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ABSTRACT
Vocational training has attracted increasing attention over the past two decades both
in theoretical and policy terms.
management of such training.

This study set out to raise questions about the

Evidence from previous work suggests that policy

faced
for
training
are
makers responsible
with exogenous forces that make decision
making prone to irrational choices.

This study attempts to fill the gap in research on post entry screening by examining a
series of longitudinal data. The approach has been through the use of interviews with
trainees from selected industries (British Gas, the football industry and the provision
of a public library service). Between them, these industries represent a large cross
section of the British economy. British Gas is an example of a former nationalised
industry that has been subsequently privatised. By contrast, the football industry is
(and always has been) in private "hands". Finally, this study examined the provision
of ICT training given to public library service personnel in both the UK and Finland.
The aim, in all cases, was to assesswhether resources devoted to training were used
efficiently.

A second aim was to locate the findings in the context of a debate

between the neoclassical school of economic analysis and its institutional rival,
especially Internal Labour Market theory.

The evidence suggests that institutional theory explains post entry progression better
than its neoclassical rival.

Furthermore, the research also concludes that managers

charged with the task of implementing training schemes frequently do not evaluate
them and as a consequence, the stated aims of organisations' training strategies are
not realised. This situation is likely to continue unless more thought is given to the

issue of monitoring training carefully both at a micro and macro level.

Ultimately,

this researchdemonstratesthat industry-wide (or macroeconomic) policies designed
to increase employees' skills do not necessarily result in the desired gains at a local

(or microeconomic) level.
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CHAPTER ONE: INTRODUCTION

AND REVIEW OF THE RELEVANT

LITERATURE

1.1 Introduction
The main research question examined in this work considers a paradox that appears to
undermine work-based training in the UK. A number of authors (including Finegold,
1999) have suggested that there is a severe shortage of skilled personnel in the British
economy. At a macro level, it would seem rational to allocate resources to industrywide training projects, especially as a response to exogenous shocks. However, if one
examines the operation of such projects at a local (or micro) level, then a suspicion
remains that the supervisors or managers entrusted with the implementation of these
schemes fail to adequately administer policies or monitor the progress of the trainees
concerned.

If this suspicion were true, then this would mean these training

programmes would not achieve the aims set out by policy makers at a national level.
Thus the central question in this research can be stated as follows: To what extent do
policies that seem rational at a national level, appear much less well advised when
viewed in operation at local level?
The theoretical approach adopted in this work draws on both the institutional and neoclassical economics paradigms explained below (in section 1.2) but is on the whole
more sympathetic to the former school of thought.

In that sense, the research is

located somewhat nearer to the work of Adnett (1989) rather than Schackleton (1992),
who have also commented on the economics of training, with particular reference to
the UK.

A number of authors have suggested that vocational, work-based training has become
more important in the last two decades in the UK and elsewhere. This suggestion has
been made both at a micro level, within an organisation, (Saggers, 1994) and at
a
macro level, comparing one country with another, (DfEE, 2000; Candy, 2000).
However, those managers responsible for making decisions
about training typically
have to do so under conditions of uncertainty
and with information at their disposal
that is far from complete (LIC, 1998). This thesis represents an attempt to examine
three different British training programmes, by means of longitudinal studies. Thus,

the central issue of this work is concerned with an assessment of such training
programmes and in particular, if one compares the outcomes of such programmes, do

they fall short of the claims madeby managersat the outset of such training?
In theoretical terms, Adnett (1989) has outlined two distinct paradigms that set out to
explain the causal link between wages and levels of education/training. The contrast
between these two theoretical paradigms is explained below; it concerns the debate
between those in favour of a neoclassical/mainstream explanation, as opposed to those
writing

from an institutional

perspective, who favour the screening hypothesis.

Writers from both paradigms are agreed that there is a link between higher wages and
but
as Adnett suggests the central question is why such a link
more education/training
exists. The advantage of this research is that data has been made available in the
public domain, which looks at disaggregated data sets in which information has been
collected over a number of years. As Woodhall (1990) inter alia has reported, there
has been little information available to settle the rival claims of these two competing
schools of thought and that which has been made available tends to come from
American sources and represents a "snapshot" picture at one point in time. The data
in this study is of a longitudinal

nature and examines the nature of post entry

screening (see below). This research is generally more consistent with the screening
paradigm rather than the neoclassical mainstream view.

This thesis is organised as follows.

In the first chapter, a brief summary of the

theoretical background to this research is examined and evaluated. This chapter also
examines the claims made by relevant policy makers, such as the government and the
CBI.

(In this chapter, those sentences put into italics refer to propositions that are

further critically examined by the findings presented in the third chapter. )

In the

second chapter, the methodology is examined that was used to collect the data
associated with the publications in support of this PhD thesis. In the third chapter, the
specific contributions that this research can offer to a discussion about the theory of
training (and its policy implications) are set out. Finally, some concluding remarks
are offered and some suggestions made about worthwhile

research.
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directions for future

1.2 A Review of the Relevant Literature
1.2.1The Theoretical Context: A NeoclassicalParadigm

As Adnett (1989) and Woodhall (1990) suggest, economists are agreed that there is a
positive link between wages and the level of education/training.

The debate between

the neoclassical and institutional paradigms is about the causal connection between
these variables. The mainstream neoclassical model would liken investment in extra
units of education/training to an investment in capital; in both cases, immediate utility
gains from consumption are sacrificed in favour of a stream of future benefits (extra
income). Thus, in the neoclassical model, extra units of education/training will lead
to improved levels of productivity and thus to higher earnings. As Hutchens (1989)
points out, this clearly implies that increments to productivity

associated with one

individual can be measured and suitably rewarded.

One of the most important writers in this paradigm is the American economist Gary
Becker (1962). Becker was anxious to make an analysis of training dynamic and thus
drew an important distinction in terms of time between the training period itself (tl)
and the post-training period (t2). He also drew an important (and oft-cited) distinction
between general and firm-specific training. As Becker himself admitted, training was
unlikely to be entirely specific or general; this distinction was made for analytical
reasons and was to be viewed as a continuum rather than a purely discrete difference.
General training, strictly speaking, raises productivity

equally across a number of

employers, whilst firm-specific training is (again strictly speaking) only of interest to
the host employer, since it will only raise productivity there. Becker's contention was
that employees would pay for general training, since they can take that training to
other employers in the post- training period. It is transferable, whereas firm-specific
training is not. This payment would be an imputed one in that employees would pay
for general training by accepting lower wages than they otherwise might expect.
Becker gave US airforce pilots as an example of employees receiving general
training.

These employees would be prepared to accept low wages during their

training period (tl) because they would know that in the post-training period (t2),
their skills would be of interest to commercial airlines, as well as the US airforce.
Thus, the central prediction that
is
this
that general training would
work
comes out of
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be accompanied by low wages for the trainee during the actual training period.

By

contrast, Becker suggested that the question of who pays for firm-specific training is
more ambiguous.

Indeed, Chapman (1993) has argued that Becker has linked this

issue to rates of labour turnover in an unsatisfactory manner. For the purposes of this
analysis, we might consider an extreme case in which the labour market was hostile to
employers (i. e. in which unemployment rates were low and labour turnover high). In
this case, the firm would pay for firm-specific training during period tl, in that they
would have to offer trainees a wage that they could expect elsewhere (i. e. their
transfer earnings as untrained operatives during tl).

In the post-training period, firms

would look to recoup this expenditure by setting the post-training wage rate below the
value of the marginal productivity of the workers concerned. Employees for their part
would be prepared to accept this post-training wage, since it would be higher than the
alternatives that they might expect (as an untrained worker, whose wage would not
change from tl to t2).

As Stevens (1994) points out, an important implication of this work is that the free
market will always provide sufficient training.

Economic agents are assumed to be

rational and would therefore know how many funds to allocate to the training process.
However, as Stevens suggests, firms are expected to act independently in this model;
an alternative view is that they act strategically, or interdependently.

What a firm

for
do
is
its rivals to pay for training (which is frequently a costly
to
wait
might
process), and then see if product market conditions warrant the employment of more
skilled workers.

This leads one to consider the existence of market imperfections.

Shackleton (1992)

has suggested that poaching within the labour market is a potential
problem; it might
deter employers from providing training because they might be concerned with "free
riders".

Poaching refers to the practice whereby one employer (the free rider) waits

for a rival to go to the expense of training employees and then tempts them away
(poaches them) by offering higher wages and/or better
conditions of work.
Shackleton's suggestion was that in Britain,
poaching is more of a potential, rather
than actual, problem.

In practice, Shackleton presents evidence that it deters fewer

than 1% of employers from providing training.
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1.2.2 The Theoretical Context: An Institutional Paradigm

An alternative explanation to suggest why higher wages are associated with extra
units of education/training is offered by screening theory, which comes out of an
institutional paradigm. The starting point for writers such as Arrow (1974) or Blaug
(1993) is that it is actually difficult

to measure an individual's

productivity, upon

based.
is
Furthermore, employers want to minimise
the
which
neoclassical paradigm
transactions costs (the costs of going to, or leaving a market - in this case, the labour
for
Given
these
to
through
conditions,
employers
applicants
will
want
sift
market).
jobs as easily as possible. Of course, it might be possible to screen on the basis of
race or gender but such a practice is illegal here and elsewhere.

However, it is

permissible to use education/training

(or screening)

mechanism. Such qualifications
"trainability"

qualifications

as a sifting

can be used as a proxy

measure for future

or other characteristics sought after by employers, such as the ability to

follow instructions or organise their own workload (Blaug, 1993).

Traditionally in economics, empirical evidence has been used to try to assessthe rival
by
different
Unfortunately,
little
in
is
theoretical
this
there
models.
case,
claims of
way of empirical research. What little exists tends to be based on American data sets
and is concerned with pre-entry screening (i. e. at the point of entry into the job
market) rather than post-entry screening (which might apply to vacancies that would
occur within Internal or Occupational Labour Markets).

Moreover, such research

tends to be concerned with aggregated data sets and arguably one needs to consider
disaggregated analysis in this context. Intuitively one might expect screening to apply
more in some sectors of the economy than in others (Shah, 1985).

Shah used British pre-entry data to examine the issue of screening and disaggregated
his analysis to the extent that he divided the workforce into employed and selfemployed categories.

Furthermore, he sub-divided the employed group into four

categories: high and low wage-earners in screened jobs and high and low wageearners in unscreened jobs. His conclusion was that there was some "tentative"
evidence for screening. By contrast, most American authors (e.g. Jones and Jackson,
1990; Kroch and Sjoblom, 1994) conclude that available evidence tends to give more
support to the neoclassical than the institutional paradigm. In both of these cases, as
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in
Shah,
time, rather than
at
one
point
with
a snapshot picture was obtained,
considering longitudinal data, to look at post-entry screening.

Strictly speaking, as Blaug (1993) admits, screening theory and Internal Labour
Market theories are separate entities. However, he goes on to argue (plausibly) that
they are linked.

Adnett (1989) makes a similar suggestion. Internal Labour Market

theory is most commonly associated with the work of Doeringer and Piore (1971),
link
did
the
that
the
neoclassical model
not adequately explain
who pointed out
between product and labour markets. Their argument was that this model (with its
emphasis on exit) oversimplified managers' responses to shifts in demand. Given the
existence of transactions costs, firms would be apprehensive about immediately
labour
(especially
core workers), when faced with a faltering demand for a
shedding
product. Instead, firms would have some workers (in secondary jobs) who could be
hired/fired at will

(such as, for example, part-time production operatives); these

workers would give employers a degree of numerical flexibility.

However, many

primary (or core) workers in big organisations would be given rather more security of
tenure and could expect a career (as opposed to just a job), given that their employers
would want to promote from within.

In this model, employers would not want to go

to the expense of hiring and training core workers only then to make them redundant,
given a temporary setback in the product market. Doeringer and Piore (and others
Dasmalchian,
Blyton
1992) suggest that ILMs (Internal Labour Markets)
and
as
such
are characterised by long lengths of service. This length of service becomes longer as
employees move upward through the career ladder, and furthermore, promotion is
usually from within.

In effect, organisations with a degree of market power

(economic rent) would share some of the benefits of this power with their primary
employees in the form of greater security of tenure, the possibility of promotion and
access to more training, compared with their secondary sector colleagues.

These

ideas are echoed in later contributions from Atkinson (1984) who talked of core, as
opposed to peripheral employees and Lindbeck and Snower (1988) who instead used
a distinction

between insiders (i. e. core/primary employees) and outsiders (that

included the unemployed as well as those employed on a peripheral/secondary sector
basis). In each case a similar distinction is being made; in essence, as Ryan and
McNabb

(1990) point out, the difference amounts to a divide between good

(desirable) and bad (less desirable) jobs. Ryan and McNabb went on to suggest that
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there might be some overlap between core/insider/primary

employees and their

peripheral/outsider/secondary colleagues in terms of salary or other benefits but the
distinction is useful for analytical purposes.

Indeed, Atkinson refined this basic

distinction by splitting the peripheral group into first and second categories. The first
peripheral group would (like the core group) have full-time, permanent contracts but
less would be expected of them in terms of job flexibility,

partly because they would

receive less general training than the core group. This factor would in turn give the
core group more security, since one would assume that the employer would want to
see some returns to the greater investment that they had made in terms of training
such core workers.

1.2.3 The Policy Context: The Governments' View

The Economist (1992) pointed out that many governments were concerned to improve
the performance of their education/training systems. They did not want to be left with
low value-added work, whilst competitor countries might attract more skilled work
that would give rise to higher wages. These concerns were reflected in the Clinton
administrations' constant reference to their high wage/smart work motto during the
1990s. Similarly, the Blair administration cited education as its priority when elected
in 1997.

However, the Economist also pointed out that governments were concerned to get
value for money from any expenditure on education/training.

This was at least in part

because they were concerned with the size of the PSBR (Public Sector Borrowing
Requirement).

This special edition of the journal then went on to examine the

education/training policies of a number of countries around the world (including the
USA and the UK). The Economist further suggested that the governments of both of
these countries were anxious to improve the skill levels of their workforce without
necessarily increasing the size of the PSBR.
explaining

the UK

responsibility

government's

This might go some way towards

desire to ensure that employees take more

for managing their own training; this would then imply a greater

willingness to pay for more of the costs associated with training (DFE, 1992). As
Gospel (1998) also points out, the development of an accreditation system like that
of
the National Vocational Qualification (or NVQ), from the late 1980s onwards, was
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intending
important
in
The
that a system
this
clearly
also
context.
government were
of accreditation (with a large currency) would encourage employees to regard training
in
develop
their
these
which
a
situation
would
as
responsibility; under
conditions,
training that had hitherto been of purely firm-specific interest would acquire more
both
Gospel
labour
Unfortunately,
and
as
market.
resonance across an occupational
Shackleton (1995) point out, take up rates for NVQ-validated

courses remain

stubbornly low.

1.2.4 The Policy Context: Trade Unions and the Confederation of British Industry

There has been some discussion in recent years about the role that British trade unions
might play in terms of ensuring that their members gain adequate access to training of
1992;
Heyes
(Mahnkopf,
quality
and Stuart, 1998). In particular, some
a reasonable
done
have
have
(e.
Claydon,
1989)
that
trade
suggested
such
as
g.
unions
could
writers
more to help themselves when faced with a dramatic decline in membership, since the
late 1970s; training could be one area that more trade unions treat as contestable
terrain.

Mahnkopf draws a distinction between British and German trade unions;

do
(in
latter,
British
the
trade
not
unlike
general) regard training as an area of
unions
contestable terrain.

Given the sharp distinction alluded to earlier between core and peripheral employees,
it is interesting to see that a number of employers' representatives (CBI, 1994; LIC,
1998) have expressed concern about the lack of training given to part-time and
temporary staff.

The CBI have admitted that there is an equity problem in that

training budgets are often directed towards the needs of core employees, who are
often better educated than their peripherally-employed colleagues to begin with (see
also Seyd, 1992). The LIC (Library Information Commission, 1998) has suggested
that only a quarter of the 27,000 employees in the public library service are
professional

career librarians;

the

vast

majority

are front-line

staff

doing

administrative work and acting as library assistants. Many of these front-line staff are
part-time, but the LIC was adamant that these staff should receive ICT (Information
and Communications Technology) training of a general nature, including Saturdayonly staff.
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1.3 The Choice of Data

What the literature examined here seems to suggest is that there might be a disparity
between the micro and macro views of training. At a national level (or even company
HQ level), it seems quite reasonable to suppose that all workers might be trained to
provide work that is of a high value added nature, but as Blaug (1993) has pointed
out, the suspicion remains that managers find it convenient to treat core/primary
workers differently, compared to their peripheral/secondary colleagues. In that sense,
there would seem to be something of a paradox emerging. Decisions which might
have seemed rational at a national (or headquarters) level may well
implemented as "principals"

not be

(i. e. policy makers) might wish, given that their

strategies have to be carried out by "agents" (i. e. individual managers). (A principal
is someone who has to rely on an agent to carry out a policy; the literature in
economics has often alluded to the problems that can then result, given that the two
groups often have different priorities, Griffiths and Wall, 1997.) As Storey (1992) has
indicated, managers now have to make human resource decisions when faced with
considerable exogenous change (such as the onset of globalisation); moreover, this
problem is compounded by a lack of evaluation on the part of those responsible for
training within an organisation (British Gas West Midlands, 1993). In the meantime,
it is often the case that economic analysis ignores the intentions of those concerned
with decision making, as Killen et al argue (1999). In order to make sense of training
decisions in the workplace, this thesis suggests that one might be able to resolve the
paradox alluded to above, by contrasting what organisations say about their training
policies, and what individuals do, over a period of time.

The primary data collected in this research programme featured three quite different
industries; taken as a whole, these represent a wide cross-section of the British
economy. The direct costs of training involved ranged from £18 million spent over 5
years in the case of the football industry (Monk and Russell, 2000), to £20 million
spent on the ICT training given to librarians, again over a5 year period (LIC, 1998),
to the £35 spent per annum by British Gas, on its corporate training programme
(Monk, 2000a). Of course, the fact that a number of consistent themes emerged from
these results, despite the variety of institutional settings, supports the contention that
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such results have a greater degree of validity, compared to a situation in which

employeeswere examinedfrom just one casestudy.
The first case study featured graduate trainees from a large multinational corporation
(British Gas) that had been privatised for less than a decade when the study began.
As a nationalised industry this organisation had wielded considerable monopoly
power in the UK and continued to do so for approximately five years after it was
privatised in 1986. However, the corporation was subjected to a forceful exogenous
shock (in the from of the Littlechild

formula, RPI-x%), from 1991 onwards. Not

surprisingly, British Gas' human resource strategies were the subject of massive
change in the 1990s, compared to the 1980s, as Ferner and Colling (1991) have also
pointed out.

The second industry chosen for analysis comprised the English professional football
league clubs.

The questions asked of the school-leavers about to begin their

apprenticeship were designed to explore the same set of theoretical issues as those
explored with the graduates employed by British Gas (and described in section 1.2
above). Once again, this industry was chosen because it was about to embark on a
major change in its training provision, resulting from exogenous change (in this case,
involving

a different

level of subsidy associated with

Apprenticeship scheme, as opposed to the "old"

YT).

the incoming

Modern

In contrast with the gas

industry, the professional football industry is highly competitive; there are many
sellers of the product (i. e. the 92 clubs in the league) and many buyers (i. e. thousands
of fans following "their" clubs). Moreover, the trainees featured here were schoolleavers, traditionally from working class backgrounds (Monk and Russell, 2000) and
were about to enter what Sutherland (2000) has described as a craft industry. Again,
this contrasts with the background of the British Gas trainees, who were university
educated and in their 20s, at the point of entry.

The third industry chosen in this research programme was (and always had been) in
the public sector, namely the public library service. This contrasts with the first two
industries, which were both in the private sector. The
research methodology was
designed to test the same set of theoretical issues
as before; once again, this study
featured an industry faced with a considerable degree
of exogenous change that would
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have a significant impact on human resource strategies. In this case, the exogenous
change concerned developments in Information
Government

advisers in this country

and Technology Communication.

