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Abstract

The red edate brokerage indudry offers an interesting opportunity to explore
organisdtiond response in an environment of rapid change. This paper explores the
effectiveness of organisationd learning and more spedificaly the ‘Learning Company’
concept, as a mechanism to cope with change occurring in red edae busnesses. The
examindion dso invedigaes the link between organisationd learning and overdl office
performance. The SPSS ddtidica package is used to andyse data collected from a survey
of red edae offices in Auckland, New Zedand. Quditative information from in-depth
deff interviews is ds0 andysed to overlay the quantitaive results with some red life
dories of learning practices.

Empirical results show that organisstiond learning is occurring &  different degrees in
red edate offices and that there are important differences between ‘high’ and ‘low’
sooring learning offices. 1t is found that while there is a link between office learning and
performance, there are dso other mitigating factors such as office 9ze, market location
and the office franchise group dfiliaion. It is aso found thet the highly competitive
naure of the red edae indudry, together with emphass on the training of individuds,
presents a barier to organisstiond learning. It is suggested that some  atitudes,
behaviours and customs that have become embedded in the red edtate culture may need
to be changed before the bendfits of organistiond learning can be fully utilised as a
pogtive coping mechanism in argpidly changing environment.

Introduction

In a 21% Century business environment, where change is accderaing more rapidly then
ever before, a cgpacity to adapt, to innovate continuoudy and to teke decisve action is
increeangly necessry for commerdd viability. Moreover ‘sustainable business success
is not jus about intdligent individuds — it is a@out intdligent organistions which ae
cgpable of leaning (RSA Enquiry, 1995 17). Survivd and learning gppear inextricably
linked; therefore by extrgpolation there must be a link between learning and performance.
This pgper examines this hypothess in rdaion to the red edate brokerage indudry in
New Zedand. The suggedion is that the more a red edae budness enddles learning



within its ranks, the more agle it will be in coping with chenge and the better it will
perform in achdlenging environment.

A sample of red edae offices operating in Auckland under the banner of two mgor New
Zedand franchise groups forms the nucleus of the sudy. Each office is rated by its head
office, chief executive officer on nine peformance criteria and then each person working
in each office is quedtioned about his or her perception of the levd of learning within the
office. The am is to tex awy corrdaion between high peformance and wider
organisttiond learning.

The Measurement of Performance

Red edate offices ranging in Sze agreed to take pat in the sudy. All were active agency

busnesses operating on a full time bads from commerca premises in Auckland and
were representative of the New Zedand industry standard.

After edtablishing the sample group, the next task was to edablish which offices were
successfiul and how success could be defined. Nine principa criteria for success were
established. The following criteria are supported in the literature, especidly in the work
of 1s30 (2000) who particularly stresses the importance of ethica behaviour.

Sound business practices

Saff recruitment and retention history
Income/profitability

Simulating culture

Education leves

Innovation in marketing techniques
Management competencies
Ethica/professiona behaviour
Reputation
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Each chief executive officer of the franchise groups was asked to rae ther offices on a
scae of 15 for its peformance on each criterion, with 5 being an excdlent raing and 1 a
very low rding. The scores were added and a mean perceved score derived for
performance over the nine criteria

‘Successful’  offices were those designated as having a mean score of 3 and over for
peformance and ‘average offices were those that scored under 3. Interestingly there
gppeared to be a corrdation between both CEO's perception of ‘success and ‘Sze of the
officeé where the bigger the office the more highly it was rated. One reason for this could
be the bigger income thet is derived from these large offices making them more aitractive
to the parent company, which would be deriving a deady dream of revenue. The smdl
offices were possibly less conspicuous to eech CEO.



