their influence on us as authors.  

 

The third factor introduced by Ejvegård (1993) is balance and by this he stresses the 

importance of balancing arguments and facts. The thesis should neither be too 

concentrated on details, nor on a certain line of argumentation. As we interpret 

Ejvegård, the frame of reference should contain different, but relevant and varied, 

theories linked to the problem and that the empirical material should reflect the issues 

treated in the thesis. We believe that having this in mind and making choices in 

theories will give this thesis a balance and help the reader getting an in-depth insight 

of the problem and the theories and empirical data related to it. The effect on the 

thesis is then quite obvious – it contains different arguments instead of focusing on 

just one, presenting both American as well as European literature and recently 

conducted surveys, hence in our opinion giving the thesis a more balanced and varied 

but still relevant content.  

 



- Moral rearmament - 

21 21 

3.4 Inductive research approach 

Our hermeneutic ideal also impinges how we go about collecting and working with 

data. Traditionally, there are two approaches in carrying out research – deduction or 

induction. The former takes its point of departure in theories in certain areas and then 

the scientist or researcher uses the reality to verify or falsify the theories, as shown in 

figure 3-1 below. Sometimes, this method has been criticized for not being based on 

the reality per se, but on rather improbable hypothesis. Hence, the researcher has to be 

very careful on which premises he or she is basing the deductive conclusions on. 

Working inductively on the other hand indicates a starting point in the real world or in 

empirical findings and from this general conclusions are drawn, which is also 

depicted in figure 3-1. (Thurén, 1996) However, Thurén points out that an inductive 

conclusion never can be absolutely true – only more or less probability can be 

obtained but never one hundred per cent certainty – due to its foundation on empirical 

facts which seldom represents a total selection.  

 

 

 

 

 

 

 

 

 

 

 

 

Hypotheses 

THEORY 

  (Model) 
Generalizations 

Observations Observations 

INDUCTION DEDUCTION 

Figure 3-1: Induction and deduction 

(Source: Translated from Eriksson &  Wiedersheim-Paul, 1999, p. 218) 

        REALITY 

     (Measurements, 

       interpretations) 
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In this particular thesis, we have brought both approaches into play, but with an 

emphasis on induction. We examine a scientific area with many central aspects. HR 

and management development have separately been extensively researched and when 

studying these concepts we have been reading literature about the subjects. Then, we 

have studied the reality by interviewing key persons with extensive knowledge in 

these areas. However, we have also applied a deductive routine when sending out a 

survey based on assumptions where the HR directors rate these assumptions.  All in 

all, we consider ourselves to work in a primarily inductive way since we do not put 

forth a hypothesis but instead are interested in obtaining an understanding about how 

the HR function endorses management development to suit the needs of the business. 

We hope that our enhanced understanding of this relationship and possible patterns in 

this relationship can be of interest for other people working with these areas. 
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4 Operational strategies 
“One does not gain much by mere cleverness.” 

Marquis de Vauvernargues 1715-1747 

 

From our moral rearmament we now focus our forces on how we operationalized the 

making of a scientific thesis. In this chapter the practical strategies of our crusade 

will be outlined as well as aspects on tactical weapons used such as case studies and 

qualitative research. The hard road of the crusade will also be accounted for as well 

as present risks and dangerous shortcomings that may influence the scientific value of 

the master’s thesis. 

 

4.1 Our study 

When deciding upon how to carry out our research for this thesis, we have been 

influenced by our scientific ideal, hermeneutics. As Holme and Solvang (1997) state, 

hermeneutic studies ought to have a qualitative nature which corresponds well with 

our approach. In accordance with Holme and Solvang, we seek an enhanced 

understanding about a certain area according to the purpose of this master’s thesis, 

and they declare this to be one major characteristic of qualitative research. Moreover, 

we believe that our subject of investigation cannot be easily expressed in numbers or 

diagrams and as a consequence the qualitative routine, which usually uses interviews 

as an information tool (Lekvall & Wahlbin 2001), fit s perfectly with the purpose of 

our study.  
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However, we have also utilized a survey constructed by Ulrich (1997) in order to get a 

first view of how the HR function appears in the different organizations we have 

selected to investigate. Holme and Solvang (1997) stress that both the qualitative and 

the quantitative method very well can be applied together in the same study and that 

emphasis will be placed differently depending on what sort of phenomenon is studied 

and for what purpose. The methods are thus tools, and their utility depends on the 

research questions considered. Grønmo (1997) claims that quantitative information 

can function as a preliminary investigation or as a first part of an investigation. This 

particular strategy is well in accordance with our utilization of the quantitative routine 

where we want to obtain a first impression of how the HR function is perceived in 

different organizations. Hence, in our study the quantitative information constitute an 

addition to the qualitative investigatio n and can give us a general overview in order to 

discover which factors to focus on in the interviews. 

 

When carrying out our research we focused on a few individual cases, which provided 

us with detailed information from various dimensions, in the eyes of Lekvall and 

Wahlbin (2001) distinctive features of a case study. However, in our research 

procedure we have applied a variation of a case study, namely the dynamic-

comparative case study method (from now on abbreviated D-CCSM), developed by 

Fox-Wolfgramm (1997). The D-CCSM is based on many of the great authors in 

scientific research today, for example Yin, Glaser and Strauss, Kirk and Miller, and 

Eisenhardt. The approach is characterized by hovering between theory and empirical 

findings and by focusing on a few selected organizations within a specific industry. 

Fox-Wolfgramm claims that by doing this, generation of what she calls midrange 

theories is possible, since it implies: 
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“… re-description of the phenomenon [studied] in more than one 

organization … building configuration of interrelated contextual tracks.”  

Fox-Wolfgramm, 1997 p. 441  

 

According to the author, the D-CCSM is suitable for research in new organizational 

areas, for repeated studies in different settings and for research with limited research 

resources such as time and economic means. Fox-Wolfgramm continues by saying 

that case study research should be logical, systematic and easy to replicate and she 

claims that D-CCSM fulfill these needs. 

 

When applying this approach it is of great importance to have an interesting research 

question in an area that has not been too explored – a matter we have already 

thoroughly discussed in the first chapter. However, to increase the efficiency of the 

research, some guiding questions are outlined giving the procedure a semi-grounded 

character as recommended by Fox-Wolfgramm (1997). When it comes to our specific 

study, we have followed the same procedure by first finding an interesting topic in 

need of exploration, at least in our opinion. Furthermore, as the attentive reader 

should have noticed, we have also outlined two questions guiding us through our 

research process. 

 

After deciding upon the interesting topic to study we contacted Eric Björeskog, 

consultant at PA Consulting Group, a worldwide consulting company focusing on 

HR, and asked if they would coach our study, which they agreed to. They have 

contributed with comments on the interview guide, our work and given suggestions 

on how to go on with the thesis and aspects to consider. However, we want to make 

clear to the reader that we have taken their advice and suggestions into consideration 
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but always made our own choices when implementing them or not. The interest of PA 

Consulting has had an effect on the thesis insofar as firstly, the possibility to discuss 

and receive feed back has made the thesis more credible since they specialize in HR. 

Secondly, we have had the opportunity to consult experts within the area when we for 

example have encountered problems. 

 

The actual research procedure of D-CCSM is divided into a number of “steps” – 

obtaining basic information, conducting, transcribing and verifying interview notes 

with respondents, organizing data, looking for theoretical saturation, develop causal 

network which links propositions to the empirical findings and finally generate a 

midrange theory Although we have followed the steps all of them will not be 

accounted for here. We will highlight the key steps in order to give a greater 

understanding of how we have used this method.  For a complete account of the 

different steps, we refer to the article “Towards developing a methodology for doing 

qualitative research: the dynamic-comparative case study method” (Fox-wolfgramm, 

1997). Fox-Wolfgramm utilized questionnaire, semi-structured interviews, 

documentation and observations. We will now present the data-collecting techniques 

we have used and motivate why we have chosen them, how it has affected our study 

and how it is related to the D-CCSM.  

 

4.2 Sample 

One of the first steps in the D-CCSM is to make a selection or a sample of 

organizations to investigate. Furthermore, Fox-Wolfgramm (1997) stresses that this 

method accentuates the use of theoretical sampling and not the statistical one. Hence, 

the author suggests that accessibility to information and other related issues play a 
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vital role when selecting organizations. For our study, we applied the same three 

criteria when making our sample as outlined in the problem discussion (section 1.2). 

Due to the limited time frame within which the thesis had to be realized, accessibility 

to different organizations was also important to us. In addition, we had discussions 

with our supervisor at Linköping University, with Erik Björeskog at PA Consulting 

Group and Birgitta Resvik, statistics manager at The Association of Swedish 

Chemical Industries. After being in contact with these persons, we decided to select 

the five most prominent chemical enterprises in Sweden. Furthermore we chose to 

interview the HR manager and the responsible for management development in each 

company.  

 

4.3 Survey 

As already mentioned in this chapter we brought a more quantitative approach into 

play by utilizing a survey developed by Ulrich (1997). We sent it out to the HR 

managers since we wanted to get a picture of where the different HR functions of the 

companies are today and also where they think the HR function will be tomorrow. We 

also claim that this improved our research since we could focus on the more non-

measurable topic of management development in our interviews. The people who 

agreed on being interviewed have a very busy schedule and instead of taking ten or 

fifteen minutes to find out where they are to be found today concerning HR, we think 

that a survey where we easily can map the companies gave us the same information 

and also a good visual aid. 

 

After reviewing different tools for evaluating the HR function we decided to make use 

of Ulrich’s survey (see Appendix I). He is a professor at the School of Business at the 
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University of Michigan and has consulted and done research with more than half of 

the companies at Fortune 200 (www.bus.umich.edu). Within his career he has 

developed tools for HR functions in how to become a business partner, which are 

widely used by both large companies and consultant firms. He has also been named 

by Business Week as the top management guru in human resources 

(www.businessweek.com). We would like to mention that all HR directors 

interviewed knew or were familiar with Ulrich and his works. We judge his survey to 

be useful, nuanced and to save time when interviewing.  

 

The survey explores different roles that the HR function may play within a business 

and it includes forty assumptions about the activities of HR professionals. The quality 

of these activities are rated, using a five-point scale where 1 is low and 5 is high. By 

using a simple scoring sheet (see Appendix II) we could rate each role that the HR 

function may have. The results then made it possible for us to map the emphasis on 

the different roles in relation to each other. We present an example on the next page 

(see figure 4-1) of what it can look like. Comments and explanations about the 

different roles will be further discussed in our frame or references (see section 5.4). 

Ulrich (1997) uses this survey only to map the current status but we also included a 

second survey with the same assumptions but with the addition of will, in order to 

assess the future emphasize on the different roles.  
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We sent out the survey to the respondents via e-mail, a web survey as identified by 

Dahmström (2000) and Christensen et al (2001), and asked them to fill it out and then 

send it back to us. In the e-mail we also explained that the survey aimed at giving us a 

first picture of the HR function in the organization and that the results would be 

briefly treated in the following interview.  

 

4.4 Interview guide 

Lekvall and Wahlbin (2001) point out that the use of an interview guide is a common 

technique when conducting interviews. The questions may treat large and wide areas 

around which the interviewee has freedom to elaborate. However, it may also include 

specified questions to which the interviewer seeks answers but not necessarily has to 

ask. The interview guide constitutes a support to the interviewer since it covers all the 

areas of interest treated during the interview. (Lekvall & Wahlbin, 2001) We devoted 

Strategic focus 

People 

Operational focus 

Process 

Figure 4-1: Example of survey results 
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a lot of time and effort in creating good and well structured interview guides, one for 

the HR directors and one for the management development responsibles (see 

Appendix III and IV). We wanted a logical order of the questions and even though 

some of them are very specific, they had more of a supporting character to us during 

the interviews. In addition, we had almost exclusively open-ended questions and a 

number of follow-up questions if needed. This is also in line with the D-SSCM where 

the importance of an interview guide is being stressed as well as not sticking to it too 

tightly but being flexible and open-minded when posing the questions (Fox-

Wolfgramm, 1997). 

 

4.5 Interviews 

When conducting interviews, there are several different techniques to choose from. 

They can be standardized or non-standardized, structured and non-structured. An 

interview with a high degree of standardization is characterized by beforehand-

decided questions and the order in which they are asked while non-standardized ones 

allow the interviewer to formulate the questions during the interview as well as 

deciding on the order, making it more flexible and adaptable to the situation. (Lekvall 

& Wahlbin, 2001) When it comes to our interviews, we consider them to be of a 

semi-standardized nature since the subject treated and questions have been formulated 

beforehand as outlined by Lundahl and Skärvad (1992). In addition, there is a 

possibility to ask follow-up questions. Moreover, during the interviews the order of 

the questions was more or less followed unless it was more logic for us to change 

order. We are of the opinion that this suits the purpose of this thesis. With semi-

standardized interviews we could control the interview and guide it in a desired 

direction. Furthermore, we had the freedom to ask follow up questions and elaborate 
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on certain areas. The D-CCSM also emphasizes the possibility to add questions to the 

interview and the interview guide when in the interviewing process. This could have 

been most useful to us, but we discovered that our interviews covered all the 

questions in the interview guide without posing them all.  

 

An interview’s degree of structure is determined by how much freedom an 

interviewee has in answering the questions. Predetermined alternatives to choose from 

as opposed to no given alternatives where the interviewee him- or herself formulates 

the answers indicates a high respectively a low degree of structure. (Lekvall & 

Wahlbin, 2001) We consider our interviews to be non-structured since we did not 

utilize structured questions. Since we were looking for elaborated answers, we believe 

open and neutral questions to be the best method in getting interesting and 

informative answers.  

 

Looking at the practical procedure of the interviews, we scheduled one hour with each 

respondent, a timeframe proving to be sufficient for the interviews. At the beginning 

of each interview we asked the respondents if they accepted being tape-recorded, 

something all of our interviewees agreed to, and presented ourselves and our subject 

of investigation. We managed to schedule face-to-face interviews with eight 

participants from the five companies. One management development responsible was 

unable to find time for an interview as well as one HR director. However, with the 

HR director we had e-mail contact in order to receive and discuss the survey by 

Ulrich. Regarding the management development responsible, we do not believe that 

the research has been negatively affected by the non-occurrence of one interview. 

Through three quarters of our interviews, we reached an extent of information 

saturation and we mean that the last interview more or less would confirm the patterns 
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discovered in the others. Once more we are in line with D-CCSM as Fox-Wolfgramm 

(1997) argues that looking for and finding saturation tells the researcher that no 

further gathering of information is necessary.   

 

At the end of each interview we asked the respondents to make a forecast about the 

contextual issues of management development in the HR function. According to Fox-

Wolfgramm’s (1997) D-CCSM, this question adds further verification to make a 

midrange theory of the findings. We also asked the interviewees if they had any 

additional comments or reflections in order to catch possible angles on the subject not 

present in the interview guide. Moreover, we asked if we could use direct quotations, 

to which none of the interviewees objected, and if we could contact them again if we 

had further questions. Since we had elaborated interview guides, we decided not to 

send the questions to the interviewees beforehand – we wanted to get as spontaneous 

and honest answers as possible and not customized answers prepared beforehand.  

 

However, performing qualitative interviews entails some problems. For once, the so 

called interview effect may occur, where the interviewer might alter the questions 

slightly or pose them in a certain tone to get certain answers. Holme and Solvang 

(1997) claim it is important to be aware of a possible occurrence of these factors. We 

thoroughly discussed this and went trough the interview questions several times in 

order to avoid these potential problems. By doing this, we hope to have eliminated 

these risks and develop a credible interview guide and conducting credible interviews. 