(such as the Library

and Information

Commission, 1997; 1998) and elsewhere (Finnish Ministry of Education, 1997) were
aware that significant developments had occurred in the way that information could
be stored and retrieved and that there was an important role that public libraries could
play in this context, especially in terms of helping to promote lifelong learning.
However, this case study represented a further progression in the research process in
that the employees who were tracked came from two countries; the comparator
(Finland) is often regarded as a leader in the development of online information
services (Finnish Information Technology Development Centre, 2001). Strictly
speaking, the library employees who featured in this study were not trainees, in that
they were employed as library professionals or frontline staff, at the point of entry.
This again contrasts with the employees
who were tracked in the first two case
studies, who were explicitly employed in point of entry positions as trainees. Given
the considerable degree of pressure that it faced from the government to update its
provision of online information, all 27,000 of the UK's public library staff were given
ICT training, from 1998 onwards, that was designed to lead to the
award of the
European Computer Driving Licence, (LIC, 1997; 1998). If
we then put these three
studies together, a cogent research programme has emerged, in which the key ideas
outlined from the relevant literature could be examined.
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CHAPTER TWO: METHODOLOGY

2.1 The Advantages of Using a Longitudinal

Approach

The methodological approach adopted in this work meant using interviews with the
trainees concerned, in three quite disparate industries, over a number of years. This
longitudinal

have
issues
it
that
to
explore a number of
possible
approach made

hitherto been under-researched. For example, the phenomena of post-entry screening
is best examined by tracking employees over a period of time, to see if a correlation
exists between internal promotion and training.

Although there has been a limited

amount of research into pre-entry screening both in the UK and the USA (see Shah,
1985, for the former; Jones and Jackson, 1990, for the latter), there has been no work
published in the public domain about post-entry screening.

Secondly, the fact that employees were interviewed on an annual basis meant that
changes in expectations could be examined. This was particularly important in the
context of all three industries.

By adopting this research methodology questions

could be asked which would continue to develop an understanding of employee
behaviour over a number of years. In this context, other methodologies proved less
useful; for example, the use of panel data, which is common in economics, only gives
one a "snapshot" picture at one point in time. Alternatively, a lot of social science
research uses participative observation but that suffers from a form of regulatory
capture, i. e. a risk that the research is compromised because the values and views of
representatives from the "host" organisation exert undue influence on the research
team. Moreover, a major advantage of interviewing trainees at their place of work
higher
far
it
that
response rate than asking the same questions via a
a
was
elicited
postal questionnaire; the latter methodology suffers from notoriously low response
rates.

2.2 The Methodology Used in the First Study (British Gas)

This study (Monk, 1998; 2000a; 2000c) looked at the training and promotion of 30
graduates, employed by British Gas, over a three-year period (1994-1997).
graduates were recruited on to the company's
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These

GDP (Graduate Development

Programme) in 1993. The GDP was of two years duration and in 1994, a graduate
these
to
to
held
by
the
that
access
gain
the
author
enabled
company
conference was
employees.

Of the 60 graduates at the conference, 53 agreed to complete a

(The
longitudinal
in
38
the
take
questionnaire
to
study.
part
offered
questionnaire and
had been amended as a result of a pilot study held with five graduates who were not
featured in this data set; this was done in the first few months of 1994). Of the 38
longitudinal
in
take
to
the
part were
to
take
offers
study,
eight
part
who offered
declined because they came from individuals who were working in remote locations.
Twenty of the 30 graduates surveyed were men and five of them had PhDs, as well as
business
in
The
degree.
first
the
the
three
major
graduates
of
study represented all
a
UK.
locations
the
in
the
around
enterprise and were employed
a variety of
streams of
Interviews were held in the autumn of each successive year; these were in situ in 1994
45
by
last
1995
in
1996.
These
telephone
typically
and
and
approximately
would
minutes for the first two years and 30 minutes in 1996.

Conducting longitudinal research and collecting data from within an organisation is
difficult

(Hanushek, 1992). Clearly, one has to "get inside" an organisation and be

job
titles
to
likely
be
track
therefore
change
able
to
employees who are
and
ambitious
and locations frequently.

Moreover this particular organisation, like many other

employers, was unwilling to allow outsiders access to detailed information that was
often not in the public domain.

Given these difficulties, it was imperative that the

graduates concerned (and their respective managers) realised that the information was
to be aggregated and that it would be impossible to attribute responses to particular
individuals.

Indeed, one of the main reasons for doing the first two sets of interviews

in situ was in order to gain the individuals' confidence. However, this did mean that
the research was very costly in terms of the amount of time needed to travel to, and
then interview, the graduates concerned.

The process of physically tracking the

home
fact
by
their
that
the
them
most
of
volunteered
graduates was made easier
telephone number. In addition, the company ran its own internal e-mail system that
was, at least in principle, updated when individuals changed jobs or location.
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2.3 The Methodology Used in the Second Study (Professional Football Clubs)

In the empirical study featured here (Monk 2000b; 2001a; Monk and Russell, 2000),
Modern
benefits
the
the
the
of
to
version
of
costs
and
analyse
an attempt was made
Apprenticeship scheme being applied to most of the professional football clubs in
England (the Scholarship system). It was considered that a longitudinal study (over
three years) would

better
for
basis
data
the
a
set and provide
yield a rich

in
"snapshot"
data,
time.
taken
than
point
at
one
simple
a
of
of
events,
understanding
When answering the questions, the apprentices were guaranteed confidentiality.

The

replies were again subsequently aggregated.

Of course, tracking individuals in a study such as this is difficult

for a number of

reasons; longitudinal research is time consuming and implementing and maintaining
contact is difficult

(Atkinson,

1983).

As Hanuschek (1992) also points out,

longitudinal studies are often interesting, but difficult to carry out. It is the case is that
organisations such as football clubs are wary of "outsiders" investigating them.
Similarly, one has to accept the obvious caveat that the employees concerned are not
responsible for the answers that they give.

Interviews were held in the late

summer/early autumn of 1998 and 1999, at the respective grounds of the three clubs.
A pilot study had been undertaken in the spring of 1998, with ex-trainees of various
clubs, by way of checking the validity of the questions to be asked.

To begin with (in 1998), 21 apprentices were interviewed across three clubs in the
northwest of England. These (structured) interviews were conducted at the relevant
grounds but after those initial interviews were done, one of the clubs recruited another
trainee halfway through the season and that is why 22 replies were recorded for the
subsequent round.

There were particular problems tracking the apprentices in this study due to the lack
in
involved;
by
this
this
those
a
problem
of
was
much
more
of co-operation evinced
industry than the other two. Frequently, arrangements were made to see trainees, that
there not kept. Similarly, telephone messages were frequently unanswered, especially
in the third round of the study.

As a result of these difficulties,

a record of the

for
for
first
the
two rounds of
only
was
possible
experiences
and
apprentices' views
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the study. Later, in the year 2001 (when apprentices had completed three years of the
Scholarship, telephone enquiries were made at each of the clubs, to ascertain whether
the trainees had been offered terms as professional footballers.

2.4 The Methodology Used in the Third

Study (ICT Training

Given to

Librarians)

It is increasingly true that research (including

research into education/training

provision) is being done on an international basis and such comparisons can often
yield interesting results (Shackleton et at, 1995). Equally, there are several obvious
problems with such research, not the least of which is related to basic difficulties
resulting from the use of different languages. As Williams
differences

between

comparisons difficult.

education/training

systems

are

(1992) points out, the

deep-rooted

and

make

Even comparing something such as a university degree across

countries can be difficult, given that the time span taken to obtain such a qualification
varies enormously.

Bearing such difficulties

in mind, results from the UK were

contrasted with those of another country and Finland was chosen for a number of
reasons. First, the University of Central Lancashire has well-established institutional
links in place with Finnish universities and polytechnics.

Second, Finland was

considered to provide an interesting comparator, given that the standard comparisons
between the UK and Germany or Japan, have already been well rehearsed in the
literature (see Deissinger, 1997, and Needle, 1994).

Finland provides an interesting source of comparisons in that there are some
significant similarities between the countries; for example, both are in the EU and
have approximately the same landmass.

(Finland's is 338,144 square kilometres,

compared to the UK's that is 241,752 square kilometres. )

There are, of course,

significant differences between the two countries. In this context the fact that Finland
has 5.099 million

inhabitants, compared to the UK's 59.395 million

is important

(Readers' Digest, 1997). This spatial difference per capita, coupled with a significant
difference in the standard of living might have led one to the conclusion, that Finland
would be significantly ahead of the UK in terms of the take-up and development of
flexible learning. (The average income per capita in Finland was $22,851 in 1997,
compared to $21,683 in the UK, according to the Confederation of Finnish Industry
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is
Scandinavia
it
is
in
Indeed,
Employers,
1997).
that
this
context
significant
and
often regarded as being more advanced in terms of its adoption of ICT than its
partners in the EU (DfEE, 2001). Finland provides an example of an economy whose
its
labour
deregulating
has
towards
the
market
attitude
same
government
not adopted
during the past two decades, as was the case in Britain (Julkunen and MalmbergHeimonen, 1998).

The research interest here lay in seeing what differences and

background),
library
from
(both
the
two
there
cohorts
a
comparing
were,
similarities
faced with a similar set of problems (Monk, 2000d; 2001b; 2001c). The fact is that in
both cases, here have been significant improvements in the development of computer
technology in the last decade and these improvements have impacted on the library
service offered to "consumers" (borrowers). The common problem for each country
is ensuring that all of the relevant staff has access to adequate training (LIC, 1998).

To investigate these issues, it was felt useful to track 20 employees from each
country, over a period of three years; we wished to "get inside" the libraries of each
country

and track

specific

employees working

in

town/polytechnic

libraries.

Logistically, this was felt to be possible (albeit difficult) and likely to yield interesting
results.

The UK was represented by a county library service, featuring the main HQ branch,
as well as several smaller branches, scattered over an urban area in the northwest of
England.

The Finnish group, who were from the eastern side of the country,

comprised a mixture of librarians; most (15/20) were from a local town library and the
rest were from a polytechnic library.
confidentiality

The replies to questions were aggregated and

guaranteed. Each member of staff was interviewed in situ for 20-30

minutes.

2.5 Investigating

the Intentions

of Economic

Agents and the Importance

of

Expectations

An important issue here concerns the choice of interviews as part of the methodology
used. Traditionally, in economics, extensive data sets are used to test the predictive
validity of a particular model. Often the data sets would preclude interview data but
would, instead, comprise thousands of pre-recorded observations, which would in turn
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make it possible to use rigorous statistical techniques.

However, mainstream

neoclassical economics often does not concern itself with economic agents' intentions
(Killen et al, 1999). The interviews used in the studies presented here did allow for
the possibility that such intentions could be explored, which helped to understand
events, especially by contrasting such intentions with policy makers' statements about
training strategy. The fact of being able to "get inside" organizations, in order to
collect

longitudinal

information

about employees in

this

fashion

has been

tremendously important in this context; very often in economics, researchers have to
rely on cross-sectional data which represents a "snap-shot" picture, rather than a
picture over time, which can often be more useful.

The issue of expectations is one that could be developed in the literature on the
economics of training.

This research suggests that national policy makers (as

principals) have been naive in terms of expecting their local managers (as agents) to
implement the programmes concerned, in the relevant timeframe.

The evidence

presented here suggests that an appropriate system of incentives needs to be applied,
to solve this principal/agent problem. Thus, local managers need to be given a greater
incentive to ensure that they do adequately monitor training schemes and implement
them as intended.

This research has further demonstrated that employees may well respond to training in
ways that may not have been envisaged by policy makers. Employers therefore need
to have suitable human resource policies that will help to motivate the trainees
concerned.

In the case of British Gas, the active joiners were those who were

simultaneously working

for the company and also studying for membership of

professional bodies; this was precisely what the company's own internal guides
expected them to do (British Gas, 1993; 1994). However, of the 9/30 graduates that
left the company during the research, eight were active joiners. Presumably, the
company may well have wanted to keep these employees, but the training signals that
they sent out were of interest to other employers as well as British Gas. Similarly, the
UK government's advisors on libraries (the Library and Information Commission,
1997; 1998) intended that all 27,000 of the UK's public library staff should be trained
up to the ECDL standard by the end of the year 2002. However, it was quite clear by
the third round of the study into that scheme, that this objective would not be met, as a
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Senior Librarian from Lancashire also admitted (in an interview held in Preston, June
2001). The progress amongst front line staff was especially tardy; by the end of the
third round of the study, there were six professional staff still employed by Lancashire
County Libraries (from the tracked group of 20 employees) and all of these had
line
front
13
However,
ECDL
the
tests.
staff, only one person
the
of
seven
completed
had completed all of the ECDL tests. What both of these case studies imply is that
flexible
to
suitably
to
payments
greater
use
of
making
consider
employers need
have
the
completed the training and stayed with
concerned,
who
employees
reward
the organisation that provided such training (Monk, 1998; 2001c).

Much mainstream neoclassical analysis is essentially a-temporal and a-spatial as
Adnett (1989) inter alia suggests, and arguably is not especially cogent in terms of
during
in
the training process, within
expectations
explaining changes

a given

institutional setting. One of the most important contributions within this paradigm is
he
famously
distinction
in
(1962)
by
Becker's
the
which
makes
article,
represented
between firm-specific and general training. However, this article and other empirical
ignored
have
Jones
Jackson,
1990)
it
(such
followed
that
and
as
subsequently
pieces
the possibility

that economic agents might change their expectations during the

training process. This is an especially important consideration given that training
has
(as
Blaug,
1970,
typically
take
pointed out).
years
several
programmes

The

training programmes in this study lasted 2-3 years and as such it seem quite plausible
to suppose that the expectations of both managers and their employees might change
in that time. The methodology used here had the advantage that such changes could
be investigated and thus an important addition to the existing literature has been made
possible.

27

CHAPTER THREE: RESULTS

3.1 A Lack of Evaluation by Policy Makers

As a number of authors (including

Storey, 1992) have suggested, the pace of

technological change is arguably quicker and the impact of globalisation is now more
have
decades
(Dunning,
1996).
Managers
it
in
therefore
than
now
was previous
acute
to make decisions about labour strategies under conditions of greater uncertainty.
Given the fact that relevant information is far from complete the managers concerned
are liable to make decisions which on reflection could be judged to be inefficient and
in that sense, irrational.

However, this research conducted here suggests that those

responsible for training programmes consistently underestimate the difficulties
completing those programmes in the timescale set, without significant attrition.

of
This

problem is compounded by the fact that those in charge of such decisions do not take
the trouble to evaluate the (often considerable) investment in training.

In the case of British Gas, at least one internal report suggested that although senior
management were satisfied that the organisation provided sufficient training, they
in
Monk,
(cited
that
this
training
well
assessed
satisfied
sufficiently
were not
was
2000a). The internal guidelines to the Graduate Development Programme (British
Gas, 1993; 1994) assumed that graduates would join relevant professional bodies as
part of their continuing development. In fact, of those 30 graduates who were tracked
in this study, six did not join any professional body at all and another six were able to
claim such membership by virtue of a previous qualification

at the point of entry

(Monk, 2000a). In other words, whereas British Gas HQ had intended graduates to
study for professional examinations whilst they were working for the company, a
significant number had not done so. However, the signals (implicit messages) that
these active joiners sent out to senior management increased their chances of gaining
promotion within the company (Monk, 1998). The GDP for this cohort finished in
1995; by the autumn of that year, 28 of the original group of 30 graduates were still
with the company and of these, 16 were active joiners (two active joiners had left the
company in the twelve month period from autumn 1994). Of this group, the majority
(10/16) had gained promotion at the end of their training programme. Interestingly,
these graduates (the active joiners) were also the ones who were most likely to leave
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the organisation to get jobs elsewhere. By the end of this survey, there were nine
8/9
from
had
left
British
Gas
these,
the
tracked
were active
group;
of
people who
joiners and the other individual had professional membership by virtue of his PhD at
the point of entry (Monk, 1998). Conversely, none of the six non joiners had left the
company by the end of the third round of the study.

This suggests that the graduates themselves might have wanted to use the GDP to
OLM.
in
ILM,
to
their
an
or
a wider audience
own
send out signals either within
However, it seems that managers themselves did not evaluate the graduates' training
failed
They
to carry out a third of the appraisal
certainly
well.
sufficiently
programme
interviews, which, according to the GDP guidelines, should have been conducted
(Monk, 2000a). This would suggest a principal-agent problem. British Gas HQ (as a
(as
local
had
to
agents) to carry out a particular policy.
on
managers
rely
principal)
Of course, these managers for their part had their own priorities and immediate
direct
did
benefit
in
to
they
stand
gain
any
not
as a result of
concerns;
particular,
assessing the graduates' competencies acquired during the training process.

There was no mention of the possibility of an attrition rate of almost 30% over a
three-year period (autumn 1994-autumn 1996, counted inclusively)

in the internal

British Gas literature on graduate training; yet this is precisely what this study
drive
Moreover,
it
to
that
the
tempting
and
suggest
graduates
with
revealed.
seems
ambition were those who would be active joiners, i. e. the ones who were sufficiently
well-organised to work for British Gas during the daytime and use their own time to
prepare for tests and examinations that would lead to professional, chartered status.
Of the nine leavers in the study, eight were active joiners and again, it is tempting to
suggest that these are the very graduates whom British Gas might want to keep.

The direct costs of training met by British Gas generally were substantial both in
absolute and relative terms, in the order of £35-40 million per year (Monk, 2000a).
(To put this in context, British Gas' profits for 1994 were £918 million; British Gas,
Annual Report, 1994b). Similarly, the amounts spent on the training programmes in
the other two studies were also very considerable. In the case of the New Library
Project, £20 million was set aside (over a five year period) to meet the direct costs of
ICT training (Monk, 2000) and £18 million (again spread out over five years) was the
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imputed (or indirect) costs of training associated with the loss of output, which might
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be even less reason for management to fail to evaluate them thoroughly.

The PFA's version of the Modern Apprenticeship (the Scholarship scheme) was
launched in 1998 (Monk and Russell, 2000). A PFA estimate put the attrition rate of
the previous training programme (the YT, or Youth Training scheme) at around 75%,
i. e. only a quarter of those taken on as football apprentices actually became fullyfledged professional players. The intention of the Scholarship scheme was twofold;
to try to improve the chances of the trainees concerned and also to make it possible
for apprentices to have something to fall back upon, in the (fairly likely) event that
they did not become professional footballers. This PFA official was adamant that the
YT
had
training
the
to
that
off-the-job
characterised
somewhat cavalier approach
scheme would be swapped for a more rigorous approach to the college component of
Henceforth,

the training under the Scholarship scheme (Monk and Russell, 2000).

apprentices would be required to go to a local college for the equivalent of two days a
week, instead of the previous requirement of one day per week. Indeed, the very title
(Scholarship scheme) had been chosen to signify the importance of academic success.
Moreover, the PFA's intention was to limit clubs to recruiting six trainees per year
(for each of the three years of the apprenticeship). Clubs could recruit more than 18
apprentices in toto, if they so wished, but none of the clubs observed did so (Monk,
2000b).

Additionally,

the point here was that the PFA was subsidising the

recruitment (and training) of apprentices, so that the clubs only paid about 50% of the
costs involved (and these were mainly associated with wage costs).

If the clubs

recruited more than 18 apprentices (across three years), then they would have had to
pay for all of the marginal costs associated with the extra recruitment.
hoped that by limiting

The PFA

the number of apprentices, this might improve the job

prospects of those that were accepted onto the scheme. Previous experience with the
YT scheme in the 1980s had demonstrated that each of the clubs had recruited more
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than they needed, given that the government paid all of the wage (and training) costs

of thosetaken on as trainees(Monk, 2001).
Once again, though, the actual results of the training programme fell some way short
of the anticipated outcomes announced by policy makers. The football clubs in this
study did not make the most of the academic routes open to the apprentices
concerned. In fact, of the 22 apprentices featured in this study, seven gained eight
GCSEs at grade C or above, which suggests that they would be able to cope with an
academic "diet"

of A levels (Monk, 2001a).