To determine if the d9ze d an office actudly did have an effect on how successful the CEO
perceived the office, a datidical tet was run between the office Sze (independent varigble)
and the percaelved peformance (dependent variable). Firs however, the different vaues of
the variable ‘Peaformance (v0) had to be assessed. The mean of the 9 characteridtics (V1-
V9) was cdculated for each office and the vaue atributed to the 135 respondents. For
indance, if the CEO rated an average of 4 for one office, then dl respondents fom the office
would have the vaue of 4 for vO.

To account for the difference in office 9ze, the number of respondents from each individud
office was usad to divide the vdue of vO and in this way the same weght for dl offices was
achieved in assessment of performance.

The formulato caculate vO can be expressed mathematicdly asfollows
9
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Where “i” identifies the respondents (from 1 to 135), “j’ the number of the

criteria (from 1 to 9), “k” the office to which shelhe bdongs (from 1 to 18), and ‘N’ the
gze of the office “K” to which the respondent “i” belongs.

The test on the reationship between the sze of the office and the performance rating shows
a postive and dgnificant corrdation (dgnificance of 0.022). From a smple regresson
modd between vO and office Sze the undandardised coefficent of 0.002837 with a
dgnificance of 0022 was found. Since this undandardised coefficent is podtive, the
corrdation between the two vaiables is podtive. Consequently if office d9ze increases so
does the perceived performance variable. From this it is possble to concude that the bigger
the office the higher the raing recaeived from the CEO. This result gives weight to the
suggestion that the larger offices were more likely to be placed in the successful group a the
dart and thisfact indicated a bias in the CEO ratings

If each one of the nine criteria was accuratdly and evenly weighed on present rather than
higoricd peformance messures, this problem may have been avoided. Present
arcumstances included an unpopular company merger Studion as wel as a downturn in
market conditions over the months preceding this dudy that could have impected
congderdbly on large urban agendes, by reducing the activity within the busness
Furthermore the comparative indgnificance higoricdly, of the smdler offices in rdation
to the cash cow bigger offices dso seemed important and could have further affected
accuracy of sdlection.

The Measurement of Learning

A quedtionnaire based on an adapted verson of the ‘Learning Company’ (Pedlar &t d,
1998) measurement ingrument, was sent to every person working in every office. The



questionnaire condsted of 44 datements desgned to meesure the 11 characteridtics
typicd of a 'Learning Company'. Respondents were asked to messure their office on how
they percaved the office performance on each satement. Answers to sets of 4 spedific
satements produced a score for each of the 11 characterigtics. Demographic details of the
individuds involved were dso collected so that any links with the perceptions recorded
could be invedigaed. For example Was there a dgnificant difference between the
perceptions of women and men in an office in regpect to information technology or
opportunities for sef- development?

The dudy involved 135 individuds congsing of 72 mdes and 63 femdes dther from
management, sales, or adminidrdive roles in the busness Two offices in the Sudy were
owned and operated by women and 16 by men. By far the biggest percentage of the
individud participants was involved in sdes and this is typicd of the normd red edate
office didribution of labour. 67.7% of respondents were over 30 and under 50 years of
age. 51% had been working in their present office under a yeer.

In teems of the levds of red edate educaion, 756 % hdd the minimum qudification of
sdes catificate, 19% were branch managers, associates and/or licence holders. Generd
educaion leves in the sample showed 41.4% had tetiay or professond qudifications.
Specidig area digribution reveded 80% of the offices gpecidised in resdentid sdes and
the balance in commercid, rurd or business brokerage.

A further part of the data was a group of agents and sdles and adminidrative saff sdected
to be interviewed in indepth telephone or face to face interviews. This put the Learning
Company Quedionnaire results into a context of organisationd culture and dimate,
which in turn would hep red estae professonds to undersand better how organisationd
learning works in practice and how it might contribute to success Because the
quesionnaire used meesured the perceptions of daff in each firm, it did not tdl what
actudly happened, 0 the interviews were consdered vitd in providing concrete gories,
cases, and ideas — examples of best practice.