Furthermore, we are of the same opinion as Kvale (1997) who states that if an 

interview is conducted by a different researcher, following the same procedure and 

interview guide, his or hers results would be rather similar to original researchers’, 

hence we believe that this renders our research credible.   
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4.6 Revision of data 

All the interviews were transcribed and sent to the interviewee in question for 

approval, yet another characteristic of the D-CCSM (Fox-Wolfgramm, 1997). We 

would like to remind the reader that transcripts are not copies and therefore cannot 

fully represent the reality. However, the transcripts enabled us to make comparisons 

between the interviews but also to present a nuanced picture of the empirical findings. 

Furthermore, we have made the choice not to present the name of the interviewees 

since we regard them as respondents from the industry, not from their specific 

companies.  

 

Our inductive approach has colored the way we have structured the different chapters. 

The more we inductively learned about our subject, the more we realized that a 

slightly different structure of following chapters would be suitable. Hence, in the 

frame of references (see next chapter), we have chosen to begin with where to go in 

order to highlight the purpose and focus on management development, then continue 

with which road to follow, outlining different management development 

characteristics, and finally to look at where to start from, focusing on the context in 

which management development operates. We have opted for this order since we 

primarily look at management development. However, in the empirical findings and 

the analysis we want to show how our respondents approach the subject and start with 

what is needed, in order to move on looking at management development – hence we 

begin with where to start from, both an external and internal perspective, then where 

to go and then finally which road to follow. Also, in the analysis we analyze the 

interrelationships of the theories and the categorized empirical findings in order to see 

patterns building up midrange theories, all in accordance with the D-CCSM (Fox-

Wolfgramm, 1997). 
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4.7 Criticism 

How researchers go about collecting data can always be questioned and criticized. 

Here, we will comment on the potential flaws we have identified in our study. The 

chapter will be brought to an end by a section looking into the possibility of 

generalization of this master’s thesis.  

 

4.7.1 Literature 

During the writing process we have read numerous books and articles related to the 

area of investigation by prominent and respected authors in order to expand our 

knowledge in this field of research. However, due to the limited time frame, we did 

not have the time to make a complete overview of the literature, but we do believe 

that within the literature read we have made a balanced selection of theories, as 

recommended by Ejvegård (1993). Furthermore, we had a critical approach towards 

our primary and secondary sources by not taking all they claim for granted and 

control information with other sources and make comparisons in between. Finally, we 

would also like to highlight the fact that books and articles only represent historical 

information and that the reader does not have any control of the errors the writer 

might have done (Churchill, 1995). With the purpose of reducing this particular risk, 

we have to the greatest extent possible employed original sources.  

 

4.7.2 Research procedure 

The accuracy of studies concerning attitudes, experiences and knowledge of human 

beings is harder to assess than tangible phenomena such as length and width. 

However, Patel and Davidson (1994) claim there to be certain ways to assure 

accuracy of a study. First, by letting a person not involved in the work read it through 
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and give comments on the logical flow and to see if there is a connecting thought 

running through the thesis. The support from PA Consulting Group gave us valuable 

feed back, as well as our supervisor at the university and the members of our learning 

team. We believe and hope that this will give a high degree of credibility of the thesis’ 

content.  

 

The fact that PA Consulting Group played a coaching role during this master’s thesis 

can of course be put into question – the possibility that they guide or direct the thesis 

into a certain direction for example. However, as they are not the commissioners of 

this thesis and just interested in the subject chosen, we believe that this possible error 

is eliminated. As already mentioned we took their advice and comments into 

consideration. Furthermore, we find it rather improbable for PA Consulting Group to 

be able to influence the final results of the thesis, since they have not conducted or 

treated the research results themselves.  

 

Regarding the interviews, there is always the possibility that the respondents did not 

answer completely truthfully. Maybe they wanted to project a certain image and 

answer accordingly or maybe they were restrained by the use of a tape recorder. 

However, looking at the positions of the persons interviewed in relation to this thesis 

we think that they are used to being interviewed but this also entails that they know 

how to “behave” during an interview and put on a façade fitting the interview in 

question. However, given the very positive response we received during the 

interviews about the actuality of the subject and the good timing of conducting the 

research, we believe that their open-heartedness provided us with good and honest 

answers.   
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The choice of D-CCSM can be questioned. This particular approach may not be the 

most common way to perform a case study but it makes use of all the legendary 

authors within scientific research. Given that the procedure of the D-CCSM is so 

extensively described, gives both us and our critics the opportunity to see if this 

method suits our study. We judge the possibilities to integrate a qualitative and a 

quantitative approach, to hover between theory and empirical findings and to be able 

to develop a midrange theory gives us the upper hand in research compared to other 

approaches within this area. 

 

4.8 Validity, reliability, generalization 

When conducting a study, it is important that the investigators examined what they 

really sought out to study and not something else (Blaxter, Hughes & Light, 1996). 

For our study, we considered different scientific approaches carefully before deciding 

our choice of direction. This greatly helped us when constructing our survey and 

interview guide and we believe it has given the study a high degree of validity. 

Furthermore, we believe that the survey used by Ulrich in a very efficient way looked 

into the questions of interest for us concerning HR. 

 

Blaxter, Hughes and Light (1996) continue by stating that reliability focuses on how 

well a research project has been carried out. If another researcher achieves the same 

results as the first investigator, the investigation is considered to have a high degree of 

reliability. Given that Fox-Wolfgramm (1997) considers the D-CCSM as logic, 

systematic and easy to replicate and that we have followed this procedure, we claim 

that another researcher following the guidelines in D-CCSM and the same type of 

purpose, would achieve the same results as us.  
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Generalization relates to whether the findings of a study can have a broader spectrum 

of applicability (Blaxter, Hughes & Light, 1996). The question of how general 

conclusions are made possible is vital to ask. We are not intending to found any 

general theories applicable everywhere but instead create a greater understanding for 

a specific area and help actors exposed to it and researchers to get a better insight. By 

applying the D-CCSM and looking into several companies within one particular line 

of business, we believe in line with Fox-Wolfgramm (1997) that generalizations can 

be made through a midrange theory on other industries with the same characteristics, 

as the chemical industry. By choosing firms within one single line of business we 

judge to have eliminated this risk of non-generalization which could occur if we had 

chosen companies from different industries since we think that different industry 

related factors cannot be ignored.  
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5 Theoretical weaponry 
“Where there is much desire to learn, there of necessity will be much arguing, 

much writing, many opinions; for opinion in good men is but knowledge in 

the making.”  

John Milton 1608-1674 

 

Welcome and step forward into our theoretical weaponry. Here we will arm you with 

theories of what management development is all about. Prepare yourself to face the 

different opinions about its purpose, approaches and methods. As an adept you will 

then be the guided through the knowledge of its impact on the HR function as a 

business partner as well. After strengthen your mind, you will be ready to take on the 

real world! 

 

5.1 The map of management development 

Already in the first chapter we stressed the question “why should you develop this 

manager?” and Hussey (1996) cites several situations where an initiative to develop 

managers may be the best strategic way to achieve a bottom line result. In addition to 

help insure that the organization has the competence required, it provides an 

opportunity to communicate a change situation, involve people and create a 

motivating environment. Areas where this can be the key to success of 

implementation are, according to Hussey, when: 

  

• Implementing a new policy 

• Implementing a strategy 
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• Effecting an organizational change 

• Changing the culture of an organization 

• Meeting a major environmental change 

• Solving specific problems 

 

In all these areas management development first needs a real vision, according to 

Hussey (1996). He emphasizes the need to think clearly about what management 

development should be doing for the organization. Before you start walking you need 

to know where you are going. In this chapter we will start off by a discussion of 

where to go with management development, its purpose for the organization and 

different focuses. The next step will be to debate which road to follow and how to get 

there. But all this is of no good if you are lost from the beginning, so we end the 

chapter by talking about how the HR function can describe where to start from.  

 

5.2 Where to go: Focus 

Management development can have a number of different meanings. One factor that 

provides a common distinction between different conceptions is the focus, or 

emphasis, on manager as opposed to management development. According to Stewart 

(1999), the former implies a primary concern with individual learning and 

development and a purpose for management development associated with improving 

individual ability and performance. In contrast Stewart continues the latter implies a 

primary concern with collective learning and development and a purpose for 

management development associated with producing shared values and consistency in 

management style and approach. The focus is then the organization as an entity rather 

than the individual manager. While these two possible focuses vary, the broader 
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purpose of management development programs can also be said to vary and there are 

again two broad possibilities. The first possibility is primarily concerned with 

changing behavior, either of individual managers or of the organization as a whole, as 

a means of maintaining or improving current performance. The second possibility is 

primarily concerned with ensuring availability of skills and experience to meet future 

demands. This purpose can be applied to individual managers in the sense of 

preparing them for future promotion opportunities, or to the organization as an entity 

in the sense of ensuring a supply of managerial ability to fill senior management 

positions as they become vacant. In both cases, the purpose represents an attempt to 

manage career progression. (Stewart, 1999) 

 

So far, Stewart’s (1999) view proposes a theoretical framework for categorizing ideas 

and definitions of management development. He suggests that most conceptions or 

definitions of management development can be accommodated by one of the four 

boxes in the framework, see figure 5-1 on the next page.  
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We will show some examples and how figure 5-1 can be of useful help analyzing 

them, starting with Mabey and Salaman (1995). They outline four purposes for 

management development and claim that these can be attained or pursued by any 

organization. The management development process can either be guided towards 

functional performance with emphasis on attitudes, skills and knowledge of individual 

managers; hence Quadrant 1. However, this approach assumes a direct link between 

performance and management development. The process could also opt for political 

reinforcement, transmitting the skills and values valued by top management; hence 

Quadrant 2, but this then take for granted that top managers make a correct diagnosis 

of the situation. Mabey and Salaman’s first two purposes are captured in Mumford’s 

(1997) definition of management development, which is: 

 

Quadrant 1 
 

Quadrant 2 
 

Quadrant 3 
 

Quadrant 4 
 

  Individual 
 

 Organization 
 

Behavior 
 

     Career 
     progression 
 

Purpose 
 

      Focus  
 
 

     Figure 5-1: Dimensions of management development 

 (Source:  Stewart, 1999, p. 245) 
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 “… an attempt to improve managerial effectiveness through a learning 

process.”  

Mumford, 1997, p. 6 

 

There are many similarities with the definition above and the first two purposes of 

Mabey and Salaman (1995). It is quite clear that these outset the improvement of 

current performance and therefore they are more associated with behavior than career 

progression, thus placing them in the top quadrants of figure 5-1. The focus on 

individual or organization is blurred in Mumford’s (1997) definition. The third 

proposition by Mabey and Salaman regards management development as 

compensation, as part of a reward system, believing that development is motivational 

and encourages commitment. Last, psychic defense is designed to assign management 

development to be a safety value for managerial anxieties in times of change. Now, 

the purpose behind the last two propositions stresses career progression, first 

individual (Quadrant 3) and then organizational (Quadrant 4). The definition of 

Harrison (1997) also focuses on organization but if the purpose concerns behavior or 

career progression can be discussed: 

 

“Building a shared culture across the whole management group and 

enhancing management capability throughout the organization in order to 

improve the organization’s capability to survive and prosper.” 

Harrison, 1997, p. 356 

 

However, Stewart (1999) argues that the use of the term capability in Harrison’s 

(1997) definition suggests a future orientation, as does the concern of survival. In 

terms of purpose, the same author continues, there is greater emphasis on career 
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progression than on current performance. Harrison’s definition can then be placed in 

Quadrant 4 in figure 5-1. In Dessler’s (2001) work we find definitions that try to 

cover all four quadrants. Dessler starts off by stating that: 

 

 “Management development is any attempt to improve managerial 

performance by passing on knowledge, changing attitudes or increasing 

skills.”  

Dessler, 2001, p.145 

 

This places him in Quadrant 1. He continues;  

 

“… the ultimate aim of such development program is, of course, to enhance 

the future performance of the organization itself.”  

Dessler, 2001, p.145 

 

This makes a shift towards Quadrant 2, but in accordance with Stewart’s (1999) 

discussion about Harrison (1997), Dessler (2001) have also moved to Quadrant 4, 

when talking about survival. Dessler manages even to cover Quadrant 3 when he later 

on describes how the enhancement of future performance includes developing the 

managers themselves to fill future executive openings, thus career planning for the 

individual.   

 

The discussion about accommodating variations in academic ideas of management 

development in figure 5-1 shows that this framework will have practical value in 

facilitating understanding of the various meanings and purposes of management 

development. The approaches and methods chosen will be influenced by and related 
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to the conception applied. A definition fitting Quadrant 1 in figure 5-1 is likely to lead 

to the use of methods different from those utilized if a definition fitting the 

requirements of Quadrant 4 is applied. (Stewart, 1999)  

 

In our frame of references we have only taken into account the conceptions mentioned 

above, since they assume management development being a formalized and structured 

system. In research and writing (Hussey, 1996, Mumford, 1997, Gratton, 2000) it is 

assumed, more or less explicitly, that only medium- to large-scale enterprises can 

afford the investments required to operate management development programs. 

Informal learning and development do also happen but, as it is stated in the same 

literature, since it cannot be formalized it is almost impossible to plan and structure. It 

does happen and it should be supported, according to the same authors, by a learning 

environment in the company which may be achieved through formalized management 

development strategies and managerial behavior.  

 

Burgoyne (1997), who reflects more closely on the actuality of strategic processes in 

organizations, states that if time and effort are invested in strategic planning for a 

business, it would be foolish not to undertake similar processes in relation to 

management development. Such processes are likely to lead to greater focus on and 

attention to the informal processes of managerial actions and behavior and will have 

implications for the content of any formal management development program.   

 

However Pauuwe and Williams (2001) ask themselves how much managers and their 

development actually influence organizational performance, which according to the 

authors at least would constitute the justification of spending money, time and effort 

on such development programs. They conclude that in the end, it all depends on the 



- Theoretical weaponry - 

45 45 

specific organization but that in general managers may have little effect on the bottom 

production line. Instead, the managers possess an enormous influence when it comes 

to the health and happiness of their employees, peers and colleagues. Hence, they 

believe that management development should concentrate more on developing 

capabilities which then logically have an impact on the health and happiness of the 

employees which in turn could lead to enhanced organizational performance. 

Furthermore, they propose that managers should be assisted in reducing stress in the 

workplace instead of only giving them tools for operational efficiency. Rappaport 

(1998) develops this discussion further by arguing that it does not matter if managers 

are given better operational tools or make the environment a happier place to be, 

when all has been said and done the purpose will still be to improve the financial 

performance of the company. The focus chosen is a matter of which can raise the 

most financial benefits according to the same author.  

 

5.3 Which road to follow: Dichotomies 

Management development can be built up in very different ways. However, we have 

discerned certain common traits in the literature, and these are outlined in the 

following section. The headings or opposite pairs are inspired from the work of 

Pauuwe and Williams (2001 and 2001b).  

 

5.3.1 Push or pull? 

Pauuwe together with Williams (2001b) outline how management development can 

be characterized by push or pull, where the former constitutes the traditional way 

where a certain type of manager, characterized by age or salary group for example, 

attends management development automatically. When applying a push strategy, it is 
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most common to introduce management development in certain periods in a 

manager’s career. The other strategy, focusing on pull, where the corporate center 

does not organize any development without requests from the “field”, concentrates on 

just-in-time training responding to an urgent need. This strategy has, as maintained by 

Pauuwe and Williams, grown increasingly popular since it focuses on actual work 

performance. But, as with any approach, advantages and disadvantages arise. The 

push approach may act as a motivator for the individuals since they are being selected 

and therefore feel special and as a worthy investment for the company. However, 

Pauuwe and Williams notice that what they learn may not be in perfect 

correspondence with what they actually do. In contrast, pull ensures that anything 

learned immediately will be of potential benefit in the area where the individual work. 