In the event, only two of these

do
level
A
its
a
started
courses
and
one
club
made
all
apprentices
apprentices
of
vocational course (GNVQ in Leisure and Tourism), largely because it was easier to
manage.

By the start of the second year of the scheme, it was clear that the majority of the 21
apprentices still being tracked were unlikely to "make the grade".
differential

A significant

had emerged between the eight trainees who were likely to become

professional footballers and the rest (13/21), (Monk, 2000b).

By this stage, the

majority were being paid the standard Modern Apprenticeship allowance of £50/week
plus £10-20/week expenses. Six of the remaining eight were being paid a sum of
between £175-600 per week. (The two other players refused to disclose their salary
but the strong suspicion remained that it was far more than the basic Scholarship
allowance. ) Interestingly, there was some degree of correlation between the wages
being paid to trainees at this early stage and the number of first/reserve team
appearances they had made (Monk, 2000b). Subsequent research at the end of the
three year period did in fact confirm that six of these eight were the ones who were
offered professional terms. A seventh trainee was offered terms at the end of his
apprenticeship, even though his wages during the second round of the study simply
amounted to the standard Scholarship allowance.

(An eighth apprentice had the

period of his Scholarship extended into a fourth year simply because he had received
a bad injury during his third year but there was no suggestion that he was to be
offered a fully-fledged contract; rather, he was kept on for an extra year to fulfil the
terms of the Apprenticeship. ) In one sense, one could accept that the chance of
becoming a professional footballer under the new scheme was higher than was
previously the case. Approximately one third (7/22) of the group tracked did become
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professional footballers, compared to the previous track record of 25%, under the
YTS (Youth Training Scheme). Interestingly, the results of this work were entirely
consistent with some work done by the PFA (cited in Baker, 2001), which suggested
that of 541 young players who signed Scholarship agreements in 1998, only 192 were
Clearly
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training
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end
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year
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To
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that
this
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context,
worth
commenting
put
result
Enterprise Council) sources had suggested (in an interview held in July, 1998), that
Modern Apprenticeships typically had a 75% chance of a successful outcome, in that
trainees obtained jobs or went on to further full-time education. Moreover, only two
had
levels,
did
A
least
tracked
them
the
achieve
apprentices
when at
of
seven of
achieved GCSE results that would suggest that they might benefit from such an
academic course of study.

The Library

and Information

Commission

(LIC,

1998) had also made overtly

optimistic assertions about its training programme that it was about to embark upon as
part of the new Library Project. The LIC had decided that all of the nation's public
library staff (27,000 employees) would be given general computer training up to
ECDL (European Computer Driving Licence) standard, including those employed on
a part-time and even Saturday-only basis (LIC, 1998). In the Lancashire region, this
training was to be achieved, according to policy makers, by the end of the year 2002
(Lancashire Libraries, 2000). Of the 20 UK library workers initially featured in this
study, half were part-time, and it is the case that they were given substantial ICT
training (Monk, 2000d). This finding runs somewhat counter to the literature referred
to earlier, on the distinction between core/primary jobs and peripherary/secondary
occupations (Atkinson,

1984; Doeringer and Piore, 1971).

However, during the

course of this study, (1999-2003), discussion with the policy makers at Lancashire
Library HQ (in June, 2001), revealed that this training had been rescheduled, mainly
as an admission that the original timescale had been overly ambitious. The results
from the third round of this study have yet to be published but three of the 19 staff
who were still employed by the authority as at autumn 2001 (i. e. the third round of the
study) had not yet started their ECDL training.

Once again, the clear impression

gained is that policy makers had made predictions about the nature of their training
programmes that were not borne out by actual outcomes.

32

This issue of a lack of evaluation on the part of management can be further
exemplified

through an examination of the link

between wages and training.

According to neoclassical model, training should improve productivity and this in turn
in
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research
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The
training and wages seems to represent another
model.
neoclassical
facet of managers' failure to evaluate their training programmes.

In the case of the UK library staff, there was no financial incentive to participate in
ICT training.

The specialist journals in this area have been vindicated in their

increasingly
important
during
1990s
become
the
that
and
computers
would
prediction
beyond (Jones and Sprague, 1999).

Furthermore, as front-line staff continued to

receive more ICT training, then the distinction

between their work and that of

1999).
become
blurred
(Lewis,
(chartered)
library
would
staff
more
professional
However, during the third round of the study (yet to be published), it emerged that the
(15/19)
interviewed
this
as
part
of
survey
were
mostly
on the top of their salary
staff
scale. By doing the ECDL training they would not get any extra salary, even though
(as seemed likely), their productivity would be affected beneficially.

There would

for
be
to
case
giving staff a one-off ex gratia payment (of the order of, say,
a
seem
£100) at the end of the course, as recognition of a successful completion of all of the
seven tests covering the different modules. This would act as some sort of incentive;
during the third round of interviews several staff suggested that they might well not
do the tests associated with the ECDL modules (although they would be prepared to
do the training).

The evidence from these three case studies is inconsistent with the neoclassical model
in general and the work of Becker, in particular. The neoclassical model is predicated
on the basis that employers can measure the productivity of workers and reward them
accordingly (during and after training); the evidence from this research suggests that
management did not even attempt to measure productivity in any systematic fashion
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in two of the case studies surveyed (i. e. British Gas and the library service). The one
industry that did link training (and by implication,

productivity)

to wages was

football
here
by
English
Trainees
the
clubs.
were assessedon a number
represented
of practical points every week and the responses to questions 5a and 5b of the second
round of that study are interesting (Monk, 2001a). Here it is evident that trainees
were aware of their deficiencies as players; they had been encouraged to analyse their
game in some detail and think about specific ploys that could be used to improve
aspects of their game. Moreover, during the pilot study for that research, one explayer showed his logbook that was completed every few weeks by the coaching staff
at the club concerned. It was significant that what should have been a chance for him
to reflect on his development was instead used by the coaching staff to suggest
specific ways that his game should be improved; the trainee concerned then merely
signed the logbook every week (Monk and Russell, 2000). One could argue that there
at least been some attempt by management to assessgains in productivity arising out
of the training programme.

It is also significant that football clubs had felt it

necessary to reward promising players to a much greater extent than other trainees, as
early as the start of the second round of the Scholarship scheme. The evidence from
this study indicates that there was some attempt to link productivity to wages. By
contrast, there was no support for the Becker proposition that general training would
be linked to low wages paid to the trainees of British Gas. Graduate trainees here
were paid £1000 above the median graduate starting salary (Monk, 1997).

The

evidence from the football industry was consistent with Becker's work; here, trainees
paid for general training by accepting an imputed loss of earnings of the order of £100
per week, (Monk, 2001a).

The fact that the football study yielded different results, in this respect, compared to
the other two industries is worthy of comment. One possible explanation is that in
football there is more of an approximation to the neoclassical model of the labour
market than the other two industries. There are 92 professional football clubs in the
English League and many young people who wish to be considered as apprentices
(Bradley, 1997). In short, there are many buyers and sellers in this particular labour
market. Moreover, transactions costs (i. e. the cost of going to, or leaving a market)
are low; football clubs rely on a system of scouting in which there is a great deal of
producer subsidy in that scouts do not get paid a routine wage for their services.
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Instead, they get an ex gratia payment of £100-200 per trainee, who is "signed up",
and typically scouts get perhaps one or two such signings per season (Monk, 2000b).
Finally, there is an emphasis on "exit" rather than "voice" to resolve difficulties that
the clubs (or footballers) may feel that they have, in the case of a continued contract.
The players' voice is collectively felt through the PFA (Professional Footballers'
Association), which acts as a quasi trade union but which has historically proved itself
to be relatively weak (Schindler, 2001). (The more prestigious clubs, playing in the
Premier League will

typically have established players' interests represented by

individual agents.) The market for apprentice footballers is one in which institutional
factors (such as trade union voice or transactions costs) are much more muted and as
such, it does conform to the sort of competitive labour market that exists within the
neoclassical paradigm.

3.2 Poaching is a Potential Rather than an Actual Problem
The results of this research confirm Shackleton's (1992) suspicion that poaching is a
potential problem, but not a source of actual difficulties

for employers.

In two of

these industries (British Gas and the public library service), employees were much
more likely to apply within an internal labour market than outside the organisation. In
the case of the public library service, it was significant that in both countries (the UK
and Finland) considerable ICT training had been given to employees, but both cohorts
were remarkably stable. In the second round of that study, it emerged that only one of
both groups (i. e. 1/38 employees) had even applied for an external job (Monk, 2001c).
Instead, when public librarians in both countries did apply for jobs, they did so with
their existing employer and even then such applications were limited; for example, in
the second round of that study, only 2 British employees and one Finnish librarian had
applied for internal jobs.

A similar picture emerged at British Gas, with its graduate trainees. The results from
this study indicate that nine employees left British Gas (over a three year period) from
the cohort of 30 trainees who were tracked; of these, seven left for better jobs and two
left for personal reasons (one to get married and one to travel around the world).
However, the majority (21/30) stayed with the company and (with two exceptions)
were promoted to posts with enhanced salaries, which suggests that the internal labour
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market was more important as a source of advancement than more general
occupational labour markets. At the end of the second and third round of that study, it
emerged that less than half of those being tracked had made external job applications;
in the second round 11/28 trainees had made external applications, compared with
9/21 in the following round (Monk, 1997). Moreover, the rate of internal applications
matched the rate of external applications; in the second round, 13/28 employees made
internal applications, compared to 7/21 in the following year. It seems tempting to
conclude that the fact that these graduates were aspiring to chartered professional
status was itself significant.

In a sense, the signals that were well received within

British Gas' own ILM were the same signals that employers in a wider OLM were
in.
interested
also

However, it was also significant that during the course of one

interview with a Senior Training Manager (held in December, 1996, at West Midlands
Gas HQ), a senior representative of the company argued that poaching did not deter
British Gas from providing training, at any level. Indeed, one source in the relevant
literature (Pike, 1992) has suggested that the half-life of a group of graduate trainees
is five years; furthermore, this figure does not seem to vary in times of economic
recession, which seems counter-intuitive.

This estimate would suggest that the

tracked group of 30 graduates who joined the GDP (as part of a larger cohort) in 1993
would be reduced to a group of 15 by 1998, anyway. These graduates were typically
in their 20s and were unmarried (with two exceptions) at the start of the survey, and
thus we would expect a significant degree of movement out of the company. What
this survey also revealed was that whereas the graduates earned approximately £1000
above the median rate for graduate trainees at the start of their training, they were
comparatively poorly paid at the end of that two-year programme (Monk, 1998).
During interviews with these graduates, it became increasingly clear that they were
aware of this discrepancy and so, once again, we might expect that at least some of
them would be prepared to make external applications (Monk, 1998; 2001c).

Again though, it appeared that football was an exception, rather than following the
trend set by the other two industries featured in this research. During an interview

held in July with one of the clubs, it was evident that scoutsfrom other clubs were not
to be allowed to be present during youth games. Moorhouse (1998) inter alia has
made the point that there is a growing gulf between a few relatively rich clubs in the
premier division of the English League and the rest of the professional clubs in that
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industry.

Smaller clubs rely on the income generated by the sale of promising
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United and this revenue (£1 million)

was far more than the entire season's gate

receipts, from an average home crowd of 1800 (Monk and Russell, 2000).

In such a context, it is hardly surprising that clubs would be concerned about the
unwanted attentions of representatives from other clubs. The problem here surrounds
the concept of a reasonable price, especially as players are often encouraged to move
before the donor club has agreed a price with the one responsible for poaching. In
effect, the award that is suggested by the arbitration service is a shadow price. To
exemplify this point it is worth considering a particular case that arose during this
by
Albion
defender
Brighton
Hove
featured
to
that
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and
research
a promising
Aston Villa (Guardian, 1998). Brighton complained bitterly about the sum paid to
them by Aston Villa

and so went to arbitration.
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was virtually
an employer to "tie" an employee to their services, after general training had been
given, and as such, the employee could take their (enhanced) services elsewhere. The
employer thus had no effective means of ensuring that they would get a return on
general training. In this context, it is interesting to note that one of the results of the
Bosman ruling (of 1998) was that clubs could expect a transfer fee for an apprentice
that they had trained, up until the point where he was aged 24.

One might have

expected that very good young players might have resented this ruling, since they
were tied to their existing club, and any club interested in employing them would
have to pay a fee.

Several representatives of clubs interviewed in this research

suggested that there might well be a challenge to this ruling, in that young gifted
players might have argued that they were good players simply because of their innate
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talent.

Young players at the three clubs were therefore asked to say (on a Likert

scale) whether they thought that their skills were innate, or the product of training at
the club.

Broadly speaking, the survey carried out suggested that a significant

proportion (up to half) of their skills (and hence commercial evaluation) were
developed by their employer's training (Monk, 2000b).

The key to understanding the disparity between the results from the football research
and those from the other two industries once again lies in the nature of the relevant
labour markets.
limited duration.

In the football industry, employment contracts were (and are) of
Once past his apprenticeship, a player could typically expect a

contract of a few years; indeed, a contract of 5 years would be a relatively long-term
one. Moreover, the Bosman ruling of 1998 significantly increased the importance of
exit in football's labour market. Prior to that ruling, football clubs that did not want to
let a player go would insist on an inflated transfer fee,
even if the player concerned
was coming to the end of an existing contract. Schindler (2001) illustrates this with
reference to a player called Summerbee, who was kept at Preston North End in the
1930s and 1940s with only three first team appearances, by
such means. The Bosman
ruling meant that players who were at the end of an existing contract had to be
allowed to transfer to other clubs (if they so wished), without those clubs having to
pay a transfer fee.

One also has to remember that an apprentice who was about to embark on a career as
a professional footballer would typically be aged 19 and would not have significant
geographical ties, such a marriage or his own children to consider. Furthermore, these
young men would also be aware that their career as a footballer would be brief.
lucky outfield player might last until their mid 30s (Schindler, 2001).

A

In the past

decade, British clubs have proved themselves increasingly willing to purchase foreign
players (Atkinson and Milner, 1998). Indeed, the purchase and sale of these foreign
players is now so important that it forms a separate item on the country's balance of
payments.

If one puts all of the characteristics described above together, it seems that the market
for football players is again much closer to the neoclassical model of a labour market
than would be the case for the other two industries. For institutional reasons,
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research would suggest otherwise.

However, one must be careful not to exaggerate.

The chairman of Brighton and Hove Albion complained that poaching might well
deter clubs from providing training for young players in the future (Guardian, 1998).
As yet, none of the 92 clubs in the English League has withdrawn from the Modern
Apprenticeship (or Youth Training) programme. In that sense, one might suggest that
although poaching is a problem in football, it is not so serious as to dissuade clubs
from recruiting and training apprentices; even with the subsidy referred to earlier,
half
for
have
to
of the costs associated with this activity.
approximately
still
pay
clubs
Certainly this evidence generally (including that which has been collected from the
football industry) leads one to support Shackleton (1992) rather than Rajan (1988);
the latter suggested that employers would be dissuaded from providing training,
because of the poaching issue.

3.3 The Importance of Exogenous Forces as a Key Driver in Terms of Training
Provision

What employers from these three industries seemed to have in common was a
realisation that training would have to change in response to exogenous events. Three

sourcesof such exogenouschangeare consideredbelow.
In the case of British Gas, it was quite clear that there were important changes in
product market conditions that had a knock-on effect in the labour market in general
and upon training in particular (Ferner and Colling, 1991). In 1994, the then Chief
Executive Officer of the company (Cedric Brown) was able to boast that 1986 had
witnessed "the privatisation that never was", in the case of British Gas (Monk,
2000a). He meant that for the rest of the 1980s, company policy did not dramatically
change, mainly because it still held a powerful monopoly in the product market for
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£1469 million;

However, after 1991 the Littlechild

formula (RPI-x) was applied where RPI (the

Retail Price Index) represented the level of inflation and x was a variable figure set at
4-5% per annum in the case of the gas industry.

The important point about the

Littlechild formula was that it prevented British Gas being able to increase its prices
even in line with inflation.

Faced with this prospect (of falling real revenues), the company accepted that it would
have to radically

alter its existing human resource strategy.

Moreover,

the

Monopolies and Mergers Commission report of 1993 was the largest report into a
single company (stretching over two volumes) and was extremely critical of the
formula
Littlechild
be
The
thought of as
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company's continued monopoly power.
face
form
but
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the
to
the prospect of
company
quasi-competition
was
of
after
a
renewed attempts to attack its monopoly position, especially in terms of the provision
of gas to domestic households.

Two of British Gas' senior training officers (Whitley

and Martin,

1995) freely

conceded that these developments in the product market had a significant effect on
training policy.

Henceforth, training budgets were not to be depleted (which might

have been one response), but there was to be a renewed effort to make sure that
training budgets were spent with a view to getting value for money.

Whitley and

Martin thought that the emphasis on devolved training centres, together with a vastly
increased use of open and distance learning materials would henceforth be a rational
strategy under such changed conditions. In fact, although the majority (17/30) of the
graduates who were tracked in this survey had used open/distance learning materials,
during their training period, only a handful (6) found them useful. Similarly, Whitley
and Martin's optimistic view of the new training policies to be adopted were at odds
with the observed willingness of graduate employees to follow the same strategies
(Monk, 2000c). A surprisingly large proportion (12/30) of the graduates surveyed did
not

pursue

continuing

professional

development
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in this particular case, it is true that football clubs recruited large numbers of
apprentices and the vast majority

of those would

never become professional

footballers, as a representative of the PFA admitted in an interview held in July, 1998.
In other words, a subsidised recruitment policy that was rational to adopt on the part
of the clubs may well have been deemed less rational on the part of the apprentices
themselves, given their slender chances of becoming professional footballers.

The

three clubs featured in this research recruited an average of 18 apprentices per year
YT
Modern
to
the
the
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scheme,
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scheme (Rothmans Yearbook, various years).
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half
would
get
of the costs associated with the recruitment and training
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that
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the three year period. In fact, clubs could recruit more than 18 apprentices, if they so
chose to do but tellingly, none of the clubs featured here did that. In short, football
clubs were under pressure to change training programmes because of the changes to
external funding arrangements (via the PFA) with which they were faced (Monk and
Russell, 2000).

UK governments of the 1990s (whether Conservative or Labour)

were no longer willing to fund Youth Training schemes as generously as before and in
the meantime, clubs found that they could get half of the costs of recruiting and
training apprentices reimbursed through the PFA, provided that they adhered to the
six per year rule associated with the Scholarship scheme. In return for this subsidy,
clubs had to accept that apprentices were entitled to two full days at a college (doing
off-the-job training), rather than the two half days associated with the former Youth
Training scheme (Monk and Russell, 2000).
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In the case of the libraries, changing technology was the key driving force behind the
new training programme associated with the New Library project (Monk, 2001d).
The LIC documentation of 1997 and 1998 was quite clear that all 27,000 staff in
public libraries were to become sufficiently

computer literate so as to provide

guidance to those members of the public who needed assistance. Under this New
Library scheme, £20 million

of public money was set aside specifically for the

purpose of training both professional and front-line staff (to use LIC terminology) up
to ECDL (European Computer Driving Licence) standard, by the year 2002. In fact,
the LIC had (like the Economist journal before it in 1992), compared the UK's
education and training provision to other countries, and found it to be a source of
concern (LIC, 1998). The problem was (and is) that unless we are careful in this
country, then we will be left with a relatively under-trained workforce that is unable
to compete with other countries. As Finegold (1990; 1993) has suggested, the danger
is that the British workforce becomes trapped in a low skill/low wage equilibrium.

The LIC were adamant that public libraries in the UK were to be involved in making
online information available to the general public (LIC, 1998).

In doing so, the

intention was that the 57% of the population belonging to a library would also be
find
to
ways of retrieving and storing electronically-held
encouraged

data. In this

be
can
analogy
made with the Community Access Centres of the USA
an
respect,
(Monk, 2001b).