When the data was returned and the mean scores for each office were observed, 60% of
the CEO detemined ‘high peforming or ‘successful’ offices showed correspondingly
high learning scores That is 6 out of the 10 offices in the successful study group scored
high on the 11 learning dimengons but 2 of the CEO recommended ‘lower performing
or ‘average offices scored high learning results (This result is illugrated graphicaly
bdow in Table 1.1). Both these offices were of interes because they were small
operations and narrowly missed sdection as successful in the firg place. Furthermore
both belonged to the second franchise group where the ditinction between ‘successful’
and ‘avarage was less defined. The 2 offices dso contrasted with the 4 large urban
offices with poor learning scores in terms of location, both being semi rurd based.

Table 1.1
The Learning Scores of the ‘S’ and ‘A’ Rated Offices



High Learning Low Learning
‘S’ 6 4
‘A’ 2

An additiond andyds was then undeteken to examine the ‘leaning office. This
andyss was based only on results from the questionnaire. Usng the mean scores on each
characteridic for each individud office the ‘Effective Leaning Zon€ framework was
devised. Each office was dlocated a point for every characteritic with a mean score
over 3 1, oo that if an office scored a mean of 4.22 for characteristic 1; 3.81 for C2; 4.09
for C3 and 4.48 for C7 for example, it was sad to score 4 in the ‘The Effective Learning
Zone'. Scores under 3 for any learning characteristic were consdered to indicate less
effective organisttiond learning in that particular aspect. So an office could peform well
on some of the learning characteridtics and lesswdl on others.

By fitting the offices to this framework two new groups emerged. A higher learning
group, offices that scored 5 characteritics and over into the ‘The Effective Learning
Zone. This group became the ‘HL’ group and conssted of 8 offices. A lower learning
group, offices that scored 5 and under learning charecteridics on the framework. This
group became the ‘LL’ group congging of 10 offices. Two of the ‘LL’ offices actudly
scored 5 characterigtics on the ‘The Effective Learning Zone framework but their scores
on dl the other characteristics were very low, under 25 and 2. Because of these negative
scores these two offices were placed into the lower learning group. No offices in the
higher learning group scored a characteridic negativdy a 25 or under. In this way two
separate groups could be clearly distinguished.

For the purposes of this andyss the ‘HL’ group demondrated a messure of Success in
tems of organisgiond leaning within the company. The ‘LL’ group gopeared
ggnificantly wesker or red edate professonds in this group appeared to see thar firms
asless‘learningful’ than thosein the *HL’ group.

IPerhaps an arbitrary figure although on a5 point likert scale 3 indicates a median score— neither high nor low



Figure 1.1

The High and Low Learning Offices
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‘The Effective Learning Zone dlowed both each individud office and each group of
offices to be profiled as learning organisstions. Each office recorded a mean score for
eech of the 11 leaning company characterigics plus an ovedl score for learning
dimensions based on the sum of the 11 component scores. 2

2 The ahility to produce a profile of each individual office and to provide that on a confidential basis to the owner/operator of each
office was considered to be a potentially valuable analytical tool for considering individual business strengths and weaknesses.




The mean for each characterigtic for the ‘HL’ group was consgtently higher than the ‘LL’
group. This may indicate that offices in the ‘HL’ group have a tendency to learn more as
organisations than offices in the ‘LL’ group. However teking into account the differences
in dandard devidion between the groups it is not posshle to make a definitive

judgement. These differences are grgphicdly in the fdlowing Hgure 12 Gl1-11
represents the 11 Learning Company characterigtics.

Figure 1.2

HL Group

LL Group
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Mean Score on Each Characteristic for the HL and LL. Groups’

In examining the differences in perceptions between the higher and lower learning offices
some interpretation was incdluded based on indugtry experience ad account was taken
where goproprigte of comments made by the interviewees. Perception of the learning
characterigics by gender and role hed in the office was investigated and differences
between the two naiond franchise groupings examined. Findly atention was redirected
to the links between office performance and learning.