Though, it does not give any clear indications about how the organization looks upon 

individuals’ possible future potentials.  

 

5.3.2 Internally or externally? 

When promoting managers internally or picking someone from the outside, 

management development still plays the same role to a great extent. Even though 

management development most certainly differs between companies, it generally 

promotes values and goals of the specific organization among other things. (Doyle, 

1997) Whatever the criteria may be for choosing internal or external managers or 

establishing other specific aspects, Molander and Walton (1985) believe that 

managers with the right kind of thinking, such as being open to new ideas, should be 

selected to benefit from management development. This is in line with Sparrow and 

Marchington (1998) who claim that the only useful criterion is to select internal or 

external managers with the qualities to best be able to perform the roles and hence, in 

the thoughts of Newell and Shackleton (2001) achieve the most efficient and effective 
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managers. However, Molander and Walton continue the argumentation and highlight 

the fact that certain managers always will be selected due to “political reasons” within 

the organization, and not solely on the criteria put up beforehand. 

 

Moreover, when deciding upon whom to select for a management development 

program, the question of specialist versus generalist may also arise. Regarding 

literature about this specific distinction, little has been written on the subject. 

However, Molander and Walton (1985) express concerns about how to develop a 

specialist into a more “general” managerial role. They do not elaborate extensively on 

the subject, but they draw attention to the fact that when working as a manager the 

role of specialization is less emphasized. Instead, more general knowledge in other 

non-specialist related areas is required. Mintzberg (1983) declares that specialists are 

becoming more vital and important to organizations. He claims that decision-making 

is facilitated by expertise as well as the fact that they can give advice in their 

specialist areas but when all is said and done, it is clear that more general features are 

needed as well.  

 

5.3.3 In-house or outsourcing? 

The question whether management development should be practiced within the 

organization or outside i.e. externally, or even be outsourced has for long been 

discussed in the circle of research on management development. The first option, in-

house management development, has several advantages. Given that the programs 

often favor values and beliefs of the organization and an enhanced understanding of 

the managerial role and what is to be expected, the organization itself should be the 

most competent in communicating and introducing these values in management 

development. Nonetheless, there are also disadvantages with this option, such as 
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being trapped in the traditional way of thinking in the organization, where the case of 

“why change a winning team” can prevent new approaches to management 

development. Also, possible positive external influences are eliminated by such in-

house programs. (Dessler, 2000)  

 

Looking at outsourcing in general, several authors (among others Corbett, 1996; 

Deavers, 1997) maintain that focusing on core competence is the single most common 

reason for companies to outsource. Regarding HR and management development, it 

all depends on if these issues are seen as core competences or not. If HR is considered 

not to be a core competence, then outsourcing of management development would 

only be a logical consequence of reducing the organization and improving core 

activities. It is claimed that by outsourcing more administrative tasks of the HR 

function, the increasingly strategic issues of HR can be better dealt with. (Maurer and 

Mobley, 1998) If management development is not a strategic component and 

consequently to be outsourced, Pinnington and Edwards (1999) claim that it is of 

great importance that the consultant is familiar with the goals and culture of the 

specific company in order to design stimulating and fruitful courses where the 

experiences later can be used in the organization. 

 

Pauuwe and Williams (2001b) express their belief that management development can 

play a crucial role in achieving strategic goals and future filling of top positions in the 

organization. They admit it to be an easy task to outsource management development, 

but declare that: 
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 “... the ultimate responsibility and ownership never can be outsourced. It 

remains the boss’s responsibility … “ 

Pauuwe and Williams, 2001b, p. 92 

 

Moreover, they suggest that instead of concentrating on internal managers and 

exposing them to what they call “relevant external expertise”, the developing role 

should be more concerned with exposing themselves to each other – a thought which 

may not be so commonly expressed. 

 

5.3.4 Ownership – business unit or corporate? 

Pauuwe and Williams (2001) debate this particular issue and have identified two 

principal actors in this “war” of ownership – the corporate center and the business 

units of the company. They maintain that concentrating management development at a 

corporate level indicates that coordination between the business units is needed and 

that the corporate center should play this role of coordination. But the authors also 

articulate a warning with centralization – bureaucracy might become too strict and 

winding. Decentralized operations focus more extensively on commitment and how 

the actual systems used for management development are put into practice, which is 

locally determined. However, Kurtzman (1998) is of the opinion that there should be 

a shared ownership of management development, with the business units as the 

principal owner. When the organization benefits from a stable situation the corporate 

center should direct its attention towards long-term strategic planning, structure and 

design issues, investment decisions and monitoring performance of management 

development. He concludes that: 
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“... whether the center owns MD [management development] or not depends 

on how the organization sees MD. Is it seen as a key investment or not? If it is 

– then corporate owns it; if not … it can be decentralized down to the 

business units.” 

Kurtzman, 1998, p. 182 

 

Pauuwe and Williams (2001b) agree with Kurtzman and regard management 

development’s needs of financing as a source of discussion about ownership. When 

the financer is the corporate center then they will have great influence on which 

programs and courses to invest in, whether the managers in question need it or not. 

Pauuwe and Williams claim to see a current shift in management development 

ownership, from the corporate center to the different business units. However, they do 

underline the importance of having organizational glue in order to tie decentralized 

management development to the corporate center. They suggest two different ways in 

achieving this – developing a strong corporate value system and by facilitating growth 

of the cross-business unit social networks that corporate level training can facilitate. 

Schuler, Dowling and de Ciere (1999) take a slightly different standpoint as they 

argue that management development itself is the glue to bond otherwise loose and 

separate entities together.  

 

In contrast to Pauuwe and Williams (2001b) and Kurtzman (1998) who focus on 

corporate center and business units as principal owners of management development, 

Doyle (1997) identifies three different actors – the personnel specialist, the manager’s 

boss and the individual, all responsible and owners of management development to a 

greater or lesser extent. However, Doyle believe that in the end, more parties are 
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involved or affected of management development than the initial three actors, such as 

the executive board, subordinates, peers, senior managers and family for example.  

 

Doyle (1997) focuses however primarily on the individual and Pauuwe and Williams 

(2001b) admit to see a fast growing tendency of the individual as an owner of 

management development. The feeling that individual managers should be 

responsible for and take action of their own development will make them more and 

more owners of the development programs (Molander and Walton, 1985). Doyle and 

Pauuwe and Williams (2001) conclude that ownership has become increasingly 

complex with the corporate center involved as well as business units’ managers and 

individuals. Ownership of management development is hence a complex question, 

and a straight answer cannot be given instantly. However, Pauuwe and Williams 

make the following remark – the only function not owning management development 

is the management development function itself as they are only to be seen as a service 

function.  

 

5.3.5 Soft evaluation or hard measurements? 

In order to fully see how effective a management development program really is, it is 

of utter importance to evaluate and measure the outcomes and see if it fulfils the need 

and obtains organizational goals. Furthermore, with the competitive business climate 

of today, being cost effective is another important trait when developing management 

development programs, according to Molander (1986). He continues by saying that 

the most common way when evaluating is to look at inputs, the process and 

immediate outcomes. Questionnaires distributed both during and after the course can 

be employed, as well as attitude surveys and psychological tests, observations and 

self-reports. He highlights the fact that emotional and behavioral changes should be 
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incorporated in the evaluation as well as harder aspects such as financial performance. 

However, despite what method is being picked for evaluation and measurement, the 

author stresses that some are more objective than others. This lack of objectivity may 

cause biases and political games to be a part of the evaluation process. Regardless of 

potential political games or not, Doyle (1997) stresses that the single most important 

aspect is the fact that measurement and evaluation is being carried out in order for the 

company to see if management development generates any substantial results.  

 

Doyle (1997) comes to the conclusion that cost aware companies should be more than 

interested in proper evaluations of management development as often as possible, but 

he sees a difficulty achieving this goal since there is, according to him, a tendency of 

decoupling and detaching management development programs from the 

organizational goals of companies. Doyle believes there to be a prevailing attitude 

towards introducing management development programs influenced by the flavor-of-

the-month instead of being custom-made for the organization in question. This then 

implies that evaluation and measurement become harder to realize since the flavor-of-

the-month will be outdated and treating issues not applicable in the organization.   

 

Easterby-Smith (1994) is yet another author touching upon the subject of the 

difficulty of evaluation of management development. He understands the difficulty of 

how to justify investments in management development, which is in line with Clegg 

(1990), when evaluation tends to be complex to carry out. By suggesting that both 

individual and organizational goals should be met in management development, 

Easterby-Smith believes that it will be easier to increase investments in management 

development as well as to facilitate evaluation.  
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Pauuwe and Williams (2001) on the other hand, put forward a rather different view 

compared to Easterby-Smith (1994) when they argue that expenditures on new 

management development programs still seem to remain an area in which 

organizations invest quite heavily without any further analysis. They believe that gut-

feeling and intuition still precedes financial analysis which is quite contrasting to the 

view of Mole (1996) who relies upon financial analysis to play a central part in the 

management development in the future.  

 

Doyle (1997) takes the discussion even further by stating that even though evaluation 

and measurement of management development is crucial, many organizations do not 

regard this as such since they often ignore to carry out any type of evaluation. And he 

believes that this is very much in conflict with today’s emphasis on being cost 

efficient. Furthermore, he argues that the inability to evaluate and to put figures on the 

management development will make it vulnerable to financial cutbacks. Mole (1996) 

argues in the same line when declaring that management development and the 

programs attached to it do not correspond to the individual manager’s specific 

environment, and the outliners of management development want to generalize and 

find conformity within the program. Mole identifies this as “off-the-shelf solutions” 

to organizational problems and as a consequence, Mole assigns the organization to be 

responsible for utilizing programs which take both individual and organizational goals 

into consideration, as already mentioned by Easterby-Smith (1994).  

 

Doyle (1997) also touches upon the linkage of organizational and individual goals 

within management development. By clearly incorporating both individual and 

organizational needs, how new behaviors may be of advantage to the workplace, and 

how new behaviors correspond with organizational climate and values he believes it 
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will be easier to obtain a more holistic view of management development evaluation. 

Doyle elaborates on evaluation and identifies political aspects of management 

development as a potential error in evaluating it, since it may influence what is being 

evaluated and measured and how the respondents answer. However, Easterby-Smith 

(1994) argues quite differently and states that in the end, management development 

cannot be evaluated objectively since it is too easily confused with the political games 

of the organization. He believes that this situation only can change when 

organizations wake up to reality and understand the importance of linking 

management development to hard facts and figures, an attitude not present today 

according to the author. Only then can management development progress – until then 

he predicts the evaluation to remain  

 

“… an act of faith and a fertile playground for political games.”  

Easterby-Smith, 1994 p. 459 

 

5.3.6 Short-term or long-term? 

When looking at management development from a short-term and long-term 

perspective, Pauuwe and Williams (2001) propose that investments in management 

development may well be questioned in a short-term perspective, but that 

organizations taking a long-term perspective may well value management 

development, in accordance with Doyle (1997). However, both Doyle and Pauuwe 

and Williams continue their argumentation by stating that the finance structure 

equally determines the short- or long-term orientation. Depending on how 

management development is perceived by the organization, if it is regarded as a 

means of achieving strategic goals or not, it will be quite obvious whether 
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management development is a part of a long-term strategy. (Mole, 1996; Meldrum 

and Atkinson, 1998) 

 

The short- and long-term orientation also reflects how a selection of participants is 

being carried out. Hussey (1996) proclaims that different organizational needs also 

determine the selection of participants in management development. When the 

company wants to meet direct business needs it should, according to Hussey, make a 

broad selection and even though this might be discussed with line managers, it should 

be a central decision and attendance should be compulsory. However, the author 

points out that a potential bias can occur when personal development needs outstrip 

the organizational needs. The need is to reach a balance which is in the best interests 

of the organization, which ensures that what is done adds value to the organization, 

and that the best possible use is made of scarce resources. For longer term 

development programs, Hussey suggests a different approach where 

recommendations by line managers and assessment of the potential participants 

before the final participants are selected. Without any focus on time, individual 

desires of development becomes according to Hussey almost by definition self 

selection by the individual. Line managers and the HR function may play a 

counseling role by encouraging employees to develop themselves, but if individuals 

are disinterested there is a strong argument for not applying compulsion to any 

specific personal development. 

 

When Hussey (1996) discusses selection of participants in management development 

it is not just the participant him- or herself and his or hers capabilities that needs to be 

taken into account. In the long-term perspective the organization itself also needs to 

have certain capabilities; otherwise you will end up with the problems of Peter’s 
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Principle. This principle was first introduced by Peter (1969) stating that in a 

hierarchically structured administration, people tend to be promoted up to their "level 

of incompetence". The principle is based on the observation that in such an 

organization new employees typically start in the lower ranks, but when they prove to 

be competent in the task to which they are assigned, they get promoted to a higher 

rank, which benefit the short-term perspective. This process of climbing up the 

hierarchical ladder can go on indefinitely, until the employee reaches a position where 

he or she is no longer competent. At that moment the process typically stops, since the 

established bureaucratic rules make it very difficult to "demote" someone to a lower 

rank, even if that person would fit much better and be more happy in that lower 

position. The net result in the long-term is that most of the higher levels of a 

bureaucracy will be filled by incompetent people, who got there because in the short-

term they were quite good at doing a different (and usually, but not always, easier) 

task than the one they are expected to do. In contrast Peter continues, the evolutionary 

generalization of the principle is less pessimistic in its implications, since evolution 

lacks the bureaucratic inertia that pushes and maintains people in an unfit position. 

The generalized Peter’s Principle states that evolutionary organizations tend to 

develop managers up to the limit of their adaptive competence instead of their level of 

incompetence.  

 

The discussion of short-term and long-term is not just an area for management 

development to handle; it also opens up for our next section about the HR function. In 

the overall business strategy, influencing both HR function and HR issues as 

management development, the handling of the time perspective needs special 

attention which will be dealt with in the next section.  
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5.4 Where to start from: HR function  

In our final theoretical section we will present the theories of the HR function as a 

business partner. As we stated in the introduction to this chapter the HR function can 

describe the environment in which management development operates. The basis of 

this section will be the grid of Ulrich (1997) which you also will recognize in the next 

chapter when we map the companies’ HR functions from the results of our survey. 

Also Gratton (2000) will be part of our basis with her model which describes the need 

for balance between long-term and short-term, as mentioned in the former section by 

Pauuwe and Williams (2001). Hussey (1996) will be important as well, speaking of 

developing policies about needs in the organization. 

 

To create value and deliver results, HR professionals must begin not by focusing on 

the activities or work of the HR function but by defining the deliverables of that work. 

With deliverables defined, the roles and activities of business partners may be 

stipulated. Already in chapter one, management development is outlined as an 

important issue for the HR function and it should be handled both strategically and 

efficiently. To be able to do this, the HR function needs to become more of a business 

partner in the organizations (Ulrich, 1997). The framework in figure 5-2 on the next 

page describes – in terms of metaphors – four key roles that HR professionals must 

handle well to make their business partnership a reality. (Ulrich, 1997) The two axes 

represent the HR professional’s focus and activities. Focus ranges from 

future/strategic to day-to-day/operational. Activities range from managing processes 

(HR tools and systems) to managing people.  
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The different roles link to outcome and activity in the following: Strategic partner is 

the management of strategic HR and its deliverable is executing strategy and the 

activity for the HR function is aligning HR with business strategy. Administrative 

expert is about managing and building an efficient infrastructure which will provide 

shared services in the organization. For the employee champion there is a need to look 

at employee contribution and increase the employee commitment and capability. 

