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Executive Summary

The economic uncertainty seems set to continue for another year

Last year our Management Agenda report was published as the UK economy nudged its 
way back into growth�  As the banks returned to profit and quantitative easing came to 
an end, people were not sure whether to be cautiously optimistic or if they should brace 
themselves for a double dip recession�  A year later, we still do not know where we stand� 
Every day there is a new development in the eurozone debt crisis, inflation continues to rise 
whilst wages stand still and growth forecasts are constantly being revised down� 

As we begin 2012, organisations have become accustomed to reports forecasting a bleak 
economic outlook and are no longer waiting for a recovery; they are starting to look 
beyond efficiency and at where their future growth will come from� Over the next twelve 
months, many organisations will be looking for ways to stimulate growth whilst keeping 
costs under tight control� Many will also need to find ways to maintain morale and well-
being as the conditions take a toll on their employees� 

Overview of 2012 findings

The External Environment

No respite from the economic pressure

The vast majority of organisations (77%) were still being negatively affected by the 
economic climate; practically the same proportion as in the two previous years� Clearly, 
there has been no let up in the economic pressure�  The proportion of public sector 
managers reporting negative effects of the economic climate rose this year whilst all 
other sectors saw slightly improved conditions� It is likely that the full impact of the credit 
crunch is still filtering through to the public sector because of the way it is funded� Larger 
organisations were also more severely affected by the economic downturn�  This seems to 
be because more large organisations are still implementing efficiency savings and downsizing 
whilst smaller organisations are implementing strategies to promote growth� 

The economic climate is still the number one challenge

It was no surprise to find that in these tough economic conditions three quarters (76%) 
of people thought the economic climate was their biggest challenge� Given this finding, it 
is also easy to see why change management, doing more with less, managing workloads, 
staff morale, reduced revenues or budgets, government spending cuts and the external 
political environment were all significant issues� In response to these challenges, most 
organisations were pursuing efficiency savings, leadership development, system or process 
redesign, implementing new technology and sticking to core business� However, there was 
a conspicuous absence of internally focused strategies for managing the growing problem 
of employee morale� If organisations are going to avoid irreparable damage to morale, they 
need to respond to the deteriorating situation in their internal environments at the same 
time as reacting to their external one�
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Fewer staff cost saving measures this year

There has been a drop in the proportion of managers reporting staff cost saving measures 
in their organisations this year� However, a sizeable proportion of organisations have still 
suspended recruitment (47%), frozen salaries (46%) and made compulsory redundancies 
(46%)�Whilst the implementation of staff cost saving measures has decreased, there has 
been a decline in how well redundancies were handled since last year�  This could reflect 
increasing despondency because of a long drawn out process�  Also, some organisations 
may be going through their second and even third rounds of redundancy which may 
suggest decreasing energy to give to this process in successive rounds�

Restrictive systems burden international teams

International organisations that found bureaucracy, political, legal and IT systems to be a 
challenge, found it harder to manage international teams effectively�  Whilst organisations 
can do little about the constraints imposed by their team’s location, these results illustrate 
the burdens placed on them by restrictive systems� Our findings suggest that organisations 
should strip out non-essential management controls and invest in support systems if they 
wish to improve the effectiveness of their international teams�

The Organisation

No change in organisational performance

The ability of organisations to deliver their strategic plan and their financial performance 
has remained stable this year� On the one hand, this is comforting because it means 
that conditions are more stable than in recent years but, on the other, a fifth (20%) 
of organisations were still financially underperforming and we seem no closer to a 
recovery�  Financial performance and strategic performance both correlate with a range of 
organisational practices (e�g� leadership, change management etc�) but the strength of the 
relationship is stronger with strategic performance than it is with financial performance (e�g� 
leadership is more strongly related to strategic performance than it is to financial success)� It 
seems that effective organisational practices are more likely to drive strategic performance, 
perhaps because financial performance is more sensitive to the impact of the economic 
climate�

Engaging behaviour drives perceptions of leadership

There has been little change in people’s views of leaders in the last year, despite the difficult 
economic climate� 70 per cent of people describe leadership as good or very good, 26 per 
cent described their leaders as poor and only 3 per cent felt it was very poor� Engaging 
behaviour was the key to these ratings� Leaders were rated much more positively when 
they demonstrated the following: providing staff with a clear direction; sticking to a strategic 
course of action; showing an interest in the strategies that they initiate; being visible; ensuring 
that communication channels work; communicating directly with employees; keeping 
promises; and being open and honest�

Creating a collective sense of purpose through shared values

A strong collective sense of purpose, good leadership, managers who live the organisational 
values and alignment between individual and organisational values were all strongly related 
to each other�  To understand how these different elements combined, we analysed the 
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strength of their relationships with each other� Our analysis suggests that effective leadership 
plays a significant role in ensuring that managers practise the organisation’s values�  The 
extent to which managers ‘walk the talk’ in turn helps maximise the alignment between 
employees’ personal values and the organisational values� In turn this personal feeling of 
alignment helps create a stronger collective sense of purpose�

Organisations need to follow through change initiatives

Organisations were best at initiating change, planning and coordinating, consulting, 
communicating and maintaining top level involvement� However, they were not as good at 
following through on change initiatives� Fewer managers said their organisations were good 
at maintaining momentum, managing employee motivation, consolidating the benefits of 
change and reviewing and learning from change programmes� Organisations should ensure 
they persevere with change initiatives and complete the change cycle with a full review�  This 
would ensure that changes are truly embedded in the organisation and that the lessons are 
learned for the next initiative�

Sector differences in support for learning and development 

Despite the turmoil in the economic environment, the majority of managers in our survey 
said their organisations have maintained support for employee development�  The overall 
findings, however, hide differences between sectors�  In the public sector support for 
learning and development is seen to have declined over the past few years whilst it has 
increased in the manufacturing and production sector�  These changes reflect the budget 
cuts in the public sector as well as the growth and skill shortages in manufacturing and 
production�  

E-learning on the increase

This year there was a big increase in the proportion of managers reporting that they have 
participated in e-learning�  Developments in technology and the relatively lower cost of 
e-learning may be increasing its attractiveness to organisations�  Nevertheless, most of 
those who had taken part in e-learning had also participated in other types of learning and 
development suggesting that e-learning is considered to be a complement to, rather than an 
alternative for, other types of development�     

Leadership is being developed at all levels  

A large proportion of managers, regardless of role level, had participated in leadership 
development�  This contrasts with findings from previous years when participation in 
leadership development increased with seniority�  This may mark a shift away from the 
traditional view of leadership as being something required at the top of an organisation, to 
a more dispersed view of leadership as something required at all levels of an organisation�  
Alternatively many organisations may be taking care to spot and develop leadership talent 
at an earlier stage� 

Mixed views on how well talent schemes are managed

Our results show that some organisations are better at managing some aspects of talent 
schemes than others�  Most are good at providing learning and development that can be 
directly applied at work and many are good at encouraging individuals to take the initiative 
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for developing their careers�  There is more variation in how organisations review and 
improve their schemes and link talent management to strategic business needs�  There 
is clearly room to improve the transfer of learning from such programmes back to the 
organisation�  Only one in seven managers report that learning is transferred to a great 
extent, whilst a similar proportion report learning is not transferred back at all�  

Managing Teams

Mixed views of line managers

On average line managers are seen in a positive light although nearly a quarter report 
their managers are less than adequate at developing people and performance or rewarding 
and recognising good performance�  Line managers were viewed more favourably in 
organisations that are more supportive of learning and development�

Underperformance at record high

Nearly half of managers (46%) report that underperformance is not tackled at all well 
in their organisation, the highest proportion since we began asking this question in 2007�  
Moreover, few organisations are adept at encouraging good performance, for example 
through incentivising going the extra mile and rewarding good performance�  

The Individual

Employee engagement and well-being remains stable

Our findings suggest that the uncertainty in the economic environment has had little impact 
on employee engagement and well-being�  What is more relevant is how changes and 
redundancies are made and managed and how effective their leadership is seen to be�  

The importance of values-led leadership

Our findings highlight the importance of values-driven leadership for engagement�  How 
well individuals felt their personal values were aligned with those of the organisation, how 
open and honest leaders are, how leaders and line managers treat employees and whether 
management ‘walks the talk’ on values were all strongly related to engagement�  Engagement 
was also strongly related to having a strong collective sense of purpose and a clear sense of 
direction�

Managers work long hours

Nearly three-quarters of managers report they consistently work longer than their working 
week with many feeling they are unable to complete their goals without overtime�  Despite 
this most managers are satisfied with their work-life balance and a quarter report that they 
‘live to work’�  At the same time, long hours and, in particular, goals that were felt to be 
unachievable without regularly working overtime were associated with increased tiredness, 
stress at work and reduced well-being�  Nearly half of managers experience a fair or great 
amount of tiredness at work and a third report that the levels of stress they experience at 
work is a problem�
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Current perspectives and changing trends

The Management Agenda is Roffey Park’s annual survey of organisational life� It aims to 
identify the key issues and challenges that today’s managers are facing in the workplace 
and inform strategies for organisational effectiveness�  The Management Agenda provides 
a current snapshot of organisational life but equally importantly, now in its 15th year, it is 
widely recognised as one of the most important and influential indicators of workplace 
trends in the UK� 

The survey examines the experiences and views of managers of all levels, from junior 
management to board-level directors� It incorporates organisations of all sizes from a 
wide range of sectors and questions covering a range of topics� Each year the survey is 
adapted to ensure that it addresses the most pertinent issues of concern to managers and 
organisations, whilst maintaining core themes to track changes and trends� 

This year 1518 managers completed the survey�  Their demographics and organisational 
characteristics are included in Appendix 1� Details of how the research was conducted can 
be found in Appendix 2�

2012 Survey themes

This report explores the key areas covered by the survey, starting broadly with the 
impact of the external environment on organisations and moving to specific organisational 
issues, aspects of managing teams and finally, the impact of organisational life on individual 
managers� 

Organisations and the External Environment:  Initially we examine the interaction of 
organisations and their external environment�  With trend data on the impact of the 
economic climate, how organisations are responding and the personal effects of the 
economy on managers as individuals, this chapter considers the key challenges organisations 
are facing and the strategies they are adopting�  We also look at the challenges of operating 
internationally and how effective organisations are at working with international teams� 

The Organisation: This chapter addresses topics related to the wider organisation, covering 
financial and strategic performance and adaptability, the quality of leadership, organisational 
purpose, values and behaviour and how effective organisations are at managing change� It 
then goes on to explore organisational support for learning and development and talent 
management schemes� 

Managing Teams: This year we have undertaken a more extensive examination of teams� 
This chapter looks at the characteristics of teams, how they are managed and how they 
perform� It explores the attributes of engaging managers and what good performance 
management looks like� 

Introduction
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The Individual Manager: The final section investigates what life is like for managers in today’s 
organisations� It discusses levels of engagement, overall happiness, well-being, experiences of 
stress, bullying and conflict�
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1.1

Impact of the economic climate

To understand the recent experience of managers and their agenda for the year ahead, we 
must first understand the external environment in which they operate� Before 2008 we 
generally reported that organisations were facing much the same challenges year-on-year� 
However, the global economic downturn completely re-ordered organisations’ priorities� In 
this chapter, we will show that the economic environment is still dominating organisational 
life and discuss how organisations and employees are coping� Given the prevalence of 
redundancies last year, we take a deeper look at what organisations can do to ensure 
they handle redundancies well�  We also look at the challenges organisations face and the 
strategies they are adopting in response�

1.1  Impact of the economic climate
Last year’s Management Agenda was written just after the UK emerged from recession and, 
at the time, many people were hoping we were at the start of a speedy recovery� However, 
as we begin 2012, the economic crisis is ongoing� Governments across Europe are still trying 
to find a palatable political solution to the eurozone debt crisis, there are fears about the US 
budget deficit and even the German economy is experiencing lower than expected growth� 
So, how is this tumultuous economic environment affecting organisational life? Who’s feeling 
the pain and how are they reacting?  

1.1.1  Impact of the economic climate on organisations

No respite from the economic pressure

The vast majority of organisations (77%) were still being negatively affected by the 
economic climate (see Figure 1)�  This is almost the same proportion of organisations as in 
the two years previously and it demonstrates that there has been no let up in the pressure 
that organisations are feeling�

Figure 1

1   The External Environment

58%

36%

6%

76%

17%

6%

77%

14%
8%

77%

15%

8%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

Very negative / Negative No impact Positive / Very positive

What impact is the current economic climate having on your 
organisation?

2009 2010 2011 2012



© Roffey Park Institute12

Impact of the economic climate

Reactions to economic climate

As you might expect, in the last twelve months a higher proportion of organisations that 
were negatively affected by the economic climate reduced or suspended recruitment, put 
restrictions on spending, downsized and focused on their core business� Organisations 
that were less badly affected were more likely to be acquiring new businesses, looking 
for new markets, developing new products and services, investing in staff and leadership 
development and investing in sustainability�1 

Whilst it is understandable that organisations have been concentrating on cutting their costs, 
we are now in the third year of this downturn and we have to presume that conditions are 
not likely to improve any time soon�  Therefore, organisations may need to start to thinking 
beyond efficiency savings and about where their future growth will come from� Clearly, 
organisations need to be careful not to limit their ability to capitalise on opportunities in the 
future by focusing on finding even greater short term efficiency savings� 

The public sector is feeling worse while other sectors begin to see improvements

In 2010 we reported that the public sector had been least affected by the downturn� 
However, by 2011 government austerity measures had started to filter through and it was 
the public sector managers who felt their organisations had been hardest hit�  This year, the 
proportion of public sector managers reporting negative effects of the economic climate 
rose again, whilst all other sectors saw slightly improved conditions� It is likely that the full 
impact of the credit crunch is still filtering through to the public sector because of the way it 
is funded� Other sectors are likely to have been able to react faster in adapting to their new 
reality (see Figure 2)�2

Figure 2

Larger organisations impacted more severely 

In line with last year’s survey findings, a higher proportion of managers in larger 
organisations reported that the economic climate was negatively or very negatively affecting 
their businesses�3i This seems to be because larger organisations are still focusing on making 
cuts whilst smaller organisations are already implementing growth strategies (See p18)� 

i  Although we must note that the public sector organisations in our sample were more negatively affected by the economic 
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1.1.2  Impact of the economic climate on individuals

The prolonged economic crisis is having an increasingly negative impact on managers (see 
Figure 3)� For the last four years, there has been an increase in the number of managers 
reporting they are feeling insecure in their jobs and saying that they are not confident about 
finding work elsewhere� People are also feeling under more pressure at work this year, more 
cautious in their work and they encounter more uncertainty day-to-day� However, this year 
there was a slight increase in the proportion of managers saying they received backing 
for new initiatives and a marginal increase in how optimistic people felt about the future�  
Perhaps this is an indication that some businesses are getting used to operating in these 
economic conditions and this is reflected in increasing levels of confidence and backing for 
new ideas� 