The CACs were to include schools and youth-clubs, as well as

libraries; the American authorities were concerned that as many people as possible
could be exposed to the information revolution.

3.4 Trade Unions do not Usually Negotiate about Training
All three of the industries surveyed here had union (or quasi-union) representation
available for the employees concerned. In the case of British Gas, it is noticeable that

there was no mention of trade union involvement in drawing up the Graduate
Development Programmes (British Gas, 1993; 1994). Indeed, the union acting for
white collar workers (UNISION)

drew up its own (somewhat uncritical) guide to

those open/distance learning courses provided by management (Monk, 2000a).
However, at no time was it suggested that trade unions should negotiate with
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In the UK and Finland, it was evident that trade union representatives received
training on matters such as safety legislation (as Wright and Spaven suggest, 1999, for
British trade union officials).

This is, of course, different from suggesting that trade

union officials are involved in negotiations concerning the quality or quantity of
training

offered to employees generally.

The comparison with

Finland

also

demonstrated how research questions that would prompt an unambiguous reply in
Britain were far less clear-cut elsewhere. In the first round of the study, workers were
asked if they were in a trade union (Monk, 2000d). In the UK, it was quite clear that
respondents would be expected to give a simple yes or no, in answer to that question.
When the question was put to Finnish workers, one woman answered that in some
ways she was, but that in other ways, she was not. In that country, a worker can opt
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to pay roughly 50% of normal membership fees, as a form of insurance against the
possibility of being unemployed. If these workers were then without a job, then the
level of benefit that they received was approximately twice what it would have been,
with no trade union involvement at all. For the purposes of this research, this person
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The footballers in this research had two possibilities of exercising voice, although
neither of these was via a trade union.
represent them in individual

The first possibility was to let an agent

negotiations with football

clubs.

Although

much

publicity has been given to the role of these agents, it is comparatively rare to see
players at this level (below the Premier League) with an agent. Of the 22 young
players tracked in this survey, only three had an agent (Monk, 2001a).

By contrast, all professional football players are entitled to representation by the
Professional Footballers' Association.

This body is not a member of the TUC but

does act as a quasi-union in that it represents the collective interests of a particular
group of workers.

Schindler (2001) criticises the PFA for being weak; he suggests

that they have not done much to raise the level of pay or improve working conditions
for the mass of professional footballers in the twentieth century. He explains this by
saying that the problem that the PFA have is that so many British young men want to
be professional footballers.

In effect, they are willing

to work for less than their

transfer earnings precisely because they love playing the game so much. Employers
are able to exploit this willingness and that is why the vast majority of professional
footballers (outside the Premier League) are paid such low wages and tolerate such
job insecurity. Certainly, the largest share of the cost associated with the training of
apprentices was borne by the individuals themselves, in terms of foregone wages. In
the first year of the Scholarship scheme, these young players were given an allowance
of £55-65 per week and thereby forfeited at least another £100/week, even assuming
that they were only able to get unskilled labouring work (Monk, 2001a).

However, of the three industries surveyed, the football case study did at least indicate
the presence of a quasi-trade union body able and willing to negotiate on behalf of its
members, in a bid to improve training provision.
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The adoption of the Scholarship
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They were hoping to improve the chances of young

trainees getting to be professional footballers and this would explain the funding
arrangements discussed in section 3.3.
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evidence of collective bargaining over training but it is important to put this finding
into perspective. Firstly, a key aim of the new scheme (from the PFA's point of view)
was to increase the job prospects of the apprentices, both inside football and in the
wider labour market. They wanted both to improve the chances that young trainees
did become footballers and if that was not possible, they wanted to provide the
trainees with a wide a range of qualifications, to help them find an alternative job. In
fact, a third (7/22) of those tracked were offered contracts after their apprenticeship
had finished, but that does not seem a very significant improvement on the previous
odds. Secondly, the PFA had suggested that boys should be given a wider choice of
courses to study than was previously the case under the old YT scheme, which
concentrated on GNVQ vocational courses in Leisure Management.

However, the

eight trainees at one club were all told to study for the GNVQ course, because this
was deemed to be the most convenient option (from the clubs' perspective).

The

evidence from GCSE results suggested that at least three of these eight trainees could
have benefited from a more academic course of study. Indeed, out of the 22 trainees
in this survey, only two did A levels, despite the fact that eight of them (across the
three clubs) had seven or more GCSEs at C grade or above.
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CHAPTER FOUR: CONCLUSION

This thesis set out to examine the rationality of investment decisions associated with
training.

Research was conducted that was based on longitudinal studies in three

different industries.

In each of the studies primary data was collected, and this

be
has
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shown
regarded as
programme
results
which
can
research
significant.

In particular, the use of using longitudinal studies has meant that the

phenomenon of post entry screening could be examined in some detail. Furthermore,
the evidence presented has been shaped by a desire to locate the material within an
appropriate theoretical and policy context.

What the 10 papers presented here have demonstrated is that additional attention
needs to be paid (at a micro level) to the management of multi-million

pound training

schemes. Whilst policy makers at a macro level might wish for a more skilled
workforce,

the results

from

this

research programme

have highlighted

the

inefficiencies that can (and do) result from a lack of adequate evaluation.

Without doubt at a theoretical level, these results are more consistent with what
Adnett (1989) calls an institutional

or structural paradigm, as opposed to its

neoclassical rival. Thus, in both British Gas and the public library service, managers
were content to allow information gained within a given institutional setting to act as a
guide to promotion, as opposed to searching more widely in an external labour
market. Again, for their part, employees were more likely to search for other jobs
within a given organisation.

Thus, very few librarians (in either of the countries

featured) made external job applications; the few job changes that did occur tended to
be within the relevant library service (Monk, 2001c). In the case of British Gas, only
nine employees had left the company; by contrast, 19/21 had gained internal
promotion in the time that they were followed (Monk, 1998). This emphasis on
internal labour markets is entirely consistent with Doeringer and Piore's work and that
of other writers such as Blaug (1993), who have emphasised the importance of
institutional settings, in the context of employment decisions.

By contrast, Becker's (1962) work implied that some attempt would be made by
firms to analyse the costs and benefits of training projects in monetary terms. This
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research has shown that managers or policy makers about to embark on important
training

initiatives

invariably

underestimated the difficulties

that they would

encounter on such schemes. In two cases, very little attempt at all was made to
evaluate the results of multi-million

pound training schemes. The football industry

was something of an exception here, in that trainees were required to meet a member
of the coaching staff every week and analyse what aspects of their game had
improved, as a result of training. This industry was also exceptional in that a much
closer tie existed between earnings and productivity.

The second point to be brought out by this programme of research concerns the issue
of poaching. Given the importance of internal (rather than external) labour markets, it
is not surprising that this research programme has demonstrated that poaching should
not deter employees from providing training.

The evidence presented here supports

the work of Shackleton (1992) who argues that it is more of a potential rather than
actual problem. In the case of British Gas and the library industry, employees made
few external applications. In the case of the football industry, poaching was more of a
problem. Young players could be persuaded to go to another club for higher wages
and better prospects and clubs regarded this as a very real danger. Even here though,
it was quite apparent that all 92 professional football clubs were continuing to take
part in subsidised training schemes; they were not dissuaded from this activity by the
threat of poaching.

The fact that the football industry was different from the other two industries with
regard to both of these points is interesting and worth further comment. In chapter
three the evidence presented suggested that football

better approximates the

neoclassical labour market model than the other two industries. The library industry
for non-specialist services (in both Finland and the UK) is dominated by the
public
sector and the relevant industrial relations structures reflect this fact. Similarly,
British Gas used to be a nationalised industry until 1986
and its internal labour market
conditions continued to reflect its public sector background some years after that
(Ferner and Colling, 1991). This contrasts
with the market conditions that prevail in
the football industry, where there are large numbers of private economic agents,
acting as buyers or sellers in the relevant labour market. The English League has 92
professional clubs which act as buyers of trainees' services and thousands of young
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men who wish to be considered as sellers of that same service. This research concurs
with the work of Rutherford (2000) who also describes the football industry as having
an atypical set of characteristics, in its labour market.

Thirdly, football clubs also proved to be an exception in terms of union (or quasiunion) involvement in the design of training courses. The PFA (as a quasi-union) was
responsible for drawing up the Scholarship scheme and persuading 2/3rds of the
English clubs to introduce that scheme in 1998 (the remaining clubs continued to run
the Youth Training programme). This contrasts with the absence of involvement by
the relevant white-collar union (UNISION) in the other two industries, in terms of
designing training courses.

Similarly,

although union density was high amongst

Finnish librarians, the unions involved there also conformed to the pattern evinced by
the British cohort.

The fourth finding concerned the impact of exogenous factors; this research set out to
assess the importance of such forces as a key driver in the provision of training.
Evidence presented in this study found that exogenous factors did act as a key driver
in all three of the industries featured and, inevitably,

a change in funding

(or
revenue) was a central element here. Thus, for British Gas the
arrangements
imposition of the Littlechild

formula from 1991 meant that profits were adversely

in
led
this
turn
to changes in its human resource policies, as Ferner and
and
affected
Colling (1991) have also reported.

Although senior management officers (such as

Whitley and Martin, 1995) were optimistic that new devolved training policies would
be successful, this assertion was not found to be substantiated by the results presented
in this thesis. In the case of the library service, the LIC (1997; 1998) had highlighted
the importance of training with respect to developments in computer technology and
thus £20 million

was provided by the government to enable the country's 27,000

library staff to achieve computer literacy training at a level indicated by the ECDL. In
the case of the football industry, the PFA had expressed a concern about the attrition
rate of apprentice footballers and also about their poor prospects in the general labour
market.

They had, therefore, suggested changes to the recruitment and training of

apprentices and this in turn meant that significant changes had occurred after 1998.
For their part, the professional clubs involved were
prepared to accept the changes
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from
for
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subsidy available
qualify
suggested, order that they could

the PFA.
It is worth considering some directions for future research, especially using the
how
indicated
Shah
(1985)
in
this
research
programme.
methodology outlined
important disaggregated analysis was, in terms of screening at the pre-entry level of
employment.

Much the same could be said of post-entry screening; much of the

been
done
in
has
has
America
that
concentrated on preand
exists
work
empirical
(2000)
Rutherford
To
this
explain
emphasis on pre-entry screening,
entry screening.
has argued that conventional labour market research is dominated by an examination
As
(conventional)
labour
in
large
data
external
markets.
collected
sets,
of secondary,
a result, issues relating

to managers' behaviour

concerning

decisions about

have
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The
training
under-researched.
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and
within
recruitment
internal
labour
help
data
to explain
to
the
of
an
market
workings
of
relating
paucity
importance.
here
the
such
are
of
results presented
why

It would be interesting to

compare the results of similar research with the findings presented here. For example,
several British firms in retailing (such as Boots) are currently using considerable
be
front
line
it
for
to
training
variety
of
would
provide
a
wide
staff;
resources
from
"inside" such organisations.
the
training,
examining
results
of such
worthwhile

It would also be useful if the relevant research could be done on a comparative basis.
Other authors (e.g. Williams,

1992; Shackleton and Walsh, 1995) have argued that

likely
is
to be very important in the context of the economics of
research
comparative
education/training.

The British Council is currently spending millions

providing "know-how"

of pounds

training for managers from central and eastern European

countries. Again, one suspects that there could be a disparity between the micro and
macro perceptions of such courses. Research from other countries might well provide
some useful clues in terms of examining and overcoming the problem that managers
(as economic agents) need to be trusted to follow

the policies drawn up by

government ministers or directors of a firm (acting as principals).

This research programme has demonstrated the importance of getting inside
organisations and undertaking research of a longitudinal nature. Hanusheck (1992)
has indicated that longitudinal research in the economics of education is problematic
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but can yield interesting results. It certainly seems that to test for the existence of
post-entry screening, longitudinal studies within an organisation are essential. Within
the area subsumed by the economics of training, there is a paucity of empirical
evidence; this disaggregated longitudinal study has made an important contribution.
It has demonstrated without

doubt that organisations need to monitor training

programmes more cogently.
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How do graduates
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transmit

desired signals in the

Des Monk

Senior Lecturer, University of Central Lancashire, Preston, UK

There is a paucity of evidence
to explain exactly why those
who are highly-qualified are
paid above average wages.
Although both human capital
and signalling/screening
theories seek to explain this
trend, conclusive empirical
evidence has proved elusive.
This longitudinal study looks
at post-entry signalling made
by a number of graduates
embarking on a career within
the internal labour market of
a large (UK) petrochemical
company. People who used
their own time to study for
membership of a professional
body while simultaneously
doing their full-time job,
obtained significantly more
promotion than their contemporaries. The UK Government's attempts to encourage
workers to use the NVQ route
to qualification were largely
Ignored as a signalling
device. The results of the
study were more consistent
with screening theory than
the human capital model, but
more research needs to be
done.
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Introduction
The link between higher wages and higher
qualifications is a commonly cited observation across a number of countries (The Econo.
mist, 1992;Netherlands Research Centre for
Education and the Labour Market. 1995).
Among many economists the real debate
concerns the causal explanation for this link.
Becker (1993) and the human capital/neoclassical school of thought would suggest that
more training increases productivity and
that is why employers are prepared to pay
higher wages. Becker's model implies that the
free market will always provide sufficient
training. His distinction between general and
firm-specific training is an important one;
strictly speaking, general training will raise
productivity equally across a number of
employers, whereas firm-specific training
will only raise productivity in the host firm.
Employees will pay for general training since
they are the beneficiaries who could, if they
so wished, transfer to another firm. This
payment is an imputed rather than direct one
and means that generally trained workers
would expect to receive a lower wage than
would otherwise be the case. Becker gave US
airforce pilots as an example of generally
trained workers whose skills were of interest
to other organisations (commercial airlines
in this case) and whose pay was low, given the
employees' abilities and qualifications. By
contrast, employers and employees will both
pay for firm-specific training. Any costs
incurred by the employer in the provision of
firm specific training will be subsequently
reimbursed in the post-training period, when
the employees' wages will be set at a rate
below the value of the marginal product.
From the employees' perspective, it will
remain true that the wage in the post-training
period will be higher than the wage associated with a job requiring no training.
Writing from a different perspective, Arrow
(1974) and others (e.g. Blaug, 1993)would
stress the institutional role of qualifications;
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they act as signalling devices in a world dominated by imperfect (and asymmetric) infor-
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in effect, signalling that they possesscertain
desirable characteristics, such as a capacity
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mation.

Those with

more qualifications

are.

for learning, that employers may well want.
While it is true that other quick sorting or
sifting devices are available to the employer
which would enable them to distinguish one
candidate from another, several of these
strategies such as screening on the basis of
gender or race are illegal. However, to sift
candidates on the basis of qualifications
gained is widely practised and legally permissible. Rational job-seekers realise this and
will use qualifications as a means of sending
out positive signals in the workplace. Thus,
those with the best qualifications get the best
choice of jobs in the labour market and are
generally, therefore, among the better paid.
One might hope that empirical evidence
could settle this particular academic debate.
However, in the UK especially, the evidence
that we have to support or contradict either
position is slender. Shah (1985)concluded that
there was some "tentative" evidence for preentry screening (i. e. signalling) in some occupations in the UK. By contrast in the USA,
Kroch and Sjoblom (1994)concluded that
their evidence supported the human capital
view rather than signalling but admitted that
the regression equation that they obtained
was far from perfectly consistent with all of
the observations that they collected in various sectors of the American workforce. Many
American authors (e.g. Jones and Jackson,
1990)seem to accept that there are huge
methodological difficulties in testing the
rival theories but would prefer to accept the
human capital view.
Partly because of such methodological
difficulties it remains true that there is a
paucity of evidence in this debate. As Atkinson (1983) acknowledges, it is very difficult to
"tease out" the factors that unambiguously
account for higher wages. Moreover. the
research described above tends to present a
"snapshot" picture at one point in time (as
Shah's (1985) did) or rely on big, aggregated
data sets (as with much of the American
research, including Kroch and Sjoblom
(1994)). All of the evidence thus far described
is concerned with pre-entry screening. One
might equally well suggest that screening (or
signalling) could apply on a post-entry basis,
in which case there is virtually no evidence
(available in the public domain) that is of a
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disaggregated, longitudinal nature. It is, of
course, precisely the latter type of data set
that would be needed to test the claims of
post-entry screening. The study described
here concerns the means by which graduates
in
labour
ILMs
(internal
signals
out
send
markets) and presents evidence of a disaggre"
gated nature, which enables one to gain a
picture of post-entry promotion.

Methodology

cerned. The processof physically tracking
the graduates was made easier by the fact
that most of them were kind enough to volunteer their home telephone number. In addition, the company ran its own internal e-mail
system that was, at least in principle, updated
when individuals changedjobs or location.
Nevertheless, tracking the individuals concerned was time-consuming and difficult.
The institutional

background
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addition to their normal entitlement of offthe-job training.
The company produced a manual for its
GDP, mainly intended as a guide for line managers. Graduates were to be encouraged to
become members of appropriate professional
bodies such as CIMA or the I. Mech. Eng. During the course of several interviews with
senior management it became abundantly
clear that the company was determined to
move away from a culture in which training
was purely equated with courses and so graduates were also encouraged to gather other
skills via mentors, or on-the-job training done
in a variety of locations and departments.
The initial (generous) salary was to be
augmented by £1,000every six months for the
two years of the GDP. in principle, provided
that graduates could demonstrate satisfactory progress, when they were given their
staff appraisal interviews. In fact, there was
some evidence of a principal-agent problem
in that line managers were often unwilling to
do these appraisal interviews and during the
graduates' GDP a third of such appraisals
were not conducted. By the end of their twoyear training period, all of the graduates still
with the company in 1995were earning in the
region of £19,000-20,000,given that they had
also accumulated cost of living raises
throughout this period.
Significant salary increases would only
occur thereafter with promotion to other
grades. In the event that graduates were not
promoted, they could still expect to gain
employment at a salary scale that had a maximum of E21,000.

whereas none of the other 12 graduates with
the company had managed to do so. It seemed
clear that in order to gain promotion, the
issue was not necessarily one of membership
per se; otherwise one might have expected
that at least some of those other joiners would
have gained promotion.
Instead, these results seemed more consistent with screening theory. The very fact of
using their own time to pursue professional
status was used as an indicator (or proxy
measure) of the graduates' ambition or dedication. This strategy, of sending out appropriate signals in an internal labour market, was
the factor considered to be important, rather
than any intrinsic knowledge gained as a
result of gaining membership of a professional body. Consequently, the majority of
these active joiners were promoted relatively
early in their careers with the company (i. e.
as soon as their GDP had finished they were
promoted to middle management posts).
By the autumn of 1996, there were 21 of the
original sample group of 30 graduates who
were "tracked" and still with the company
and, of these, two had failed to get any promotion. Both of these were not in the active joiners group, although one of them had professional status by virtue of a prior (MSc) qualification, that entitled them to automatic
membership. Conversely, by 1996,it emerged
that two graduates had received promotion in
two successive years (i. e. 1995and 1996).In
both cases, they were studying for professional membership. while working for the
company.