Finally, as change agent, management of transformation and change will be essential 

where the outcome will be a creation of a renewed organization. Here, HR 

professionals must ensure capacity for change. These multiple, complex and, at times, 

even paradoxical roles must show mutual respect to one another since each of the four 

roles is essential to the overall partnership role. By conducting Ulrich’s survey 

businesses can identify areas in which the HR function is growing stronger or weaker 

Process People 

Day-to-day/ 
Operational focus 

Future/Strategic 
focus 

Strategic 
partner 

Administrative 
expert 

Change 
agent 

Employee 
champion 

Figure 5-2: HR roles in building a competitive organization 

(Source: Ulrich, 1996 p. 24) 
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in each role. (Ulrich, 1997) As the model of Ulrich looks at the HR function as an 

entity we now move on to describe the individual level with the help of Gratton 

(2000).  

 

Gratton’s (2000) model is a description of how individual performances are linked to 

business strategies, both in long-term and short-term visions of the business, see 

figure 5-3 on the next page. This model derives from a hands-on guidance manual on 

how to change the mindset of an organization, but we will use it to stress the 

relationship of long-term and short-term levers without conducting a gap analysis. 

Business goals are the key to the energy of the system and it embraces both short-term 

goals and long-term vision. Business goals also express a collective understanding of 

what the organization is capable of achieving. Thereafter, the pathway of action 

comes from the second element, the gap analysis, which Gratton uses to create a deep 

understanding of the gap between current capability and the desired state.  

 

This way of describing the point of departure for HR issues can also be found in 

Hussey (1996) in somewhat different words but the same intentions. His model and 

theory also focus on a left-hand side which creates an awareness of the gap between 

vision and capability. Hussey stresses the importance to assess the current situation 

since policies should be determined on the basis of the specific situation of the 

organization. An organization facing a major, discontinuous change situation will 

have very different management development priorities from one where the future is a 

smooth transition from the past. 
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Gratton (2000) and her model (figure 5-3) emphasize the difference between long-

term and short-term by two separate cycles of activity, to show that they do operate 

simultaneously but at different speed. At one time, managers are struggling with 

making short-term adjustments to the policies and processes, yet preparing for and 

implementing changes which will be crucial for the future. Gratton even defines the 

timescale of the long-term cycle as operating over a three- to five-year period, dealing 

with levers of long-term transformation processes. The short-term cycle works as a 

Figure 5-3: The people process model (Source: Gratton, 2000, p. 101) 
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• Transforming the workforce 
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mirror image, operating on an annual basis, hence dealing more with people strategy 

tactics found in the short-term levers. These levers can create relatively rapid changes 

in the performance of the business. (Gratton, 2000) 

 

When Gratton’s (2000) model is viewed in totality it portrays the balance between 

different time aspects about HR issues including management development. The 

short-term training and development must align with the long-term vision about how 

to transform the leaders. Dominance of either cycle breaks this balance, according to 

the author. The challenge is about being reactive or proactive or as Gratton says 

herself: 

 

“An overemphasis on the short-term goals and levers and the organization 

descends into continuous, iterative, reactive movement without building the 

capability to meet the longer-term vision.” 

Gratton, 2000, p.100 

 

Gratton’s (2000) and Hussey’s (1996) line of argument is supported by other authors 

as well. Ready, Vicere and White (1994) continue that management development 

needs to be integrated with, and mutually dependent upon other organizational 

subsystems, activities and processes. Hence, factors such as strategic and 

organizational goals must interact with a management development program seeking 

to develop and progress managerial skills and knowledge to organize and implement 

the business strategy. (Ready, Vicere and White, 1994) Pauuwe and Williams (2001) 

also discuss the need for management development to be integrated with business and 

strategic goals of the organization and speak in terms of being able to generate added 

value. 
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All in all the HR function has a lot to do and many complex questions to answer when 

dealing with management development. In his work, Ulrich (1997) points out that 

first of all, the HR function needs to be business driven; otherwise they will never be 

invited to handle management development completely. This invitation is based on 

the credibility the HR deliverables have in the organization. The credibility derives 

according to Ulrich from three factors; how well the HR function understands the 

business, how traditional HR practices are handled today and how management of 

change is mastered. Their relative positions are not stipulated but nonetheless they are 

all crucial to gain credibility. (Ulrich, 1997, Becker, Huselid & Ulrich, 2001)  
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6 Operation: Intelligence gathering 
“The truth is out there...”  

Agent Mulder, The X-files 

 

Let us unleash our hunger for knowledge and head out into the unknown domains of 

reality. Our gathering process constitutes of interviews made on location, hence we 

have sought out our allies from all over Sweden for their contribution in our quest for 

knowledge! 

 

6.1 The reality of management development 

The course of action in this chapter will somewhat differ from the one used in our 

frame of references due to our overall inductive approach to this master’s thesis. After 

gathering information we have gained more understanding about our research subject 

and the influencing factors. We will in this chapter present management development 

from a broad perspective, as it was presented to us by the respondents, and then 

narrow it down. Consequently, our point of departure in our empirical findings will be 

by presenting the influence of external contextual factors on management 

development, which consists of the surrounding environment in the Swedish chemical 

industry. Afterwards the internal factors like the HR function itself will be presented. 

Thereafter we develop the underlying focus of management development on 

individual or organization, as it is seen from both HR directors’ and management 

development responsibles’ point of view. Furthermore the actions of management 

development in the different companies will be exploited from different angles, 

familiar from our frame of references.  
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6.2 Where to start from: Outside 

Once more, “why develop this manager?” is a central question. In all our interviews 

the indispensable role of the manager is underlined.  

 

“Nobody can [like the manager] in such a short period of time destroy a 

working function through his actions, his lack of courage or lack of judgment 

or whatever… that is why management is crucial.” 

HR director 

 

“The manager is not everything, he is more than everything.” 

HR director 

 

Several of the respondents talk about how the process of globalization and 

internationalization puts managers in a situation where they have to handle different 

ethnic groups and cultures on a daily basis. This global leadership demands faith, 

loyalty and great acceptance of differences in the manager. Also, as an HR director 

puts it, a manager is only momentarily in one country or one business, but always in 

his function. Most of our respondents see this internationalization in all their 

businesses. Also, there is a higher degree of complexity in the global business 

environment today. Managers of today need to handle situations that are dichotomies 

to some extent. 
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“We are competitors one day, we sell their products the next day, they sell 

our products the third day, we are in alliance the fourth day, we do research 

together the fifth day, we file a suit of each other the sixth day and we buy 

them on the seventh. There is no homogeneity in the business environment 

anymore.” 

HR director  

 

Throughout history the Swedish chemical industry has been characterized by mergers 

and acquisitions. All five companies started off as Swedish firms but today all of them 

have the headquarters outside Sweden.  

 

“We have bought two hundred companies over the past twenty years or 

something like that. We have also sold about as many.” 

HR director 

 

A consequence of the ongoing shifts in which company the staff belongs to, several of 

our interviewees talk about how the manager’s duty is “to absorb insecurity” (HR 

director). When the internal environment is changing the manager becomes the one 

representing stability and conformity. In this situation both the HR directors and 

management development responsibles discuss the managers’ importance of showing 

the way or give a direction, based upon the overall vision for the company.  

 

“[The manager] needs to ooze safety in himself. As long as that is not the 

direction, this is the direction. It does not have to be hundred percent correct, 

it is enough if it is somewhat more than fifty percent correct.” 

HR director 
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The essence is time and never letting an organization linger according to another HR 

director who has developed his own formula where “Model x Acceptance = Optimal 

results”. He would like to point out with this formula that it is better for a manager to 

make a decision on where to go, hence which model to use, and get low acceptance, 

than wait to have the best model ever which may be too complex to use or too late to 

implement. The former, with initially enough acceptance to reach the critical mass, 

can always be justified or ratified later on to achieve the most optimal results.  

 

Some of the interviewees touch upon is the Swedish demographic situation present in 

today’s society as there will not be as many qualified candidates tomorrow as there 

are today. Three of the five companies in question explicitly have contacts with senior 

high-schools to influence the programs chosen by the pupils. All five companies 

regard contacts with different universities as vital to attract new highly skilled 

employees and, as well, potential future managers.  

 

There is a clear distinction between the role of the manager as it was before and how 

the manager is perceived today. In each and every interview the managerial role and 

qualities are discussed.  

 

“The managerial role of today, that is the ability of managing a company 

including leadership, is of more importance than yesterday, because that is 

the only thing that cannot quite be copied.” 

HR director 

 

In the past according to our respondents the manager was hands-on, direct controlling 

and an expert in his or her field. The manager’s knowledge was focused on routines, 
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processes or the product and a managerial position was obtained due to long time 

employment within the company. Today the managers’ role is all about relations and 

behavior, being broad-minded rather than expert, being able to motivate and being 

enthusiastic. All our interviewees acknowledge that the formal education of potential 

managers is just a ticket into the company and once there, it is the personality and 

behavior that have to be coherent with the core values of the company to access future 

management development. The assignments of the manager also differ from 

yesterday:  

 

“To be manager, or superior, is to be a superman, a soft superman.” 

Management development responsible 

 

Our respondent continues to talk about hard and soft values that the managers have to 

deal with. The managers have to be both efficient, in terms of production, and be 

motivating, in terms of co-workers’ satisfaction.  

 

Another factor influencing management development in the chemical industry is 

safety according to two respondents. One company stresses this factor as being of 

utter importance, and they claim that almost 90% of all accidents or near-accidents 

may be avoided through changed behavior of the manager or the individual. It can be 

physically dangerous working with chemical processes. 

 

“If something happens it is really dangerous. It is chemicals and it can blow 

up here and there, burn and leak…” 

Management development responsible 
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6.3 Where to start from: Inside 

Management development as an issue of HR is discussed at length in all the 

interviews. In this section we present the different HR functions as they are described 

by the HR directors through Ulrich’s (1996) grid to gain further understanding of the 

point of departure when deciding upon the guidelines for management development. 

After presentations of the companies’ HR functions we turn our attention to common 

thoughts amongst all the respondents about how the HR function endorses the 

development of managers.  

 

6.3.1 HR function: Capability 

To understand the origin of our survey we refer to section 4.3 describing how the 

survey was conducted and how to interpret the results. To understand the grid itself 

we refer to section 5.4 in our frame of references. When reading the figures below, 

keep in mind that each role could get a value ranging from 10 up to 50 in our surveys, 

represented by the different dots on the diagonal value axes. The continuous lines 

represent the emphasis on different roles of the HR function today, and the broken 

lines represent the roles of tomorrow. When looking at Ulrich’s grid, the center of 

attention is on the shape of the boxes made out of the different lines and also their 

mutual relationship to one another. In this presentation we mark the different roles 

with their initials only. We present the companies in the same order as they were 

presented in chapter 2.  
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AstraZeneca 

  
AstraZeneca presents a major shift to come in their way of looking at the HR 

function. The company has grown by 25.5 per cent since 1999 and according to our 

interviewee they have been chained to the administrative issues of HR. Figure 6-1 

clearly shows how the focus today lies on the lower operational focus. Our respondent 

says that recruitment has become the core business of the HR function during this 

period and it has strained both time and energy from other more strategic issues. The 

key to success of this ongoing shift towards a more strategic focus is an information 

technology solution. With the help of information technology, managers and co-

workers can perform the daily HR activities themselves and thus the shift will be 

realized, according to our respondent. He continues by saying that nowadays, 

management development is more short-term oriented and is all about being efficient 

on your present position because the introduction of the new information technology 

solution will demand new skills and behaviors in the managers. Our respondent 

continues to say that since AstraZeneca currently is working on developing the 

Strategic 
focus  
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Operational 
focus 

A E 

Process 

S P 

Figure 6-1: Survey results from AstraZeneca 
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company’s HR strategy, the objective of the long-term management development is 

blurred at the moment.  

 

Pharmacia 

Regarding Pharmacia the boxes of today and tomorrow are on top of each other in 

figure 6-2. Our respondent explains this feature by describing how Pharmacia over the 

 
past two years has already made changes within the HR function to suit the needs of 

tomorrow. He talks about how he has down-sized the workforce and outsourced 

different HR issues, like parts of the recruitment process. Therefore the plotted box of 

tomorrow overlaps the box of today. The respondent explains that there is no reason 

to further develop administrative processes in-house since they can be bought from 

others. 
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Figure 6-2: Survey results from Pharmacia 
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“There is no need to possess the process to be the owner of the strategy. We 

try to tell our managers that what is strategically important does not mean 

you have to own it.” 

HR director 

 

Akzo Nobel 

At Akzo Nobel we were given the answer that the box of tomorrow is the 

development foreseen and also the development wanted (see figure 6-3), according to 

the interviewee.  

 

He continues by saying that the HR function wants to become more of a strategic 

partner and change agent in the future to be able to handle the changes and shifts 

taking place within the firm today. At the same time, the respondent acknowledges 

the potential of improvement within the operational focus both today and tomorrow. 

The improvements are made within the daily work, through the responsibility of the 

managers. After the latest great merger between Akzo and Nobel Industries the profile 
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Figure 6-3: Survey results from Akzo Nobel 
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and attitude of the staff have changed deliberately according to the respondent. He 

admits that the change has been accomplished with a lot of inspiration from the work 

of Ulrich. During his six years at his position, the manager-employee profile has 

become more entrepreneurial and business oriented which was a prerequisite of the 

results as seen in figure 6-3.  

 

Borealis AB 

The respondent at Borealis AB, was somewhat surprised looking at the different 

boxes of today and tomorrow, see figure 6-4. 

 

Spontaneously he adds that the difference between the two might be larger in reality 

than on the paper due to a corporate level handling the strategic partnership and local 

facilities taking care of day-to-day activities. The larger overall emphasis of the two 

boxes on both strategic as well as operational level can also be derived from this 

division, according to the respondent.   
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Figure 6-4: Survey results from Borealis AB 
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He also stresses the fact that being an administrative expert today is more like being 

an expert of information technology. Borealis AB, like the other companies, has 

different information technology solutions which the co-workers handle themselves. 

The HR function at Borealis AB only develops and administrates them. In the end our 

respondent talks about how the greater focus on change agent in the future is about 

the company having the internal ability to adapt to new behaviors and skills.   

 

Perstorp AB  

Finally, at Perstorp AB our information about the grid derives from e-mail contact 

with the HR director. He explains that they use the same grid and Ulrich’s theories in 

company workshops and management development programs. From his point of view 

Perstorp AB shall strive to become better and better in all areas and shows this by 

putting maximum points on the questions about tomorrow, see figure 6-5 on the next 

page. He also tells us that two years ago they added a fifth dimension to Ulrich’s grid, 

called Employer Representative, with the purpose to be able to focus on the 

relationship between employer and unions as well, since this is often forgotten in 

American models. Our respondent is also supported in this subject by the interviewee 

at Borealis AB, who states that managers need to improve their skills when it comes 

to dealing with the unions.  