Figure 3

Boardrooms are insulated from the impact

Last year we reported that, whilst the impact of the economic climate was generally worse 
for people at lower management levels, there was a significant gap between the views of 
those at the very top of the organisations and the views of people at all other levels�  This 
year, we saw the same pattern�  Compared to other employees, a higher proportion of 
board directors felt secure in their jobs (54% compared to 42%), were confident of finding 
work elsewhere (37%, compared to 31%) and were more likely to feel optimistic about the 
future (59% compared to 45%)� Fewer board directors reported that their career was on 
hold (22% compared to 37%)� It seems that the impact of the economic climate on board 
directors remains out of step with all other management roles� 
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acutely this year�  They are the least secure in their jobs, the least confident of finding work 
elsewhere, the most likely to say their career is on hold, the most cautious in their work, 
the least optimistic about the future and they encounter the most uncertainty day-to-day 
(Figure 4)�4 Coupled with this, 41 per cent of the sector report industrial relations issues 
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Obviously a climate of uncertainty and deteriorating industrial relations is not a good 
combination� If the Government and public sector leaders wish to avoid further industrial 
action, they should be sensitive to this anxiety being felt by their managers� 

Figure 4

People in larger organisations are feeling more insecure 

Given that bigger businesses are continuing to struggle (see page 12), it was no surprise that 
managers in larger organisations felt personally more affected by the economic climate� 

They felt less secure in their jobs, less confident of finding work 
elsewhere, less optimistic about the future, more cautious in their work 
and more likely to say their careers are on hold�5  These findings may 
explain why a higher proportion of managers in big organisations say that 
they cannot see a future for themselves in their organisations�6

In the current economic climate, there may be little that large 
organisations can do to reassure their employees about their future� 

However, perhaps they could mitigate the impact by ensuring their staff are still learning 
and developing�  When people feel like their careers are progressing, they are more likely to 
see a future for themselves in their organisations and they are more engaged�7 Therefore, 
learning and development could be used to make people feel that they are progressing in 
their careers and improve engagement even if there are no opportunities for advancement� 
 
Younger managers are more optimistic

Levels of optimism were slightly higher amongst younger managers and they were less likely 
to be encountering increased uncertainty in their day-to-day work�  They also felt slightly 
more secure in their jobs, confident about finding work elsewhere and had a sense that 
their careers were progressing�8 These findings may seem counter intuitive, given that a 
recent increase in the number of jobless young people in Britain contributed to the largest 
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Impact of the economic climate

increase in unemployment in almost two years� ii Nonetheless, younger people in work 
remain more upbeat�

A possible explanation for the slightly higher levels of optimism amongst younger managers 
is that young people in management roles are likely to be well qualified or have been 
recognised by their organisations as talented�  Therefore, they may consider their skills 
marketable� In addition, young people in management roles are typically less senior so their 
optimism may be because there are more opportunities to climb the ladder at their level� 

ii Youth unemployment surge triggers worst jobless rise in two years: http://www�telegraph�co�uk/finance/jobs/8761817/
Youth-unemployment-surge-triggers-worst-jobless-rise-in-two-years�html
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1.2  Organisational challenges and strategies
For several years the Management Agenda survey has asked questions about the issues and 
challenges organisations are facing and the strategies they are adopting in response� Here 
we look at the issues currently being addressed, how these have changed across time and 
differences across organisations�  This section gives readers the opportunity to see whether 
other organisations face similar challenges and to compare the strategies they are pursuing�

1.2.1  Top challenges and strategies

It was no surprise to find that in these tough economic conditions three quarters (76%) 
of people thought the economic climate was their biggest challenge� Given this finding, 
it is unsurprising to discover that change management, doing more with less, managing 
workloads, staff morale, reduced revenues or budgets, government spending cuts and the 
external political environment were also significant issues (see Figure 5)� 

Figure 5

Looking at the strategies organisations are pursuing going forward, there has been little 
change in priorities since last year� Most organisations were still pursuing efficiency savings 
(68%), leadership development (61%), system or process redesign (54%), implementing 
new technology (59%) and sticking to core business� It appears that organisations are 
concurrently pursuing strategies to ensure growth and sustainability, to enhance their 
capabilities, to improve their systems and processes and to foster partnerships (see Figure 
6)�
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Figure 6

The top issues that organisations were facing and the strategies they are adopting in 
response seem to be mostly driven by the external environment� However, there is a 
conspicuous absence of internally focused strategies for managing the growing problem 
of employee morale (reported as a key issue by 65% of managers)�  We found that 
organisations struggling with low morale had worse sickness/absence, employees were 
less happy, well-being was lower, people were more stressed, there was more conflict, 
and people were less engaged�9 If organisations are going to avoid irreparable damage to 
morale, they need to respond to the deteriorating situation in their internal environments 
at the same time as reacting to their external one� 

1.2.2  Size and sector differences

Austerity grips the public sector

The public sector was feeling the economic pressure more than other sectors this year�  A 
higher proportion of public sector managers were facing reduced 
revenue/budgets, challenges of the external political environment and 
government spending cuts� In line with this, more public sector managers 
were finding it difficult to manage change effectively and reported having 
to do more with less�  These issues at least partially explain why a higher 
proportion of public sector managers reported issues with poor 
employee relations issues, low morale and sickness/absence�10  
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Whilst austerity measures may be hard to stomach, any negative impact will be considerably 
greater if the way they are managed erodes employee goodwill�  Therefore, given the 
political and economic constraints on the public sector, managers may wish to focus their 
energy on how they manage change and on maximising employee engagement levels� 
Perhaps by thinking about the psychological impact of austerity measures, managers could 
understand how to enhance the employee experience with fairly limited resources�  This 
may also help to prevent any further deterioration of industrial relations� 

Larger organisations struggling to change

To understand why larger organisations were finding the economic climate more difficult, 
we investigated whether they were experiencing different challenges or were pursuing 
different strategies� No doubt as a result of the economic conditions, they were under 
greater pressure from reduced revenue or budgets, difficult employee relations, low morale 
and sickness /absence issues� However, they were also more likely to be struggling with the 
external political environment and the burden of increased regulation�  These results led us 
to question whether political and regulatory challenges were holding large organisations 
back or whether is it was to do with the finding that large organisations find managing 
change more difficult (see page 41)�11 

Whilst larger organisations are struggling to cope with changes in the macro-economic 
environment, smaller organisations are proactively looking for growth in new markets, 
developing new products and services, focusing on innovation and entering into strategic 
alliances� Larger organisations have not yet moved beyond sticking to core business, making 
efficiency savings, downsizing, centralising or implementing shared services (see Figure 7)�

Figure 7
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1.3  Redundancies and staff cost saving measures
Last year we saw that over two thirds of organisations had implemented some type of staff 
cost saving measure but that only half of those that had made redundancies had handled 
them well�  This year we continue to investigate how prevalent staff cost saving measures 
are and, building on last year’s data, how well they are being implemented�

1.3.1  Fewer organisations made staff cost savings this year

There has been a drop in the proportion of managers reporting staff cost saving measures 
in their organisations this year� Half of organisations have suspended recruitment (47%; 
2011: 66%), frozen salaries (46%; 2011: 65%) or made compulsory redundancies (46%; 
2011: 51%); two fifths had offered voluntary redundancies (39%; 2011: 43%);  a third were 
hiring more contract staff over permanent employees (36%); and a tenth had reduced 
working hours (10%; 2011: 13%) and made salary cuts (8%; 2011: 11%)�  These results show 
that conditions are improving but that there is still a long way to go�

1.3.2  Size and sector differences

More staff cost saving measures made in the public sector this year

There were far more cost saving measure being implemented in the public sector this 
year (see Figure 8)�  Three quarters of public sector organisations had offered voluntary 
redundancies (74%) and/or frozen salaries (73%), two thirds had suspended recruitment 
(70%), half had made compulsory redundancies (48%), a fifth had reduced working hours 
(18%) and a tenth had cut salaries (11%)� 

Figure 8

Whilst all other sectors have seen a significant reduction in staff cost saving measures this 
year, the public sector was more likely to have suspended recruitment and has seen a much 
smaller drop in the prevalence of voluntary and compulsory redundancies (See Figure 9)� 
These results reflect the increasingly negative influence of the economic climate in the 
public sector (see Figure 2 on page 12)�
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Figure 9

Larger organisations implemented more staff-cost saving measures

There was a moderate strength relationship between the size of an organisation and the 
prevalence of staff cost saving measures� Larger organisations were more likely to have 
suspended recruitment, offered voluntary redundancy, made compulsory redundancies, 
frozen salaries and hired contract staff instead of permanent staff�12 This supports our 
overall finding that larger organisations fared less well this year�

1.3.3  Redundancies are still only being handled adequately

Half of managers (48%) felt their organisations had handled redundancies adequately, a 
third (35%) said they were handled well or very well and a fifth (17%) thought they were 
handled badly or very badly�  This result shows a deterioration in managers’ perceptions 
of how well redundancies were being handled last year (2011: 47%, well / very well, 39% 
adequately and 14% badly / very badly)�  This could reflect increasing despondency because 
of a long drawn out process�  Also, some organisations may be going through their second 
and even third rounds of redundancy which may suggest decreasing energy to give to this 
process in successive rounds�

Organisations that were seen to have handled redundancies well were far more likely to 
have aligned staff reduction with future business needs, planned and thought the process 
through, communicated openly and transparently, genuinely consulted with their employees, 
involved line managers in the decision making process, supported both people who were 
leaving and people who were staying and stuck to the agreed deadlines (see Figure 10)�13

Senior managers view redundancies much more positively

In last year’s report, we speculated that because senior people were less affected by the 
economic climate, they may underestimate how people lower in the hierarchy are feeling�  
When we look at this year’s data, we found far more positive views of redundancies were 
held higher up the hierarchy�  Two thirds of board directors (61%) said that redundancies 
had been handled well, compared to a third of people at all other role levels (32%)�14 They 
thought all aspects of the redundancy process were handled better than people lower in 
the hierarchy (see Figure 11)�15 This perception gap is likely to mean that directors fail to 
appreciate the full impact of their decisions on their employees� Organisations are well 
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advised to re-align the views of their senior managers if they wish to avoid retention issues 
when conditions improve�

Figure 10

Figure 11
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Size and sector differences
The handling of redundancies was significantly better in some sectors�  The production and 
manufacturing sector handled all aspects most effectively; followed by the not-for-profit 
and the private services sectors�  The public sector handled redundancies least effectively�16 
Smaller organisations were also better at handling all aspects of the redundancy process� 

Good change management is the key to handling redundancies well

The quality of leadership, HR, change management and line management were all related to 
handling redundancies well�17 To investigate the relative importance of each of these 
elements, we examined the relationship with each in turn�  We found that good change 
management was the key to handling redundancies well; followed by an effective HR 
department and then by the quality of leadership�  When all of these factors were taken 

into account, the effectiveness of line management did not make any 
difference to how redundancies were handled�  The key factors that 
support the redundancy process are depicted in Figure 12� 

These findings suggest that when managing redundancies, leaders are 
likely to set the direction but are unlikely to be the driving force behind 
success or failure�  Redundancies are more likely to be a success if 
someone with change management expertise is managing the process� 
In addition, as HR plays a key role in managing redundancies, it makes 

sense that redundancies are better handled when HR is effective� Finally, these results show 
that whilst line managers will need to be consulted as part of the change process, they may 
ultimately make little difference to overall perceptions of the strategy� 

Figure 12
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1.4  Working internationally
Over half of managers (58%) responding to our survey report that their organisation 
operates internationally� For this reason, over the last few years we have been exploring the 
challenges faced by organisations working abroad and their ability to manage international 
teams� 

1.4.1  Issues and challenges

The biggest issue for organisations working internationally was operating within unfamiliar 
systems�  They found bureaucracy (72%), legal requirements (71%) and the political 
environment (65%) fairly or very challenging� Establishing a reputation and cultural 
differences were also seen as a key challenge by two thirds of respondents (65% and 63% 
respectively)� Practical issues, such as logistics (55%) and information technology (51%), 
were less of a challenge and time differences only posed a problem for a third (34%) of 
people (see Figure 13)�  

Figure 13

UK organisations find the European market less challenging

This year we asked UK managers which international markets their organisations were 
operating in�  We then compared the different challenges that UK organisations face when 
working in different international markets�  UK organisations working in Europe reported 
fewer cultural differences and found it easier to establish a reputation than when working 
in other markets�  When working in Africa, security and information communication 
technology were more of a concern and when operating in North America skills shortages 
posed more of a problem� 18 
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Smaller organisations find working internationally easier

Smaller organisations faced significantly fewer issues when working internationally� 
They were less challenged by cultural differences, ICT, establishing trust, the political 
environment, security, skills shortages, time differences and legal requirements�  The only 
aspect of international working smaller organisations found more difficult was establishing 
a reputation�19 Perhaps smaller organisations find working internationally less challenging 
because they can adapt their systems to the local context more readily� In contrast, large 
organisations are more likely to have a more established organisational culture, their own 
IT systems and standardised working practices�  This conclusion is supported by our earlier 
finding that smaller organisations are quicker to adapt to the external environment (see 
page 18)� 

1.4.2  Managing international teams

When asked how effective their organisations were at managing international teams, 
managers expressed a range of views� Overall, they said their organisations were best 
at setting direction and promoting teamwork�  They were less good at supporting and 
developing international teams and were least effective at managing their performance (see 
Figure 14)�

 
Figure 14

Good leadership is required 

Good leadership was strongly related to the effective management of international teams� 
In particular, communication from leaders played a critical role in keeping remote teams 
aligned with the organisational direction and strategy� Effective leaders were more likely 
to communicate directly with their teams, to ensure that communication channels were 
working, to be open and honest and to keep their promises� 20
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Free international teams from constraining systems

International organisations that found bureaucracy, political, legal systems and IT systems 
to be a challenge found it harder to manage international teams effectively�  Whilst 
organisations can do little about the constraints imposed by their team’s location, these 
results illustrate the burdens placed on them by restrictive systems�  These findings suggest 
that organisations should strip out non-essential management controls and invest in support 
systems if they wish to improve the effectiveness of their international teams�21

Managing performance internationally 

Organisations found it somewhat more difficult to manage performance internationally 
when establishing trust, a lack of local knowledge and cultural differences were problematic� 
Perhaps when organisations fail to understand the local culture, they struggle to separate 
out cultural norms and performance management issues�  They may either fail to address 
underperformance because they are worried about overstepping a cultural boundary or 
may overstep cultural boundaries by using performance management measures that are 
inappropriate� Interestingly, UK organisations working in the Middle-East found managing the 
performance of their international teams more difficult than UK organisations working in 
other international markets� 

A number of other challenges also hampered organisations’ ability to manage performance 
across cultures� Performance management was less effective when time differences, 
bureaucracy and legal requirements were more problematic� 22
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Recommendations
•	 In the current climate, cost cutting and efficiencies are essential for many� However, 

in the absence of any signs of recovery, organisations need to start thinking beyond 
efficiency savings and about where future growth will come from� Organisations 
should be careful not to limit their ability to capitalise on opportunities in the future 
by focusing on finding even greater short term efficiencies� 