Data Analysis

According to learning company theory, a company where learning is teking place
diglays high scores in teems of 11 characterigtics. The devdopment of policy and
Strategy is trested as an on going learning process. There is a high levd of participaion in
policy meking by organisaiond members and dakeholders informetion technology is



used for sharing knowledge and mutuad awareness, accounting processes are used to give
feedback hdpful to underdanding the effects of action, to learning and decison-making.
There is condant didogue — exchanging information on expectations, negotiating,
contracting and feedback is given on savices management seeks dterndive ways of
rewarding people other than with money; opportunities are given to for individua and
busness devdopment. It is accepted that people work at the forma boundaries of the
organisation, cdllecing and passng on C‘environmentd’  information. There is a
willingness and ability to learn with and from other organisations and companies; people
ae expected to engage in respongble experimentation and there is shared learning from
successss and fallures.

Andyss of the daa collected on these issues eveded consderable differences between
offices that scored high on the ELZ framework and those that did not. The in depth
interviews with people from the origind CEO raed high peforming offices dso served
to illudrate learning activities that were occurring. Andyss highlighted certain factors
that impacted on the perception of learning inindividua offices

Factors Effecting the Perceptions of Learning

Gender

Table 1.2 below describes the mean scores for 70 men and 63 women on the 11 learning
characteristics Women recorded lower mean scores than men did on dl 11 leaning
dimendons and the difference was greatet for ‘Informating’ confirming the generd idea
tha women ae less a ease with the new technologicd advances than thar mde
counterparts. This could possibly be because women in red edtae tend to be older and
arguably lesslikely to be motivated to learn new techniques.

Other differences in perception were obsarved, dthough these ae not ddidicdly
dgnificat, they sarve to ad underdanding of gender-based differences. Characteristic 5,
for example involving ‘internd exchange dso showed a maked gender difference
perhaps suggesting that women fed more isolaied in terms of being induded in office
decisonmaking. In an industry where most managers, licensees and owners are mae,
this seemslikely, as many men are less comfortable seeking femae opinion.

Furthermore, women perceived ‘enabling dructures lower than men, which aso supports
this rigidity of organisaiond pogtion in the red edate office In the aea of
‘environmentad scanning women generdly percaved thar office as paforming less wdl
than men did.

Although gender was not one of the issues this dudy intended to focus on it is an
interesting point that most managers in the red edae indudry are mde (85% of the
managers in the sample were mde). Given that 47% of the sample condsted of women,
the imbdance in management ranks rases some interesing questions and suggests that
gender issues have not yet come to the atention of the industry asawhole.



Table 1.2

Gender Mean Scores for Each Learning Characteristic

Characteridic Maes Femdes Sg (2-taled)
CIA Learning Approach | 3.21 3.02 295
to Strategy

CZ Participative POlicy | 3.06 2.79 165
Making

C3informating 331 2.90 022
CZFormative Accounting | 2 61 242 311
and Control

TG Tnternal Exchange 3538 328 082
C6 Reward Flexibility 336 327 .618
C7 Enabling Structures 3.60 3.26 .063
CBEnvironmental Scanning | 3.62 3.36 055
C9Tnter Company Learning | 2 80 2.71 578
CIOA Learning Climate | 3.60 3.40 321
CIT _Saf-Development | 3.64 3.39 .106

Opportunities

Office Role

In terms of role in the office, sdespeople’s perceptions were dearly dominant, but given
the dructure of red edae offices this was not conddered an imbaance. 105 sdes and
adminigration people responded as opposed to 14 managers. It was clear that in dl cases
the sdes and adminigration people hed less podtive views of ther office leaning
cgpabilities than managers did. Table 1.3 bdow shows the mean scores on eech

characterigtic depending on the rale held in the office.