 



- Operation: Intelligence gathering - 

74 

 

6.3.2 HR function: Credibility 

When we presented the results of the survey to each company, a lot of thoughts arose 

about the HR function and its management of developing managers. Several 

respondents discuss how the HR functions have adopted the vision of the company, in 

the absence of a specific HR strategy, and made it their own. After all, underneath all 

the fuzzy talk the vision of each company is all about the money, the same 

respondents admit. This is reflected within each HR function as our interviewees 

strongly claim that the HR functions need to change the mindset of their own 

personnel in order to meet and understand the needs of the business.  
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Figure 6-5: Survey results from Perstorp AB 

 



- Operation: Intelligence gathering - 

75 

“That is our vision. We have to make money. I do not make any money having 

seventy great HR professionals if I cannot sell any pills tomorrow. They have 

to understand this business and how they can make a contribution … I have 

no need of people dealing with rubbers and paper clips. I need people who … 

maintain, develop and enforce the competences in the company as a 

consequence of the overall business strategy.”  

HR director 

 

This line of argumentation also made our respondents reflect upon how the future HR 

functions will be organized. One company has already separated the HR director from 

the personnel department and this reasoning is mentioned throughout the other 

companies. But the common apprehension among the co-workers, according to many 

of our interviewees, is that the HR function should administrate operational HR 

activities such as pay-roll, and strategic activities are given less emphasis.  

 

“The only way to ensure having an HR function that is not trapped in 

administrative work is to separate them from each other.” 

HR director 

 

The majority of our respondents look upon this partition as the HR professionals draw 

the line between long-term strategic activities suitable for the HR function and short-

term operational or administrative, activities suitable for line managers. One 

respondent even stresses that these different activities should have different names in 

order to make a clear distinction between the two. Meanwhile, most HR issues, like 

management development, have to be dealt with simultaneously, both the long-term 

and the short-term perspective.  
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“I would like to claim that it is a win-win situation … in short-term it is the 

business process that is the most important while personal management 

development and the human issue are in the long-term. It is all about getting 

these two together and aiming at the same direction. It is through strategies 

short-term and long-term can be joined together.”  

Management development responsible 

 

So far our respondents outline that having management development strategies will 

help dealing with the problem of linking short-term and long-term together. The 

consequence is expressed by two interviewees who outline the following dilemma – 

to have the ability to make good strategies you have to have “a seat at the table” (HR 

director) and understand the business driven organization. The first step on the road to 

achieve this position is expressed in the following quote. 

 

“… on the other hand you must have the administrative processes to get to 

the table. You are not allowed to talk strategy if you are not from a hands-on 

position.” 

HR director 

 

These hands-on positions are described by several interviewees as the HR function 

managing the role of a specialist with good methods and practices, serving the 

managers in their role of a generalist. It is vital for the HR function to be a specialist 

in all the roles, as described in the grid (see section 5.4), in different levels of the 

company to suit different business needs. One respondent talks about how the HR 

function has to know the consequences and see all the dimensions of a decision to be 

able to give good advices to the managers. Another respondent follows his line of 



- Operation: Intelligence gathering - 

77 

thoughts and discusses how the HR function “does not have any power, just 

influence” (HR director), hence the manager is always responsible of the outcome of 

the decision. But in the end the respondents conclude to discuss that influence, a seat 

at the table and specialist advices are of no good if the HR function lacks credibility. 

Being business driven and good at what the HR function does today, in areas 

perceived as HR issues, will give credibility of tomorrow and permission to handle 

more strategic issues. One interviewee speaks of a discussion about credibility he had 

with Ulrich some years ago, where the interviewee twisted a model, putting HR 

Master at the bottom instead of at the top (see figure 6-6). 

 

“This [HR Master] is what creates our foundation. If this does not exist it all 

falls down … you will never get the personal credibility needed to be allowed 

to work with business and change. He [Ulrich] did not think of that.” 

HR director 

 

 

 

   HR     
Master 

Personal 
Credibility 

Business 
Master 

Change 
Master 

Figure 6-6: Future HR competences 

(Source: Freely interpreted from interview) 
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Once the credibility has been established, there will be a demand and a pull from the 

business units and an invitation of the HR function to support the managers, as several 

respondents explicitly express the matter. In all the companies, HR professionals have 

a seat at table at all organizational levels and are wanted at all levels and they are 

regarded as “a national as well as a global tool” (HR director). The same respondent 

also thinks that the HR function has no raison d’être without the demand of its 

services from the business.  

 

6.4 Where to go: Focus  

None of the respondents can explicitly outline the strategy of management 

development but the majority of the interviewees mentions that the purpose and focus 

of management development impact the organization. They all emphasize different 

aspects about the purpose and focus of management development and mostly these 

aspects can be divided into focus on individual or organization, see below. 

Discussions about the strategy behind management development often make the 

respondents talk about how it has to follow the overall HR strategy or the vision of 

the company. Three interviewees from different companies mention that due to the 

novelty of management development, they do not have a management development 

strategy. 

 

6.4.1 Focus on individual 

All the management development responsibles talk about how it is to become a 

manager for the first time. To be the leader over former colleagues is a new situation 

and the first-time managers need to acquire new knowledge. Priority number one is 
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developing self-awareness and understanding of the company’s vision, according to 

the respondents.  

 

“If one does not know oneself and does not know how one is perceived by 

others, than it is really hard to be the manager of others.” 

Management development responsible 

 

The purpose is explicitly mentioned as helping the new managers to be comfortable in 

their new situation and within the different courses create a personal network within 

the company with other first-time managers.   

 

Management development of the individual also aims at developing different skills or 

behaviors. Already in the recruitment process, according to most of the interviewees, 

the right personality and behavior that suit the company are assessed. Then later on, 

these personal traits are further developed in the management development process.  

 

If an individual already has what it takes to suit the organization then: 

 

“Real talent can be promoted at surprisingly low age. The real stars with 

capacity to grow, they can be captured very early.” 

HR director 

 

All HR directors discuss future managers in terms of individuals with potential or 

even high-potential and they see to it that once the managers have achieved the right 

skills and behavior, they should be up for career progression. None of the respondents 
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sees any problem about over-promotion since, in every company, it is possible for the 

individuals to turn down any offer of promotion, at least theoretically speaking. 

 

6.4.2 Focus on organization 

The development of the organization through management development is mostly 

discussed by our respondents in terms of survival in the long-term and succession 

planning. Also, as one respondent puts it : 

 

“Individual actions are somehow group actions. They are influenced by the 

group so maybe it is the organization we develop … an individual cannot do 

so much, you have to affect all the individuals to get the organization 

moving.” 

HR director 

 

More interviewees are of the same opinion as they state that through management 

development they have the ability to change the profile and the collective mindset of 

the organization. As it is claimed by one respondent, there is also an adequate 

causality in these statements to get the organizations more business driven and 

entrepreneurial since these are the criteria for the managers as well.  

 

“If they [the managers] do it right, it is inevitable that this will affect the 

organization.” 

HR director 

 

When looking at succession planning as an influence on management development, 

the respondents often talk about top-management and how they go about to ensure 
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that the organization is never left without guidance. Most of the respondents define 

succession planning as making managers suitable for their next step in their career, in 

purpose of ensuring survival of the organization. Another view deriving from all the 

mergers and acquisitions in the past is that the organizational changes continuously 

have developed new requirements to new positions. In this scenario, one of the 

respondents continues, the purpose of management development is to anticipate and 

meet these requirements; hence the focus on organization and its changes guide 

management development to develop the individual to suit the new positions, both 

vertically and horizontally.  

 

To sum up the focus and purpose of management development one respondent gives 

his explanation whether focus should be on individual or organization. 

 

“It is mutually beneficent. It is obvious, if both are being developed both will 

grow as well.” 

Management development responsible 

 

6.5 Which road to follow: Dichotomies 

An extensive part in our interview guide (see Appendix III and IV) is devoted to 

management development dichotomies and the opinions of the respondents are 

presented in this section. Our interviewees elaborate on the more practical procedure 

and approach of management development, as well as the importance of being able to 

translate the soft values of HR and management development into hard numbers.  
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6.5.1 Push or pull? 

When the respondents discuss the individual and his or her part in the management 

development process, they all agree with the fact that it is up to the individual to show 

initiative. One claims it to be one of the company’s leading principles and another 

argues in the same line when saying that no one can expect to be offered a managerial 

position without any input from the individual, such as being active and interested in 

his or her own development, further education and so forth. However, one interviewee 

points out to us that the HR function supports everyone’s strive for personal 

development, but emphasizes that no one can have more interest in your own 

development than yourself (that should be your mother then he adds, authors note). 

The majority of the respondents talks of how the organization can be open-minded 

and make room for individual thoughts and desires and making this shift of focus in 

the organization starts by looking at the management development, according to them. 

 

Furthermore, one respondent firmly stresses that it is the front line which is 

responsible for the nomination and selection of new managers. The HR function can 

support the decision by management development for example, but when all is said 

and done the ultimate responsibility is the front line’s. However, other respondents 

tell us that it is the superior of a certain individual who selects whom is to be 

promoted, or will be enjoying, management development.  

 

6.5.2 Internally or externally? 

When discussing selection to management development with our respondents we 

were given almost identical answers concerning this area. The vast majority of the 

respondents witness that all selections to managerial positions are made internally, 
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based on different reasons. Two interviewees talk about the importance of gut-feeling 

when it comes to selection. They claim that with experiences and age, gut-feeling 

becomes an important tool in many situations where decisions have to be made. After 

looking at all the factors in need of consideration, they declare that gut-feeling makes 

the final decision, or as one of them puts it: 

 

“…your intuition is founded on the fact that you have seen the same thing ten 

times before with slightly different results …you know that your decision will 

not be totally out of line, and then you just adjust it a bit…”  

HR director 

 

Another interviewee mentions employment freeze as a reason for selecting internally, 

and the advantage of developing someone already familiar with the company. 

However, two respondents highlight the difficulty of an employee suddenly having a 

managerial position over his or hers former work mates. Though, the most common 

opinion is to recruit internally but sometimes employ someone from the outside in 

order to, as one interviewee calls it, achieve “cross-fertilization”, but the potential 

drawback is that you do not have any clear picture of how the individual is behaving, 

hence in the individual case, the risk of failure is bigger. Another respondent points 

out that: 

 

“I think we have a very good mix, a balance between internal and external 

recruitments to high managerial levels. If we lack a certain managerial type, 

we see to it to recruit from the outside.” 

HR director 
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Hence, given that almost all managers are being recruited internally, they have 

normally already attended some kind of management development programs. These 

programs normally focus on those individuals who recently have obtained managerial 

responsibilities. One respondent mentions the importance of learning or 

communicating a “managerial way of thinking” before becoming a manager. By 

selecting these individuals, it gives a signal to them that the organization has faith in 

these individuals and want to see them develop further. It is also frequently 

mentioned, by representatives from all companies, that letting newly hatched 

managers attending management development courses gives the organization a good 

knowledge of this particular individual’s strengths and weaknesses. Furthermore, 

some of our respondents also talk about the fact that this gives the individuals an 

opportunity to really reflect upon the decision of becoming a manager, to figure out if 

it is their cup of tea or not. As one respondent puts it: 

 

“You do not want to scare people away from managerial positions, but you 

do want them to think it over carefully before accepting it.” 

Management development responsible 

 

When discussing selection of participants for management development, the issue of 

specialists versus generalists was another subject on the agenda. However, almost all 

respondents agree upon the fact that in general, it is better to have a generalist at a 

managerial position than a specialist. All of our interviewees elaborate on this in quite 

some detail – one claims that individuals with less or no knowledge about the 

technical aspects of the organization, but who are good leaders, become managers, 

while other respondents assert there to be quite a big difference between specialists 

and generalists, where the former may be excellent within his or hers area of 
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expertise, but not performing as well when it comes to personal relations. It is even 

mentioned during one interview that specialists should enjoy separate career paths in 

order to not being forced into a managerial role. Others mention the importance of 

understanding the “greater picture” when being a specialist in a managerial role. Even 

though a great majority of our respondents acknowledge there to be a difference 

between specialists and generalists, they confess not to make any difference when 

educating the two categories. The discussion is nicely summarized by one interviewee 

who argues that: 

 

“There are specialists who can become generalists, but if you are too much of 

a specialist it will not do. I put greater emphasis on the general competence, 

but you do not become a generalist without having some kind of specialist 

competence.” 

HR director 

 

Looking at specialists, in order to avoid this kind of non-wanted managers, one 

company assess that the personal appraisal discussions play a crucial role in deciding 

the career of a specialist, which will be further discussed in the following section.  

 

6.5.3 In-house or outsourcing? 

All of the respondents give us more or less identical answers when discussing how the 

management development programs are administrated. In a vast majority of the 

companies it is internal to a greater or lesser extent. One company has opted for a 

totally internal approach by maintaining that they personally do not want to hire an 

external consultant who only will be present during the course and then disappears. 

They prefer having the HR function performing the course in order to obtain 
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continuity and to show the business areas/subsidiaries just how serious the process is. 

However, most of the companies hire external consultants but administer and outline 

the program internally. One interviewee explains that the head office or the corporate 

center buys the courses externally for the whole group, more or less.  

 

However, one interviewee mentions the non-existence of external pressure or driving 

force for giving management development courses. Something he clearly would like 

see more of, where he depicts ISO 2000, however in a different context, to be a great 

example of external pressure on the company to perform accordingly or to have a 

minimum standard to live up to.  

 

By those respondents talking about personal appraisal discussions, which is an 

appreciated method for assessing both managers and co-workers, a majority claim that 

it is of utter importance for the manager to possess the ability to perform an appraisal 

discussion correctly, where management development comes in, but also explain to 

the single employee why this is important to carry out. Hence, two levels of 

employees, at least, within the organization have to be informed and educated.  

 

6.5.4 Ownership – business unit or corporate? 

Many respondents explain to us that it is up to the HR function to serve the different 

business units with courses demanded by the business units. However, this is not 

always the case and one respondent points out that the situation described above is 

most certainly something to wish for, but not reality today in this particular company. 

At one of the companies, seminars treating different subjects are held, both on the 

request of the HR function or from front line. As mentioned by one respondent:  
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 “... it can be demands from both the HR function  and the front line. 

Hopefully … there is a need and the HR function then responds to it.” 

Management development responsible 

 

Interviewees from two companies witness of a top-down approach when introducing 

and implementing management development. They argue that the top management 

team, or executive board, have played a crucial role – in one company the charismatic 

CEO has promoted management development and at the other the executive board 

supports a pilot project which will be introduced in the whole group where 

management development is placed at center stage.  

 

We did not receive any information of how the management development is financed 

in one of the companies, but for the rest, the financial aspect of management 

development is quite similar. The most common approach is to let the different 

business units or departments pay for management development and education and 

training. Exceptions do occur where the corporate centre in one case provides 

financial means to this particular aspect, but if it concerns smaller bits or how to 

handle a certain process, then this kind of internal consulting is free of charge. 

 

In the interviews, talking about being the owner of management development in 

financial terms also lead to discussions about pressure of being cost-efficient. 

However, this does not occur too often within the companies. One interviewee claims 

to have it in mind, but at the same time tells us that the rest of the company has shown 

confidence in the management development to be cost efficient without it being 

expressed explicitly. Others explain that in order to get the business units interested in 

management development, high financial figures draw most attention. But they all 
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conclude that the HR function and management development can be as cost efficient 

as ever, but if the line does not realize the connection between good managers, 

management development and higher productivity, it does not matter that 

management development indeed is cost efficient. Hence, to be able to attract 

attention to management development, and make business units realize the benefits of 

management development, cost-efficiency comes second, at least today. 

 

6.5.5 Soft evaluation or hard measurements? 

When performing our interviews, the respondents elaborated extensively on the topic 

of measurement and evaluation of management development and other instrument of 

evaluation. They all agree that is it crucial for management development to be able to 

show off hard facts, figures and results, but at the same time they acknowledge the 

difficulty realizing it. 