•	 Whilst organisations are absorbed in their response to the external environment, 
it is all too easy to neglect the internal one� Organisations should be mindful that 
continued uncertainty and constant change will have a negative impact on their 
employees�  They would be advised to think about what can be done to engage 
employees in the absence of traditional rewards� Having the chance to go on 
secondment, receive peer coaching, take on more responsibility or have mentoring 
may allow people to feel like their careers are progressing even if there are no 
opportunities to advance� 

•	 The poor economic outlook means that redundancies are a fact of life for almost 
half or organisations� However, badly managed redundancies can significantly 
lower employee engagement� Organisations should ensure that redundancies are 
aligned with future business needs, the process is planned and thought through, 
communication is open and transparent, consultation is genuine, line managers are 
involved in the decision making process, both people who are leaving and those who 
are staying are supported and agreed deadlines are met� 

•	 Local knowledge, trust and cultural differences are essential in order to manage 
performance internationally� Organisations would be advised to involve local experts 
in the design of their performance management systems and ensure their managers 
are familiar with the local culture� 
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2.1

Organisational performance

This chapter addresses topics related to the wider organisation, starting with the critical 
issue of performance and leadership�  At the height of the recession we saw a decline in 
financial performance but last year we saw signs of improvement� Here we look at whether 
this trend has continued in the faltering economy�  We also look at managers’ views of 
the quality of their leadership, the strength of collective sense of purpose and the role of 
organisational values� Finally, we investigate how learning and development has been affected 
as budgets are increasingly squeezed and we examine in detail how effectively organisations 
are employing talent management schemes to grow their next generation of leaders� 

2.1  Organisational performance
In last year’s Management Agenda we reported that the proportion of organisations that 
were financially outperforming was increasing after several years of decline� Here, we 
investigate whether this trend continues this year�  We also examine how organisations’ 
ability to deliver their strategic plan compares to previous years� 

2.1.1  Organisational performance

Given the flat-lining UK economy, we were not particularly surprised to find that there 
had been very little change in the ability of organisations to deliver their strategic plan or 
in their financial performance (see Figure 15 and Figure 16)� On the one hand, this result is 
comforting because it means that conditions are more stable than in recent years but, on 
the other, a fifth (20%) of organisations were still financially underperforming and we seem 
no closer to a recovery�  

Organisations were more strategically successful than financially successful� 30 per cent 
of managers reported that their organisations were very strategically successful but only 
21 per cent reported that they were financially outperforming� Perhaps this is because 
organisations can exert a large degree of control over the delivery of their strategic plan 
but their financial performance is much more sensitive to factors beyond their influence in 
the external environment� 

 Figure 15 Figure 16
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2.1.2  Drivers of performance

Unpacking what drives the financial and strategic performance of an organisation is 
extremely difficult because, although we know that financial performance and delivery of 
the strategic plan are fairly strongly correlated with each other,23 we cannot tell whether 
organisations are more financially successful because they are better at delivering their 
strategic plan or whether organisations that enjoy more financial success are better able 
to implement their strategies� It is clear that success is influenced by a range of factors; 
some of which are outside the organisation’s control, such as the macro-economic climate, 
as well as others within it such as leadership, structure, culture and processes�  To address 
this complexity, we sought to understand the relationship between financial and strategic 
performance and how internal and external factors influence this relationship� 

In recent years, we have reported that financial performance and strategic performance 
both correlate with a range of organisational practices (e�g� leadership, change management 
etc�) but that the strength of the relationship is stronger with strategic performance 
than it is with financial performance (e�g� leadership is more strongly related to strategic 
performance than it is to financial success)�  This year, we investigated further and found this 
pattern was highly consistent across a number of areas� 

The organisational practices that had a stronger positive relationship with strategic 
performance than with financial performance included: the effectiveness of leadership; 
the strength of the collective sense of purpose; the effectiveness of change management; 
the effectiveness of talent management; the quality of performance management; the 
competence of line managers; the capability of HR; levels of well-being at work; employee 
engagement; and happiness�24 Factors which had a stronger negative relationship 
with strategic performance included: a lack of role clarity; a lack of control over work; 
problematic policies and procedures; bureaucracy; poor communication; a lack of support; 
poor employee relations; competing agendas at senior levels; poor management of 
promotions; unequal terms and conditions; and competition for resources�25 It seems that 
effective organisational practices are more likely to drive strategic performance, perhaps 
because financial performance is more sensitive to the impact of the economic climate� 26

The relationship between financial and strategic performance

The relationships we have discussed above allow us to hypothesise about the nature of 
relationship between financial performance and delivery of the strategic plan�  The fact that 
good organisational practices were more closely associated with strategic performance than 
financial performance could indicate that good organisational practices improve delivery 
of the strategic plan and, as a consequence, financial performance is better� Conversely, the 
stronger association between the economic climate and financial performance may imply 
that poor economic conditions reduce the resources organisations have to deliver their 
strategy�  These relationships are depicted in Figure 17� In future years we will seek to test 
out these propositions further� 
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Figure 17
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2.2  Leadership
There is a wealth of literature on the role of leaders in ensuring organisations are successful 
so it is not surprising that leadership development was the number two strategy for the 
future; just below efficiency savings� However, it seems that people either over-emphasise or 
misunderstand the role that leaders play�  As we saw in the previous section, leadership is 
just one of many factors that affects financial and strategic success yet people still attribute 
the success or blame for their organisations performance to its leaders� Last year, we 
reported that success or blame for the organisation’s financial performance was attributed 
to leaders irrespective of what was happening in the economy (Boury et al 2011)� For 
this reason, in analysing this year’s survey findings, we sought to investigate what was really 
affecting perceptions of leadership and to clarify the role that they are playing�  We also 
report on how leaders are rated by their employees and look at what makes an engaging 
leader�

2.2.1  Perceptions of leadership remain stable

There has been little change in people’s views of leaders in the last year, despite the 
economic climate� 70 per cent of people describe leadership as good or very good, 26 per 
cent described their leaders as poor and only 3 per cent felt it was very poor (See Figure 
18)� 

Figure 18

Perceptions of leadership less positive in the public sector

All leadership behaviours were viewed less positively in the public sector�27 Leaders 
were seen as less likely to keep promises, communicate directly to employees, ensure 
communication channels were working, be visible, take an interest in implementation of 
strategies they initiate, stick to a strategic course of action, and provide staff with a clear 
strategic direction (Figure 19)�  These results may reflect the complex nature of leadership 
in the public sector� For example, it is likely to be much more difficult for leaders to provide 
their organisations with a clear strategic direction or to keep promises when political events 
may dictate a sudden change of direction� 

Smaller organisations view their leadership more positively

Managers in smaller organisations were somewhat more positive about their leaders than 
managers in larger organisations�28 In particular, managers in smaller organisations felt their 
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leaders were more open and honest, more visible, communicated more directly with 
employees and were more likely to keep promises�  This result suggests that leaders behave 
better when they are closer to their employees and/or that when leaders are less remote, 
employees have a better understanding of their contributions� 

Figure 19

Engaging behaviour drives perceptions of leadership

To investigate what was behind managers’ ratings of leadership we asked people to rate 
how effectively their leaders demonstrated engaging leadership behaviours as identified 
in our recent research into employee engagement (Gifford et al 2011)�  We found very 
strong positive relationships between the quality of leadership and the following: providing 
staff with a clear direction; sticking to a strategic course of action; showing an interest in 
the strategies that they initiate; being visible; ensuring that communication channels work; 
communicating directly with employees; keeping promises; and being open and honest� 
These findings validate the results of our previous research and highlight the importance of 
these behaviours for leadership (see Figure 20)�

Leaders are attributed with the blame for bad management

We found that perceptions of leadership were strongly associated with the effectiveness 
of change management and performance management and were fairly strongly associated 
with the effectiveness of line management, HR and talent management�  These relationships 
either indicate that poor quality management negatively affects perceptions of leadership or 
that good leaders ensure that their organisation is managed effectively�  

Our assumption is that the relationship between perceptions of leadership and 
management is reciprocal� However, given that we were interested in what affects 
perceptions of leadership, we chose to investigate how poor management impacts 
on ratings of leadership�  We found that the quality of change management made the 
biggest difference to perceptions of leadership; followed by performance management, 
line management and finally talent management�29 When all of these factors were taken 
into consideration, the effectiveness of HR did not affect views of leaders�  This suggests 
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that where change, performance and talent management are effective, leaders are rated 
considerably higher� 

Our interpretation of these findings is that the blame for poor management is likely to be 
attributed to leaders even though this is being executed by those lower down the hierarchy� 
It seems that there is a ‘the buck stops with you’ attitude amongst employees�  This being 
the case, if leaders want to develop and maintain a positive reputation, they must ensure 
high management standards�  Part of being an effective leader, in the eyes of colleagues, 
is enabling and even demanding good management practices� Similarly perceptions of 
leadership are strongly related to how well redundancies are handled by managers and HR 
(see page 22)�

Figure 20

•   Employees have a strong desire for a clearly communicated strategic narrative
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Middle managers have the least positive views of leadership

Board directors and senior managers were most positive about their organisations leaders� 
Last year we argued that leadership quality may increase with seniority because as seniority 
increased there were lower levels of bullying, a higher prevalence of leadership training and 
coaching and more senior members of staff may have learned more on the job� However, 
whilst generally leadership quality generally seems to improve with seniority, middle 
managers have less positive views of their leaders than junior managers (see Figure 21)� 
Perhaps this is a result of the pressure on middle managers who find themselves in high 
strain positions but with limited control over their situation�  This suggestion is supported 
by the finding that middle managers are most likely to report that work place stress is 
a problem for them (36% reporting stress is a serious problem or fairly problematic, 
compared to 21% or board directors, 33% of senior managers and 29% of junior 
managers)�30

Figure 21
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2.3  Purpose, values and behaviour
Our recent research into employee engagement (Gifford et al 2010) showed that people 
had a strong desire for a clearly communicated strategic narrative and that they cared 
passionately about the strategic direction of their organisation� Conversely, when people felt 
out of sync with their organisation’s purpose their engagement levels fell� 

This year’s survey provides ample evidence to support these findings�  We found that 
a strong collective sense of purpose was related to how bought-in to the organisation 
employees were�31 Equally, 89% of organisations with a weak collective sense of purpose 
said low morale was one of their biggest challenges (compared to 51% of organisations 
who felt it was strong)� Given the pivotal role that a collective sense of purpose plays, in this 
section we track its strength over time and describe how organisational values can be used 
to foster a sense of purpose�

2.3.1  Collective sense of purpose weakens

Whilst last year we saw a rise in the strength of collective purpose observed by managers, 
this year people were less positive� In 2010, a third (34%) said the collective sense of 
purpose was high, last year half (50%) of people felt this way and this year the figure was 
two fifths (41%)�  Perhaps at the height of the financial crisis there was a refocusing on ‘what 
we are here for’ but this year this mentality has started to wane�

Not-for-profit sector managers have the strongest sense of purpose

Managers from different sectors had dissimilar views of about the strength of their collective 
sense of purpose in their organisation�32 The not-for-profit sector was seen as having the 
strongest sense of purpose by a sizeable margin� 58 per cent of managers rated their 
purpose highly; compared to 32 per cent in production and manufacturing, 32 per cent in 
the private services and 31 per cent in the public sector�  This result reflects the charitable 
mission at the heart of the work of many organisations in the not-for-profit sector and the 
closer alignment that its employees feel with their organisational values (see section 2�3�3 
Alignment with the organisational values, page 37)� 

Figure 22
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All sectors had seen their collective sense of purpose strengthen last year but weaken this 
year (see Figure 22)� However, the deterioration was least notable in the not-for-profit 
sector�  Their collective sense of purpose fell by 7 per cent, compared to 13 per cent in 
the public sector, 12 per cent in production and manufacturing and 15 per cent in private 
services� 

Collective sense of purpose weakens with organisation size

Larger organisations had a slightly lower collective sense of purpose�33 Seemingly, the more 
people that an organisation employs the greater the likelihood there will be diverging views 
about its purpose� 

Have board directors’ views become more realistic?

For several years, board directors have felt a stronger sense of collective purpose than their 
colleagues� However, this year their views were more closely aligned�  
Whilst directors were still more positive than other roles, the disparity 
between their views and the views of lower levels was considerably less 
marked (see Figure 23)� Conceivably, the financial crisis has meant that 
boards have had to be more realistic about the mood in their 
organisations and have sought to understand their employees’ views 
better�  Alternatively, our findings may be a sign of less agreement and 
shared vision at the top as a result of increased operational pressure�

Figure 23

Buy-in to the organisational values is the key to a strong collective sense of purpose

The key driver of an organisation’s collective sense of purpose was its values�  When 
managers felt that their personal values were aligned with their organisation’s values, they 
were much more likely to report that their organisation had a strong collective sense of 
purpose�34 This result suggests that organisation’s value statements are not simply a ‘nice-to-
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2.3.2  Managers are increasingly practising their organisation’s values

Given that organisational values are central to a strong collective sense of purpose, it is 
encouraging that the proportion of respondents reporting their managers living the values 
has been increasing year on year (see Figure 24)�  This may reflect the emphasis many 
organisations are placing on leadership development (see page 45) because we also found 
that those who had participated in leadership development were slightly more likely to 
report that managers ‘walk the talk’�35a

Figure 24
Size and sector differences

Managers in the not-for-profit sector were most likely to report that management practised 
the organisation’s values (79%)�  This compared to 73 per cent in the production and 
manufacturing sector, 68 per cent in the private services and 60 per cent in the public 
sector� 

Managers in smaller organisations were much better at ‘walking the talk’ too� 84 per cent 
of managers in organisations with less than 50 people said managers practised the values� 
This fell to 75 per cent in organisations with 251-1,000 employees and to 55 per cent in 
organisations with over 5,000�  A possible explanation for this finding is that organisational 
values feel remote in larger organisations� On the other hand, those setting the tone are 
likely to be much more visible in smaller organisations and this is likely to help increase 
levels of buy-in to desired behaviours’�35b 

Leaders play a vital role in ensuring that management practise the values

 When leaders role model openness and honesty, keeping promises, communicating 
directly with employees and they ensure that communication channels work, the rest 
of management seems to follow suit�36 This result is in accordance with the findings of 
our employee engagement research which states that engaging leaders need to be both 
communicative and trustworthy (Gifford et al 2010)�
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2.3.3  Alignment with the organisational values

Only a tenth (10%) of people felt their personal values were not aligned or not very well 
aligned with their organisation’s values�  A quarter (24%) felt they were adequately aligned 
and two thirds reported they were well or very well aligned (66%)�  This is a marginal 
improvement on the 2011 findings and is a positive result because, as we saw earlier, 
alignment with organisational values is the most important contributor to a strong collective 
sense of purpose� 

Despite these encouraging findings, a third of managers could feel better aligned and this 
proportion is likely to be even higher for non-managers because the degree of alignment 
was negatively related to seniority�

Alignment of values was most harmonious in the not-for-profit sector (80% reporting 
well or very well aligned)� In comparison, two thirds of the public sector, production and 
manufacturing and private services reported their values were well / very well aligned (62%, 
63% and 61% respectively)�  We believe that this finding reflects the values-based decisions 
that people take when they choose to work in the not-for-profit sector� 37 

2.3.4  Creating a collective sense of purpose through shared values

A strong collective sense of purpose, good leadership, managers who live the organisational 
values and alignment between individual and organisational values were all strongly 
correlated with each other� However, it was not clear from this analysis was how these 
factors all interact� 

To understand how these different elements combined, we analysed the strength of their 
relationships with each other� From this we discovered that: 

•	 Personal alignment with the organisational values was the most important contributor 
to a strong collective sense of purpose

•	 Good leadership and having managers who practise the organisation’s values were 
associated with a strong collective sense of purpose but less so than feeling personally 
aligned with the organisational values38

•	 The association between good leadership and having managers who practise the 
organisation’s values was stronger than the association between good leadership and a 
strong collective sense of purpose39 

•	 The element which had the strongest negative relationship with a strong collective 
sense of purpose was managers who failed to practise the organisational values40 

All together, these results suggest that effective leadership plays a significant role in ensuring 
that managers practise the organisation’s values�  The extent to which managers walk the 
talk in turn helps maximise the alignment between employees’ personal values and the 
organisational values� In turn this personal feeling of alignment helps create a stronger 
collective sense of purpose� (This sequence is depicted in Figure 25)� 
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2.4  Change management
A perennial finding in our Management Agenda survey is that change management is a 
significant challenge�  This year 76% of managers reported that it was one of their biggest 
issues; the largest proportion to date� Despite the scale of the challenge, effective change 
management remains critical to organisational performance�  As we have seen in previous 
sections, effective change management contributes to financial and strategic success, positive 
perceptions of leadership and the effective management of redundancies�  With this in mind, 
we have taken a more in depth look at effective change management this year and have 
reintroduced questions from previous years to gauge differences over time�  We investigate 
the drivers of change, the effectiveness of change management systems and how successful 
change initiatives are� 

2.4.1  Drivers of change

We asked managers what the most common drivers of change were in their organisations� 
Customer needs were seen as the major driver of organisational change; with 57 per cent 

reporting it drove change to a great extent� Cost, efficiency, product or 
service quality and productivity were the also significant change drivers, 
(54%, 50%, 46% and 41% respectively)� Legal requirements, increased 
competition, internal politics and national politics drove change to a lesser 
extent (31%, 25%, 24% and 29% respectively)

Findings here have not changed a great deal since the last time we asked managers this 
question in 2010� Change is a little less likely to be driven by customer needs, cost, efficiency 
and productivity� It is a little more likely to be driven by increased competition, legal 
requirements and internal politics (See Figure 26)� 

Figure 26

The drivers of change differ across sectors

The key drivers of change varied depending on sector (See Figure 27)�  As you might 
expect, change in the public sector was least likely to be driven by customer needs, 
productivity and increased competition� It was most likely to be driven by cost, efficiency, 
legal requirements, internal politics and national politics�  These differences no doubt reflect 
the austerity measures currently gripping this sector� National politics was also driving 
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change in the not-for-profit sector� It was less of a factor here than in the public sector but 
more than in the private sector� 

Productivity was a more significant driver of change in the production and manufacturing 
and in the private services sector than in either the public sector or the not-for-profit 
sector�  Change in these sectors was more likely to be driven by product or service quality 
improvements and in response to increased competition� Increased competition was 
more of an issue for the not-for-profit sector than in the public sector but less so than in 
commercial organisations�41

Figure 27

Change driven by external factors in larger organisations 

It seems that macro-economic climate and political factors are driving change for large 
organisations whilst smaller organisations are responding to the needs of 
their market� Organisational change was more likely to be driven by cost, 
efficiency, internal politics, national politics and legal requirements in larger 
organisations� Smaller organisations were more likely to change in 
response to the needs of their customers and to improve product or 
service quality�42 

2.4.2  Change management

Managers reported that their organisations were better at some elements of change 
management than others (see Figure 28)� Organisations were best at initiating change (75% 
saying they were somewhat effective / effective), planning and coordinating change (73%), 
consultation (70%) communication (68%) and maintaining top level involvement (74%)� 
However, organisations were not as good at following through on change initiatives�  Two 
thirds (66%) said their organisations were good at maintaining momentum and just over 
half of managers said their organisations were good at managing employee motivation 
(55%), consolidating the benefits of change (55%) and reviewing and learning from change 
programmes (52%)�  These findings are very similar to our 2011 results (see Figure 28)� 
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They indicate that organisations need to ensure they persevere with change initiatives and 
complete the change cycle with a full review�  This would ensure that changes are truly 
embedded in the organisation and that the lessons are learned for the next initiative�

Figure 28

Sector differences

To investigate whether there were any differences in the effectiveness of change 
management in different sectors, we calculated a composite measure of change 
management by averaging responses to the items shown in Figure 28� In line with last 
year’s findings, we found some small differences between the sectors in the effectiveness of 
change management�  The private sector and the not-for-profit sector were equally effective 
at managing change but both were more effective than the public sector� By looking in more 
detail at responses to the individual questions, we found that consultation, communication, 
maintaining top level involvement were a little more effective in the private services and 
in the not-for-profit sector than they were in the public sector�  The public sector was 
also slightly less effective at managing employee motivation, maintaining momentum, 
consolidating the benefits of change and reviewing and learning�43 Perhaps public sector 
managers should look to the other sectors for examples of good change management 
practice which they could emulate� 

Larger organisations manage change less effectively

All elements of change management were less effective in larger organisations (see Figure 
29)� In particular, smaller organisations were better at consultation, managing employee 
motivation, and reviewing and learning�44 These findings help to explain why larger 
organisations were adapting less quickly to changes in the economic climate (see page 18)�

Different drivers of change influence the effectiveness of change management 

When change was driven more by customer needs and product and service quality, 
managers reported better change management in their organisation� Change that was 
driven by productivity, efficiency and increased competition were moderately associated 
with better change management� However, when change was driven by cost it tended to 
be managed less effectively and it was managed least effectively when driven by internal 
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politics�45 These findings suggest that some organisations might benefit from greater external 
focus, changing in response to the needs of their clients and delivery requirements� Cost 
reduction should really take place within this framework, as opposed to cost being the 
primary driver of change� Organisations also need to be careful not to be too internally 
focused�  These findings clearly show that change is less successful when it is a reaction to 
internal conflict or division�

Figure 29

2.4.3  The effectiveness of change initiatives

Only a small proportion of managers rated change initiatives highly positively in the 
following characteristics: strategic (36%), timely (18%), consultative (18%), 
fast (18%), well-managed (13%) and successful (15%)�iii The vast majority 
of people rated these areas as effective ‘to some extent’� In addition, 
almost two fifths (37%) reported that change was ‘not at all’ fast� Given 
the importance of change management for organisational performance, 
organisations would be advised to focus on improving the effectiveness 

of their change programmes�

There were few differences between sectors in the effectiveness of change� However, 
change was seen as less consultative in the production and manufacturing sector than in 
all other sectors and was viewed as quicker in the private services and production and 
manufacturing sectors�46  Managers in larger organisations thought change initiatives were 
less consultative, fast, well-managed and successful�47

Perceptions of change initiatives varied depending on the reasons for it� Change was 
rated least consultative, well-managed and successful when it was driven by cost, as most 
strategic and timely when driven by productivity and efficiency, as most successful and 
well-managed when driven by customer needs and as least well managed when driven by 
internal politics�48 Organisations should be aware that different reasons for change will have 
a bearing on its outcome�
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2.5  Learning and development
Given the ongoing pressure for efficiency savings (see section 1�2�1), learning and 
development budgets are a likely target for savings�  Here we look at how supportive 
organisations are of employee development, the type of interventions they used and, 
in a new question this year, how effective the interventions are seen to be at improving 
performance�  

2.5.1  Support for learning and development has been maintained

Our findings from the past few years show that despite the economic downturn, the 
majority of organisations have maintained support for employee development�  Only 
a minority of managers report their organisations are not at all supportive (4%), whilst 
nearly half (46%) say they are very supportive and the rest (51%) that their organisation 
is somewhat supportive�  As in previous years, smaller organisations were reported to be 
more supportive�49 

Reduced support for learning and development in the public sector

These overall findings, however, hide differences between sectors�  In previous years we 
have found no significant differences here�  This year, managers in the public sector were 
significantly less likely to report that their organisation is very supportive of employee 
development (39%) particularly compared to the manufacturing and production sector 
(54%; not-for-profit 46%, private services 48%)�50  

Figure 30  

Figure 30 suggests that the proportion of public sector managers reporting that their 
organisation is very supportive of learning and development has declined over the past few 
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years�  This trend is mirrored to a lesser extent in the not-for-profit sector�  In contrast, a 
growing proportion of managers in manufacturing and production report their organisation 

is very supportive of learning and development, whilst there has been 
little change in the private services sector�  It seems likely that the 
significant budget reductions in the public sector have had an impact on 
learning and development budgets�  In contrast, growth in the 
manufacturing sector has meant that resources are available for learning 
and development and as more jobs have been created in this sector, 
more training has been required�  A recent CIPD report (2011) found 
that the manufacturing and production sector have particular difficulties 
filling vacancies, often due to skill shortages�  Learning and development 
may therefore be of particular relevance in this sector in order to 

develop the skills required and retain skilled workers�  

2.5.2  High participation in learning interventions

The majority of managers had participated in some form of learning intervention in their 
organisation, as we’ve found in previous years�  Most had attended conferences, workshops 
or seminars (81%), participated in leadership development (72%) and training programmes 
(59%)�  About half had participated in coaching (51%), had an opportunity to take on more 
responsibility (50%) or taken part in continuing professional development�

Managers in production and manufacturing were particularly likely to have participated in 
leadership development and training programmes, had the opportunity to take on more 
responsibility, and, along with their colleagues in private services, were more likely to have 
participated in coaching (Figure 31)51�  

Figure 31
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Despite our findings above, that managers in the public sector are least likely to report that 
their organisation is very supportive of employee development, public sector managers 
were more likely than private services or not-for-profit managers to have participated 
in leadership development, e-learning, mentoring and academic qualifications in their 
organisations (though the question does not specify when they participated in these)�  It 
may be that public sector managers are comparing current support for development with 
wealthier times; however, the effect is mainly a function of size of organisation�  Managers 
in larger organisations tend to have participated in more learning interventions52 and the 
public sector organisations tend to be larger than private sector or not-for-profits� 

E-learning on the increase

Participation in most interventions was similar to last year although this year there was a big 
increase in the proportion of managers reporting that they have participated in e-learning 

or distance learning (53% compared to 35% in 2011 and 28% in 2010)�  
E-learning was particularly prevalent (50% compared to 15% who had 
participated in distance learning)�  Developments in technology and the 
relatively lower cost of e-learning may be increasing its attractiveness to 
organisations�  Figure 31 shows it was particularly evident in the public 
sector which is currently experiencing significant cuts�  Nevertheless, most 
of those who had taken part in e-learning/distance learning had also 
participated in other types of learning and development suggesting that 
e-learning/distance learning is considered to be a complement to rather 

than an alternative for other types of development� 

Leadership development at all levels 

The more senior managers were the more likely they were to have participated in coaching 
(board directors 56%, senior managers 54%, middle managers 47%, junior managers 
44%), whereas the more junior they were the more likely they were to have taken part in 
secondments (board directors 10%, senior managers 13%, middle managers 16%, junior 
managers 25%)�53   Board directors were most likely to have participated in continuing 
professional development (57% compared with 43-45% of other managers)�54 

Role level did not, however, have a significant impact on the proportion of managers who 
had participated in leadership development, in contrast to our findings from previous years 
when participation in leadership development increased with seniority�  This may mark a 
shift away from the traditional view of leadership as being something required at the top of 
an organisation, to a more dispersed view of leadership as something required at all levels 
of an organisation�  Alternatively many organisations may be taking care to spot and develop 
leadership talent at an earlier stage� 

2.5.3  Development improves performance

Regardless of sector or organisation size, the vast majority of managers report that the 
learning and development they have had is effective�  Twelve per cent report it is very 
effective and 41 per cent effective, whilst 38 per cent report it is somewhat effective�  Only 
a minority (2%) report it was not effective in improving performance whilst seven per cent 
reported it was not very effective� 

This year there was 
a big increase in the 
proportion of managers 
reporting that they have 
participated e-learning or 
distance learning
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The more supportive organisations were of employee development, the more effective 
managers reported the learning and development they had received had been at improving 
their performance�55   Whilst managers in more supportive organisations had participated 
in more different types of learning intervention,56 the relationship between support and 
improved performance existed even when this was taken into account�  This suggests that 
supportive organisations differ not just in the quantity of learning interventions but also in 
the quality�
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2.6  Talent management
Talent management encompasses a range of factors including recruitment, organisational 
capability, individual development, performance enhancement, retention of skills and 
succession planning�  In today’s challenging economic climate, the effective and strategic 
management of talent is critical to differentiate organisations from their competitors and 
ensure survival�

2.6.1  Popularity of talent management schemes

Overall, two-fifths of managers report their organisations have talent management schemes, 
in similar findings to last year�  The likelihood of having a scheme increased with organisation 
size (up to 50 employees: 11%; 251-1000 employees: 34%; over 5000 employees 66%)�57  
Nevertheless, over a fifth of organisations with more than 5000 employees and over two-
fifths of those with 1001-5000 employees did not have a talent management scheme�58

Last year we found that whilst talent management schemes were most prevalent in the 
private sector, their use in the public and not-for-profit sector had increased compared to 
2009�  This year the popularity of talent management schemes in each sector is very similar 
to last year ; they remain most prevalent in the private sector, with no significant increases 
observed in the public or not-for-profit sectors (manufacturing and production: 55%; private 
services: 45%; public sector: 38%; not-for-profit: 27%)�

2.6.2  Mixed views on how effective organisations are at managing talent schemes

Figure 32 shows how effective organisations are with various aspects of talent management�  
Most organisations are reported to be good at providing learning and development that 
can be directly applied at work and many are good at encouraging individuals to take 
the initiative for developing their careers�  There is considerable variation in how well 
organisations select people for their talent schemes, define what is meant by talent, involve 
line managers, review and improve their schemes and link talent management to strategic 
business needs�  Only a quarter are good at using their talent programme to inform their 
recruitment strategy�  To maximise the benefits of talent management schemes organisations 
would do well to assess and improve their performance in each of these areas�  

Figure 32
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2.6.3  Limited transfer of learning back to the organisation

Whilst nearly three-quarters (73%) of managers believe that the learning and development 
gained from talent management is transferred back into intellectual capital for their 
organisation, only 14 per cent report that it is transferred to a great extent, whilst a similar 
proportion (13%) report learning is not transferred back at all�  These findings are very 
similar to previous years�

Clearly learning opportunities may provide significant advantages merely through the 
retention of talent but when learning is not transferred back to the business, organisations 
are failing to capitalise on the full benefits�   Better transfer of learning takes place when 
organisations review and improve their talent schemes, when talent management is linked 
to strategic business needs, the learning and development provided can be directly applied 
at work, when line managers are involved and bought in and when organisations are more 
supportive of employee development generally�59  
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Recommendations 
•	 Ratings of leadership are much higher when they provide staff with a clear direction, 

stick to a strategic course of action, show an interest in the implementation of 
strategies, are visible, ensure communication channels work, communicate directly 
with employees, keep promises and are open and honest� Developing competence in 
all of these areas would be a good way for leaders to become more engaging� 

•	 Employees care passionately about the strategic direction of their organisation 
and show a strong desire for a clearly communicated strategic narrative� Equally, a 
weak sense of purpose is associated with low morale� Leaders would be advised 
to ensure that their managers practise the organisation’s values because employees 
are more likely to buy into values which they see practised� Employee buy-in to the 
organisational values is ultimately likely to help create a stronger collective sense of 
purpose�  

•	 Organisations often fail to complete all stages of the change cycle effectively� 
Organisations should ensure they persevere with change initiatives, maintain 
momentum and complete the change cycle with a full review�  This would ensure that 
changes are truly embedded in the organisation and that the lessons are learned for 
the next initiative� 

•	 Our research consistently demonstrates links between support for learning and 
development and organisation success�  Organisations need to ensure that any 
belt-tightening required by the economic climate does not detract from developing 
the skills they need to optimise current and future performance�   Reviewing and 
evaluating learning and development programmes and offerings is essential to 
maximise benefits to individuals and the organisation and ensure a good return on 
investment�   

•	 The transfer of learning from talent schemes back to the organisation is often 
limited and could stand to be improved� Better transfer of learning takes place when 
organisations review and improve their talent schemes, when talent management is 
linked to strategic business needs, when the learning and development provided can 
be directly applied to work, when line managers are involved in and bought-in and 
when organisation are more supportive of employee development� 
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The relationships between managers and their teams are critical for engagement, efficiency 
and productivity�  Good relations can inspire and motivate�  Poor relations can lead to lower 
engagement and well-being and have a negative impact on performance and the retention 
of talent�  Here we explore the manager’s role in creating high performance teams�  We 
have included some new questions to look at the characteristics and behaviours of 
managers and we explore how well performance is managed�

3.1  Line managers’ performance
In section 2�2 we examined managers’ views of their top leadership�  This year we also 
included new questions to explore views of line managers because of the crucial role 
they play in creating high performing teams�  Managers were asked to rate their own 
line manager on a number of items related to five key areas that Roffey Park’s employee 
engagement research (Gifford et al 2010) has identified as essential for engaging teams�  The 
items for each key area are shown in Figure 33, together with the average score (on a scale 
of 0-100) and standard deviation for each area�   

Figure 33 shows that on average line managers are considered to perform positively on 
all of the five items measured, although there is clearly room for improvement�  They 
scored most highly on empathy and fairness and least highly on developing people and 
performance; however, all five areas were strongly correlated such that managers tended to 
be seen as strong or weak in all areas�60  

Whilst the average scores are positive, 15 per cent of managers reported their 
line managers were less than adequate in demonstrating empathy and fairness and 
approximately one in five reported their line managers were less than adequate on 
the other measures (24% on reward and recognition, 23% on developing people and 
performance, 20% on consulting and informing and 18% on supporting and empowering)�  

It might be expected that more senior line managers, who are likely to have more 
experience and training, would be rated more highly�  This was not, however, the case�61  
Line manager ratings were nevertheless, moderately correlated with organisation support 
for employee development�62  They were also moderately correlated with leadership ratings 
such that the better the leadership the better the line managers�63  Whilst we cannot imply 
direct causality from this data, our findings cohere with theories that strong leadership 
and role models, as well as support for employee development, promote better line 
manager behaviours and (as we shall see in section 4�1) consequently impact on employee 
engagement�

3  Managing Teams
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Figure 33

Ratings of line managers
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3.2  Tackling underperformance
As organisations strive to become more efficient, tackling underperformance has come 
to the forefront of manager’s minds� In 2010, we saw a huge jump in the proportion of 
managers reporting that underperformance was not being tackled� Last year, the proportion 
had fallen slightly but was still way above pre-recession levels� In this section, we continue to 
track underperformance levels and, for the first time this year, dig deeper into performance 
management practises to identify where organisations should focus their attention� 

3.2.1  Underperformance at record high

Nearly half of managers (46%) report that underperformance is not tackled at all well 
in their organisation, the highest proportion since we began asking this question in 2007 
(Figure 34)�   It is notable that the proportion of people saying underperformance is not 
tackled well has increased considerably since the economic downturn�64  

Last year we hypothesised that the increase in poor performance may be partly to do with  
perception; that poor performance is receiving greater attention as organisations are 

increasing their focus on costs and efficiency and can no longer afford to 
tolerate underperformance�  Last year we saw a slight downturn in the 
figure, corresponding to the tentative improvements in the economy�  This 
year’s increase may reflect the growing anxiety regarding the slowing 
growth in the private sector and the turmoil in the Euro zone�  

An alternative explanation for the increase in underperformance is that 
it is real; a consequence of the budget tightening measures in organisations, redundancies 
and doing more with less and employees are not able to cope with the pressure and 
additional workload�  The capacity for some organisations to do more with less may have 
passed its threshold�  Other research (CIPD, 2011) points to the challenges organisations 
face in recruiting the skills they need�  This may also contribute to underperformance and 
emphasises the need for appropriate learning and development�

Figure 34
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The increase in the proportion of managers reporting that underperformance is not tackled 
at all well is observed in all sectors, although as in previous years it is most common in the 
public and not-for-profit sectors (60% and 46% compared to 36% in the private services 
sector and 39% in production and manufacturing)�65

3.2.2  Poor performance management in majority of organisations

 According to our managers, many organisations are failing in many aspects of performance 
management (Figure 35)�  About half report their organisations are poor 
or very poor at dealing with underperformance whether through 
treating it as a development opportunity, confronting it or through 
providing performance coaching�  Moreover, few organisations are adept 
at encouraging good performance, for example through incentivising 
going the extra mile and rewarding good performance�  

More organisations are good at process issues such as conducting scheduled performance 
appraisals, making it clear to people what they are expected to deliver and involving people 
in setting stretching but achievable goals, but even in these areas one-fifth of organisations 
are poor or very poor and the majority are simply ‘adequate’�  Clearly many organisations 
are failing not only to address underperformance but also to encourage and support good 
performance�  

Figure 35 
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The public sector is poorest at performance management

Not only are public sector managers most likely to report that underperformance is 
not tackled at all well in their organisations but they are more likely to report that their 
organisations are poor at all of the aspects of performance management shown in Figure 
35, with the exception of conducting scheduled performance appraisals�  According to its 
managers, the public sector is particularly poor at encouraging good performance�  Three-
fifths (60%) reported they were poor or very poor at incentivising going the extra mile 
(not-for-profit sector: 50%; private sector: 35%) and 44% at rewarding good performance 
(not-for-profit sector: 36%; private sector: 23%)� However, we have to bear in mind that the 
public sector cannot give the kind of rewards and bonuses available in the private sector� 

The public sector were also considerably poorer at confronting inadequate performance 
(65% were poor or very poor compared with 54% in the not-for-profit sector, 43% in 
the private sector) and treating underperformance as a development opportunity (63% 
compared with 53% in not-for-profits, 48% in the private sector)�

3.2.3  Most managers have some confidence to tackle underperformance in their 
teams

Despite the poor appraisal of performance management in their organisations, in findings 
very similar to last year, nearly half of managers (48%) report they are very confident to 
tackle underperformance within their own teams and the same proportion report they are 
somewhat confident�  Only one in twenty report they are not at all confident�  

There is some indication that confidence to tackle underperformance increases with 
experience�  Just over half (54%) of directors/senior managers reported they were 
very confident compared to 44% of middle managers and 38% of junior managers�66  
We also found, however, that public sector managers were less confident in tackling 
underperformance within their teams (44% were very confident compared with 53% of the 
private sector)�  The poorer performance management processes in this sector may explain 
this difference�  Our previous research has found that the culture, policies and processes 
of the organisation play a key role in boosting confidence to tackle underperformance�  
Ensuring managers have the authority they need to tackle underperformance is critical, 
as is a supportive organisational culture with clear processes to identify and address 
underperformance�  Organisations need to send a clear message that underperformance is 
not accepted or tolerated� 
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Recommendations
•	 Organisations need to understand the underlying causes of poor performance in 

order to determine what action is required to address them�  Health issues, absence, 
skill deficiencies, poorly defined roles or priorities, low motivation, lack of clarity 
regarding HR policies and procedures can all contribute to underperformance�

•	 Regular performance appraisals backed up by robust performance management 
systems are required if performance issues are to be identified and addressed in a 
timely manner�  It is important to take immediate steps to tackle underperformance 
once it is identified because it can be contagious and have a negative impact on 
internal and external confidence in the organisation�  Make tackling performance a 
key element of the line manager role�

•	 Build a high performance culture through ensuring good performance is recognised 
and rewarded to encourage employees to go the extra mile�
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In this section we explore what life is like for managers in today’s organisations�  We 
examine levels of engagement, happiness and well-being, factors all critical for productivity, 
and explore some of challenges they face including bullying, conflict, stress and other day-to-
day issues regarding their work and employee relations�  
 

4.1  Employee engagement
Employee engagement gives us a sense of the discretionary effort employees expend in 
their work, how willing they are to go the ‘extra mile’ and how well they identify with the 
goals and purpose of their organisation�  

Based on in-depth research (Gifford et al, 2010) Roffey Park has developed a model of 
employee engagement (see Figure 36), which gives an individual score ranging from 0 
to 100�  The scale is based on 10 items which correspond to three distinct aspects of 
employee engagement: 

•	 My organisation: the extent to which employees identify with the organisation, are 
prepared to give discretionary effort, to ‘go the extra mile’ and to do this in the ‘right 
direction’�

•	 My job: whether employees feel that they are in the right job, including both job fit (i�e� 
how well suited they are to their jobs) and how motivating and fulfilling they find their 
jobs�

•	 My value: how valuable a contribution employees feel that they are able to make and 
actually do make, and whether this is valued

Figure 36
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4.1.1  Engagement remains stable

Our findings from the past three years show little change in employee engagement 
(2012: 75; 2011: 73; 2010: 75), suggesting resilience in the face of the economic challenges 
organisation face�  As in previous years engagement is lowest in the public sector (73) and 
highest in the not-for-profit sector (78 compared with 74 in the private sector)�  It tends to 
increase with role level�67

4.1.2  Continued links with the bottom line

Our Management Agenda survey, in line with other research, consistently confirms the 
association between engagement and organisational performance�  Once again this year, we 
found a positive relationship between engagement and the strategic and financial success of 
organisations�68  Whilst we cannot confirm the direction of causality from our research, and 
it is likely that successful organisational performance improves engagement as individuals 
see the value of their efforts and take pride in their organisation, it is clear that engaged 
employees contribute more to their organisation�  The relationship is likely to be a virtuous 
circle and confirms the importance of supporting and facilitating employee engagement�

4.1.3  Key factors affecting employee engagement

Effective management of change

Our research suggests that engagement is not so much affected by a harsh economic 
climate, redundancies and organisational change per se, or by the associated increased work 
pressure�  Instead it is more strongly related to how changes and redundancies are made 
and managed and how effective their leadership is seen to be (also see Boury et al 2011)�69

Alignment of personal and organisational values

 The factor we found to be most strongly associated with engagement was how well 
individuals felt their personal values were aligned with those of the 
organisation (Figure 37)�70  Engagement was also strongly related to having 
a strong collective sense of purpose and a clear sense of direction�71  
Clearly managers who believe in the organisation’s values and share its 
purpose are more inclined to contribute�  Clarity, regarding the direction 
the organisation is taking and their role is also critical� 

Strong values-led leadership

What also comes out most strongly from this year’s findings is the 
importance of values-led leadership�  Whilst engagement was strongly 
associated with general leadership ratings, the relationship was 

particularly strong with how open and honest leaders are, how well they treat stakeholders 
(particularly employees) and whether manager actually ‘walk the talk’ on values�72  

Empathy and fairness

The importance of ethical behaviour and ‘fairness’ for engagement was also identified at the 
line manager level�  Effective line management behaviours (shown in Figure 33 on page 52) 
were strongly related to engagement�73

The factor we found 
to be most strongly 
associated with 
engagement was how 
well individuals felt their 
personal values were 
aligned with those of the 
organisation
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Fair performance management

How well organisations manage performance was positively related to employee 
engagement�  Where good performance was rewarded and underperformance tackled 
managers reported higher engagement�74  This may be associated with notions of fairness 
and preparedness to put in additional effort if it is rewarded and recognised�  Similarly poor 
management of promotions was negatively associated with engagement�75  Managers who 
reported a lack of support or lack of control over their work reported lower engagement�76

Career development

Employee engagement was also higher in organisations that support employee 
development�77  Whilst managers may be prepared to put in discretionary effort for 
organisations they share values and purpose with, they also look for a return in terms of 
reward (as noted above) and career development�  Managers who reported their career 
was on hold as a consequence of the economic environment or who felt insecure in their 
jobs tended to report lower engagement�78  

Figure 37  
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4.2  Happiness and well-being at work
It is now widely recognised that a happy and healthy workforce is required to maximise 
organisational efficiency, productivity and success�  Poor physical or mental health has a 
significant impact, not only on the individual sufferer, but also on other team members who 
may have to shoulder the burden of absentees’ work and also for employers in terms of 
reduced performance, absence costs and even exposure to litigation�  

4.2.1  Well-being and happiness remains good for most

Well-being ratings have changed very little over the past few years�  A third rate (33%) 
their well-being at work (defined as both physical health and safety and mental well-being, 
including stress and happiness) as adequate, whilst 43% rate it is good and a further 15% 
as very good�  One in ten managers, however, report their well-being is poor (8%) or very 
poor (2%)�

Happiness ratings show a similar trend with two-thirds reporting they are happy (50%) or 
very happy (16%), 22% that they are neither happy nor unhappy and 12% that they are 
unhappy or very unhappy at work�  As would be expected, happiness and well-being are 
very strongly related with each other and with employee engagement�79

4.2.2  Satisfaction with work-life balance despite working longer hours

Over two-thirds (70%) of managers report they have a satisfactory balance between their 
work and home life�  This question was not included in the surveys of 2009-2011, however, 
it shows an improvement compared to earlier years (2008: 65%; 2007: 62%; 2006:57%; 
2005: 51%; 2004: 59%)�  This may be related to increased recognition of the importance of 
work-life balance and better flexible working options within organisations�

 Despite the improvements in work-life balance, most managers (71%) report they 
consistently work longer than their working week, although again, this 
reflects a slight improvement on previous years (2008: 78%; 2007: 76%; 
2006: 85%; 2005:  83%; 2004: 83%)�   Less than half (46%) feel able to 
complete their goals without regularly working overtime and a similar 
proportion want a more flexible working pattern (47%)�  