Table 1.3

Role in Office Mean Scores for Each Learning Characteristic

Characteridic SHesAdmin Management Sg (2-taled)
CT A Learning Approach | 303 3.62 045
to Strategy

CZ Participaiive Policy | 2 01 3.33 202
Making

C3informating 314 3.33 511
CAFormative Accounting | 2 45 283 237
and Control

C5 Internal Exchange 336 4.03 .018
C6 Reward Flexibility 325 383 039
C7 Enabling Structures 338 3.85 121
C8Environmental Scanning | 349 3.69 387
CQTnter Company Learning | 2 70 3.21 078
C10 A Learning Climate | 3 51 416 004
CIT Seli-Development | 3 46 3.96 .056
Opportunities

It was expected that there would be some differences between the perceptions of
management and daff in rdaion to the leaning dimensons because management tends
to have a more optimidic view of its performance than those do in the rank and file. The
Means Table and the results of a One Way ANOVA test indicated that both between and
within the groups there are some generd differences. Characteristics 1, 5, 6, 10, and 11
al rased interesting questions.

The mog driking difference in perception occurred over the question of a ‘learning
dimete. Managers in the sample fdt they provided ample opportunity for support and
learning by way of ligening to the daff and conducting productive meetings and
interviews.  All managers interviewed held regular one on one interviews with gaff and
fdt these endbled rigng issues to be sdtled and persond or work problems to be
thoroughly explored. Many managers acted in a generd counsdling role However the
daff perceptions of this characterisic were less pogtive, feding the dimate was not as
forgiving and acoepting as managers imagined. One interviewee even sad, “If you are
sdling theré s no problem, but if the sdesfal off, the podition is not comfortablel”
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‘Internd  exchangeé ds0 showed an intereding difference, perhaps indicating  thet
managers fed that there is more open discusson and chance for red office input then the
daied and sdes ddf fed or then there actudly is Manages may fed they ae
agoproachable when in fact they are not or they are not perceived in that way. One
important agpect of red estate management is that in many cases managers il continue

«ling propety in direct competition with the sdes daf and in this case a conflict of
interest gppears to preclude open discussions.

A ‘leaning gpproach to draegy’ is in many ways linked with internd exchange and
differences here between gaff and management suggest that discussons about where the
office is going and how people can contribute are not percelved as effective by daff.
Managers think they are providing these opportunities when in fact they may not be
except in the case of afew chosen individuds.

Differences in the area of ‘reward flexibility’ rase the quedion of daff discomfort in
some offices with the levd of commisson splits and whether these are handled on an
equiteble bass. The question of whether top salespeople should get a higher proportion of
eech commisson or a spedid retaner has been a contentious issue in red edae offices
for some time. Perhaps the answer is more trangparency and more dearly defined ways in
which bonuses can be achieved. Staff interviewed adso indicated they gppreciated being
rewarded in nonmonday ways Mog managers sad they had ways of encouraging
effort like providing daff outings and awards but there was an indication from the daff
that this could be done more effectively.

In the area of ‘sdf devdopment’ daff fdt there was not enough management support and
two interviewess sad they fdt little red encouragement to further ther red edate
gudifications Manegers on the other hand fdt these opportunities were there for the
individud to take up and that the responghility was theirs They bdieved they gave full
support to sdf-development opportunities. However in the interviews the emphads on
meking sdes seemed to pervade the offices and this seemed inconggtent with making fulll
use of timeto devdop <f.

Looking desper into the case of individud offices there were some other differences
worth mentioning.  In the case of ‘inter company learning’ it was dear some managers
ae jus not avare of the amount of exchange tha went on between sdespeople from
different offices or do not encourage it. In one way it is not in a manager’s interedt to
foder this inteplay because there is dways the fear of lodng a sdesperson to the
oppaosgtion if the contacts become too fruitful and yet such contact can dso hep bring
about more sdes. In some cases there is genuine fear tha dose contact with another
office would show the home office up in a comparatively bad light and cause lose of
daff. This does happen and sometimes if one sdesperson goes, others follow. The
dissstrous consequences for an office are dear. Some red edate managers act in a
predatory way rather than the condructive interactive way this particular Leaning
Company characterigic suggedtsis beneficid.