 

A majority of the companies perform some kind of employee survey each or every 

two years where employees evaluate their superior. In this particular survey, one 

company looks at parameters such as delegation, challenges, trust etc., while others 

have parameters such team orientation, integrity and so forth. Other enterprises call it 

“best managed behaviors” or “good managerial practices” but with the same 

guidelines. However, hard facts are being measured as well, such as how many 

employees have had career discussions during the last year for one particular superior. 

All respondents also witness of personal appraisal discussions to be an implicit means 

of measuring management development. 

 

The opinions differ quite greatly, however, when it comes to measurement and 

evaluation of management development. One respondent claims that only the actual 
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cost of the management development programs can be measured, but continues by 

saying that there are potential implicit factors related to management development 

such as the number of sick leaves. Another interviewee also asserts it to be impossible 

to see if management development has had any positive effects, except by 

interviewing the closest subordinates. Yet another respondent indicates that managers 

are not being evaluated after management development, only the course itself. One 

opinion shared by many of our interviewees is the fact that the pressure on 

management development to produce hard facts is increasing all the time. As one 

respondent chooses to see it: 

 

“There is an urge for more and more figures in this area, management 

development, and I think that you can read a lot out of that.” 

Management development responsible 

 

He continues by saying that it is of vital importance to focus on employees and 

management development and not to accept cutbacks even though the board wants to 

yield a profit the next quarter of a year. Furthermore, management development plays 

in the same field of investments as building a new production plant for example; 

hence the need for translating management development into dollars and cents 

becomes even more essential. If the HR function can show that this concerns a five 

year period and the return is such and such, many of the respondents believe that 

management development will become interesting and attractive as an investment.  

 

A majority of the interviewees dwell upon the necessity to translate soft values from 

the evaluations into hard facts and figures. One interviewee strongly emphasizes that 

soft values always will be outstripped by hard facts and, furthermore, he has to show 
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off efficiency increase as well as cost awareness. He claims that the day when soft 

values have hard figures on them, management development will start competing with 

other investments on equal terms. Even though the importance of measuring 

management development is growing, many respondents feel it is equally important 

that the line or the business units also realize the benefits of management 

development on production for example, without including the cost of management 

development. One interviewee points out that when all is said and done, it is a matter 

of judgment. He concludes that: 

 

“Of course, things which you can translate into numbers are always 

preferable, but the world is so complex today that you have to have a little 

faith in order to prove it to you ... however, there is a linkage between good 

results and high figures [in an employee survey].” 

HR director 
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7 The duel 
“Out of intense complexities intense simplicities emerge.” 

Winston Churchill 1874-1965 

 

Guns and ammunition are brought into play as the field marshals of the theoretical 

world are put face to face to meet their warmongering counterparts of the real world 

in a fierce duel. Patterns as well as discrepancies are unraveled and diversions as 

well as flanking maneuvers are uncovered as the duel takes unexpected turns. Join it 

up-close on the following pages.   

 

7.1 The analysis of management development 

Once more our inductive approach guides us in deciding upon the course of action for 

this chapter. With our purpose in mind, looking at the empirical findings and also the 

background to this thesis we find that it might be regarded as an established fact that 

the HR function in all our companies studied wish for and strive to become business 

driven. This will be further developed in the first sections of this chapter. From this 

business driven perspective we then analyze the management development in our 

chosen industry and do so with a disposition and headings familiar from the frame of 

references and the empirical findings. New to this chapter, due to our inductive 

learning process, is the integration of short-term and long-term perspective under each 

section about management development. We make use of Gratton’s (2000) reasoning 

when we have learnt from our research that the role of the time perspective cannot be 

separated from management development and has to be treated simultaneously each 

step of the way.  
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7.2 Where to start from: Outside – Inside 

7.2.1 HR function: Capability  

In the first section of our frame of references, Hussey (1996) cites several situations 

where developing managers will make a difference on the performance of the 

organization and help insure that the organization has the competence required. The 

same author claims that priority number one in the process is to have a vision for the 

management development in the long-term. How to correlate this vision with the time 

perspective as mentioned by Gratton (2000) will be analyzed in the section below.   

 

The first dilemma we came in contact with during the gathering of information is the 

fact that management development is occurring simultaneously both in the short-term 

and the long-term. According to Gratton (2000), the short-term cycle is a mirror 

image, including areas like short-term training, to the long-term transformation 

process of leaders. Although these cycles run at different speed, Gratton stresses that 

they do occur at the same time. Gratton is further supported by Pauuwe and Williams 

(2001) who also mention the need for balance between the two. In line with their 

arguments our respondents claim it is a win-win situation having the same goal of the 

two cycles. They continue by saying that the two sides of management development 

are joined together through strategies. We distinguish from this discussion that 

management development needs to be handled simultaneously both in the long-term 

as well as in the short-term and that these two sides are inseparable and can be seen as 

two sides of the same coin. According to us, this stresses the capability of the HR 

function to handle matters on a short-term as well as on a long-term basis. 
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However, in order to make long-term and short-term work together the respondents 

claim there has to be a strategy joining them together. But, traditionally the HR 

function has had a low level of integration according to Ulrich (1997) and has only 

dealt with issues focusing on the short-term, which many of the respondents agree to. 

In our empirical findings we see that today, as management development is highly 

integrated with both strategic and operational goals, new demands are put on the HR 

function, such as understanding the consequences in the complex business world due 

to the overall long-term business strategy. To be able to respond to these new 

demands of handling future strategic and day-to-day activities at once, the literature in 

our thesis, with Ulrich (1997) as the leading advocate, calls for a change of what is on 

the HR agenda. A change which will turn HR functions into business partners. This 

wish for change is discussed by many of our respondents and they also mention the 

pressure from the ever changing environment; more complex and global business 

climate, rapid changes in company structures through mergers and acquisitions and 

also a greater focus on managers to handle soft values as these values become more 

and more influential on how the co-workers perform. According to Ulrich, one 

method to achieve this call for change is to put emphasis on the different roles the HR 

function needs to master and how this is done through a business driven perspective, 

which is in line with Hussey (1996) as well. We believe that the HR functions have 

the possibility to manage the new demands if they develop capabilities to master 

strategic decisions as well.  

 

Based on the survey results and the discussions we had about them, we clearly notice 

that all the HR functions in the companies put focus on the upper more strategic part 

in the grid. According to us, the five most prominent companies in the Swedish 

chemical industry express through this survey their striving and their wish to become 
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business partners. Some of them have already made the changes and some of them are 

on the way to get there. In the interviews, several HR directors describe the changes 

undertaken in the HR departments to suit the business driven perspective; re-

organizations, a more business oriented mindset of HR professionals and also 

changed skills and behaviors due to the fact of letting line managers handle more of 

the day-to-day activities supported by information technology solutions. Furthermore, 

many of the respondents acknowledge that the HR function has adopted the vision 

and strategy of the company, which after all is to make money according to both 

Rappaport (1998) and the respondents themselves. We think that this argumentation 

gives a correlation between the more quantitative survey and the qualitative 

interviews by showing the same kind of answers in both of them which further 

enhances our perception that the HR functions in our research want to become 

business partners.  

 

In the sections above a great unanimity between our theoretical approach and reality 

is discerned. From results of other surveys conducted by consultant firms as 

mentioned in the background to this master’s thesis, we notice that we follow in their 

footsteps, thus our results so far can be said to be supported by other recent research. 

Another reason to the concordance according to us is the use of the same theoretical 

foundation, both in our research project and in our researched companies. According 

to us, Ulrich’s thoughts and theories have had great influence on our respondents 

since three of the companies in the Swedish chemical industry explicitly talk about 

how they have been inspired by the author when meeting the new demands on the HR 

function. Ulrich’s influence is also shown in the survey results, as most of the 

respondents recognized the grid we used in our survey. We conclude this section by 

stating that we observe how the HR functions in the companies researched try to and 
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to some extent already have succeeded in achieving the abilities required to handle 

management development through their transformation to become business partners.  

 

7.2.2 HR function: Credibility  

However, the respondents discuss quite strongly that becoming a business partner and 

achieving the capability to handle future as well as daily management development is 

not the most difficult. The problem as they see it lies within getting the permission 

from the business to actually do it. Since the interviewees believe that the HR 

function cannot make decisions because it “does not have any power, just influence” 

(HR director) they talk in terms of deserving the responsibility of management 

development and a demand of its services from the business units. They base this 

reasoning on credibility. We observe the same thoughts in Becker, Huselid and Ulrich 

(2001) as they talk of how the HR function will be invited to handle management 

development completely if it gains credibility; hence in our analysis we find it crucial 

for the HR function to gain credibility if it ever wants to handle management 

development in all its aspects.  

 

The pivotal role of credibility is more extensively discussed in our empirical 

information than in our theoretical framework. The respondents have a unanimous 

discussion where they declare that credibility derives from being business driven and 

good at what the HR function does today in areas perceived as HR issues. However, 

the perception of what is an HR issue may differ. If we once more look at our survey 

results we notice that HR professionals like our respondents think more in terms of 

strategic partner and change agent, to use Ulrich’s (1997) terminology. According to 

the same author and in line with Gratton’s (2000) reasoning, management 

development is part of this strategic focus since it develops the organization and 
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individuals to suit both the short-term business as well as the long-term human aspect. 

The latter is also supported in the empirical findings. From the co-workers point of 

view, they perceive the more daily administrative activities, like pay-roll, to be an HR 

issue handled by the HR function. We observe this pattern of partition in our research 

and we agree with the one respondent’s conclusion that: 

 

“The only way to ensure having an HR function that is not trapped in 

administrative work is to separate them from each other.” 

HR director 

 

Meanwhile, we also support another conclusion and we do not think of them as 

contradictory since the separation stated above is not physical as it is a matter of 

perception deriving from the co-workers.  

 

“… on the other hand you must have the administrative processes to get to 

the table. You are not allowed to talk strategy if you are not from a hands-on 

position.” 

HR director  

 

We find that the respondents outline a separation between short-term administrative 

HR work suitable for line managers to handle, while the HR function deals with more 

strategic issues of the future. From this discussion, and due to the criteria of 

credibility, we assume that the HR function needs to either develop a way of dealing 

with the administrative processes without taking time from the strategic issues or 

change the collective mindset in the organization of how HR work are perceived.  
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In combination with the quotations above we also detect ideas of what HR will 

consist of in the future. During the discussions of the survey results and the 

transformation process in order to become a business partner, it also turned out that 

the implementation of different information technology solutions have enhanced the 

possibility for HR functions to put less time and effort on administrative work. 

Accordingly, as the respondents look at it from a business perspective, the same 

solutions have helped line managers to be more efficient in their administrative work. 

Consequently, the respondents continue, HR professionals as well as line managers 

need to develop new skills as well as behaviors to be able to handle this new tool. 

From this division of labor, we argue that management development supports the HR 

function’s handling of strategic activities by HR professionals learning new roles, 

such as being experts on developing information technology, and by line managers 

learning to handle new tools more efficiently through management development.  

 

To sum up so far, we derive from our analysis that after the HR function in the 

Swedish chemical industry has achieved the capability to handle management 

development to suit the needs of the business, it must gain credibility from the 

business as well in order to be allowed to handle all the aspects of management 

development. We assume that in order to reach the wanted credibility, today’s HR 

issues of concern to the co-workers must continue to be managed efficiently. One way 

to facilitate this achievement in credibility is to implement different administrative 

tools. Another way is to separate the strategic work from the HR function and make 

sure it is not called HR. However we can also distinguish that no matter which 

method chosen in gaining credibility, the managers need to develop either new skills 

to be able to efficiently handle this new operational tool or new behaviors to be able 

to communicate the new mindset.  
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After the discussions of the HR function we will focus on the actual management 

development in our chosen industry and analyze it from the business driven 

perspective adopted by the HR function. 

 

7.3 Where to go: Focus 

From our empirical findings we notice how our respondents discuss if the 

management development focuses on either individual or organization. Also, Stewart 

(1999) begins with the same line of argument when setting the guidelines for his 

figure (see figure 5-1) and discusses focus on manager as opposed to management 

development, the latter associated with collective learning. Thus, with both theoretical 

and empirical coherence we follow the same partition and analyze the individual 

focus and then the organizational focus of management development.  

 

7.3.1 Focus on individual 

We notice that the discussions in our interviews concerning management 

development of the individual are split mainly into two aspects. The first is all about 

developing self-awareness and is a first step for managers to understand the 

company’s vision and get the right behavior that suits the company best. When we 

look at our theories we see how the reasoning of the respondents fits the first purpose 

of Mabey and Salaman (1995) which focuses on functional performance with 

emphasis on managers’ individual behaviors and attitudes. The respondents continue 

to argue that personal attitudes and behaviors are assessed already in the recruitment 

process and are further enhanced in the first stages of management development. 

Hence we agree with the interviewees as they claim that the purpose of management 

development initially is to make the manager feel comfortable in his current position.  
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The second aspect we observe is that managers can “be promoted at surprisingly low 

age” (HR director) when they have developed the right personality sought by the 

business. This career progression is covered by Mabey and Salaman’s (1995) third 

purpose which interprets management development in this sense as compensation and 

being a part of a reward system. In his work, Dessler (2001) interprets this career 

progression of the individual as one way to fill future executive openings and enhance 

future performance. All in all, we interpret that the focus on the individual starts out 

in Stewart’s (1999) Quadrant 1 (see figure 5-1) with a short-term thinking to get 

better managers in their current position. Once the right behaviors have been 

established, we notice in the empirical findings how the focus of management 

development of the individual moves to Quadrant 3 which we still think is a short-

term perspective given the way Mabey and Salaman and Dessler define the purpose. 

We believe in the necessity of a stronger link between management development and 

business performance as Mabey and Salaman put it, to be able to talk of a long-term 

perspective when focusing on individual management development.  

 

7.3.2 Focus on organization 

Our respondents stress the fact that the possibility to develop the organization derives 

from developing individuals, not the organization itself. Meanwhile they talk in terms 

of survival in the long-term and through management development, they can change 

the profile and the collective mindset of the organization. We find the same kind of 

thoughts behind the second purpose of Mabey and Salaman (1995) which is to 

transmit the skills and values valued by top management. This is further supported by 

Stewart (1999) in his ideas of such a conception which also fits Quadrant 2 in his 

figure (see figure 5-1). Stewart continues, when talking about the future, that this term 

emphasize career progression so according to him, this places our respondents 
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answers in Quadrant 4. We also argue with the help of Dessler (2001) that our 

empirical findings about management development of the organization do end up in 

Quadrant 4 as the discussions focus on succession planning of top-management which 

according to our respondents, has the purpose of ensuring survival of the organization 

in the long-term.  

 

As already outlined in our analysis, the HR functions of the Swedish chemical 

industry have adopted the vision of the company, which is to make money, and from 

this line of arguments we notice that this vision has had its impacts on the focus of 

management development as well. Most of our respondents are well-aware of the fact 

that management development needs to suit the business and they think that by 

developing both the individual and the organization, both will grow as well. 

According to us, this statement by the respondents also supports the shift from 

Quadrant 2 to Quadrant 4.  

 

However we would like to interpose that all the talk of purpose and focus of 

management development is frail in its reasoning since we did not find any company 

in our research that had an articulated strategy of management development. Stewart 

(1999) argues that the conception applied by the company will influence and relate to 

the methods chosen; so we think that the respondents’ answers in this area need to be 

supported by our discussions below about what they actually do in management 

development, otherwise their validity can be in question.  