Interestingly over a quarter (27%) of managers report they ‘live to work’ rather than 
‘work to live’�  These managers were slightly but significantly happier at work than their 
counterparts who ‘work to live’�80  They were also more engaged�81  They were more 
likely to consistently work longer than their working week perhaps because they enjoy 
their work, although they were more likely to feel unable to complete their goals without 
regularly working overtime and they were less satisfied with their work-life balance than 
those who work to live (Figure 38)�  

4.2.3  Long hours and excessive goals negatively affect well-being 

Long hours and, in particular, goals that were felt to be unachievable without regularly 
working overtime were associated with increased tiredness and stress at work, and reduced 
well-being regardless of whether managers report they ‘live to work’ or ‘work to live’�82  
Organisations need to be aware of the stress managers are under�  Setting demanding goals 

71% of managers report 
they consistently work 
longer than their working 
week
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may have short term benefits for the organisation but in the longer term the impact on 
well-being and consequently sustained productivity, efficiency and retention of talent may be 
costly�

Figure 38

4.2.4  Concerns about stress and exhaustion

 Whilst stress is an inevitable part of life, and for many may act as a spur to get the job 
done, a third of managers report that the levels of stress they experience 
at work is a problem (29% ‘fairly problematic; 3% ‘a serious problem’)�  
Nearly half of managers experience a fair or great amount of tiredness at 
work�  We discussed above how stress and tiredness are linked to 
working long hours� Figure 39 shows the extent of other stressors in 
manager’s working lives�

Figure 39
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Encouragingly, most managers appear to have adequate levels of support, control over their 
work and clarity regarding their role although more than a quarter report they lack these�  
However, more than a third report they experience poor communications and technology 
problems whilst more than half report issues with bureaucracy and an excessive volume of 
emails�  

Organisational politics is common (Figure 39)�  Whilst organisational politics itself is not 
necessarily detrimental to organisational life and some may use ‘politicking’ to further the 
organisation’s interests, it is also associated with competing agendas at the executive level, 
competition for resources, conflict within the organisation and poor employee relations�83  
More than half of managers report competing agendas at the executive level suggesting that 
many organisations are not operating as a cohesive unit�  Indeed competing agendas were 
associated with poorer leadership ratings, poorer provision of a clear strategic direction and 
a weaker common purpose�84

4.2.5  Bullying and conflict are prevalent in many organisations

Two-fifths (41%) of managers report that bullying occurs to some extent in their 
organisation and a similar proportion report that conflict is common (42%)�  In addition, 
a small proportion report that bullying occurs to a great extent (2%) and that conflict is 
rife (3%)�  Slightly fewer people report that they have seen no evidence of bullying in their 
workplace (2012: 56%; 2011: 63%; 2010: 64%) and that conflict is uncommon or almost 
non-existent compared to previous years (2012: 55%; 2011: 65%; 2010: 58%), although 
this could be due to sampling differences�  Conflict and bullying are positively related 
suggesting that some organisations are better at promoting a positive culture for employee 
interactions than others�85  

4.2.6  Bullying and conflict is less common in organisations that take action 

Most managers believe that action would be taken if bullying or harassment were reported�  
Nearly half (46%) report that action would be likely and 39% that it is very likely�  One 
in ten (11%), however, report that it is unlikely their organisation would take action and a 
further 3% that it is very unlikely�  The more likely organisations were to take action the less 
common conflict and bullying were reported to be�86  A zero tolerance approach is clearly 
helpful� 
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Recommendations
•	 The alignment of personal and organisational values, leadership role models and 

managers walking the talk contributes significantly to employee engagement�  
Organisations need to ensure their values are incorporated into recruitment 
programmes by being clear on what they are looking for and ensuring new recruits 
have the values they require�  Training programmes, corporate briefings and 
performance management programmes can be used to reinforce company values in 
existing staff�  Annual surveys can help ensure employees understand and apply the 
company values�  

•	 Setting a clear strategic direction and creating a common purpose to unite 
employees is also important for engagement and well-being�  Leaders need to invest 
time articulating action points for the organisation and how these dovetail into the 
business plan�  The application of goals in day to day operations needs to be drilled 
down through team meetings and discussions�  When there is volatility in the markets 
and a high level of uncertainty it is particularly important for leaders to put in extra 
effort on a regular basis to reinforce the key aims of the company and ensure they 
are drilled down�  Consistency is key�

•	 Organisations need to take action to ensure that the well-being of employees is not 
adversely affected by overstretching goals�   Many managers work long hours and are 
affected by stress and tiredness�  Monitoring workloads and stress on a regular basis 
is important to ensure long-term exposure to stress does not damage employees’ 
health, the retention of talent or sustainable high performance�
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So, what can you expect from the year ahead? For the last three years, organisations have 
been reducing their cost base by restricting spending, suspending recruitment and making 
redundancies� Given that there is still no prospect of a speedy economic recovery, this is 
likely to remain the focus for many organisations over the coming year� However, there has 
been a change over the last 12 months� When we were writing last year’s report, there was 
an expectation that the economy would to return to growth fairly quickly� This year, there 
seems to be a view that there is no immediate prospect of change�  

Whilst the lack of growth in the UK economy has meant another year of cuts for many 
organisations, the last year has been more stable� This has meant that many organisations 
have stopped fire fighting and have adjusted their strategy to fit their new reality� 
Nevertheless, many organisations are still thinking in terms of ‘austerity�’ This implies that 
we are going through a tough period from which we will emerge before long and that 
we need to temporarily ‘tighten our belts�’ The harsher reality seems to be that we are 
entering a new era in which we need to work harder and differently to survive and prosper� 
Over the next year, organisations which have adjusted to this new reality can hope to see 
the difficult decisions that they have taken starting to pay off� However, those that are still 
waiting for conditions to improve will be highly sensitive to changes in the macro-economic 
environment and, if the economy does not recover, will once again find themselves having to 
adapt in order to survive� 

The External Environment

No let up in the economic pressure 

Over the next 12 months, we expect the majority of organisations to continue being 
negatively or very negatively affected by the economic climate� The public sector is likely 
to suffer the most as austerity measures continue to be implemented and we are likely to 
see the Government’s claim that front-line services will be protected being put to the test� 
We can expect large organisations to continue being more significantly affected by macro-
economic conditions and to remain focused on becoming more efficient� We anticipate that 
smaller organisations, that can inevitably make fewer efficiency savings, will be proactively 
looking for growth in new markets, focusing on innovation and entering into strategic 
partnerships� 

Doing more with less

2012 seems set to be yet another year of doing more with less� Across the board, further 
efficiency savings, redundancies and staff cost-saving measures are likely to be implemented� 
We believe morale will suffer as a result of the increased pressure and would remind 
organisations to pay attention to their internal environment whilst trying to cope with the 
pressure from their external one� 

Conclusion - preparing for the year ahead



© Roffey Park Institute66

The Management Agenda 2012

A greater focus on international markets

In the coming year, we expect a greater emphasis to be placed on international markets as 
organisations seek to protect themselves against uncertainty in the eurozone� Organisations 
that can quickly overcome the practical challenges of working internationally and get to 
grips with local culture, legal and political systems as well as establish a reputation are likely 
to see this strategy pay off� Managing teams and performance internationally is likely to 
continue to be something that organisations will struggle with and to which they will need 
to dedicate resources� 

The Organisation

Another challenging year for leaders

Leaders are likely to have another difficult year as they try to cope with the challenging 
economic climate�  There will no doubt be more tough decisions to be made about where 
to make cuts and where to find growth� In the public sector, leaders will need to manage 
levels of morale as further austerity measures are implemented� In other sectors, leaders 
will hopefully start seeing the results of the last few years’ cuts, so long as the economic 
conditions remain stable� This would allow them to focus on building a sustainable future for 
themselves instead of constantly being one step behind changes in the economy� 

Organisational purpose and values will become increasingly important

Pre-credit crunch, organisations were fairly clear what the future would hold but, as 
economic conditions have deteriorated, increasing numbers of managers have reported 
feeling uncertain in their day-to-day work� In this climate, we expect organisations with a 
strong collective sense of purpose, managers who practise the organisational values and 
employees that buy into those values to fare better� In the absence of reliable economic 
forecasts, these organisations will be better equipped to use their purpose and values to 
guide strategic decision making� 

Large organisations and the public sector face another year of significant change

Over the next 12 months, we expect large organisations and public sector organisations 
to continue to change most in response to the external environment� Given that change 
initiatives driven by cost and efficiency are less successful, we suspect that change 
management in the public sector will be least effective� We also suspect there will be little 
change in the effectiveness of change initiatives this year because change management has 
not improved in recent years� 

Support for learning and development will depend on the availability of resources

We foresee a further reduction in support for learning and development over the next 
year in the public sector as more cuts are implemented, but predict increased support in 
the production and manufacturing sector in response to better performance� We anticipate 
all sectors will increase their use of e-learning as the technology becomes more effective 
and affordable� We also expect leadership development to remain a key strategy that 
organisations are employing� 
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Talent schemes may face calls to demonstrate a return on investment

The learning transferred back to organisations from talent management schemes is 
limited and a significant proportion of schemes are not linked to strategic business needs� 
Therefore, whilst talent management schemes are likely to remain an important part of 
organisations’ development portfolios, they may face increased pressure to demonstrate a 
return on investment in the future� 

Managing Teams

Line managers may need to keep people engaged without formal rewards

Line managers are likely to face a difficult year as the economic climate continues to 
negatively affect their staff� They may have to manage their team’s morale and engagement 
at a time of increased workload, fewer career opportunities and when there are fewer 
rewards available� In the absence of resources, line managers will have to find innovative 
ways of supporting, rewarding and developing their employees� 

Tackling underperformance is likely to be a priority this year

We expect performance management to be a key priority this year, given that failure to 
tackle underperformance has reached its highest ever level� However, we also expect 
that most emphasis will be placed on ensuring performance management systems and 
procedures are in place and not enough energy dedicated to challenging underperformance 
and treating it as a development opportunity� We would remind organisations to focus on 
creating a high performance culture�

The Individual

Well-being and happiness will remain good for most managers

This year’s results indicate that most managers’ levels of well-being and happiness at work 
will remain good in the coming year� However, organisations will need to guard against stress 
and exhaustion due to long hours, a lack of support, poor communication, bureaucracy, 
excessive emails and organisational politics� Also, around two fifths of managers are likely to 
encounter conflict and / or bullying in their organisation to some extent� 

Leaders and managers will need to ensure employee engagement is maintained
Despite stable levels of engagement, this year a higher proportion of managers reported 
that their careers were on hold and that failure to tackle underperformance and levels of 
organisational change has reached a record level� Good line management and leadership 
are going to be vital if organisations are to maintain and even build employee engagement 
during the next year�
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The findings in this report are based on the responses of 1518 managers, representing 
different management levels in a wide range of organisations�   The characteristics of the 
individuals who responded and the organisations they work in are presented below�

Individual characteristics

Demographics 

The gender, age and role level distribution of respondents was very similar to last year�  
There was an even gender split and managers represented different age groups and role 
levels, although they were most representative of middle and senior managers (see Figure 
40 & Figure 41)

 Figure 40 Figure 41

Female managers were on average younger than their male counterparts�87  A third were 
aged 20-39 compared to one fifth of men�  Males were twice as likely as females to hold 
Board Director/Partner roles (18% compared to 9%) and three times less likely to be in 
junior manager roles (4% compared to 11% of females)� 88   Older managers were more 
likely to be in more senior positions,89 although women over 50 were still more likely to be 
in less senior positions than men�

Just over a third of managers (37%) were based in the HR function (2011: 35%; 2010: 29%; 
2009: 19%)�  As last year, just under two-thirds of the HR managers in our sample were 
female and just over one third were male�

The vast majority of managers (87%; 2011: 86%; 2010: 93%) were based in the UK�  Of 
the remainder, four per cent were based in Europe (mostly in Ireland but also in 20 other 
European countries), four per cent in Asia (half of these in Singapore), two per cent in 
Africa and a smaller number from Australia and North and South America� 

Appendix 1: Demographics and Organisational 
Background

11%

2%

41%

38%

8%

Role level distribution

Board Director Partner
Other Director/Senior Manager Middle Manager
Junior Manager

3%

24%

37%

31%

5% 1%

Age distribution

20-29 30-39 40-49 50-59 60-64 65+



© Roffey Park Institute70

The Management Agenda 2012

Size and characteristics of teams 

Most respondents managed no more than ten people, although as might be expected 
managers in higher roles levels were more likely to manage larger teams�90  

 Figure 42 Figure 43

Organisational characteristics

In a similar spread to last year, respondents represented organisations of all sizes and 
worked in a variety of industries and sectors (Figure 44 & Figure 45)�  The size of 
organisations varied across sectors�91  A smaller proportion of public sector (3%) and 
production and manufacturing organisations (7%) were very small (less than 50 employees) 
and a higher proportion very large (over 5000 employees) compared with the private 
services or not-for-profit sectors� 

 Figure 44 Figure 45

Sector characteristics

A higher proportion of managers in the public sector were middle managers (just over 
half compared to about a third in the other sectors)�92  The private services sector had the 
highest proportion of board directors/partners (22% compared with 13% in not-for-profits, 
11% in production and manufacturing and 4% in the public sector)�  
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A higher proportion of managers in production and manufacturing were male (64% 
compared with 52% in private services, 46% in not-for-profits and 45% in the public 
sector)�93

Sector % Number
Public 28% 426
Local Government 7% 104
National Health Service 5% 76
Central Government 4% 67
Education 3% 52
Non-departmental public body 3% 45
Emergency service 2% 30
Nationalised industry 0% 5
Public utilities 0% 3
Other 3% 44

Private Services 35% 531
Construction 1% 10
Education 2% 24
Energy 1% 22
Water 0% 1
Private health services 0% 7
Financial Services 8% 119
Catering/Leisure 1% 9
Retail/Wholesale 1% 20
IT 1% 13
Telecommunications 1% 13
Legal Services 1% 15
Consultancy 8% 121
Distribution/Transport 3% 42
Media/Publishing 1% 21
Pharmaceuticals 1% 15
Other 5% 79

Production/Manufacturing  12%  184
Engineering 2% 35
Energy 1% 22
Food and beverage 1% 20
Construction 1% 10
Electronics 1% 10
Transportation 1% 8
Textiles 0% 4
Chemical industry 0% 3
Telecommunications 0% 3
Plastics 0% 2
Other (please specify) 4% 67

Not-for-profit 25% 374
International development / humanitarian assistance 10% 147
Health and social care 3% 51
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Education 3% 42
Housing association 2% 26
Professional association 1% 21
Religious charity 1% 17
Social enterprise 1% 11
Community support 0% 7
Human rights 0% 6
Arts 0% 6
Environmental 0% 4
Other 2% 36

Figures may not equal 100% due to rounding to decimal places.