NVQs as an alternative
Promotion
membership

and the link to
of professional

bodies

By the end of the study, it was quite clear that
those who were willing to use their own time
to study for membership of a professional
body were the ones who were most likely to
gain promotion. In 1995,for example, 28 graduates were still with the company and of
those, ten gained promotion; these ten graduates were all "active joiners" (i. e. they were
applying for membership of a professional
body in their own time, as well as doing a fulltime job). In the study, a distinction between
active and other joiners was employed; the
other joiners had membership by virtue of
their PhD or previous qualification (such as
an MSc) and there were six of these other
joiners as well as six graduates who had not
made any attempt to join a professional institution, at all. In other words, of 16 active joiners in 1995,the majority (10/ 16) had gained
promotion at the end of their GDP scheme,
[3641

signal

Only seven of the 53 graduates who initially
completed the questionnaire expressed any
intention of getting their training accredited
via the NVQ route. In fact, none of these seven
completed the accreditation process, even
though the company had gained recognition
to assess NVQ applications in-house, up to
and including level four.
This finding is consistent with Shackleton
and Walsh (1995) who estimate that only 2 per
cent of the UK workforce have, or are working
towards, an NVQ qualification of any sort.
Moreover, this small take-up rate is skewed
towards the lower end of the NVQ scheme, i. e.
at levels one to three; take-up rates at levels
four and five are especially low.
Clearly then, the NVQ system as an
intended kitemark is suffering from such low
take-up rates that their validity is being
adversely affected. A potential method of
ensuring that training gains a wider recognition is being hampered by this problem. The
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graduates in this survey certainly did not
seemto want to their expend time and effort
gaining an NVQ award when professional
bodies were offering a much more valued
alternative. Indeed, the company's internal
literature recommended that graduates gain
professional status but there was no exhortation to get NVQ recognition for graduates.
Quits and recognition
company

outside

the

Of the nine graduates who had left the company by 1996,seven had gone because they
had obtained a better job and two had gone
for personal reasons. Of the latter group, one
graduate took voluntary redundancy in 1995
to travel around the world. The other individual quitting for personal reasons did so in
order to get married, having first taken voluntary redundancy.
The majority of leavers (7/9) left the company in order to take what they considered to
be a better job. All seven of these individuals
had membership of a professional body and
most of them (6/7) were active joiners; the
seventh individual already had such status by
virtue of his PhD qualification. By contrast,
all of the six graduates who had expressed no
interest in joining a professional body were
still with the company at the end of the study.
The clear inference is that, as one might
expect, managers outside of this company
were also interested in the sort of personal
traits implied by the ability and willingness
to simultaneously do a full-time job and study
on a part-time basis for membership of a
professional body. Those whb were unwilling
to join professional bodies were limiting
themselves to career prospects offered by one
ILM. Their colleagues were able to access
other jobs in wider occupational labour markets (OLMs), where such qualifications were
recognised.

The employer's desire for better
value from the money spent on
training
The company was genuinely committed to
training. Having spent some £40 million/year
on the direct costs of training alone in 1993
and 1994,it went on to spend £35 million in
1995on such direct costs. In short, there was
no evidence to suggest that the company's
training programme had been radically curtailed in recent years, even though profit
levels in the 1990swere consistently below
those achieved in the 1980s.During the second half of the 1980s,for example. the company's profits were always above £1,000 mil.

lion/year and yet after 1991it failed to
achieve this level of profit, even in nominal
terms.
However, during the 1990sthe company did
want to ensure that those resources that were
devoted to training would be used to better
effect (i. e. be used on a more cost-effective
basis). It would explain, for example, why the
company stopped supporting its employees
doing MBAs on a block-release basis. Such
general training was not thought to yield
sufficient benefit to the organisation and
would typically involve a direct expenditure
of several thousands of pounds as well as a
loss of "production" while the employee was
away from work. In this context, the decision
(taken in an internal 1991report) to axe the
company's scholarship system was interesting. Prior to 1991,the company had typically
sponsored 20-30A-level trainees per annum
during their time at university. These undergraduates were expected to do some work for
the company during vacation time and, in
return, received a payment of £8,000per
annum. Indeed, 17 of the 53 graduates who
were in this (1993) cohort and who replied to
the questionnaire mentioned at the start of
the article were themselves sponsored by the
company. Although the company sponsored
later cohorts of young people who went onto
graduate in 1994and 1995.none of these sponsored young people were offered jobs even
though 50 other (non-sponsored) graduates
were recruited in each of these years: it was
felt that the skills of the sponsored graduates
were not compatible with the requirements of
the organisation. Moreover, no new sponsorships were offered after 1992.
The graduates tracked in this study contained the last group of A-level trainees to feel
the joint benefits of sponsorship at university
and the offer of employment on graduation.
Whereas. in the past, the fact of being a company-sponsored graduate was sufficient to
arm the young worker with a satisfactory
signal to get a place on the graduate training
scheme, from 1994onwards this was no'
longer the case. Moreover. the 30 graduates
tracked in this study were trained in a culture that increasingly stressed the benefits of
studying for professional examinations in the
employees' time, because from the company's
perspective this was thought to be more costeffective. Although the company was prepared to pay for study materials and distance
learning packs, it was felt that a cost-effective
use of training budgets would entail graduates using their own time to study for professional examinations.
(365
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Conclusions
One has to accept that there are severe
methodological problems in a study such as
this. Perhaps most obvious among these difficulties is the fact that the data set is so small.
Clearly, if the data set were bigger, then one
might be more confident about the findings.
The fact that the company chose to recruit 70
graduates in 1993and that only 38 of these
subsequently agreed to be observed is something that has to be taken as a "given". It
remains true that a longitudinal study such
as this was conducted with the company's
approval and provided some data to test
against the rival predictions of the human
capital and screening theories.
The data collected was much more consis=
tent with screening/signalling
theory than
the neoclassical model ; the graduates concerned were more likely to gain promotion if
they demonstrated a willingness to combine a
job with study for membership of a professional body. Significantly, it seemed to be the
case that membership of a professional body
did not, per se, ensure promotion. Human
capital theory would suggest that other
things being equal, those with such a qualification gained on a pre-entry basis might
anticipate similar wages to those who gained
the qualification on a post-entry basis, but
this was not the case. On the other hand, the
company was willing to pay the £1,000 increments even if (as in one-third of the cases) no
appraisal interviews were conducted. Human
capital theory would suggest that the extra
payment would be conditional on some sort of
attempt by the company to ensure that there
was extra productivity. Finally, a key predic.
tion of Becker's work is that generally trained
employees would expect to receive low wages.
In this study, not only were the employees
concerned paid £1,000above the average graduate salary on entry, but their training was
undeniably of general interest. The majority
of those asked (45/53) agreed with the statement that their training was of interest to
other employers and, clearly, being professionally qualified is a means of making training appeal to other organisations.

From the graduates' perspective, it seemed
as though the Government's NVQ scheme
was largely ignored as a means of transmitting signals to indicate that they are ambitious and determined to succeed.Despite the
fact NVQ level 4 is intended (by the Government) to be equivalent to a degree-levelqualification and that levels is intended to be
regarded as of postgraduate standard, this
[3661

route was ignored by the graduates in this
study
Finally, it would seem that more research of
a disaggregated nature is needed. As Shah
(1985) has commented, one would clearly not
expect to see much by way of screening in the
self-employed sector of the workforce. Simi.
larly, it would be quite conceivable that some
workers (Shah gave scaffold-builders as an
example) might earn large sums of money
without being well qualified. Nevertheless.
many graduates do go into large companies
such as the one studied here and many of
them want to find some way of signalling
their ambition within the company's ILNI on
a post-entry basis. Alternatively they might
want to find some way of signalling their
ambition within a relevant occupational
labour market. We need to know more about
the manner in which such signals are sent
out (and received).
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New Training Methods: A Giant Leap of Faith?

Des Monk
Departmentof International Business,University of Central Lancashire, Preston, UK

1.

INTRODUCTION

It is quite clear that there has been a dramatic interest in the use of
flexible training methodsin the past 10-15years, in the UK. In particular, we
might considerthe following developments:
" the use of competencies;
" accreditationsystems;
" an increasedemphasison "in-house" expertise,such as mentoring;
learning
development
the
open/distance
programs;
of
"
flexibly.
has
be
delivered
This
desire
that
often
more
programs
"a general
"off-the-shelf'
"tailored"
than
that
courses.
rather
want
employers
meant
Sloman (1993) suggests that training is increasingly likely to play a
strategic role in the future of many organizations. However, he goes on to
to
by
be
headquarters
is
the
training
that
of such
provided
unlikely
say
such
organizations. Rather, it will be provided via flexible means that will include
the increasingly extensive use of open learning packages. Sloman and others
(e. g. Littlefield, 1994) would stress the fact that during the 1990s, computerbased packages are going to become an increasingly important means of
flexibility
in
both
Employers
terms
training.
want
of
provision and
providing
assessment. This means that a lot of training now has a more open-ended
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timeframe than it used to have; employees no longer have to attend a
particular courses on a particular day of the week or attend a particular
location in a specific month.

Two central questions are raise by this paper. Firstly, the issue of why
employers have sought to introduce new training methods is considered;
secondly, an attempt at evaluation is made. To examine the first question, a
distinction is made between push and pull factors. Although much of the
policy-led literature has emphasized positive (or pull) reasons for the
adoption of new training methods, the argument put forward in section six of
the paper is that there are several powerful push factors at work; certainly
that would appear to be the case in this case study. In other words,
employers are often under pressure to consider changes in training because
they are encountering more difficult circumstances in their product markets;
changes in labor market conditions have followed changes in product market
conditions.

Attempts at evaluation are fraught with difficulties and someof theseare
discussed in sections 8 and 12 of the paper. However, it is the major
contentionof this paper that there has beensomethingof a leap of faith, with
respectto the adoption of new training methods. We do not really know if
they are genuinely more efficient than traditional modes, even if senior
managementclaim that they are, as they did in this particular case(Whitley
& Martin, 1995).

2.

A FALSE DICHOTOMY?

Obviously, it is possible to draw an overly stark distinction between
"old" and "new" training methods. A distinction is made here for analytical
purposes. One has to recognize that in practice, organizations have had, and
will continue to have, a number of methods in use at any one time. Littlefield
(1994) for example, rightly argues that it is difficult to be precise about the
origins of open learning packages in the UK; one could suggest that they
were the predecessors of correspondence courses that have been in existence
for about a hundred years. However, it was the developments in computer
technology in the 1980s and 1990s that really made open learning packages
what they are today. Similarly, it is quite conceivable that a number of
organizations had paternalistic figures who were in effect, unofficial
mentors, in previous decades.

Whilst one recognizes such a danger, of drawing distinctions that are
overly stark, it does seemas though there is a consensusin the UK that there
has been a (desirable) shift away from lecture-based, traditional,
standardized,taught courses towards a new mentality that has emphasized
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flexibility and the responsibility that an autonomouslearner has for his/her
own development (Mumford, 1985; Saggers, 1994; Torrrington & Hall,
1995).

3.

HYPOTHESIS

There has been a shift towards new training methods in the past decade in
the past decade (or so). These methods have emphasized the need for
flexibility and autonomy. Whilst such methods may have some intrinsic
merit, they have frequently been adopted because employers have been faced
with increasingly hostile product market conditions. As yet, we do not know
whether they genuinely represent a more efficient use of those resources
which have been committed to training. So far in the UK, there has been a
great deal of optimism about these methods, and at least some of that
optimism seems to be misplaced.

4.

TWO CAVEATS

Firstly, UK employers' training budgets were generally not cut in the
1990s, despite difficult economic conditions (CBI, 1993; Saggers, 1994).
Instead,there was a shift in emphasissuch that a bigger proportion of costs
were shoulderedby the employee(DFE, 1992).
Secondly, it is very difficult to gauge the effectiveness of training
generally (Pickard, 1994) but that is especially so, given the open ended
nature of the assessmentproceduresassociatedwith new training methods.
Many of the modularized programs on offer, and many distance learning
packs, are considered attractive partly becausethere is a certain latitude
allowed regardingthe issueof studentassessment.Studentsoften can choose
when they will sit an examination, or be tested for their competencein a
particular area.The open endedtime frames associatedwith moderntraining
are, therefore, simultaneously an advantage to the trainee but an added
source of methodological difficulties. It may be that a trainee has not
undertakenany learning or assessment,for a long time in the context of a
researchproject, but choosesto say that they will return to the program at a
later date. However, traditiönal courseswere often examined at a particular
time and one could then seehow many of a given cohort had passedor failed
that test.
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WHY THE SHIFT: SOME "PULL" REASONS

As with many socio-economic phenomena, we might categorize the
reasonsfor the shift towards the new training methods under two headings,
i.e. positive (or "pull") reasons and negative (or "push") reasons. One
important positive factor to explain the advent of new training methods is
concernedwith the widespread adoption of competence-basedtraining. As
Torrington and Hall (1995) point out, the developmentof competencieshas
forced employersto think very clearly about exactly what knowledgeor core
skills are neededto do a job. Similarly, Armstrong (1995) and Fowler (1996)
have suggestedthat job evaluation schemesare now increasingly likely to be
amendedby including competenciesas a set of desirable characteristicsthat
a personmight bring to a job. In the past, it was thought that such evaluation
job,
designed
to
the
comparedto
one
worth
of
schemeswere simply
assess
another;as such,they were not designedto assessthe worth of one candidate
with respectto another. Now the UK has a framework of competence-based
learning (the NVQ scheme) that can be used to assist in a variety of
managementfunctions, such recruitment and job evaluation, that can also be
development.
identify
help
to
to
think
staff
about
used
existing skills and
Baron (1995) has also suggested that management should identify
competenciesas a meansof thinking about interview questions.Certainly in
the organization studied here (British Gas), senior managementwere quite
clear that internal promotion interviews in the mid-1990s would be
competence-based.In other words, the -developmentof competence-based
training has helped to bring training and general business objectives
together.
To explain the timing of the changes in training in the UK one could also
point to the development of a national framework of accreditation (the NVQ
system), that has only been in existence for about ten years (NCVQ, 1988).
Prior to that, employees may well have been doing. training that, potentially,
might have been accredited but had to accept that such training was
effectively firm specific, since it had not been graded according to the NVQ
system. Clearly, such a lack of accreditation would effect an employees'
motivation to do training especially in their own time. Government
the
departments such as
DFE (Department For Employment) were quick to
point out that accreditation schemes also make it more likely that employees
for
take
their own development, since they are now more
responsibility
will
likely to be able to take such training to other employers and have it
(DFE,
1992).
Whilst there may be some truth in this suggestion,
recognized
one has to add the caveat that such an assertion has yet to be tested
empirically; like much of the discussion on new training methods, it has yet
to be demonstrated in any rigorous way.
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This theme, of taking responsibility for one's own development, is
further taken up by two authors concerned with the training of nurses
(Thorne, 1991; Howard, 1993). In particular, Howard suggeststhat new
training methods emphasize the role of andragogy, rather than pedagogy.
Andragogy suggeststhat the learner is an autonomousadult who is able to
take charge of their own development; part of this process meansthat the
learneris able to "take stock" of their existing knowledge and then seewhere
they want to enhancetheir portfolio of skills, or competencies.This auditing
process is a useful exercise in itself, as the learner has to gather together
evidenceof their skills, regardlessof whether they were gained in a formal
setting (such as a classroom) or an informal setting (for example, in having
to learn about the demands of being a parent). Such a process, of
in
learner's
their development, has been hastened
the
role
emphasizing
becauseuniversities (especially the so-called "new universities in the UK)
have had to develop ways and means of assessing such portfolios of
evidence.Whilst a lot of work-basedtraining can be accreditedvia the NVQ
system,other competenciescan be assessedby admissionstutors, in the light
of their courserequirements.
Another characteristicof the new training methodsis that they permit the
learnerto learn at their own speed.Just as one of the attractions of the Open
University is that undergraduatecoursesare modularized and can be done
over a period of time, so it said that open learning programs are similarly
organized; people can learn at their own pace. Indeed, it is not only
CBI,
1993),
(such
the
usage
as
employers' organizationswho advocatesuch
but also the employees' representatives(such as the white-collar union
UNISON, 1993). As UNISON rightly say, people have different
different
different
to
they
times
absorb
are
able
and
also
commitments at
skills at different rates, so once again, having open learning programs is
deemedto be desirable but without any without any substantiveevidenceto
back up this assertion.
The final pull factor concerns the development of computer technology.
Littlefield (1994) suggests that it was only in the 1980s and 1990s that PCs
became substantially cheaper and much more widely available than
in
had
development
been,
decades.
Such
these
technology
until
a
computer
technology explains, he argues, the rapid development of the Open College
in the UK, who run courses in a fashion similar to the Open University, but
has
level.
is
learning
Their
lower
that
estimate
expanded
open
academic
at a
at a rate of 20% per annum, since 1987. Such orders of magnitude are
Whitley
increased
learning
that
take-up_
the
and
of
open
with
consistent
Martin (1995) envisaged within British Gas, during the 1990s.
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WHY THE SHIFT: SOME PUSH REASONS

However, one could also point to a number of push factors, to help to
explain the development of these new training methods that put the matter in
a different light. One critical factor to consider is the timing of such changes;
surely one might expect that the sort of desirable (or pull) factors listed
above would have been sought in previous decades. We therefore have to
examine those factors which have been particularly relevant to the 1980s and
1990s. In other words, another way of looking at the adoption of new
training methods is that UK employers were compelled to reappraise their
training strategies, with a view to getting a more efficient use of the
resources concerned.
If we consider the timing of these changes, it is striking that they are set
against a backdrop of rapid globalization, with its attendant implications for
increased competition in the product market place. Dunning (1996) points
out that for the UK, stocks of outward foreign investment amounted to only
14.5% of GDP in 1967, but by 1993 this had escalated to 26.9%. He also
suggests that this growth in globalization has been especially rapid since the
by
1980s;
0.8% per annum
FDI
whereas
world-wide
grew
mid
outflows only
between 1981-1985, they grew by 28.3 % per annum from 1986-1990 and
by 5.6% per annum, from 1991-1993. Similarly, Storey (1992) suggeststhat
began
organizations
a serious and concerted move towards more
many
flexible management strategies from the 1980s onwards because, inter alia,
they faced an increased threat from global competitors Prior to that date,
.
world trade may well have been growing but in the 1960s and 1970s, it was
not thought to be sufficiently important to instigate a swing towards HRM
strategies. Storey argues that the development of HRM in Britain is uneven
but that nevertheless, many employers are having to consider such a policy
shift because they face more threatening conditions in their product market
place. This has meant that employees now have to contend with more
flexible job descriptions, more flexible (and increasingly individualized)
contracts and it has meant that training strategies have had-to change. More
in
the UK are having to accept that they become
and more employers
learning companies, in Storey's analysis; in his short article he does not
explore this development in any depth but elsewhere (for example, Pedler et
at, 1989), the supposition is that learning companies have to adapt
themselves so that they are able to constantly learn new skills in order to
compete. Such learning is often done on a flexible basis, because product
by
demand
flexibility.
A
made
conditions
was
such
similar
point
market
Charles Munn at the EDINEB conference held in Edinburgh last year
(1997). The UK banking industry has had to adopt flexible (open) learning
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programsbecausethe industry is now much more competitive than it was in
the 1970sand earlier decades.
From the employees' perspective, it makes sense to accept these changes
because they are, in effect, "buying" an insurance policy. As employees they
have
done
in
training
to
the employers' time at a set time
well
want
might
each week, but they accept the decision to undertake flexible training even in
their own time, because they face the threat of losing their jobs if they refuse
an implicit contract whereby they do more than is spelt out in their formal
job contract (Manning, 1990). Clearly, there may well be both push and pull
factors at work at the same time, but it is striking that both the UK
government's publications (for example, the DFE 1992) and the
management/practitioner literature (such as the CBI, 1993) has been
noticeably enthusiastic about the alleged benefits of flexible training without
much supporting evidence. One could equally well explain such
developments by looking at push factors, in which case one might conclude
that management were compelled to change their training methods.
At least one reference in a management journal has accepted that product
market conditions prompted a change in training policy (Whitley & Martin,
1995). These authors were both senior training officers with British Gas and
they accepted that exogenous changes had prompted a revision of training
methods. In particular, they suggested that there was a need for more
devolution when it came to training provision, because senior management
had to accept that changed product market conditions warranted a less
centralized training policy. The following quotations give one a "feel" for
the sort of warm reception that was accorded to open learning:

"Open learning is not cheapbut it is certainly a cost-effective and flexible
medium."
"Currently around 16 per cent of our training is delivered through open
learning In three years time we expect that 80 per cent of our training
...
will be done through some form of open or flexible learning." (Whitley
& Martin, 1995).
Whitley and Martin suggested that a changed culture had necessitated a
new training policy that was much more devolved than had previously been
the case. This devolution had partly been bought about because the company
had undergone a far reaching business process reengineering program (see
section 7 below). The company had been reorganized along functional
(rather than regional ) lines and there were to be four major sections of the
company's actives in the UK; the most important of these was concerned
with the transmission of natural gas along a high pressure pipeline, Transco.
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An internal communication within Transco had this to say about new
training methods:
"New technology has made it possible for self-study material to be sent
through Transco's computer network ... The benefits to shippers and
Transco staff are the provision of immediate, up-to-date training- no
having to wait for classes large enough to justify running a course.
"
(British Gas,Transco, 1995)
What Whitley and Martin did not make explicit was the extent to which
the company had its profits severely curtailed in the 1990s. Of course, there
in
but
this case the different
to
are a number of ways
measure profit,
The
most common way to measure
well.
correlate
measures
reasonably
profit that was used within the company was after tax, and using a current
historical)
(rather
than
the
the
a
one. This
gas
used
of
value
of
estimate
drawn
in
1997,
the
were
accounts
when
procedure was slightly amended
up
on a historic-cost basis i. e. taking the value of the gas used at the time of
purchase rather than the end of the financial year. It is also worth noting that
1997 was the first year that completely separate accounts had been drawn up
for the two major wings of what was British Gas; from 1997 (see section 7
below) the transmission wing became a company called BG whilst the
,
trading arm became another organization called Centrica. In table 1, the
both
for
1997
the
of
of these new
represents
amalgam
of
profits
estimate
companies.
Table 1. British Gas's profits at nominal prices (in millions £)
Year 1987 1988 1989 1990 1991 1992 1993
846 -613
Profit 1067 1018 1065 1063 1469
Source:Annual Report (British Gas,various years)

1994
918

1995
607

1996 1997
-237 1251

The way that British Gas calculated its profits was itself a source of
controversy; the company had a vested interest in showing its monopoly rent
to be as low as possible. Critics pointed out that relations between the
frequently
its
(OFGAS)
strained (Weston,
were
regulator
organization and
1996) and the level of profits was an obvious source of tension. It was to the
company's advantage to show profits to be relatively low, as part of the
battle over recommended pricing levels set by the regulator. The fact that a
loss was recorded for 1993 was directly as a result of the company putting
aside some £1.6 billion for the purposes of reorganization. It intended to
if
(1994-1997)
those costs
three-year
that
over
a
and
money
period
spend
been
have
in
be
to
the
then
shown
surplus
would
years concerned,
a
were
recorded for 1993. Broadly speaking, however, one can accept that the profit
levels indicated reflect the extent to which the company enjoyed a
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Given
is
is
it
that
this
the
surplus.
case,
quite clear that
producer's
immediately after privatization (in 1986) the company still enjoyed a degree
of monopoly rent; profits were consistently above the £1000 level until
1991. Indeed, within the company there was a certain degree of complacency
implications
the
commercial
of privatization. The CEO (Cedric
regarding
Brown) referred in 1994, to " the privatization that never was", meaning that
the way that the company was run was very similar to the way that it had
been run prior to privatization, a point also made by Ferner and Colling
(1991). The important point here is that whilst they were a nationalized
industry (and shortly afterwards), British Gas enjoyed a degree of producer's
its
to
this
extended
provision of training, i. e. the company could
and
surplus
afford to offer general training to its employees in office hours. As product
market conditions tightened, the company sought to use more cost effective
training (i. e. adopt new training methods), as Whitley and Martin indicated.
In adopting this policy though, management within the company seemed to
have underestimated the pitfalls involved.

7.

THE INSTITUTIONAL

BACKGROUND

In order to understandevents in this study, it is necessaryto outline the
connectionbetween the product and labor markets and this in turn makes it
necessaryto briefly outline the institutional history of the organization.
Broadly speaking the 1980s were characterized by a limited degree of
change,whereasthe 1990swere characterizedby a need for a more radical
responseto rapid exogenouschange.
The UK Labor government established a number of nationalized
industries in the late 1940s; the Gas Board (the predecessorto British Gas)
was establishedin 1948. For the next four decadesit enjoyed a considerable
degree of market power; not only did British Gas enjoy pure monopoly
power in the UK domestic market, but it also enjoyed monopsonypower in
the factor market for natural gas, from the mid-1970s. Although the
organizationwas privatized in 1986,this did little to alter their market power
as the legislative provision for third party carriage was not realized in that
decade.
In the early 1990s the concern felt at the ex-nationalized industries'
market power resulted in the adoption of Professor Littlechild's RPI-x
formula in a number of cases.The formula was imposedon British Gas from
1991 onwards and is largely felt to have accountedfor the fact that profit
figures in the 1990s have not matched those of the 1980s (see section 6
above).Currently the trading wing of what was British Gas have to accept a
pricing policy that is gearedto an x figure of 4%. In real terms, of course,the
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cost of gasto the British householderhas been falling for most of the 1990s.
The equivalent figure for the transmissionwing is 2%.
In 1993, the company was the subject of the biggest single referenceto
the MMC, (the Monopolies and Mergers Commission, the UK's anti-trust
body). The Commission expressedrenewed concern that British Gas was,
simultaneously, an organization responsible for the transmission of gas
around the UK, and one of a number of actual (and intended) shippers,
responsiblefor selling gas direct to industrial and domestic consumers.By
the early 1990s,the company's monopoly position had been breachedin the
industrial market but not in the domestic market for Britain's 18 million
households.The company was to make arrangementsto ensure that there
would be competition in its core market, by publishing the prices that it
would charge to consumersin advanceand by splitting up the organization
in order to preventcross subsidy, in particular to prevent a situation whereby
the transmissionwing subsidizedthe trading wing. The company announced
plans whereby it would shed a third of its workforce, some 25,000
employees,over a five year period.
In 1994,the company startedthe businessprocessreengineeringthat was
necessaryas a prelude to the increasedcompetition that it was likely to feel
in its core (UK) market, the market for natural gas, sold to the nation's 18
million households.The organization abandonedits 12 regional centers,in
favor of four functional units; of those, the most important were the
transmissionwing (Transco) and the trading wing. The monopoly power of
Transco was confirmed by the Gas Act of 1995; only Transco was able to
legitimately transmit gas along pipelines in the UK to customers.By the
following year (1996), it was quite clear that a number of competitorswere
interested in entering the domestic trading, market, as several independent
shippers began to supply householdsin the south-west of the country in a
pilot schemethat has since beenextendedto the whole of the UK.
Two major events occurred in 1997. Firstly, in February the transmission
wing (now called BG) became a completely separate company with its own
stock market listing, distinct from the trading wing (now called Centrica).
Secondly, the hostility between the industry and its regulators continued with
yet another reference to the MMC; this time, the problem centered on the
pricing strategy that the transmission wing was to be allowed. The MMC
confirmed OFGAS's (the industry watchdog's) suggestion that the prices
charged by BG to the shippers should be pegged at RPI-2% for five years
with a one-off fall of 21% that was imposed from October of that year.
The important point to be made in this section is that the exogenous
changes faced by British Gas especially in the 1990s, brought about changes
to their HRM policy. Arrangements for the provision of training within the
company's internal labor market were critically
affected by the
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intrusive)
in
(increasingly
The
regulatory
argument
government's
-policy.
this paper is that senior management may well have thought that their
strategy representeda rational responseto such exogenouschange,but they
difficulties
have
the
to
underestimated
of using modern training
seemed
methods.

8.

METHODOLOGY: BRITISH GAS AS A CASE
STUDY

To test the hypothesis outlined in section 3 it was felt that a case study
be
appropriate. Of course, there are obvious problems
methodology would
is
approach;
one
such
an
never sure whether the results are genuinely
with
applicable, or not. At the very least, one can be sure that as a single entity,
British Gas was one of the UK's key industries and therefore an important
institution in its own right. It has been the biggest of the UK's (wellin
had
It
90,000
privatization
ventures.
also
some
employees
publicized)
1986 (at the time of privatization), which made it one of the top ten
employers. Moreover, like a number of other companies in the UK, it felt
that the UK market was becoming increasingly saturatedby the late 1980s
its
like
Again,
to
thus
abroad.
sought
extend
activities
many other
and
companiesit sought to delayer its managementstructure in the 1990s;from
having 14 different white collar grades in 1986, its successors(BG and
Centrica) now have 10 such grades. Finally, like a number of companies
(Saggers,1994; King, 1993) British Gas did not reduce its training budgets
in the 1990s;instead,it sought to alter the distribution of costs and put more
(indirect)
in
bearing
the
training
terms of
costs
on
of
employees
emphasis
,
using their own time. In short, there are a number of reasonsto supposethat
British Gas representedan important case study that was illustrative of a
numberof trends in British industry in the 1990s.
British Gas was also chosen because it was so clearly in favor of the use
have
been
in
first
the
training
those
which
outlined
methods
of
modern
section. Whitley and Martin, as two of the senior training officers within the
organization had attested (in 1995) to the fact that the company were
committed to the use of open learning centers. Moreover, the company were
also committed to the concept of competence-based training and as such,
made sure that they were able to independently assessthe full range of NVQ
level
four;
including
the fifth (highest) level was the
to
and
competencies up
only one that required them to use external assessors. In common with the
by
had
described
Mumford
(1985),
Gas
British
developments
gone to
sort of
some lengths to make sure that their graduate trainees were aware of the
need to be responsible for their own development. The organization were
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also keen to move away from a culture that equatedtraining with courses
and as such, they were in favor of using mentors and in-house appraisals
(British Gas, 1994).
To test the sort of assertion outlined in section 3 it was felt necessaryto
track a cohort of graduatesover a number of years. In this case,that meant
interviewing 30 graduateswho had startedon the company's GDP (graduate
development program) in 1993. Actually, the company had recruited 70
graduatesin 1993, but by the time accesswas gainedto the group (in 1994),
there were 60 graduates who were still with the company; of those, 53
agreedto completea questionnaireand 38 (of these53) agreedto be tracked.
Of the 38 people who agreed to be tracked, 8 replies were discardedfor
logistical reasons(for example, becausethey were working in very distant
locations).

9.

METHODOLOGY:

THE NATURE OF THE

COHORT
In view of the sort of hypothesis being tested, it is worth saying
if
After
training policies are
the
all,
concerned.
employees
something about
not as effective as management might wish for, then presumably one might
into
be
to
the
the organization. In
that
this
attributed
of
could
sort
recruit
say
this case, the company had grounds for believing that the employees
concerned had already demonstrated a successful capacity for absorbing new
information. They all had an honours degree from a British university.
Moreover, they were working for an organization that had gone on record to
confirm their commitment to the strategy of having its graduates
professionally qualified (British Gas, 1994). This meant for example, that the
organization was prepared to pay the fees required to sit examinations and
incentive
for
had
The
to train
time
study
purposes.
graduates
an
off,
give
line
in
be
(by
their
to
that
they
manger) every
were
appraised
successfully,
be
if
to
that
successful, then the
appraisal
was
adjudged
six months and
graduates were to receive an increment of £1,000, plus, of course, the
possibility of extra career advancement. The majority were resigned to the
idea of using their own time for training purposes; in the questionnaire
replies 37/53 agreed with the statement that the company expected them to
use their time for training. In short, we might expect on a priori grounds, that
this case study would provide both an employer and a set of employees who
would make the most of the new training methods available to them.
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RESULTS

In terms of attrition, the 30 graduates interviewed in the autumn 1994
following
by
28
further
the
to
they
year
and
were
reduced
reduced
were
down to 21 by the autumn of 1996. Of these quits, only three took voluntary
fact
it
(voluntary
despite
that
the
redundancy) was the major
redundancy,
by
its
in
the
third
the
to
shed
company
of
which
employees
referred
means
(7/9)
7.
Predictably,
most
of the graduates that left did so in order to
section
take up another job offer; one graduate was able to take up another job offer
lump
his
£9000
for
sum
also
collect
voluntary redundancy (worth
and
approximately half of his salary).

Despite the fact that the company actively encouragedthe graduatesto
becomeprofessionally qualified, a surprising number did not do so; after all,
by refusing to become so qualified they were considerably reducing their
chance of gaining extra salary and promotion either within, or outside of,
British Gas. Of the group of 30 graduates described earlier, who were
tracked,only 18 became"active joiners." Six graduatessaid that they had no
intention of being professionally qualified and a further six were "other
joiners", i.e. peoplewho were able to claim professionalstatusby virtue of a
in
by
(in
4/6
Ph.
D.
this
qualification
such
and
cases
was
virtue
of
a
previous
the other two becauseof an MSc.). This clearly calls into question the extent
to which graduatesfelt compelled to take responsibility to ensure that they
met a target set for them by the company. Those who already had
professional status could have indicated their ability (and willingness) to
learn new skills in their own time by studying for another relevant
qualification, such as the Open University's Certificate in Management
Studies;being seenas an "active joiner" would have considerably increased
their chanceof gaining early promotion.
In 1996 the graduates were asked to evaluate the GDP; they all said that
it was too long and the consensus was that a year would have been long
in
1995,10
interviewed
Of
their
training
those
the
of
at
end
period
enough.
joiner
from
had
been
these
the
came
and
all
active
graduates
promoted
group. However, the promotion interviews that were held in 1995 and 1996
were competence-based. Several graduates said that it was therefore even
more imperative that the objectives of their GDP should have been spelt out
in competence terms, which they were not..

From a policy perspective,these results were interesting in that none of
the graduatesconcernedwere aiming for the NVQ schemeoutlined earlier.
Of the 30 graduateswho were tracked, 18 were aiming for membershipof a
professional body such as the I. Mech.Eng. (the Institute for Mechanical
Engineering) or CIMA (the Chartered Institute for Management
Accountants; such membership applications usually meant having do
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demonstrate certain abilities by means of examination or by a range of
practical tasks that were assessedSuch professional status was felt to be a
more useful means of signaling aspiration or ambition, than the NVQ
system.
A third of all of the appraisal interviews that should have beendone were
not done. Bearing in mind that these interviews should have been the basis
on which incrementsof a £1,000 were given (or withheld), then this was a
surprising result. In fact, none of the graduateshad their incrementwithheld;
the money was simply paid, regardlessof performance.

º'

11.

WHY WERE THE NEW TRAINING METHODS
UNSUCCESSFUL?

One obvious question to emerge from this research concerns the reasons
for the lack of success associated with new training methods. Open and
distance learning programs' were only used by 17/30 of the graduates who
by
6/28
initially
tracked
of those
useful
considered
were
and were only
graduates who were still in the survey a year later; see appendix two. Despite
assurances by senior management that over 80% of training would be carried
out via open learning (Whitley & Martin, 1995), those who were charged
with the task of running open learning centers estimated that usage rates
were low and running at no more than 20% (of the available time) and this is
interviews
Similarly,
appraisal
were
almost certainly an optimistic estimate.
the mechanism by which competencies should have been assessedand yet
been
done
interviews
have
(11/30)
that
the
third
at the end
of
should
over a
had
been
first
the
training
the
carried out; see
program
not
year
of
of
appendix three. The company's own guide to the graduate training program
stated quite clearly that graduates were expected to use at least some of their
own time to become professionally qualified (see British Gas, 1994; 1995).
However a significant minority (12/30) made it clear that their had no
intention of pursuing this strategy. In six cases graduates argued that they
had already achieved such status by virtue of a previous qualification
(usually a Ph.D. ), and in six cases employees simply stated that they had no
wish to join a professional body. By the end of the three-year tracking
period, all of the graduates had abandoned attempts to keep in touch with
their mentors.

Three plausible reasonsto explain these developmentscome out of the
literature on the economics of education/training. The first useful starting
be
distinction
investment
between
the
the
and
would
consumption
point
benefits associatedwith education/training. A number of textbook authors
(such as Atkinson, 1983), have distinguished between the immediateshort
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term gains to education (consumption benefit) and a longer term stream of
benefits that would accrue to the person undertaking various courses (the
investment benefit). Most of the graduates surveyed here were quite clear
that they regarded training as a means of furthering their career; they were
interested in the investment returns to training. Of the 53 questionnaire
for
(38)
the
the
that
majority
vast
major
motivation
agreed
received,
replies
doing training was the extra earnings that could result in the future; see
in
four.
Indeed,
many of the interviews, it emerged that these
appendix
doing
do;
did
to
the
they
that
enjoy
expected
not
courses
were
employees
there was little evidence of consumption benefit. The evidence suggests that
these core employees were prepared to spend at least some of their own time
in training; see appendix four, where it emerges that only two (out of 53)
thought that they were expected to use an unreasonable amount of their own
time in training. However, from the employees' perspective the rationale for
using such time was as a means to an end, i. e. getting extra earnings in the
long run. The perceived benefits of training were in investment, rather than
consumption terms. Indeed, all five of the Ph.D. graduates claimed that they
were very interested in the scientific nature of the work that they were
employed to do. They claimed that they did not want to get promoted if such
promotion would take them away from the specialist work that they were
interested in. If graduates were not especially interested in promotion, then it
for.
been
have
to
time
to
their
use
own
study
quite
a
rational
policy
not
may
professional status.