11



For ‘informating’ (use of technology) three managers scored under 2 showing that some
managers are dill not a ease with new advances in this area. In one office however there
was a huge discrepancy between a daff score of 1.82 and a management score of 5! This
indicates that in some of the offices there is a link with management competency in the
ue of information technology. If the maneger is comfortable with new technologica
demands then the office is wdl supplied with the capability but ensuring Saff maekes full
use of avalade information is ancther issue Likewise if a manager is not technologicaly
competent, the whole office can auffer.

The Franchise Group

Teds were run to establish differences in response to the 11 learning dimensions between
the two mgor franchise groupings. An ‘H’ group (Group 1) conssting of 87 respondents
from 9 offices and a ‘C’ group (Group 2) conssting of 48 respondents from 9 offices
were established. The results are displayed in Table 1.4 below.

Table 1.4

Significance of Differences Between the Two Franchise Groups

H Group 1 C Group 2 | Sig (2-tailed)

CI A Learning Approach to Strategy 3.01 3.28 139

| C2Participative Policy Making 2.63 340 .000
C3informating 2.89 3.46 .002
C4 Formative Accounting and Control 2.36 2.74 055
C5 Internd Exchange 3.32 3.60 113
C6 Reward Hexibility 3.16 3.52 051
C7 Enabling Structures 334 358 216
C8 Environmentd Scanning 345 34 542
C9 Tnter Company Learning 258 304 010
C10 A Learning Climate 342 373 033
C11 SAf-Devd opment Opportunities 350 352 0911
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Sonificat  differences  for ‘Paticipaive policymeking (C2), ‘Informating  (C3),
‘Intercompany Leaning C9) and a ‘Learning Climate (C10) were found. This was
further teted with Mann-Whitney test, which uphdd the results and added a further
difference worth noting for reward flexibility. Table 1.4 shows that the franchise Group 2
is more effective in indusve poicymeking and use of information technology. The
offices in this group are more likdy to inter act with their competitors and the generd
cdimae within this group of offices is more ‘leamningful’.  Group 2 repondents dso
percave there is more vaiability of reward. Therefore it can be sad that Group 2 is
more closdy digned with learning a the organisstiond level and thus perhgps more able
to cope with future change especidly in the area of information technology.

The Interaction of Gender, Role in the Office and the Franchise Group (HC) with
the 11 Learning Characteristics

The multivaiae tet had merit because it offeeed a more redidic and complete
explandion of how people working in red edae offices actudly perceved the degree of
learning. The purpose of the datidticd tests was to answer quedtions like “If the gender
has an impact on the assessment of the office learning, is it the same in dl red edae
offices? Or does it depend on the franchise group to which a respondent belongs?

Table 1.5
The Interaction between the Three Dependent Variables on the 11 Learning
Characteristics

Dependent Variable | |Source |S|g. | |Source |S|g. | |Source |S|g. |
a learning approach to strategy 499 .005 .363
participative policy making ./06 .204 492
Informating 471 .050 245
formative accounting and control 195 .014 126
internal exchange GENDER (349 | |GENDER [.010 ROLE [437
reward flexibility & 549 & .044 & A77
enabling structures ROLE 437 | HC .045 HC 524
environmental scanning 215 .001 143
inter company learning 521 .025 478
a Tearning climate 720 .037 .605
self development opportunities 331 .021 454
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From Table 1.5 above, it appears that the combination of Gender/Office Role (The
gender of, and the podtion respondent’s hold in the office) and HC/Office Role (where
the respondent was working and hisher postion in the office) had no dgnificant impact
on the 11 learning characteridtics.