Figure 46
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The Management Agenda survey is now in its 15th year and is updated annually through 
a consultation exercise was conducted with Roffey Park consultants and researchers� 
Interviews and discussions draw on their wide range of experience of working with people 
and organisations to prioritise research themes for inclusion in the survey�  To minimise the 
length of the survey, previous Agenda findings were also scrutinised to identify questions 
that might be omitted this year due to saturation of data�  The wording of questions that 
were retained was kept the same as in previous surveys to enable trend comparisons, 
unless there was a particular reason to change it� 

The survey was piloted with Roffey Park consultants and managers before the final version 
was produced�  The survey, a self-completion questionnaire, consists of 68 multiple-choice, 
closed and open questions� On-line and paper versions are produced and the survey was 
open from 10th July to 20th September� 

Email invitations with a link to complete the survey online were sent to Roffey Park 
contacts (including previous Management Agenda participants) and an external database of 
over 4000 UK managers� Paper copies of the survey were available for completion at Roffey 
Park by course participants and visitors� In addition, a link to the online survey was available 
for public access on Roffey Park’s website and on desktops in Roffey Park’s Learning 
Resource Centre�  An incentive was given of a free copy of the report for all participants 
and the chance to win an iPad2 through entry into a prize draw�

A note on statistical methods

We use a range of statistical tests to ensure the rigour of our findings� Our choice of test 
depends on the type of analysis and the measures used in the questionnaire� In the main we 
use Chi-Square (χ2) tests and Spearman’s Rho (ρ)� Because the significance of Chi-Square 
statistics increases with sample size we only report on statistics significant at the more 
stringent level of p<0�01, indicating a one in 100 probability that the results occurred due to 
chance�

Appendix 2: How we conducted the research
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1 Impact of the economic climate * What has your organisation done more or less of in the last 12 months: Acquiring new business: ρ=0�30, 
p<0�001, n=763; Reducing or suspending recruitment: ρ=-0�30, p<0�001, n=1403; Cost-spending restrictions: ρ=-0�35, p<0�001, n=1475; 
Downsizing/redundancies: ρ=-0�32, p<0�001, n=1285; Focusing on core business: ρ=0�10, p<0�001, n=1456; Looking for new markets: ρ=0�09, 
p<0�001, n=1251; Developing new products and services: ρ=0�12, p<0�001, n=1277; Investing in leadership development: ρ=0�22, p<0�001, 
n=1464

2 Sector * impact of the economic climate: χ2=100�38, df=12, p<0�001, n=1518
3 Organisation size * impact of the economic climate: ρ=-0�15, <0�001, n=1507
4 In which sector is your organisation based? * I feel secure in my job: χ2=78�28 df=12, p<0�001, n=1516; I am under pressure at work: χ2=28�83 

df=12, p<0�001, n=1516; I feel confident of finding work elsewhere: χ2=44�99 df=12, p<0�001, n=1502; I feel more cautious in my work: 
χ2=37�04 df=12, p<0�001, n=1560; I find organisational backing for new initiatives is lacking: χ2=20�87, df=12, p<0�001, n=1510; I feel optimistic 
about the future: χ2=48�87, df=12, p<0�001, n=1510; I encounter more uncertainty in my day-to-day work: χ2=64�30 df=12, p<0�001, n=1512

5 Organisation size * I feel secure in my job: ρ=-0�11, p<0�001, n=1505; I feel my career is on hold: ρ=0�14, p<0�001, n=1499; I feel more 
cautious in my work: ρ=0�13, p<0�001, n=1506; I find organisational backing for new initiatives is lacking: ρ=0�12, p<0�001, n=1506; I feel 
optimistic about the future: ρ=-0�10, p<0�00, n=1501

6 ρ=-0�18, p<0�001, n=1344
7 Engagement * I feel my career is on hold: r=-0�41, p<0�001, n=1345; I see a future for me in the organisation * I feel my career is on hold: 

ρ=0�47, p<0�001, n=1345
8 What is your age * I feel secure in my job: ρ=0�08, p<0�005, n=1508; I feel confident of finding work elsewhere: ρ=-0�14�, p<0�001,  n=1494; I 

feel my career is on hold: ρ=0�10, p<0�001, n=1502; I feel optimistic about  the future: ρ=0�12, p<0�001, n=1502; I encounter more uncertainty 
in my day-to-day work: ρ=0�10, p<0�001, n=1504

9 Biggest issue and challenge – staff morale * Biggest issue and challenge – sickness absence: ρ=0�15, p<0�001, n=1490;  Employee engagement: 
ρ=-0�25, p<0�001, n=1344; Happy at work: ρ=-0�31, p<0�001, n=1337;  Well-being at work: ρ=0�32, p<0�001, n=1335; Conflict: ρ=0�21, 
p<0�001, n=1331; Stress: ρ=0�21, p<0�001, n=1325

10 Biggest issues and challenges * Sector:  Reduced revenue and budget: χ2=113�33, df=3, p<0�001, n=1490; Government spending cuts:  
χ2=296�65, df=3 p<0�001, n=1490; External political environment: χ2=140�06, df=3, p<0�001, n=1490; Managing change: χ2=65�65, df=3, 
p<0�001, n=1490; Doing more with less: χ2=75�16, df=3, p<0�001, n=1490; Sickness absence: χ2=69�19, df=3, p<0�001, n=1490; Staff morale: 
χ2=89�48, df=3, p<0�001, n=1490; Employee relations: χ2=82�45, df=3, p<0�001, n=1490

11 Organisation size * Biggest issues and challenge: Reduced revenue and budget ρ=0�07, p<0�005, n= 1482; Employment relations ρ=0�21, 
p<0�001, n=1482; Staff morale ρ=0�21, p<0�001, n=1482; Sickness/absence: ρ=0�16, p<0�001, n=1482; Succession planning: ρ=12, p<0�001, 
n=1482; Size * Strategies for the future – developing new products or services: ρ=-0�15, p<0�001, n=1460; Focussing on innovation: ρ=-0�06, 
p<0�01, n=1460; Breaking into new markets: ρ=-0�15, p<0�001, n=1460; Strategic Alliances: ρ=-0�07, p<0�001, n=1460

12 How many people does your organisation employ * Suspended recruitment: ρ=0�20, p<0�001, n=1507; Offered voluntary redundancy: ρ=0�35, 
p<0�001, n=1507; Made compulsory redundancies: ρ=0�18, p<0�001, n=1507; Salary freezes: ρ=0�09, p<0�001, n=1507; Hiring contract staff 
over permanent: ρ=0�08, p<0�001, n=1507

13 How were redundancies handled * Aligning staff reduction with future business needs: ρ=0�59, p<0�001, n=768; Planning and thinking the 
process through: ρ=0�68, p<0�001, n=771; Communicating openly and transparently: ρ=0�70, p<0�001, n=771; 

 Genuinely consulting with employees: ρ=0�65, p<0�001, n=774;  Involving line managers in decision making: ρ=0�62, p<0�001, n=755; 
Supporting those who were leaving: ρ=0�61, p<0�001, n=755; Supporting those who were staying: ρ=0�56, p<0�001, n=773; Sticking to the 
agreed deadlines: ρ=0�56, p<0�001, n=757

14 Seniority * How well redundancies are handled: χ2=20�88, df=4, p<0�001, n=802 
15 Seniority * Redundancies: Aligning staff reduction with future business needs: χ2=20�05, df=4, p<0�001, n=777; Planning and thinking the 

process through: χ2=22�88 df=4, p<0�001, n=780; Communicating openly and transparently: χ2=8�24, df=4, p<0�001, n=786; Genuinely 
consulting with employees: χ2=16�45 df=4, p<0�005, n=783; Involving line managers in decision making: χ2=16�29 df=4, p<0�001, n=764; 
Supporting those who were leaving: χ2=11�75 df=4, p<0�05, n=764; Supporting those who were staying: χ2=35�13 df=4, p<0�001, n=773; 
Sticking to the agreed deadlines: χ2=10�09 df=4, p<0�05, n=766

16 F=11�46, df=3, p<0�001, n=795; Size * Composite redundancies: ρ=-0�16, p<0�001, n=790
17 Composite measure of redundancies * Composite measure of leadership: r=0�60, p<0�001, n=592; Composite measure of change 

management: r=0�61, p<0�001, n=592; Composite measure of HR: r=47, p<0�001, n=592
18 International markets-Europe * Challenges working internationally-Time difference: ρ=-0�24, p<0�005, n=126; International markets-Europe 

* Challenges working internationally-Cultural difference: ρ=-0�17, p<0�05, n=132; International markets-Europe * Challenges working 
internationally-Establishing a reputation: ρ=-0�20, p<0�05, n=130; International markets-Africa * Challenges working internationally-ICT: ρ=0�37, 
p<0�001, n=79; International markets-Africa * Challenges working internationally-Security: ρ=0�23, p<0�05, n=78; International markets-North 
America * Challenges working internationally-Skills shortages: ρ=0�24, p<0�05, n=68

19 Organisational size * Challenges faced when working internationally: Cultural differences: ρ=0�12, p<0�005, n=756; Establishing a reputation: 
ρ=-0�13, p<0�005, n=746; A lack of trust:ρ=0�15, p<0�001, n=705; The political environment: ρ=0�20, p<0�001, n=728; Legal requirements: 
ρ=0�14, p<0�001, n=739; Information communication technology:ρ=0�16, p<0�001, n=734; Skills shortages: ρ=0�10, p<0�01, n=711; 
Security:ρ=0�12, p<0�001, n=708

20 Managing international teams (composite) * Leadership (composite): ρ=0�52, p<0�001, n=703;  Ensuring communication channels work: 
ρ=0�47, p<0�001, n=701; Communicating directly with employees: ρ=0�45, p<0�001, n=702; Keeping promises: ρ=0�44, p<0�001, n=699; Being 
open and honest: ρ=0�48, p<0�001, n=698

21 Managing international teams (composite) * Bureaucracy: ρ=-0�13, p<0�001, n=671; Managing international teams (composite) * Legal 
requirement: ρ=-0�08, p<0�001, n=678; Managing international teams (composite) * ICT: ρ=-0�15, p<0�001, n=677

22 Managing performance in different cultures * Cultural differences: ρ=-0�26, p<0�001, n=647; Managing performance in different cultures * 
A lack of local knowledge: ρ=-0�18, p<0�001, n=633; Managing performance in different cultures * A lack of trust: ρ=-0�23, p<0�001, n=620; 
Managing performance in different cultures * Time difference: ρ=-0�18, p<0�001, n=643; Managing performance in different cultures * 
Bureaucracy: ρ=-0�18, p<0�001, n=635; Managing performance in different cultures * Legal requirements: ρ=-0�14, p<0�001, n=642; Middle-East 
* Managing performance in different cultures: ρ=0�30, p<0�01, n=61

23 ρ=0�43, p<0�001, n=1391

Notes
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24 Leadership composite * Strategic plan: ρ=0�43, p<0�001,n=1389; * Financial success: ρ=0�28, 0�001, n=1377; Collective sense of purpose * 
Strategic plan: ρ=0�32, 0�001, n=1379; * Financial success: ρ=0�29, 0�001,n=1368;  Change management * Strategic plan: ρ=0�42, p=0�001, 
n=1357; * Financial success: ρ=0�28, p< 0�001, n=1343; HR * Strategic plan: ρ=0�24, p<0�001, n=1294; * Financial success: ρ=0�15, p<0�001, 
n=1277; Composite talent management * Strategic plan: ρ=0�31, p<0�001, n=531; * Financial success: ρ=0�16, p<0�001, n=518; Line 
management * Strategic plan: ρ=0�19, p<0�001, n=1118; * Financial success: ρ=0�07, p<0�001, n=1113; Performance Management * Strategic 
plan: ρ=0�31, 0�001, n=1309; * Financial success: ρ=0�17, p<0�001, n=1295; Engagement * Strategic plan: ρ=0�24, p<0�00, n=1323; * Financial 
success: ρ=0�16, p<0�001, n=1310; Happiness * Strategic plan:= ρ=0�28, 0�001, n=1313; * Financial success: ρ=0�21, 0�001, n=1299; Well-
being at work * Strategic plan: ρ=0�24, 0�001, n=1311; * Financial success: ρ=0�15, 0�001, n=1297; Lack of clarity over your role * Strategic 
plan: ρ=0�23, p<0�001, n=1303, * Financial success: ρ=0�14, p<0�001, n=1289; Lack of control over your work * Strategic plan: ρ=-0�19 * * , 
p<0�001, n=1301; * Financial success: ρ=-0�13, p<0�001, n=1287; Problems with policies and procedures * Strategic plan: ρ= -0�23, p<0�001, 
n=1298; * Financial success: ρ=-0�01, p<0�001, n=1283; Bureaucracy * Strategic plan: ρ=-0�21, p<0�001, n=1299:  * Financial success: ρ= -0�12, 
p<0�002, n=1284; Poor communication * Strategic plan: ρ= -0�22, p<0�001, n=1296; * Financial success: ρ=-0�13, p<0�001, n=1282; Lack of 
support * Strategic plan: ρ=-0�25, p<0�001, n=1296; * Financial success: ρ= -0�10, p<0�001, n=1282; Organisational politics * Strategic plan: 
ρ=-0�17, p<0�001, n=1303; * Financial success: ρ=-0�01 * * , p<0�001, n=1289; Poor employee relations * Strategic plan: ρ=-0�27, p<0�001, 
n=1297; * Financial success: ρ=-0�20, p<0�001, n=1282; Competing agendas at executive level * Strategic plan: ρ=-0�25, p<0�001, n=1298; * 
Financial success: ρ= -0�17, 0�001, p<1283; Poor management of promotions * Strategic plan: ρ= -0�23, p<0�001, n=1293; * Financial success: 
ρ=-0�14, p<0�001, n=1280; Inequality in pay or terms and conditions * Strategic plan: ρ=-0�16, p<0�001, n=1294; * Financial success: ρ =-0�07, 
p<0�01, n=1279; Competition for resources * Strategic plan: ρ=-0�18, p<0�001, n=1296; * Financial success: ρ= -0�09, p<0�001, n=1282�

25 Leadership composite * Strategic plan: ρ=0�43, p<0�001,n=1389; * Financial success: ρ=0�28, 0�001, n=1377; Collective sense of purpose * 
Strategic plan: ρ=0�32, 0�001, n=1379; * Financial success: ρ=0�29, 0�001,n=1368;  Change management * Strategic plan: ρ=0�42, p=0�001, 
n=1357; * Financial success: ρ=0�28, p< 0�001, n=1343; HR * Strategic plan:ρ=0�24, p<0�001, n=1294; * Financial success: ρ=0�15, p<0�001, 
n=1277; Composite talent management * Strategic plan: ρ=0�31, p<0�001, n=531; * Financial success: ρ=0�16, p<0�001, n=518; Line 
management * Strategic plan: ρ=0�19, p<0�001, n=1118; * Financial success: ρ=0�07, p<0�001, n=1113; Performance Management * Strategic 
plan: ρ=0�31, 0�001, n=1309; * Financial success: ρ=0�17, p<0�001, n=1295; Engagement * Strategic plan: ρ=0�24, p<0�00, n=1323; * Financial 
success: ρ=0�16, p<0�001, n=1310; Happiness * Strategic plan:= ρ=0�28, 0�001, n=1313; * Financial success: ρ=0�21, 0�001, n=1299; Well-being 
at work * Strategic plan: ρ=0�24, 0�001, n=1311; * Financial success: ρ=0�15, 0�001, n=1297; Lack of clarity over your role * Strategic plan: 
ρ=0�23, p<0�001, n=1303, * Financial success: ρ=0�14, p<0�001, n=1289; Lack of control over your work * Strategic plan: ρ=-0�19 * *, p<0�001, 
n=1301; * Financial success: ρ=-0�13, p<0�001, n=1287; Problems with policies and procedures * Strategic plan: ρ= -0�23, p<0�001, n=1298; * 
Financial success: ρ=-0�01, p<0�001, n=1283; Bureaucracy * Strategic plan: ρ=-0�21, p<0�001, n=1299; * Financial success: ρ= -0�12, p<0�002, 
n=1284; Poor communication * Strategic plan: ρ= -0�22, p<0�001, n=1296; * Financial success: ρ=-0�13, p<0�001, n=1282; Lack of support 
* Strategic plan: ρ=-0�25, p<0�001, n=1296; * Financial success: ρ= -0�10, p<0�001, n=1282; Organisational politics * Strategic plan: ρ=-0�17, 
p<0�001, n=1303; * Financial success: ρ=-0�01 * *, p<0�001, n=1289; Poor employee relations * Strategic plan: ρ=-0�27, p<0�001, n=1297; * 
Financial success: ρ=-0�20, p<0�001, n=1282; Competing agendas at executive level * Strategic plan: ρ=-0�25, p<0�001, n=1298; * Financial 
success: ρ= -0�17, 0�001, p<1283; Poor management of promotions * Strategic plan: ρ= -0�23, p<0�001, n=1293; * Financial success: ρ=-0�14, 
p<0�001, n=1280; Inequality in pay or terms and conditions * Strategic plan: ρ=-0�16, p<0�001, n=1294; * Financial success: ρ =-0�07, p<0�01, 
n=1279; Competition for resources * Strategic plan: ρ=-0�18, p<0�001, n=1296;  * Financial success: ρ= -0�09, p<0�001, n=1282�

26 Strategic success  * impact of the economic climate :ρ=0�22, p<0�001, n=1402; Financial success * Impact of the economic climate:ρ=0�22, 
p<0�001, n=1391

27 F=10�23, df=3, p<0�001, n=1417
28 Leadership (composite) * Organisation size: ρ=-0�22, p<0�001, n=1418
29 Leadership * Change management: r=0�78, p<0�001, n=1381; HR : r=0�42, p<0�001, n=1311; Line management: r=0�47, p<0�001, n=1140; 

Performance management: r=0�63, p<0�001, n=1332; Talent management: r=0�52, p<0�001, n=536;
30 Seniority * Stress : χ2=34�34, df=9, p<0�001, n=1327; * Leadership: χ2=58�41, df=9, p<0�005, n=1427
31 My organisation: ρ=0�44, p<0�001, n=1345; My job: ρ=0�33, p<0�001, n=1345; My value: ρ=0�32, p<0�001, n=1345
32 χ2=47�46, df=6, p<0�001, n=1411
33 ρ=-0�13, p<0�001, n=1331
34 ρ=0�54, p<0�001, n=1407
35a ρ=-0�17, p<0�001, n=1212
35b Management practise the values * Size: ρ=0�25, p<0�001, n=1261; * Sector: χ2=29�07, df=3, p<0�001, n=1268
36 Composite leadership * Management practise the organisation’s values: ρ=-0�60, p<0�001, n=1264; Elements of leadership – Being open and 

honest * Management practise the organisation’s values: ρ=-0�58, p<0�001, n=1255;  Keeping promise: -0�54, p<0�001, n=1257; Communicating 
directly with employees: ρ=-0�52, p<0�001, n=1259; Ensuring communication channels work: ρ=-0�50, p<0�001, n=1257

37 ρ=-0�21, p<0�001, n=1409; Alignment with the organisational values * Sector: χ2=76�64, df=12, p<0�001, n=1409
38 Personal alignment with the organisational values * Collective sense of purpose: ρ=0�54, p<0�001, n=1407
39 Leadership * Management practise the organisation’s values: ρ=-0�60, p<0�001, n=1264
40 Collective sense of purpose * Leadership: ρ=0�52, p<0�001, n=1405; Collective sense of purpose * Management that practise the 

organisation’s values: ρ=-0�46, p<0�001, n=1267
41 Cost: F=31�10, df=3, p<0�001, n=1389; Efficiency: F=13�32, df=3, p<0�001, n=1388; Productivity: F=12�97, df=3, p<0�001, n=1368; Customer 

needs: F=11�51, df=3, p<0�001, n=1379; Product or service quality: F=7�85, df=3, p<0�001, n=1365; Internal politics: F=21�62, df=3, p<0�001, 
n=1371; National politics: F=167�53, df=3, p<0�001, n=1372; Increased competition: F=40, df=3, p<0�001, n=1363; Legal requirements: F=13�2, 
df=3, p<0�001, n=1369 

42 Size * Cost: ρ=0�24, p<0�001, n=1384; Efficiency: ρ=0�17, p<0�001, n=1383; Customer needs: ρ=-0�13, p<0�001, n=1374; Product or service 
quality: ρ=-0�15, p<0�001, n=1360; Internal politics: ρ=0�25, p<0�001, n=1367; National politics: ρ=0�25, p<0�001, n=1367; Legal requirements: 
ρ=0�24, p<0�001, n=1364

43 Sector * Consultation: χ2=24�97, df=9, p<0�005, n=1375; Communication: χ2=22�33, df=9, p<0�01, n=1376; Maintaining top-level involvement: 
χ2=22�60, df=9, p<0�01, n=1371; Managing employee motivation: χ2=42�45, df=9, p<0�001, n=1378; Maintain momentum: χ2=20�40, df=9, 
p<0�05, n=1375; Consolidating benefits: χ2=27�03, df=9, p<0�005, n=1355; Reviewing and learning: χ2=30�06, df=9, p<0�001, n=1368

44 Size * Composite change: ρ=-0�22, p<0�001, n=1377; * Consultation: ρ=-0�20, p<0�001, n=1370; Maintaining employee motivation: ρ=-0�25, 
p<0�001, n=1373; Reviewing and learning: ρ=-0�26, p<0�001, n=1363;

45 Composite change * Cost: ρ=-0�15, p<0�001, n=1380; Efficiency: ρ=0�15, p<0�001, n=1379; Productivity: ρ=0�16, p<0�001, n=1359; Customer 
needs: ρ=0�38, p<0�001, n=1371; Product or service quality: ρ=0�36, p<0�001, n=1357; Internal politics: ρ=-0�39, p<0�001, n=1363; National 
politics: ρ=-0�59, p<0�001, n=1364; Increased competition: ρ=0�11, p<0�001, n=1355

46 Sector * Consultative: χ2=35�58, df=6, p<0�001, n=1374; Fast: χ2=23�30 df=6, p<0�001, n=1372
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47 Size * Consultative: ρ=-0�18, p<0�001, n=1369; Fast: ρ=-0�10, p<0�001, n=1367; Well-managed: ρ=-0�15, p<0�001, n=1371; Successful: ρ=-0�18, 
p<0�001, n=1369

48 Cost * Consultative: ρ=-0�14, p<0�001, n=1370; Well-managed: ρ=-0�10, p<0�001, n=1370; Successful: ρ=-0�11, p<0�001, n=1354;  Strategic 
* Productivity: ρ=0�19, p<0�001, n=1358;  Timely * Productivity: ρ=0�23, p<0�001, n=1362; Efficiency * Strategic: ρ=-0�17, p<0�001, n=1379; 
Efficiency * Timely: ρ=0�19, p<0�001, n=1370;  Customer needs * Successful: ρ=0�29, p<0�001, n=1345; Customer needs * Well-managed; 
ρ=0�28 p<0�001, n=1364; Well managed * Internal politics: ρ=-0�33, p<0�001, n=1358

49 ρ=-0�14, p<0�001, n=1352
50 χ2=62�9, df=6, p<0�001, n=1340
51 Leadership development: χ2=12�3, df=3, p<0�01, n=1341; Training programmes: χ2=8�3, df=3, p<0�05, n=1341; Opportunity to take on more 

responsibility: χ2=12�6, df=3, p<0�01, n=1341; Coaching: χ2=37�7, df=3, p<0�001, n=1341
52 Leadership development: χ2=23�3, df=4, p<0�001, n=1334; Training programmes: χ2=22�9, df=4, p<0�001, n=1334; Mentoring: χ2=19�5, df=4, 

p<0�01, n=1334; E-learning: χ2=106�4, df=4, p<0�001, n=1334; Secondments: χ2=23�1, df=4, p<0�001, n=1334; Action learning sets: χ2=20�7, 
df=4, p<0�001, n=1334

53 Coaching χ2=9�8, df=3, p<0�05, n=1341; Secondments χ2=13�6, df=3, p<0�01, n=1341
54 χ2=11�8, df=3, p<0�01, n=1341
55 ρ=0�45, p<0�001, n=1341 
56 ρ=0�42, p<0�001, n=1344
57 ρ=-0�42, p<0�001, n=1206
58 The remaining proportion did not know whether or not they had a talent management scheme
59 Organisations review and improve their talent schemes: ρ=0�51, p<0�001, n=495; Talent management is linked to strategic business needs: 

ρ=0�48, p<0�001, n=519; The learning and development provided can be directly applied at work: ρ=0�43, p<0�001, n=517; Line managers are 
involved and bought in: ρ=0�44, p<0�001, n=509; Organisations are more supportive of employee development generally: ρ=0�33, p<0�001, 
n=521

60 For each pair of correlations ρ>0�72, p<0�001, n=1021-1066
61 Nor did the ratings of line managers vary across sector or organisation size  
62 ρ=0�29, p<0�001, n=976
63 ρ=0�36, p<0�001, n=981
64 The 2009 figure relates to the publication date�  The actual data was collected in the summer of 2008
65 χ2=14�4, df=6, p<0�05, n=1373
66 χ2=20�4, df=6, p<0�01, n=1272
67 ρ=0�35, p<0�001, n=1349
68 Engagement and strategic success: ρ=0�25, p<0�001, n=1323; Engagement and financial success: ρ=0�16, p<0�001, n=1310
69 Engagement and impact of current economic climate: ρ=-0�10, p<0�001, n=1351; Engagement and made compulsory redundancies  

ρ=-0�08, p<0�05, n=1351; Engagement and under pressure at work: ρ=-0�05, p>0�05, n=1350; Engagement and management of change: 
ρ=0�38, p<0�001, n=1329; Engagement and how well redundancies were handled: ρ=0�34, p<0�001, n=728; Engagement and leadership ratings: 
ρ=0�44, p<0�001, n=1351

70 ρ=0�54, p<0�001, n=1343
71 Engagement and having a strong collective sense of purpose: ρ=0�41, p<0�001, n=1345; Engagement and having a clear sense of direction from 

leaders: ρ=0�46, p<0�001, n=1340; Engagement and lack of clarity over job role: ρ=-0�45, p<0�001, n=1329
72 Engagement and how open and honest leaders are: ρ=0�51, p<0�001, n=1334; Engagement and the practice of stated values by management: 

ρ=-0�41, p<0�001, n=1214  
73 Engagement and line managers score on: empathy and fairness: ρ=0�35, p<0�001, n=1058; Reward and recognition: ρ=0�41, p<0�001, n=1050; 

Developing people and performance: ρ=0�47, p<0�001, n=1027; Consulting and informing: ρ=0�47, p<0�001, n=1050; Supporting and 
empowering: ρ=0�49, p<0�001, n=1037

74 Engagement and how well under-performance tackled in organisation: ρ=0�30, p<0�001, n=1335; Engagement and how well managers 
incentivise going the extra mile: ρ=0�36, p<0�001, n=1332

75 ρ=-0�38, p<0�001, n=1318
76 Engagement and lack of support: ρ=-0�46, p<0�001, n=1322; Engagement and lack of control: ρ=-0�44, p<0�001, n=1327
77 ρ=0�35, p<0�001, n=1342
78 Engagement and career on hold: ρ=-0�41, p<0�001, n=1345; Engagement and secure in job; Engagement * I feel secure in my job: ρ=0�34, 

p<0�001, n=1349
79 Happiness and well-being: ρ=0�74, p<0�001, n=1332; Happiness and engagement: ρ=0�67, p<0�001, n=1338; Well-being and engagement: 

ρ=0�57, p<0�001, n=1336
80 t=2�8, df=1295, p<0�01
81 t=5�5, df=1302, p<0�001
82 Longer hours and tiredness at work: ρ=-0�17, p<0�001, n=1313; Able to complete goals without regularly working overtime and tiredness 

at work: ρ=0�27, p<0�001, n=1307; Longer hours and stress at work: ρ=-0�13, p<0�001, n=1322; Able to complete goals without regularly 
working overtime and stress at work: ρ=0�21, p<0�001, n=1316; Longer hours and well-being ρ=0�08, p<0�005, n=1332; Able to complete 
goals without regularly working overtime and well-being: ρ=-0�19, p<0�001, n=1324

83 Extent of organisational politics and competing agendas at the executive level: ρ=0�62, p<0�001, n=1323; Extent of organisational politics 
and competition for resources: ρ=0�42, p<0�001, n=1321; Extent of organisational politics and conflict: ρ=0�46, p<0�001, n=1326; Extent of 
organisational politics and poor employee relations: ρ=0�50, p<0�001, n=1322

84 Competing agendas and leadership ratings: ρ=-0�46, p<0�001, n=1323; Competing agendas and leaders providing clear strategic direction:  
ρ=-0�46, p<0�001, n=1318; Competing agendas and common purpose: ρ=-0�31, p<0�001, n=1317

85 ρ=0�37, p<0�001, n=1329
86 Bullying: ρ=-0�36, p<0�001, n=1324; Conflict: ρ=-0�27, p<0�001, n=1324
87 χ2=44�8, df=3, p<0�001, n=1504
88 χ2=44�7, df=3, p<0�001, n=1508
89 ρ=0�30, p<0�001, n=1510
90 ρ=0�28, p<0�001, n=1380
91 χ2=236�9, df=12, p<0�001, n=1507
92 χ2=120�9, df=9, p<0�001, n=1518
93 χ2=21�1, df=3, p<0�001, n=1508
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year ahead.  Regularly featured in newspapers 
and professional journals, the research is widely 
recognised as one of the most important and 
reliable indicators of emerging workplace trends in 
the UK.

Based on the views of 1,500 managers and directors, 
this year’s research report contains four sections:

•	 The External Environment 
•	 The Organisation 
•	 Managing Teams 
•	 The Individual  

This research has a very wide appeal from Board 
members to OD consultants to line managers. It can 
help with business decisions, people management 
strategies, OD, change initiatives – the list is endless.