 

From the discussions above we maintain that by initially placing the purpose of 

management development in Quadrant 1 and focus on the individual behaviors and 

skills in the short-term to make them suit the needs of the business, the purpose may 



- The duel - 

101 

then move to Quadrant 4 to secure the long-term survival of the organization. 

According to us, the prerequisite of ensuring the right development for the 

organization to suit future business needs is then fulfilled since changing the 

individual behaviors will affect and change the whole organization. In the next section 

we outline and analyze how management development actually is evolving to suit the 

business needs. 

 

7.4 Which road to follow: Dichotomies 

7.4.1 Push or pull? 

In the chemical industry, which has been an active player for more than a hundred 

years in the Swedish industry, we see its hierarchical structure influencing the way of 

how to go about with management development when it comes to push and pull. 

Pauuwe and Williams (2001b) mean that management development can be 

characterized by this push or pull, where the former enables managers in a certain 

group to benefit from management development automatically due to certain criteria 

like age or position. The latter, pull, implies that management development is a 

response to a requirement articulated by different business needs. In the empirical 

findings, we see that the companies apply management development and education on 

all newly hatched managers and even on not-yet-managers in order to introduce them 

to a certain behavior. This is in accordance with Hussey’s (1996) presentation of 

selection criteria, since he claims that programs intended for new managers in the 

organization should be compulsory in order for short-term business needs to be 

satisfied. Furthermore, Hussey states that the management development has to start on 

an individual level in order to get the behavior right from the beginning. As we 

observe, this is clearly a push approach to management development and in line with 
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the empirical findings as presented above. Pauuwe and Williams (2001b) also point 

out that push is the classical process in an old-established hierarchical business.   

 

On the other hand, to the discussion of push we would like to add the danger of over-

promoting the managers to their level of incompetence, in other words Peter’s 

principle, outlined by Peter (1969) in the theoretical part in the thesis. When studying 

the interviews, we see that the respondents do not consider this to be something 

alarming since they mean that it is possible for each individual to turn down any offer 

of career progression; so, when participating in management development for the first 

time, we mean that the managers benefits from a push approach. Furthermore we 

claim that the short-term push generates an advantage in the long-term since it 

enhances and promotes the right behavior valued by the companies.  

 

However, we also detect that the interviewees unanimously speak about the 

importance of the individuals taking initiative in their development and show active 

interest in this area. Once having had the opportunity to form and color the employees 

through the initial push, it is up to the employees themselves, based on the material 

from the interviews, to make sure that they develop further and are exposed to, and 

selected to, management development programs. According to the theoretical 

framework, Hussey (1996) believes managers interested in their own development are 

indeed to be encouraged by line managers and the HR function. We interpret this as a 

pull effect where the individual then shows interest and initiative which in turn is 

responded to by letting him or her attend management development.  

 

The majority of the respondents talks of how the organization can be open-minded 

and make room for individual desires and as referred to by Hussey (1996), Mumford 
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(1997) and Gratton (2000), the learning environment in an organization should 

include both formal and informal learning and development. They claim that the latter 

do happen, but logically is hard to structure. Also, the same authors claim that formal 

management development programs create informal learning environment, something 

we regard as useful in the long-term. We think that an environment based on power of 

initiative maintain the goal of the companies to suit their long-term goals since this is 

in line with Stewart’s (1999) quadrants – the individual move from Quadrant 1, 

focusing on behavior, to end up at Quadrant 4, concentrating on survival of the 

business.  

 

When we put the push and pull discussion together, we are of the opinion that in the 

Swedish chemical industry the individuals are being primarily pushed (through formal 

programs), then the individual have to show an active interest and initiative (pull) in 

his or hers own development in order to be a part of the greater continuous push-

system prevailing in the industry. In our opinion this push-system will also enhance 

the previously mentioned pull effect by creating an environment where this is 

regarded as a premium and a motivator. Moreover, we see that a push approach with 

certain streaks of pull may be in accordance to both short-term and long-term 

following the move from Quadrant 1 to Quadrant 4.  

 

7.4.2 Internally or externally? 

The choice of internal or external individuals participating in management 

development programs is an issue to consider as well. All the respondents express 

firmly that they prioritize individuals already within the organization during the 

selection process. They motivate their choice by stating that they know the history of 

the individual and his or hers strengths and weaknesses and how this will affect the 
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business in the long run. This is in contrast to the literature – Doyle (1997), Sparrow 

and Marchington (1998) as well as Newell and Shackleton (2001) all claim that it 

does not matter if internal or external individuals are selected to management 

development programs. Nevertheless, the same authors continue by saying that the 

most important is to select the managers with the right capabilities fitting the 

organization. Hence, to us it is clear that the literature puts emphasis on selecting the 

best manager, in terms of performance, for the company while the respondents stress 

the attitudes of importance to the organizations. According to us, this means that the 

literature puts emphasis on skills while our researched industry looks at behavioral 

competences to suit the needs of the business.  

 

In line with the arguments above our respondents talk of how the participants in 

management development gain more general knowledge which they think is needed 

in a managerial position. This corresponds well with Molander and Walton (1985) as 

well as Mintzberg (1983), who claim that working as a manager implicates more 

general understanding. Our respondents further develop their opinion as they stress 

that once the right behavior has been required, more and more general knowledge 

about all aspects of the business is mandatory in the future. However, to be able to 

respond to sudden changes not foreseen in the business environment, most of the 

respondents admit that they may well select external managers to incorporate their 

special skills and competences with the company to meet the new demands from the 

business. Both Gratton (2000) and Hussey (1996) maintain that meeting short-term 

urgent needs by appointing specialists are in order to obtain rapid changes in business 

performance. Gratton continue by declaring that these short-term decisions yet have to 

correlate with the overall long-term strategy to keep the balance. The tendency we 

pointed out that internal managers with general knowledge are being selected to a 
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greater extent than external managers or specialists, can be seen as, in our opinion, 

that a short-term need may be solved by appointing a specialist but that the generalists 

serve a more long-term need.  

 

To bring the internally-externally discussion to an end, we observe that even though 

the Swedish chemical industry does prefer to recruit internally the necessity of 

picking the right external specialist competence is still essential. Some interviewees in 

a selection position point out that even if specific criter ia are being put up beforehand, 

the final decision is almost always made by gut-feeling. As stated by the respondents, 

maturity and experience constitute the reliable tools of a manager relying on gut-

feeling. We observe that none of our theories touch upon this subject; however we 

believe that gut-feeling is more related to intangible psychological research literature 

than scientific business literature about management development. We would like to 

point out that one possible explanation for the industry to prefer internal participants 

derives from the difficulties to evaluate and measure the right attitudes (see section 

7.4.4). Without proper data to compare two potential participants we understand how 

it all comes down to gut-feeling and that the companies in the Swedish chemical 

industry prioritize internal management development since the participants already 

have the right attitudes to suit the long-term business needs.   

 

7.4.3 In-house or outsourcing? 

In the answers from the empirical findings, we can identify how the respondents talk 

about what they call in-house management development to a greater or lesser extent. 

A majority of the companies has chosen to strike the golden mean by applying a 

method where they take in external consultants to perform the management 

development programs, but administer and outline the course within the company. 
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When comparing this with the theoretical framework, we see that no author touch 

upon this golden mean – instead the theories take very distinct standpoints for in-

house or outsourcing. However, we are of the opinion that the approach applied in 

many companies corresponds quite well to the criterion Pinnington and Edwards 

(1999) put up for an external scenario – the consultants have to be very familiar with 

the culture and goals of the company and we see that companies opting for this 

approach deals with this issue by letting the HR function outline the management 

development courses.  

 

So, this approach which respondents call in-house and the theories call outsourcing, 

we would like to state that it is a semi-in-house approach. This semi-in-house 

approach matches nicely to Pauuwe and Williams (2001b) as they state that the 

responsibility and strategy is always possessed in-house even though the process 

itself, in this case management development programs, is outsourced. This line of 

arguments is also expressed by a HR director. Accordingly, in this semi-in-house 

approach utilized by most companies, the benefits of in-house management 

development found in the works of Dessler (2000) can make a contribution, without 

its drawbacks, from our point of view. The biggest reluctance of the respondents to 

this approach with elements of outsourcing, is that the development of the managers 

will be executed in conflict to the long-term business need.  

 

To bring closure to the discussion of in-house or outsourcing, we argue that by 

understanding and communicating the values and long-term vision of the company 

and insure that the external consultants incorporate these values while they are 

committed to the company, the HR function can secure that the participants in a short-

term semi-in-house management development course are being developed according 
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to the long-term goal. At the same time, the HR functions in the Swedish chemical 

industry have the possibility to gain positive external influences from the consultants; 

hence the drawbacks stated by Dessler, like being trapped in the traditional way of 

thinking are eliminated.  

 

7.4.4 Ownership – business unit or corporate? 

Pauuwe and Williams make the following remark in the frame of references: the only 

function not owning management development is the management development 

function itself, it should only be regarded as a service function. As a consequence, the 

ownership of management development has to be assigned to someone else. We have 

found in our empirical findings three possible owners to management development; 

corporate center, business unit and the individual of which we deal with respectively 

in the following sections. This same partition of ownership is expressed by both 

Pauuwe and Williams (2001) and Doyle (1997) in the frame of references. 

 

The companies researched declare that they have chosen to handle management 

development from the corporate center through the HR functions. This corresponds to 

Kurtzman (1998) who maintain that the corporate center should be the owner if 

management development is regarded as a strategical tool, a statement further 

confirmed in the interviews. Moreover, the empirical findings show that management 

development often is devoted to promote and transmit the values of top-management 

which corresponds to the initial push (see 7.4.1) and by Stewart’s (1999) reasoning of 

Quadrant 1 and Quadrant 2. We see this ownership as keeping a short-term focus on 

the individual. The managers learn the values of the organization and then, according 

to us, transmit these to all their subordinates. 
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Next in the empirical findings we see that the financing of management development 

can be the definition of ownership which follows the authors Kurtzman (1998) and 

Pauuwe and Williams (2001b) as well. The financing of management development is 

similar throughout the industry – the business units have to reimburse the corporate 

center for the management development programs provided by the corporate center 

and they also make demands on the programs provided by the same. Furthermore, it is 

stated in the interviews that it is the HR function which is responding to these 

demands. Given that the results of management development are shown in the 

business unit where the individual works, we see it as though the business unit indeed 

can claim to be an owner of management development and insist on getting value for 

their money. Once more, Stewart (1999) steps in and influences the process.  From 

being part of only Quadrant 1, the individual manager also serves a greater focus in 

the business unit and its survival according to us; hence Quadrant 2.   

 

Thirdly, all the respondents stress the importance of individual initiative – hence we 

mean that also the individual play a central role in ownership among the companies, 

which is in concordance with Doyle (1997), Molander and Walton (1985) as well as 

Pauuwe and Williams (2001b) who declare that there is a growing tendency of the 

individual as an owner of management development. As already shown in this 

analysis, the pull approach comes into play when the individual shows initiative and 

Burgoyne (1997) declares that investments in management development most 

certainly will lead to greater focus on the informal processes of managerial actions 

and behaviors. We would like to take this discussion further by introducing the 

question of ownership in relation to Burgoyne’s statement. We maintain that the 

formal perception of management development can be owned by the corporate center 

or the business units, but in an informal sense, it is only the individual who can be the 
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owner of knowledge transfer. As we see it, the formal part of management 

development provides the tools for how informal management development then is  

translated and operationalized by the individual manager. 

 

To summarize this section about ownership being claimed by business units or the 

corporate center, we distinguish that one more potential owner of management 

development (the individual) emerges. However, the strong tendency we see in the 

Swedish chemical industry is that the business units are the principal owners of 

management development given that they have to reimburse the corporate center. But, 

the individual aspect of ownership can never be totally neglected as they through 

interactions with the HR function and the push/pull systems make sure they 

participate in the right management development relevant to their positions; hence 

they may ensure the long-term business survival.  

 

7.4.5 Soft evaluation or hard measurements? 

When discussing evaluation and measurement during the interviews, the respondents 

outline at length how they go about this. Given that all companies are conducting 

employee surveys at least every two years they then let the employees express what 

they think about the managers. Looking at management development specifically, 

however, there is a disagreement whether the management development can be 

evaluated or not among the companies. 

 

Doyle (1997) presents a very broad approach to evaluation of management 

development since he states that the most important aspect to consider is the fact that 

evaluation of management development is carried out at all, since he states that most 

companies ignore to carry out such an evaluation. We believe that the industry is 
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becoming increasingly aware of the need to evaluate management development, given 

that a majority of the interviewees also claim to sense an increasing pressure of being 

able to present hard figures of management development. Simultaneously, however, 

we also see that a certain method in the industry regarding evaluation of management 

development cannot be specifically distinguished; the only pattern shown in our 

opinion is the fact that no specific tendency can be identified on how to go about it. 

 

Easterby-Smith (1994) and Clegg (1990) both maintain that is important to be able to 

justify investments in management development, and one way is by presenting hard 

facts and deliverables, as Ulrich (1997) also states. When the interviewees discuss 

how important it is for management development to be able to present added value to 

the organization as other investments do, we are of the opinion that they then 

consequently regard it as a long-term issue. However, the respondents also claim that 

it does not matter how cost efficient management development is or how much added 

value it can contribute with if the different business units are not willing to invest in 

management development. If this acceptance and pull do not exist within the different 

business units, we believe that in the short-term the companies may encounter some 

difficulties in motivating the possibilities, advantages and even existence of 

management development in the HR function to the rest of the company.  But, if the 

companies are looking upon management development as a strategically important 

tool then the future of management development will hopefully be secured.  

 

Easterby-Smith (1994) as well as Molander (1986) touch upon the fact that objective 

evaluations never can be made due to the occurrence of political games in the 

organization. When evaluations are being made, it is important to bear in mind that 

subjective opinions are being put forth and never can be regarded as objective facts. 



- The duel - 

111 

Furthermore, embellishments of managers as well as participants may occur. 

However, according to us the political games are not exclusively related to 

management development evaluation and measurement but to other areas as well, 

such as selection of managers internally or externally, where personal relations may 

precede over the greater good of the organization. In the empirical findings, we notice 

that the respondents do not express it in the same straightforward terms, but they do 

agree upon the fact that when all is said and done it is a matter of judgment, not based 

upon hard facts. We think this prevailing argument is a result of the complex world 

management development is operating in. The function cannot be isolated and is thus 

under influence of many different actors – corporate center, business units, 

individuals, top management, shareholders and HR.  

 

After this discussion we make the following remarks about soft evaluation or hard 

measurement of management development in the Swedish chemical industry. It is of 

utter importance be able to present added value in form of figures and facts of 

management development, in order to make the business units interested in this kind 

of investment. Furthermore, we observe one strong tendency, as we see it – that the 

companies are becoming increasingly aware of the fact that it is important to evaluate 

management development in one way or another. Furthermore, the HR directors and 

management development responsibles all agree on how influential the HR function 

can be through management development. But at the same time they disagree upon 

the fact if management development can be evaluated or not.  
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8 Reverberations 
“Focus on your one purpose.” 

Japanese motto 

 

After a duel come reverberations. What will the consequences be? The duelists leave 

it up to the authors to conclude and wrap up the battle. We salute the reader for 

coming so far with his or her life still intact. Enjoy the very last efforts from the 

correspondents in our finale of a war-torn report about the quest before our final 

death-throes.  