On the other hand, the set Gender/ HC (The gender of the respondent and where he/she
worked) did appear to have a dgnificant impact on the characteridtics. For example a
meale in one office expressed his point of view on learning in a different way from another
mde in ancther different office This difference dso occurred amongst and  between
fendes and mdes — in fat dl possble combinaions of gender and HC show
ggnificantly different  perceptions for every leaning dimenson except ‘paticipative
policy meking' .

The table illudrates dearly that both gender and the franchise group in this sudy has an
influence in the assessment of the leaning characteridics when ther interaction is
considered.

Relationship between Performance and Learning

A corrdation test was produced to examine this reaionship and to provide an answer to
one of the dudy’'s centrd quesions — is leaning and peformance linked? Some
interesting results emerged. There was a dgnificant rdaionship a the 005 levd
illugrated in Table 1.6 over.

Table 1.6

Correlation Between Learning and Performance Criteria

Success Criteria
LC

Pert

Mang Recrt.

ViIncm [ V2Mkt | V3BusSklI [ V4 V5 V6 Cult | VIRep | VS8Eth VIQuals

Cl 045

.040

2 026 007

a .048 .041 020 .001

Ca 019

G5

Co 016

C7

C8

9

C10 015

C1i 034

.031
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The “Office Paformanceg’ vaiadle (VO) was found in a sSgnificant corrdaion with
‘Learning Strategy’ (C1) and “ Sdf Development Opportunities’ (C11).

From this it is gppears that the 11 characteridtics are linked to performance (v0), but with
only two of them directly corrdlaed. Because of the generd coherence of the learning
dimendons it is safe to say that the degree of learning in an office does indeed impact
uponitslevd of performance.

High scores by some offices for the 11 leaning characteridics indicated that
organistionad leaning was indeed perceved by daff as occurring and interviewees
reinforced this by giving examples Ancther issue however, of whether there is a link
between learning and performance proved less easy to edtablish on a purdy daidicd
levd mainly because there may have been some incondstencies in the origind method of
CEO gengated peformance messurement. A more rigorous performance measurement
based on ‘hard’ quantifidble data rather than perceptions may produce a group of offices
that will enable adoser link with learning to be made in afuture sudy.

Conclusion

This dudy illudraed that organisaion wide learning is hgppening in some red edae
offices however it is dill in its early dages with exceptiond offices leading the way.
Mog learning is seen as training and educaion or is informdly based and cdled
‘experience. The quditaive research highlighted the type of red edate organisiond
culture that supports orgenisationd learning. In one office for example, teams working
together on marketing efforts enabled information of al sorts to be gathered quicker and
the pooling of idess resulted in a more intereding innovative campaign. Commisson
golitting & the end to reflect input was regarded as successful. The experience in which
everyone had a chance to use hisher particular talent was rewarding. Groups got together
in another office to discuss the kinds of services that could be offered in an effort to get
more dients There was a ddinite feding that manegement generodty about daff
development and support given to individud efforts a rdevant further learning (course
fees, materids etc.) encouraged daff a dl leves to contribute to the generad development
of the office.

In another office a manager said “Good ideas are dways ligened to” and he kept a library
of learning materid in the office 0 that people could learn a thar own pace, especidly
by browsng through the professond journds. Amongs the franchise groups there were
adso attempts to put together databases and offer joint Internet services like mortgage
advice that one office on its own could not provide,

However some bariers to learning in the offices emerged as a result of the interviews and

as a by-product of the questionnaire itsdf, in the form of written comments. There was a
feding that the true ‘professond’ had dready reeched the required leve of learning. The
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issues of inter company rivdry and compdition seemed to severdy limit any red
learning between red edae offices Even amongs offices in the same group where
commercid sengtivity is not so pronounced the benefits to be derived from this kind of
learning are not fully exploited. Because of the independent contractor dtatus and the
commisson based eaning of sdegpeople there is condderdble tenson  between
colleagues as wel a competitors Learning a the organisaiond levd and persond
uccess seems dmog mutudly exdusive. Competitive advantage is high on the agenda
both persondly and between companies. Collaboration can be seen as aweskness.