Of the 30 graduates who were tracked in this study, twelve had no
interest in-using their own time to becomeprofessionally qualified. It is true
that this meant that they were significantly less likely to get promoted (see
been
have
but
5),
this
trade-off
considered as a price worth
may
appendix
little
that
training
the
above
or no
outlined
provided
methods
given
paying,
consumption benefit and were predicated on the basis that they were
sufficiently flexible that they could be used in the graduates'own time.
A secondcontribution from the economicsof education literature comes
in the form of the debate surrounding the screening (or credentialism)
hypothesis.Arrow (1974 ) and others (Adnett, 1989), have suggestedthat
employers and employees may well wish to use education/training
qualifications as a means of sending (or receiving) signals. These signals
may be usedas proxy measuresfor what Blaug (1993) describesas desirable
employment characteristics such as future "trainability", the ability to
organize ones' efforts, 'or even more general traits such as politeness. The
is
hypothesis
for
that to accurately measureproductivity or
the
starting point
to gatherreliable information about candidatesis expensiveand fraught with
difficulties. Employers therefore wish to save on transactionscosts and use
qualifications as a readily available sifting device to weed out those
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applications that they do wish to consider any further. The more relevant
signalsthat employeeshave,the more likely it is that employersare prepared
to offer them a desirable job. This signaling process applies both to
applicantsfor an initial port of entry job, as well as internal applicantswho
wish for a promotion post. There has been little by way of empirical
evidence to support (or refute), this signaling hypothesis. Shah (1985)
provides some "tentative" evidence to support the hypothesis,using British
data. However, Shah's work was concerned with pre-entry screening; the
evidencehere suggeststhat post-entry credentialism has occurred.Graduates
regardedthe pursuit of professional status as the best meansof sending out
signals in the internal labor market. They were less concerned with the
government's NVQ scheme, or maintaining links with their mentors,
becausethese strategies were not seen as efficient means of sending out
relevant signals. Ironically, many graduates regarded their progresswhilst
doing these examinations with some apprehension. Of the 18 graduates
aiming for professional membership in the second round of the study, 8 of
them said that they thought that this application was going badly. However,
5/8 of these employees still managed to gain promotion that year. The

process of getting professional status seemed to be used as a means of
sendingout signalsthat implied that thesegraduateswere ambitiousand well
organized, and as such, were prime candidates for promotion within the
internal labor market. In pursuing this strategy, graduateswere not overly
concernedwith the use of the new training methods alluded to earlier. The
important that they wished to establish, within the company, was that they
had the sort of desirable characteristics mentioned earlier, that would be
sought after by managerswho were about to decide who should be given
promotion. The ambitious graduates' determination to becomeactivejoiners
(of professional bodies) was the key element of their strategy; how they
achievedthis end was of less significance to them. As a consequence,some
of these graduatessigned up for evening classes,which one might regardas
a traditional mode of learning; others simply took out books from local
libraries to help them to passtheir examinations.Very few of the graduates
in this study fond that open learning programswere useful; in fact only 6/28
did so, in the secondround of the study.
Thirdly, in economics the principal-agent has been recognized as having

an important bearing on many different types of transaction, including the
provision of education or training (Elliott, 1991). In this context, British Gas

r. '

HQ may be thought of as the principal (the policy maker). It was this central
body that consideredthe use of the new training methodsas constitutingan
important part of future policy (See Martin & Whitley, 1995). The agents
left to carry out the policy were the local managers,who had a numberof
other responsibilities apart from the developmentof those graduatetrainees
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that happenedto be working for them. These local managershad different
agendasfrom the principals. Many managersfelt that they, as individuals,
were gaining little benefit from giving staff appraisalsthat were designedto
assessthe competenciesgained by their graduate trainees. This distinction
(between local management and British Gas HQ), is echoed in other
organizations and the principal-agent goes some way towards explaining
why competencieswere not adequately monitored. Moreover, this finding
fits into a more general context that is described in appendix four; the
majority (27/53) of the graduates surveyed agreed that British Gas was
insufficiently willing to assessthe benefits of the training that were given.
Indeed, 80% of the senior managersof one region of the company agreed
that although the company was willing to devote resourcesto training, it was
insufficiently willing to evaluate the effectivenessof such policies (British
Gas West Midlands, 1993). The graduates surveyed here may well have
gained extra competenciesbut in many casesthere was little enthusiasmon
the part of local managersto accurately monitor such developments. Of
those appraisal interviews that did take place, nearly a quarter were dealt
with in a summary fashion. The decision to award, or potentially withhold, a
£1000 incrementwas made in a period of under 30 minutes, in 7/30 cases.
Two further explanations seem plausible, which are not from the
economicsof education literature. Firstly, the organizationalflux suffered by
the company has beendescribedin section 7. The key point here is that such
flux meantthat mentorswere often difficult to track down; as a consequence,
graduatesbecamedisillusioned with the mentoring system.Moreover, many
of the mentorswere senior mangerswho were quick to take advantageof the
enhancedpension schemes,or voluntary redundancy being offered by the
company,when it had to shed a third of its workforce in a five year period.
Although, potentially, such mentors had skills and knowledge that could be
passedon to their charges, in practice, the system fell into disuse quite
quickly.
Finally, the relevant timeframe within which assessmentcould be carried
out is an important consideration. Shackleton(1995) rightly arguesthat one
is,
(i.
timeframes)
training
the
open
advantages
of
new
methods
e.
of
very
simultaneously,a source of difficulty. With traditional off the job courses,a
formal examination is frequently held (at a set time), to determinehow well
students have mastered the material. In the case of many new training
schemes,such assessmentdoes not occur in this fashion. Thus, those four
graduateswho took out open learning programs for modem languages(at the
start of the training in 1993/4), all agreed(in 1996),that they were unlikely
to finish them. Of course, the problem here is that it becomesvery difficult
to say exactly when the attrition occurred. The graduatesconcernedsaid that
they thought that they might go back to their studies, at some (unspecified)
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point in the future. The lack of a fixed timetable for assessmentmay well
have accountedfor some of the "slippage" experiencedhere.

12.

CONCLUSION

One hasto be especially circumspect when suggestingany conclusionsat
the end of a study such as this. It is, after all, only one case study that
featured one organization in the UK, and involved using a relatively small
sampleof questionnairereplies (53) and meant tracking an even smaller set
have
had
Clearly,
(30)
three
one
would
more
graduatesover a
year period.
of
confidence in the results if they had measuredthe replies of thousandsof
is
It
longer
time.
also true that questionnairereplies
period of
people, over a
for
from
defect
their
that
the
are
not
responsible
obvious
respondents
suffer
replies and they might well not be replying in a truthful manner. More
it
is
be
done.
However,
to
striking that a number of claims
needs
research
have been made about the benefits of modem training methods, in the
practitioner/policy literature alluded to earlier, without supporting evidence.
If these (alleged) benefits are to be assessed,then some sort of longitudinal
study, done within one (or more ) institutions would seemto offer a suitable
meansof evaluation.
It seemsclear that there may well be a number of advantagesto modern
training methods (as described in section 5). However, to account for their
factors
"push"
have
in
UK
to
the
the
sort
of
examine
also
we
adoption
outlined in section 6; certainly in this caseas Whitley and Martin admit, the
link between the product and labor markets is an important one. Economic
fresh
drove
to
consider
ways of gaining what they
employers
necessity
budgets.
In
be
training
to
adopting a
use
of
efficient
a more
perceived
strategy that seemedrational, they seemedto have underestimatedthe sorts
in
last
described
involved
difficulties
the
that
that
and
were
section
were
of
(10).
We needto treat allegations of the merit associatedwith modem training
here
British
Gas
In
the
chose their
study
circumspectly.
methods very
graduateswith great care; each one cost some £9,0000 transactionscostsat
the point of entry (British Gas, 1995). The point was made in section9 that
one might have imagined that the graduate employees in this study would
had
fact
that
they
track
the
a
their
and
previous
record
succeed, given
number of (a priori) reasonsfor wanting to do well in their GDP. In fact the
distinctly
from
this
a managementperspective.
study
are
mixed,
results of
Given that British Gas was still spending some £35 million on the direct
costs of training alone and given the attrition rates outlined earlier, then the
casefor swapping over to modern training methods is far from convincing.
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Finally, one has to say that in this case the organization, whilst being
committed to training, was even by its own admission, not sufficiently
huge
involved.
In a 1993 internal study, 80%
the
to
outlays
evaluate
willing
of senior managementthought that a former region (West Midlands Gas) did
not sufficiently evaluate the money spent on training and that is certainly
consistentwith the evidence gleanedin this study. In that sense,it does seem
as though the considerablesums that have been devoted to modern training
leap
faith.
a
of
methodsrepresent

APPENDIX 1 TRAINING WAS A KEY CONCERN
OF THE GRADUATES AND WAS READILY
AVAILABLE
Table Ia. My reasonfor staying with British Gas was
Reason for staying with B. G.

Frequency

Percentage

Cumulativ

2
3

8
1

26.7%
3.3%

26.7%
30.0%

4

14

46.7%

76.7%

5
6
7
Total

2
4
1
30

6.7%
13.3%
3.3%
100.0%

83.3%
96.7
100.0%

Key:
Code
Reason
Seniority Rights
1
Nature of the work
2
Pay
3
Training
4
Stateof the Labor Market
5
Other
6
Pay back relocation expenses
7
NB This data was from the first round of the longitudinal study, i.e. collected in the autumn of
1994.
Table 1b. How easy/difficult, in the past year, has it beento make surethat you get the
training that you want?
NEUTRAL
DIFFICULT
VERY DIFFICULT
VERY EASY
EASY
11
151
10
NB This datawas from the secondround of the longitudinal study, i.e. collected in the autumn
of 1995.
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Table le. How easy/difficult has it beento get any training you may havewanted,this past
year?
VERY EASY
DIFFICULT
VERY DIFFICULT
EASY
NEUTRAL
59I24
NB This data was from the third round of the longitudinal study, i.e. collected in the autumn
of 1996.

APPENDIX 2: OPEN/DISTANCE LEARNING
PACKAGES WERE USED BUT WERE NOT
CONSIDERED

VERY USEFUL

Table 2a. Have you usedany open learning packages
OPEN LEARNING PACKAGES
Frequency
17
+
13
Total
30

Percentage
56.7%
43.3%
100.0%

Cumulativ
56.7%
100.0%

Key:
Code
+

Open learning packages
Yes
No
NB This data was from the first round of the longitudinal study, i. e. collected in the autumnof
1994.
Table 2b. How useful did you find any open/distancelearning materials?
COMPLETELY
USEFULL NEUTRAL
VERY
VERY
LITTLE USE USELESS
USEFULL
18
2
4
2
2
NB This data was from the secondround of the longitudinal study, i.e. collected in the autumn
of 1995.
Table 2c. How useful have you found open/distanceteaming materials?
USEFULL
NOT AT ALL N/A
VERY
NEUTRAL
NOT
USEFULL
USEFULL
USEFULL
3
11
0
5
1
1
NB This data was from the third round of the longitudinal study, i. e. collected in the autumn
of 1996.
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APPENDIX 3: STAFF APPRAISALS
Table 3a. Have you had two staff appraisals?
Frequency
STAFF APPRAISALS
19
+
11
Total
30
Key:
Code
+
-

Percentage
63.3%
36.7%
100.0%

Cumulativ
63.3%
100.0%

Staff Appraisals
Yes
No

Table 3b. How long did your staff appraisalslast on average?
STAFF APPRAISAL LENGTH
Frequency
Percents e
1
6
20.0%
2
3.3%
1
3
0
0%
4
22
73.3%
5
1
3.3%
Total
30
100.0%1

Cumulativ
20.0%
23.3%
0%
96.7%
100.0%

Key:
Staff Appraisal length
Code
0 Minutes
1
Under 30 Minutes
2
Between 30 Minutes to 1 Hour
3
Between 1 to 2 Hours
4
Over 2 Hours
5
NB This data was from the first round of the longitudinal study, i.e. collected in the autumnof

1994

*

1
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APPENDIX 4: RESPONSES TO ATTITUDINAL
SURVEY
Table 4.
STRONGLY
AGREE
CI
1
C2
12
C3
3
C4
3
C5
0
C6
6
C7
31
C8
l0
C9
1
CIO
3
Cil
3
C12
1
C13
0
5
C14
C15
5

{

AGREE
1
33
24
28
10
32
21
35
14
14
4
7
7
18
27

DISAGREE

NEUTRAL
5
3
16
15
6
6
1
5
10
10
10
6
32
14
9

31
5
9
6
24
7
0
2
20
20
31
33
13
15
9

STRONGLY
DISAGREE
15
0

13
2
0
8
8
5
6
1
3

Section C Questions
The amount of my own time that I have to invest in training is unreasonable.
1)
2)
The training that I receive is sufficiently generalas to be applicable in a rangeof
organizations.
British Gas is sufficiently willing to assessthe benefits of my training.
3)
British Gas is sufficiently willing to assessthe costs of my training.
4)
The major motivation for training is the extra salary it is likely to generatein the
5)
short run (i. e. within the next two years).
The major motivation for training is the extra salary it is likely to generatein the
6)
longer run.
The major motivation for training is to enhancemy long term careerprospects.
7)
8)
British Gas is committed to training.
Far too much of my time at work is spentdoing menial tasksthat are not
9)
commensuratewith my position in the company.
My long term careeraim is to stay with British Gas and get a senior managerialpost.
10)
In order to achievea full rangeof competencesI am obliged to changelocations
11)
more often than I would wish.
In order to achievea full range of competencesI am obliged to changejobs more
12)
often than I would wish.
The main company rationale for on-the-job training is the chancethat it givesBritish
13)
Gasto disseminatecompany values.
The company expectsme to use my own time to gain extra competencesaspart of
14) my development.
1 feel that I have been fairly treated by the staff appraisalsystemin the way that my
15)
training needshave beenassessed.
NB This data was collected from the 53 questionnairereplies receivedin the autumnof 1994.
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APPENDIX 5: CROSS TABULATION OF
MEMBERSHIP OF A PROFESSIONAL BODY
AND PROMOTION (CHI-SQUARED TEST)
Promotion
Yes

Total
No

Membership of a Professional
body
1
2
4
5

0
1
5
2
2
3
3
2
0
10
n
10
18
Total
NB The dataaboveis from the secondround of the longitudinal study, i. e. collected in the
autumnof 1995.
Key:
Code
1
2
4
5
n

1
7
5
5
10
28

Application Status
Getting on very badly with application to join
professionalbody.
Getting on badly with application to join professional
body.
Getting on well with application to join professional
body.
Getting on very well with application to join
professionalbody.
Not currently applying to join professionalbody.

The expectedvalue in a number of cells is lessthan 5. Chi-squaredtest is not valid.
Chi-square-11.32, Degreesof freedom=4, p value - 0.02314980
In the absenceof the problem discussed above, one would be inclined to hold the HI
hypothesis(i. e. acceptthat there was some relationship betweenthe variables) and reject HO
(the null hypothesis). If one collapses some of the cells together so that rows 1/2/4/5 are
combined and compared to row n, then the cell values do, of course, become higher.
However, in this situation, there is one degree of freedom and there is still one cell with an
expectedvalue of less than 5; the problem is not resolved.
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Introduction
This paper represents an attempt to evaluate
the football industry's new apprenticeship
system, which was introduced in 1998, as a
Government-subsidised
package designed to
improve existing provision. Two-thirds of all
of the 92 professional clubs in England and
Wales have now replaced their former twoyear YT scheme with a three-year Modern
(dubbed the Scholarship
Apprenticeship
scheme within the industry). At present, the
University of Central Lancashire is involved
with three professional clubs in the northwest
of England, charting the progress of some 22
football apprentices, over a three-year period
(1998-2001). The data presented here (after
two years' research) are by way of an interim
set of results. To begin with, the relevant
theoretical background is explained; the
methodology involved for collecting data is
then set out; the results obtained thus far are
then outlined and some tentative conclusions
are presented in the last section.

The theoretical background
Many international reports have highlighted
the link between economic growth and levels
of education and training (Economist, 1992;
Netherlands Research Centre for Education
and the Labour Market, 1995). Generally
speaking, the more that a society educates (or
trains) its members, the more likely it is that
they will enjoy a higher standard of living.
Essentially, there are two types of explanation
for the causal links involved in this statistical
correlation, i. e. human capital theory (that
comes out of the neoclassical paradigm) and
screening theory (that comes out of an
alternative institutional or structural
paradigm).
Human capital theory
Human capital theory would liken an
investment in education/training to
investment in any other project (such as the
purchase of a building). Employers are
prepared to pay for the results of this good
investment because it increases worker
productivity. Thus the demand for more
productive (better educated) workers is
higher than that for their less productive
colleagues; that is why better educated
workers are paid more.
52
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As Stevens (1994) points out, the
neoclassical model supports the argument
that the free market will always provide
education and training. However, Becker
(1962) went on to make a very important

if it could be sure that in the posttraining period, it could drive a wedge
between VMP2 and W2. For their part,
workers might still be prepared to accept this
agreement, since they are rational and
therefore know that their wages will have
increased from Wt to W2 as a result of
training (and they have not paid for the
training package). This unwillingness to pay
for training seems a reasonable argument,
from the workers' perspective, given that they
do not want to "put all their eggs in one
basket", i. e. they do not want to pay for
training that will only be of interest to one
training,

between firm specific and general
training. His argument was that employees
would be prepared to pay for general training,
distinction

since they would be the beneficiaries of such
activity. This argument rested on the fact that
employees are free to move between one
employer and another after training. In this
important regard, an investment in education/
training is signally different from an
investment in real terms (physical capital) or a
financial (portfolio) investment. The
economic unit receiving the investment (i. e.
the individual) can decide for themselves
where (or when) they might "take" their extra
knowledge (i. e. the result of the investment)
elsewhere. Faced with this problem (over
property rights), employers will want to make
sure that the costs of training are met by the
employee.
A standard result of the neoclassical theory
of distribution suggests that (in a competitive
labour market), workers will be paid what
they are worth in terms of productivity, i. e.
workers' wages will match the value of their
marginal product. Becker's (1962) important

employer (since that employer may
subsequently go out of business).
Screening theory
A second explanation for the link between
higher wages and higher levels of education/
training comes from an institutional
what Adnett (1989) calls a
structuralist view. In this case, the role of
transactions costs is important; we can think
of transactions costs as the "costs of going to
(or leaving) the market" (Jackson, 1992).
Whenever employers want to hire/fire another
worker, costs are involved. In the labour
paradigm;

contribution was to make this analysis
dynamic, rather than static by analysing
wages in two time periods (tl during training
and r2 after training). Thus, the wage level W2
would be set equal to the value of marginal
productivity in the second time period (t2).
However, during training, the trainees' wage
(W1) is set below the value of VMP, because
employers will want to deduct the cost of
training from the workers' "worth" (the value
of what they produce). Thus, Becker's (1962)
major prediction was that general training
would be associated with low wages, during
the training period.
According to Becker (1962), a second
extreme is represented by the case of firm
specific trainees; he did, of course, concede
that in practice training is very unlikely to be
entirely firm specific or entirely general.
Strictly speaking, general training will raise
productivity equally across all employers in a
given industry. In the case of firm specific
training, the activity will only be of interest
(will only raise productivity) in the employer
that the trainee happens to be with. The firm
will be prepared to pay for the costs of
-53-

market, search costs form the bulk of such
transactions costs, whenever firms decide to
hire workers. Estimates of the costs of finding
out about potential workers vary, but typically
they amount to several thousand pounds.
British Gas, for example, have estimated that
the cost of recruiting graduate trainees is
£9,000 (British Gas, 1995, p. 1). More
generally, Shah (1985) has suggested that
there is "tentative evidence" of pre-entry
screening in the British labour market. In
other words, employers might well be using
educational qualifications as a quick proxy
measure of productivity, in order to minimise
transactions costs.
As long ago as 1937, Coase suggested that
managers of an enterprise would want to
minimise transactions costs wherever
possible. In employment terms, this would
explain why (as Doeringer and Piore, 1971,
suggest) internal labour markets are often
used to fill vacancies. Managers will often
look to fill vacancies at higher levels of an
organisation from within, since they already
hold a lot of information about those
candidates. At lower levels of seniority,
managers may well recruit externally, but be
very wary of doing so, since the costs of
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making a wrong decision could be crucial
(e.g. having to pay out redundancy moneys or
facing the prospect of a fine for unfair
dismissal).
As Blaug (1993) argues, there is a clear "fit"
between internal labour market models and,
screening theory. In terms of initial (external)
recruitment, firms may well be tempted to use
qualifications as signals. Such qualifications
indicate
be
to
measure
a
proxy
as
may
used
that a person has qualities that a manager may
want, such as an ability to organise their own
time to study. The better the signal that
employees have, the better the choice of jobs,
and the more likely it is that they will be better
paid. One could further speculate that within
an organisation (on a post-entry basis), those
workers who go on extra training courses will
be the ones who are viewed as enthusiastic
and well motivated; consequently, they are
more likely to be better paid than
contemporaries within the same organisation,
because they are more likely to gain
promotion within the internal labour market.

The methodology used in this study
In the empirical study featured here, we
wished to analyse the costs and benefits of the
Scholarship system, especially from the
vantage point of the young trainee. It was felt
that a longitudinal study (over three years)
would yield a rich data set and provide the
basis for a better understanding of events,
than a simple "snapshot" of data, taken at one
point in time. The questions asked of the
trainees are presented in appendices 1 and 3.
When answering the questions, the
apprentices were guaranteed confidentiality.
We aggregated the replies, as can be seen in
appendices 2 and 4.
Of course, tracking individuals in a study
such as this is difficult for a number of
reasons. As Hanushek (1992) points out,
longitudinal studies are often interesting, but
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and 1999, at the respective grounds of the
three clubs. A pilot study had been
undertaken in the spring of 1998, with extrainees of various clubs, by way of checking
the validity of the questions to be asked.

Results
Any assessmentof results such as these needs
to be set in an appropriate context. The
contextual background in this case comes
from two sources. The relevant theoretical
framework has already been described and we
wished to see how the results of this study
compared with the predictions of the two
competing paradigms. Secondly, we wanted
to put our results in an appropriate policy
context. In this case, it was instructive to
consider the objectives of the scheme, as
described by the PFA (the professional
footballer's association); a representative was
interviewed at their Manchester headquarters
in July, 1998. According to the PFA, the off
the job training of the Scholarship scheme is
more important than the corresponding
element of the former YT project. This
reflects the fact that the qualifications of those
improved
in
have
industry
the
the
entering
past decade, so that 45 percent of those now
entering the industry have 5 GCSE passesat
grade C or better. Scholars must now do 12
hours per week at college and the intention is
to emphasise the role of A levels or equivalent.
The YT scheme tended to concentrate on
vocational courses, often at the equivalent of
NVQ level 2.
The pre-entry qualifications. of this
Of
in
2.
listed
appendix
cohort
are
particular
the 22 apprentices, seven gained at least eight
GCSE grades at level C or above. This would
usually be taken as an indication that they
could cope with a traditional academic diet of
A levels. Instead, only two (our of this group '
of eight) opted for A level courses, taking two
subjects in each case. Indeed, all eight

difficult

to carry out. One obvious point is
football
as
such
clubs may
that organisations
be wary of outsiders investigating them.
Similarly, one has to accept the obvious

apprentices at one club agreed that they
would do a vocational course, at their local
for
better
the
qualified
simply
opted
college;
the advanced version of the course (a GNVQ

caveat that the employees concerned are not
responsible for the answers that they give. As
one can see in appendix 4, trainees may
occasionally feel that they do not wish to
answer a specific question. Interviews were
held in the late summer/early autumn of 1998

in Leisure and Tourism).