 

8.1 The conclusion of management development 

We will in this chapter present the conclusions we draw from our study. In the first 

chapter we wrote that our purpose with this master’s thesis was to investigate how the 

HR function endorses management development to suit the needs of the business. In 

the empirical findings we discern a relationship that caught our attention – credibility 

is the basis of the HR function’s work in management development to suit the needs 

of the business. This matter is not thoroughly emphasized by the theories; hence as a 

result to highlight this finding, we design the framework of this chapter around this 

relationship. In the end, we generate a midrange theory and by its statements we 

consider answering our purpose.  
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8.1.1 Credibility by separation 

The outcome of this section explains how the HR function creates capabilities to gain 

credibility. In our study,  we see that a prerequisite to handle strategic management 

development is credibility in the daily work of what is perceived as HR. In the HR 

function’s strive to become a business partner, the basic capabilities of handling both 

the short- and long-term management development are achieved. From the evolving 

business partner process we see in our study that traditionally the HR function has had 

problems being trapped in the daily operational HR work. The present situation in the 

study shows how the Swedish chemical industry clearly has chosen to enlarge the 

arena of its activities to cover future strategic HR activities. However, without good 

administration of daily HR work the industry will not gain enough credibility to get 

the permission to handle all aspects of management development.  

 
From now on we refer to the daily HR work as administrative work; including short-

term people strategies and administrative processes and routines. Future HR activities 

will be referred to as strategic HR work; including long-term strategic focus on people 

strategies and transformation processes. Our terminology and our definitions of the 

same originate from Ulrich (1997) and Gratton (2000) but with some important 

differences, derived from our research. First, Ulrich sees the two sides of figure 8-1 as 

 

HR  

 
Strategic HR work 

 

 
Administrative work 

Figure 8-1: Separation in HR  

Separation 
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HR work. Furthermore, he focuses on the different roles the HR function needs to 

handle. Next, Gratton does not talk about credibility and she stresses that business 

goals are operationalized by the HR function down to the individual. Our study shows 

that credibility for the HR function can be established through administrative work 

that is perceived as HR. This can be operationalized by managers in view of the fact 

that the HR function is the owner of the strategy without implementing the processes 

itself.  

 

The study points out the following consequences for the HR function in the strategic 

HR work according to the separation; liberated resources formerly tied up in the 

administrative work, business driven strategic HR work in line with aspiration for 

business partner, increased influence in the business by getting a seat at the table and 

higher reliability in the HR function’s advices. All these consequences support the 

creation of credibility in the strategic HR work.   

 

There will also be consequences for the administrative work of the HR function such 

as better administrative tools suitable for the business units, a clear definition of the 

HR function’s responsibility and a clear terminology of what is perceived as HR. 

These consequences create credibility in the administrative work.  

 

So far, our study presents that in the Swedish chemical industry short-term 

capabilities are a prerequisite for long-term credibility. By influencing decisions in 

the beginning and efficiently handle the administrative work, the HR function and its 

professionals merit the credibility to operationalize the strategic HR work. The 

starting point is credibility by separation.   
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8.1.2 Credibility from separation 

The intention of this section is to present a never-ending loop of actions on how the 

HR function creates sustained credibility from separation. Our study shows that HR 

functions managing the dichotomies in management development correctly to suit the 

needs of the business will enjoy the privilege of constant enhanced credibility. This 

will be presented in four steps below. 

 

Methods of choice  

The study emphasizes two methods of choice to formulate the separation. Due to the 

criterion of credibility, the HR function can develop either the administrative work 

through a more efficient administrative tool or the perception of what is regarded as 

HR work through a change of the collective mindset in the organization. The decision 

of separation can be a response to corporate’s push or business units’ pull. No matter 

which method chosen or what the HR function has to respond to, our study shows that 

at first hand management development develops the individual managers’ skills or 

behaviors which will increase credibility as it is in line with the business needs.  

 

Approach to management development 

The development of new skills to master a new administrative tool and new behaviors 

to change the collective mindset are both taking place within management 

development. Therefore, in the approach to best suit management development to the 

business needs, our study shows that a semi-in-house approach prevails over the 

others. The semi-in-house approach profits from the advantages of both in-house and 

outsourcing without the drawbacks. Also, the dichotomy of externally or internally 

poses no problem since the external instructors are not affected by the selection 
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process and its personal judgments; hence they can focus on the deliverables of the 

management development and this focus helps increasing credibility.  

 

Add value to the business units 

By a management development approach suited to best meet the business’ needs the 

managers are sure to participate in the right training relevant to their positions. The 

positive correlation between development and applicability enforces the individual 

pull and ownership of management development. The HR function can further 

enhance the value deriving from such management development by adding value to 

the business units beyond the training in itself through evaluations generating hard 

facts and figures to the greatest possible extent. According to the study this will attract 

the business units’ interest to invest in management development, hence the 

credibility increases as well as ownership and pull from business units.  

 

Continuous improvements in management development 

An enlarged interest and increased investments in management development from the 

business units stress, along the lines of the study, a higher credibility of the HR 

function’s strategic HR work. The more the HR function is involved and incorporated 

with all business activities in all levels, the more the HR function will understand the 

needs of the business in the short- as well as the long-term. The understanding 

facilitates improvements of management development aimed at both administrative 

and strategic HR work. After these discussions, the study shows that the increase in 

credibility by each step moves the focus of management development to include the 

organization’s survival in the long-term as well and so forth it all starts over with new 

managers and their development of individual skills and behaviors which once more 

will enhance credibility.  
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8.1.3 Midrange theory 

The purpose of this master’s thesis was to look at management development from a 

business driven perspective and investigate how the HR function endorses 

management development to suit the needs of the business. Derived from the study 

and based on our purpose, we generate a midrange theory, which we call the 

Högberg-Månsson stratagem, by presenting “interrelated contextual tracks” (Fox-

Wolfgramm, 1997) in the Swedish chemical industry. The phenomena crystallized in 

the study should be seen as guidelines in order for the HR function to rightfully 

endorse management development: 

 

ü The HR function must become a business partner 

ü The HR function will create credibility to management development by 

separation of strategic HR work and administrative work 

ü The HR function supports long-term survival of the organization by focusing 

on management development of the skills and behaviors of the individual 

manager 

ü The HR function must try to obtain a semi-in-house approach to management 

development 

ü The HR function will create added value to the business units by assessing 

management development in accordance to hard measurements to the greatest 

possible extent 

 

8.2 Future research propositions 

From the midrange theory, we distinguish a tendency however not explicitly derived 

from the study. In our opinion, management development may be used as a catalyst to 
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accelerate the process of becoming a credible business partner. Only management 

development operates simultaneously as an all-embracing HR tool with the 

development of skills as well as behaviors on both strategic and administrative level. 

We think management development keeps the focus on the business needs while it 

develops the whole organization all at once. Although this additional advantage can 

not be accounted for in our study it is still an interesting topic for further research.  

 

Furthermore we have made several interesting discoveries and many intriguing 

aspects have caught our attention during the process of making this study alas we 

have solely focused on our one purpose. Hence, for future research we also think it 

would be interesting to look deeper into the appealing fields of ownership concerning 

management development. As shown in this study, this is very complex with several 

actors involved and we think that a further investigation, unraveling the different 

relationships between owners in more detail, would greatly enhance the understanding 

in this question. 

 

Furthermore, we believe that studying the political games and its impact on 

organizations, in a management development context or in another, also would be 

fascinating to carry out. Also, the prevailing utilization of gut-feeling is another 

feature in need of research, and for the latter we mean that a thesis with a theoretical 

basis in psychological perspectives would give interesting results.   
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HR TODAY 

 

The attached survey explores different roles that the HR function may play within 

your business today. Considering the HR professionals in your business entity (for 

example, corporate HR if you are at corporate, business unit HR if you are in a 

business), please rate the current quality of each of the following HR activities, using 

a five-point scale (1 is low; 5 is high). 

 

Current Quality 

(1-5) 

HR helps the organization… 

1. accomplish business goals          

2. improve operating efficiency          

3. take care of employee’s personal needs        

4. adapt to change            

 

HR participates in… 

5. the process of defining business strategies        

6. delivering HR processes          

7. improving employee commitment         

8. shaping culture change for renewal and transformation      
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HR makes sure that… 

9. HR strategies are aligned with business strategy       

10. HR processes are efficiently administrated       

11. HR policies and programs respond to the personal needs of employees   

12. HR processes and programs increase organization’s ability to change   

 

HR effectiveness is measured by its ability to… 

13. help make strategy happen          

14. efficiently deliver HR processes         

15. help employees meet personal needs        

16. help an organization anticipate and adapt to future issues     

 

HR is seen as… 

17. a business partner           

18. an administrative expert          

19. a champion for employees          

20. a change agent            

 

HR spends time on… 

21. strategic issues            

22. operational issues           

23. listening and responding to employees        

24. supporting new behaviors for keeping the firm competitive     
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HR is an active participant in… 

25. business planning           

26. designing and delivering HR processes        

27. listening and responding to employees        

28. organization renewal, change, or transformation      

 

HR works to… 

29. align HR strategies and business strategy        

30. monitor administrative processes         

31. offer assistance to help employees meet family and personal needs    

32. reshape behavior for organizational  change       

 

HR develops processes and programs to… 

33. link HR strategies to accomplish business strategy      

34. efficiently process documents and transactions       

35. take care of employee personal needs        

36. help the organization transform itself        

 

HR’s credibility comes from… 

37. helping to fulfill strategic goals         

38. increasing productivity          

39. helping employees meet their personal needs       

40. making change happen         
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HR TOMORROW 

 

This second survey explores the same roles as the previous and it will rate the same 

qualities but from a perspective about tomorrow. Which role will the HR function 

play tomorrow according to the HR strategy? Consider once more the HR 

professionals in your business entity (for example, corporate HR if you are at 

corporate, business unit HR if you are in a business) and please rate the quality of 

each of the following HR activities of tomorrow, using the same five-point scale (1 is 

low; 5 is high). 

 

Tomorrow’s Quality 

(1-5) 

HR will help the organization… 

1. accomplish business goals          

2. improve operating efficiency          

3. take care of employee’s personal needs        

4. adapt to change            

 

HR will participate in… 

5. the process of defining business strategies        

6. delivering HR processes          

7. improving employee commitment         

8. shaping culture change for renewal and transformation      
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HR can make sure that… 

9. HR strategies are aligned with business strategy       

10. HR processes are efficiently administrated       

11. HR policies and programs respond to the personal needs of employees   

12. HR processes and programs increase organization’s ability to change   

 

HR effectiveness will be measured by its ability to… 

13. help make strategy happen          

14. efficiently deliver HR processes         

15. help employees meet personal needs        

16. help an organization anticipate and adapt to future issues     

HR will be seen as… 

17. a business partner           

18. an administrative expert          

19. a champion for employees          

20. a change agent            

 

HR will spend more time on… 

21. strategic issues            

22. operational issues           

23. listening and responding to employees        

24. supporting new behaviors for keeping the firm competitive     

 

HR will be an active participant in… 

25. business planning           

26. designing and delivering HR processes        
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27. listening and responding to employees        

28. organization renewal, change, or transformation      

HR will work to… 

29. align HR strategies and business strategy        

30. monitor administrative processes         

31. offer assistance to help employees meet family and personal needs    

32. reshape behavior for organizational  change       

 

HR will develop processes and programs to… 

33. link HR strategies to accomplish business strategy      

34. efficiently process documents and transactions       

35. take care of employee personal needs        

36. help the organization transform itself        

 

HR’s credibility will come from… 

37. helping to fulfill strategic goals         

38. increasing productivity          

39. helping employees meet their personal needs       

40. making change happen          
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Assessment of Ulrich’s survey 
 

Using the assessments in the quality column of the survey, complete this worksheet. 

Put you score from the quality column nest to the number for each question, then add 

the total for each of the four roles.  

 

Strategic 

 Partner 

Administrative 

Expert 

Employee 

Champion 

Change 

Agent 

Question Score Question Score Question Score Question Score 

1  2  3  4  

5  6  7  8  

9  10  11  12  

13  14  15  16  

17  18  19  20  

21  22  23  24  

25  26  27  28  

29  30  31  32  

33  34  35  36  

37  38  39  40  

TOTAL  TOTAL  TOTAL  TOTAL  
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Interview guide  
HR director 

 

 

We present ourselves and the master’s thesis, its purpose etc. Highlight that the 

interview concerns HR and management development. The interview will be recorded 

and transcribed and sent to the interviewee for approval with the possibility to make 

changes and erase confidential information. Furthermore, we want try to keep all 

information intact and present full name since we are looking for patterns within the 

industry, not company specific information.  

 

 

Presentation: Name and position? 

 

Please decsribe the purpose, vision and mission of the HR function.  

• How has it developed over time? Milestones, episodes… 

 

Present Ulrich’s grid and how today and tomorrow are situated in the grid. 

• Why are you focusing on this area in the future? 

• In what way can management development help in order to develop HR? 

 

Please describe the HR function’s view on the manager/leader.   

• How does the view of today’s manager differ from that of tomorrow’s? 

• What tasks does the manager execute where he or she, in your opinion, is 

supported by HR?  
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• Which managers at different levels should be developed?  

• Which managerial qualities can be developed? 

• Who decides what is to be developed? 

 

Please describe the management development of the company. 

• How has management development formerly been executed within the 

company? 

• What is its purpose today? Short-term/long-term.  

• Looking at the importance of R&D and its need of managers/superiors being 

experts compared to more traditional industry, how do you handle their 

development compared to line managers? What are the consequences for HR? 

(dual careers) 

• Is it the individual or the organization which is developed by management 

development? What is the implication on the role of HR? 

• Is the management development performed internally or externally? What can 

HR contribute with? 

• How is management development financed? How can HR make management 

development more profitable/cost efficient? 

• How is management development connected to strategic business goals? How 

is management development a part of the goals of HR? 

• How do you know that management development is being performed according 

to its purpose? What can HR offer in order to measure and evaluate 

management development over time? 

• How will management development develop in the future? 
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Interview guide  
Management development responsible 

 

 

Presentation of us and the master’s thesis, its purpose etc. Highlight that the interview 

concerns HR and management development. The interview will be recorded and 

transcribed and sent to the interviewee for approval with the possibility to make 

changes and erase confidential information. Furthermore, we want try to keep all 

information intact and present full name since we are looking for patterns within the 

industry, not company specific information.  

 

 

Presentation: Name and position? 

 

Please describe the purpose, vision, and of the management development. 

• How has it developed over time? Milestones, episodes… 

• In what ways have the purpose, vision and mission of the management 

development been affected by the business strategy of the company… 

• …and the strategy of HR? 

 

Please describe your view on the manager.  

• What tasks does the manager execute where he or she, according to you, is 

supported by HR?  

• Which managers at different levels should be developed?  

• Which managerial qualities can be developed? 
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• Who decides what is to be developed? 

• How can HR be used in order to develop tomorrow’s managers? 

 

Please describe the management development of the company. 

• How do you go about developing a new manager practically speaking? What 

kind of support does HR provide? 

• What is the purpose of the management development in a long-term perspective 

for the company? 

• Looking at the importance of R&D and its need of managers/superiors being 

experts compared to more traditional industry, how do you handle their 

development compared to line managers? What are the consequences for HR? 

(dual careers) 

• Is it the individual or the organization which is developed by management 

development? What is the implication on the role of HR? 

• Is the management development performed internally or externally? What can 

HR contribute with? 

• How is management development financed? How can HR make management 

development more profitable/cost efficient? 

• How is management development connected to strategic business goals? How 

is management development a part of the goals of HR? 

• How do you know that management development is being performed according 

to its purpose? What can HR offer in order to measure and evaluate 

management development over time? 

• How will management development develop in the future? 

 

 