The organisationd dructure in most red edae offices is Hill very traditiond. Strategic
planning is dill done manly by the management. To what extet others are involved in
the planning process seems to depend on individua manager’ s attitudes and initiatives.

It was interesting to see how learning tended to be seen as a cog factor rather than an
invesment. This was cdculaied in ways like time away from sdling and the cost of IT
traning courses. However there seemed no cdculaion for the cogt in time ad income
incurred through lack of learning. Midakes that happen due to lack of knowledge, dients
log due to absence of <kills required for example. Individuds dtitude to learning
depends on their own experiences. A large portion of respondents in the sample only
went to high school and for many that experience may not have been postive S0 they saw
extra learning as a chore. On the other hand many of the new breed of graduate entrants
to the indudry have developed a very postive view of learning; it is fun, enjoyable and
chdlenging. This ‘dash of cultures can leed to a lack of mutud undersanding
misnterpretetion, even breskdown of communication — and potentidly become a serious
barrier to redisng the full potentid of ared eteate office.

There is no doubt that some of the activities going on in moden red edate offices go
ome way to mesdting the ‘Learning Company’ modd. New sarvice mixtures would not
have been thought of 10 years ago. But a new breed of recruit is needed now — one
illed in deding with new and unfamiliar problems in a spirit of enquiry. This demands
the readiness and on going ability to learn. Traditiond methods of sdection — take on a
person and if they fal to sdl get rid of them to the oppostion — does not take time to
asess thexe ills and abilities fully. Sdection methods could include probetionary
periods and requirements to continue with qudifications — the introduction of an effective
and compulsory professond development programme by the Red Edtate Inditute.

The educaion sysem tha is beginning to turn out graduates in red edae will have to
teech innovation, collaboraion techniques and a wider view of busness and the factors
underpinning commercid success. The ability to think credtivdy ad to find solutions is
more important than mere knowledge application. Emphess on teamwork and
management/busness kills is important with ‘learning to learn’ being a prime focus
Leaning in the workplace should be recognized and to an extent new ‘intanship
programmes provide thislink.

The research findings reinforce the message that the red edtate qudifications should
focus on technicd, professond and busness skills development. The ‘learning red edtate
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office needs practitioners who are ade to review citicdly exising practice and to lean
from it. It is important that the Red Edate Inditute moves towards compulsory
Continuing Professond Development. The meaning of ‘competent’ has to be continudly
redefined and more explicit criteria are needed to judge whether a person is suited for
entry into theindudtry.

Communication is dways vitd. Intend communication is essentid to  drategy
formulaion and the devdopment of an organization as wdl as its membeas Each
individud in a ed edate office needs to be awvare of how they are involved in the office
busness and how their actions contribute to its success. This is where the key phrase of
‘shared vison' comesto have real meaning.

Office d9ze does not seem to increese the chace of learning and success, being large as
many offices now ae tends to compromise flexibility adthough vighility and perception
of success may be increased as seen in the sudy. Being smdl can meen a congtant search
for the economies of scae open tolarger offices, but it can mean better adaptability.

In an amosphere where competition seems more important than collaboration, many red
edate offices can be litle more than common fadlities occupied by competing
individuals. People need to keep up to date with changing skill requirements and offices
as organisations need to be more open to the ‘systems thinking' that is an integrd part of
the organistiond learning concept. Such dynamic times in which such  fundamenta
changes are taking place mean that red edae offices should search every avenue of
potentid competitive advantage. This dudy suggests the avenue of continued learning,
not jus traning and/or education on an individud levd, but dso leaning a the
organisationd levd. It finds that in this way offices can devdop as co operative and
fulfilling environments, more likdy to be aile to adgpt postively to change and in doing
50 confirm and advance their commercid performance.
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