Ironically, the PFA deliberately chose to
call the football industry version of Modem
Apprenticeships the Scholarship scheme,
because it was thought that this would reflect
the increased emphasis given to the academic
54
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In
it
practice,
the
of
programme.
component
does not appear as though the day to day
has
matched this
training
the
college
of
reality
objective. Instead, one has the impression that
these trainees were simply focused on the
possibility of becoming a professional
footballer. They all, for example, thought that
they had made the right choice of career, even
if five of them were less convinced that they
had chosen the right club. This is interesting,
given that according to the PFA, only 25
percent of these apprentices will be earning
their living as professional footballers, by the
time that they are 21.
One way of resolving this apparent paradox
is to suggest that each of these trainees knew
that the majority of their colleagues would not
"make it" as a professional player, but that
they (as individuals) thought that they had
enough ability to be one of the minority. As
such, they would not have to maximise the
chances offered to them at college. They did
not seem interested in gaining accredited
training off the job, that would act as good
signals in the general labour market, outside
of the football industry. In that sense then the
results were not consistent with the
institutional paradigm referred to earlier,
where one would expect that workers
(especially young workers) would be
interested in sending out as many of the right
signals as possible, in order to maximise their
job potential.
Moreover, all of the 22 players had come
through the youth system of a professional
club; in the majority (16/22 cases), this meant
coming through the various schoolboy levels
of the club that they were currently attached
to. These players were seen as the "pick of the
crop", in that simply to be selected as a fulltime trainee meant that they had been

regarded as the best of a wider catchment
group, who had started out at the club, three
or four years earlier. One could view youth
teams (such as under 1is or under 13s) as a
proxy internal labour market. The clubs
concerned have a wealth of information about
the merits of young players attached to them
on schoolboy forms. They can select the
players that they want on their particular
Scholarship scheme without resorting to the
patchy evidence provided by trial matches.
Richardson (1997), for example, estimates
that a typical outfield player will touch the
ball less than 2 percent of the playing time, in
a trial match.

As explained above, a key implication of
internal labour market theory is that
organisations will look to make external
appointments at lower levels of seniority. By
analogy, football

clubs often persuade very
promising schoolboys to sign up to their
youth teams, rather than one of their
competitors. This is (in part) why clubs have
scouting systems. However, the scouts that
we spoke to from the three clubs pointed out
that they were only paid if a schoolboy was
accepted on the clubs' Modem
Apprenticeship (or on schoolboy forms). This
payment is typically only a few hundred
pounds and a scout will only have one or two
such "finds" per season. These scouts were
paid no wages despite the fact that they spent
up to five hours/week watching young players
at local matches and a similar time dealing
In
with telephone calls and administration.
effect, there is a producer subsidy involved,
because these scouts are not costing their time
to the clubs. The clubs' scouting networks
varied in size from 12-30, depending on the
division that they were playing in. This
scouting system clearly suits the clubs
involved but one could argue that as
employers, they ought to change their
recruitment methods to bring them into line
with other employers, who use full-time
professional staff to do this vital job.
The central prediction of Becker's (1962)
theory is that general trainees will accept low
wages. The training that football apprentices
receive could be viewed as being of general
interest to a range of employers (clubs) within
the industry. In this case, the alternative wage
on offer (as an untrained worker) is of the
order of £120-150 per week (Bradley, 1997,
p. 48). However, in the first year of the
scheme, trainees were paid an allowance of
£45/week plus £10 expenses. This evidence
(of a shortfall in income of £65-95 per week)
is consistent with Becker's theory (1962). It is
true that in the second year the apprentices'
allowance rose, to approximately £60/week
(see below) and is set to become £90/week in
the final year of the scheme. However, the
total shortfall in income is still likely to be
measured in terms of several thousand
pounds.
Interestingly,

a discrepancy between the
wages became very noticeable

apprentices'
in the second year of the scheme. By this
time, it was clear that 13 of the cohort of 21
(still on the scheme) were being paid a
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standard second year apprenticeship rate of
between X60-70 per week (i. e. £50/week
plus expenses). Two of the interviewees
refused to answer. question ten in the second
round of the study, which asked about wage
levels. The salary of the remaining six
trainees varied enormously from £175 (plus
expenses) to £600 per week. As one might
expect, there was some degree of correlation
between the wage level and the number of
first/reserve team appearances made. If a
player had appeared for their club's first
team, or had often started a game as a
member of the reserve team, then they were
likely to be paid more than their training
colleagues, as one would expect. In human
capital theory, they would be regarded as
more productive.

Conclusionsand policy implications
The PFA were, not surprisingly, anxious
about the high attrition rate of 75 percent,
amongst trainees in their industry. The
Scholarship scheme could be partly viewed as
an attempt to try and ensure that the majority
of apprentice footballers who did not "make
the grade" would have general skills (i. e. some
signals) that they could use in the wider
labour market, outside of the football
industry. We do not have any results yet, of
final examinations, but the answers to
question 13 of the 1999 set of interviews are
interesting. With five exceptions, the trainees
accepted that they could work harder at their
college studies and that a relatively modest
payment (of a few hundred pounds per
annum) would encourage them to work
harder. One of the clubs concerned used to
give its unsuccessful YTs an extra payment at
the end of their training period, if they had
passed their college examinations. The
evidence presented here suggests that serious
thought should be given to the possibility of
(at
being
interim
the end of
made
payment
an
the first year for example), conditional upon
good reports from the relevant college.

To resolve contractual difficulties,
economists talk about voice (i. e. influence), as
opposed to exit (Jackson, 1992). In this
context, it is interesting that only three (out of
21) trainees had an agent; another four
thought that they would get an agent in the
following season. This contrasts with the
impression often given in the tabloid press,
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regarding Premier League players. These
Nationwide apprentices were facing an
uncertain future, without an agent acting
specifically on their behalf. It may well be that
the PFA might usefully monitor this scheme
and look to incorporate elements of the
example set by Ajax football club (in
Holland), where 80 percent of trainees
become professional footballers (Moorhouse,
1998).
In this context, it is interesting to note that
the PFA will only subsidise a maximum of 18
trainees per club over a three-year period. In
the 1980s, the clubs featured here would
recruit 12 or so trainees per year (Rothmans,
various years), because they did not bear the
wage and training costs implied by this
strategy - the government did. Under the
Scholarship scheme, clubs bear half of the
costs of recruiting trainees; if they recruit
more than a total of 18 trainees, then they
must bear the full extent of the extra costs
themselves. Given the fact that these clubs
have typically recruited an average of six
trainees per year, it will be interesting to see if
this practice significantly improves the career
chances for the apprentices concerned.
Certainly

such a consideration will provide a
key test of the scheme, in the immediate years
to come.
In general terms, it is too early to say
whether the new apprenticeship is a success or
failure; we will know more next year, when a
complete cycle will have been covered. There
are, however, several early indications that the
aims of the scheme are not being realised.
The apprentices are not making the most of
their off the job training opportunities and
many of them will probably not become
professional footballers. The evidence on
salaries in the second year implies that
perhaps 8/21 might "make the grade".
Meanwhile,

the costs of the scheme are
enormous; the direct costs amount to £18
million over five years, according to the PFA.
Similarly, the sacrificed wages of the
apprentices are (for the most part) of the
order of £4,000 per annum; in other words, .
approximately £12,000 is being lost in
foregone wages by most of the apprentices in
this survey. These costs seem very high when
one remembers that the chances of becoming
a professional footballer are slim and that
rates are higher than one would
expect to find in other industries.

attrition
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Appendix

1: Questions asked in the first year of the study

(1) Which part of the UK are you from?
(2) Are you on the YT or Modem Apprenticeship scheme?
(3) What qualifications do you already possess?
(4) What qualifications will you be studying for whilst you are with your present club?
(5) Do you know what would happen to you if you did not go to college or perform
adequately during your studies?
(6) Do you know any of the details of your training programme
"

(7)
(8)
(9)
(10)
(11)
(12)

for this year?

" for next year?
What do yott intend to do if you do not become a professional footballer?
Were you registered with the club as a schoolboy?
Did you have trials with any other clubs?
Were you recommended by a scout (or someone else) to go for a trial with your present
club?
What representative honours (if any) have you already gained?
Where would you like to be in footballing terms, by the time that you are 20?
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Appendix 2. Football results first year (1998)
TableAl
Ref

Q1

Q2

Q3a

Q3b

MA

8 GCSE
(2<C)

2

GNVQ(In)Sp/Rec

6
7
8
9

MA
Oldham
MA
Oldham
MA
Wakefield MA
Oldham
MA
Chorley
MA
Manchester MA
Southport MA

8 GCSE(4<C)
8 GCSE(3<C)
8 GCSE(3<C)
7 GCSE(1<C)
8 GCSE(1<C)
9 GCSE(9<C)
7 GCSE(0<C)
9 GCSE(9<C)

4
3
3
1
I
9
0
9

BTEC(Sp.St)
nk
BTEC(Sp.St.)
nk
BTEC(Sp.St.)
nk
GNVQ(In) Sp/Rec
Warnlout
GNVQ(In) Sp/Rec
Warn/out
A(Ma/Ch/Com)
y (warn/pay)
BTEC(Eng/Com) y (warn/pay)
A (Ma/Bio)
y (warn/pay)

10

Glasgow MA

8 StG(0<C)

0

BTEC
SportlLeis

11

Glasgow

M/A

8 StG(1<C)

I

STECSport/Leis

12
13
14

Liverpool
Ormskirk

M/A
M/A
M/A

9 GCSE(4<C)
9 GCSE(9<C)
10 GCSE(8<C)

4
9
8

BTECGraphDes
Miss game
BTEC(Sp.St)
Miss game
GNVQ(Ad)Leis/T Warn/fine/out

15
16

Stockport M/A
Maccfld M/A

(3<C)
7 GCSE
9 GCSE
(8<C)

3
8

GNVQ(In) LeisIT Warn/fine/out
GNVQ(Ad)LeisIT Warn/fine/out

1

Oldham

2

Oldham

3
4
5

Bridgend

nk

7 GCSE(2<C)
10 GCSE(9<C)

2

19
20

M/A
M/A

9 GCSE(4<C)
9 GCSE(0<C)

4
0

GNVQ(In) Leis/T
GNVQ(Ad) Leisli
GNVQ(Ad) Leis/T
GNVQ(In) Leis/T

21

Canada

M/A

9 GCSE
(9<C)

9

GNVQ(Ad)LeislT Warn/fine/out

9

Q8

n/k

Y (14)

n

College

n
n
y (go to AdGnvq)
y (go to AdGnvq)
y (9-5; 5 days)
y (9-5; 5 days)
(9-5; 5 days)

n/k
Builder/army
Coach(football)

y (14)
y (13)

Whichcollege?

n/k

M/A
M/A

18

Q7

nk

Derry(N/l)
Warr'ton
Manchester
London

17

Q6

Q5

Q4

Warn/fine/out
Warn/fine/out
Warn/fine/out
Warn/fine/out

Leisuremngt
Architect
Joinery
Phsio

y (13)
n (Leeds)
y (U12)
y (13)
n (Man C)
y (11)

nk

Coach

n(G.CIt)

n/k

dad
with
wk
(haulage)

n (G.Clt)

nk
nk

Engineer
Sports

y

Builder/coach

Y (14)
Y (U12J
y,(u15)

y
y

Coach/phsio
Coach
Coach

y
y
y
y

y

Coach/Phsio
nk
nk

y (ul1)
y (ul1)
y (u15)
y (u10)
y (u13)

n(NottsF)

Stockbkr/university y(u14)

Q9

Q10

Q11

Q12

1

n

Rec.by coach

OldhamU15

Eng.Int

2
3
4

City
Manchester
Liverpool

Rec.by coach
Rec.by friend
Rec.by coach

OldhamU15OldhamUlS
OldhamU15

Prof.footballer
Prem.League
Prem.League

WakefieldU13
OldhamU15
LancsSc/NWS
ManSc
EngU16
ScotlandU14 B Capt
GIU15
LiverpoolU1S

Ist team
1st team
1st team
Pushfor 1 team
1st team
GI.Celtic/Scot

LancsU16
WalesU16
Grtr ManchesterU16

Prof.Foot
Ist Team(premclub)
1st team (anywhere)

Ref

n

14
15

Recby Leeds
Recby friend
Recby scout
Recby Man C
Scouted
n
At St Johns(1yr "free"). GI/Clt.A/V.Hearts.MotherwelI Contactvia mngr
Contactvia mngr
Signpnt(4mnth).AN. Hearts.Motherwell.St J
Scouted
Everton
CentreExc
No
Scout
Man U/Wolves/Wrexham/Cardiff
Scout
No

16
17
18

No
Celtic/Sheffield
Wednesday
No

Scout
Scout
Scout

EngU16
N. IrelandU16
None

Play-notbenchplr
1stteam(anywhere
1stteam(anywhere

19
20
21

No

Scout
Recby Nott F.

TraffordU14
None

1st team-Prem

Cameon tour stayedfor trial

MacclesfieldU15

1st team-Prem

Two started at other clubs
(as apprentices)

2 EngU16
I WalesU16
1 N. Ire U16
1 none

6= 1st team at club
All 21 want 1st team

5
6
7
8
9
10
11
12
13

Leeds/Reading
Oldham
Bolton/Derby
Oldham

Notts Forest(for 3 yrs - but too small)let go
No
n=9
(but 5/8 at academysay no trials elsewhere)
cf 4/13 at centresof ex. to say no to other trials)

Threeat other clubs as sch. boys
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Appendix 3. Questions asked in the
second round of the study

(8)
(9)

(1) Have you made any appearances for
the first team?

(2) Have you made any appearances for
the reserves?
(3) How well do you think that you have
settled into the club?
15
V. well
V. badly

(10)
(11a)

15
All innate ability All due to coaching
Do you currently have an agent?
Do you think that you will get an agent
(in the next year or so)?
What are you currently earning?
How well are you getting on with your

(1 lb)

(4) How well would you say that you got
on with the senior players in the club?
15
V. well
V. badly
(5a) What footballing skills do you think
have been especially developed in the

(12)

past year?

(13)

(5b) Have you found that any other skills
have been improved? If so, which ones?
(6) How have you found the training?
15
V. easy
V. hard

(14)

(7) To what extent would you say that your
current playing ability is the product of
your own (innate) ability, as opposed to
the coaching that you have received?

college studies?
15
V. well
V. badly
Which features of your college course
have you
(i) most enjoyed?
(ii) least enjoyed?
Have you been awarded any
certificates/diplomas (such as first aid)
in the past year?
Would a financial inducement have
made a significant difference to the
effort that you put into your studies? If
so, how big would that inducement
have to be?
After a year do you think that you
made the right choice:
(a) of football club?
(b) of career?

Appendix 4. Football results second year (1999)
le All

Q1

Q2

Q3

Q4

n
n

4 sub
n

1
2

5
4

n

3 sub

1

5

n

2 start;2 sub)

2

5

n

4 sub

1

5

n

1 sub

1

5

t start (3 sub)

10 start

1

4

Q5a

QSb

Q6

Q7

Q8

Q9

2
5

4
4

n
n

n
n

3

3

n

n

5

4

n

n

UEFAC

2

2

n

y

UEFAC

3.5

3

n

n

Decisionmaking/strength

UEFAC

5

3

y

y

Agility/crosses/positioning

Beingrole model

3

3

n

n

UEFAC

3

2

n

n

UEFAC

3

2

n

n

n
n

3
5

3
2

n
n

n
n

Control
(UEFA
Coaching
C)
Agility/shotsaving/communication Coaching
(UEFA
C)
Passing/heading

UEFAC

Communication/tackling/heading Coaching
(UEFA
C)
Coaching

Passing/heading

(4 sub)
n

I start (1 sub)

3

3

n

5 start(5 sub)

2

3

n
Long

n
Term
7 start (1 sub)
7 start (4 sub)

3

4

3
2

4
4

3
4
2.5
2.5
4

Passing
Tacticalskill/technical
skill
Confidence
Firsttouch
Tacticalawareness

Fitter
Fitness
hardness
Physical/mental
fitness
Physical/mental
Mentalhardness

3
3
4.5
4.5
3

3/4
3
2.5
3.5
3

n
n
n
n
n

n
n
n
y
y

Physical/mental
hardness

3

3

n

n

3

3

y

n/a

y

n/a

n
n

Heading/communication
Heading/passing
Injury
Tackling/communication/passing
Awareness

n
n
n
n
n

6 start
n
12
often
2

2
2
2
2.5
1

n

6 start

3

2

Movementoff ball

2 start(sub)

often

1

4

Leftfoot

n

often as sub

1

3

Generalskills

Fitness

3

2

n

1 sub

2

4

Awareness/ball
control

(UEFA
Coaching
C)

2

3
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n
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Ref

Q10

Q11a

Q11b (dislikes)

Q12

Q13

Q14a

1
2
3
4
5

59.5
59.5
59.5
59.5
59.5

1

Coaching(earlystart at college)
Coaching(notes)
Coaching(notes)

200
200

y
y
y
y
y

6
7
8
9
10
11
12

59.5

1
1

n
n
3rd classref
n
n
3rd classref

175 + expns
50 + expns
300
50 + expns

4
4
3
3

50 + expns
50 + expns
300
70
.
300
70
300

2.5
3
3
3
5
3

13
14
15
16
17
18
19

20
21
22

600

Won'tdisclose
Won'tdisclose
45

1
1
1

4
3

Coaching(notes)
Coaching(earlystart at college)
Coaching(notes)
Bio All. (Math All)
PracticalGNVQwood (theory)
Bio All (exams)
IT (Sportadministration)

n
n
n
n

100
200
200
100
Not for money
750
Not for money
500

Graphicdesign(assignments)
IT (Sportadministration)
Blackpooltrip (surveywork)
Groupidentity (coursework)
Break(boring classes)
Practical(boringcoursework)
Groupidentity (attendanceproblems)

Cert of design

n
n

yes
50/week
Yes
20/week

Practicalwork (surveywork)

n

n

n
n
n
Firstaid

500
100
n

1
5

Sociallife (earlystartat college)
(tooeasy)
Tripto Blackpool

n
n

Yes

3

Practical(assignments)

n

200

60

n

y
y
y
n/k
n/k
y
y
y
y
Maybe
Maybe
y
y

y
Maybe
y

Q
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WHO QUITS FLEXIBLE LEARNING PROGRAMMES?
Des Monk
University of Central Lancashire
ABSTRACT
This paper argues that the UK literature on flexible learning has been overly optimistic. Data is
presented from a longitudinal study of graduates pursuing a training scheme with British Gas. The
main conclusion is that the company was losing the very employees that showed determination to
complete the flexible learning programmes on offer.

INTRODUCTION
Much of the UK literature concerning flexible
learning has, stressed the positive aspects of this
development (King, 1993. Littlefield, 1994). In the
have
decade
departments
various
government
past
also consistently argued that the British workforce
needs to become more skilled if we are to keep up
with our economic rivals, and thus there is a need
for lifelong learning delivered flexibly (DFE, 1992;
DfEE, 1995). Employers' organisations (such as the
Confederation of British Industry, 1993) and
have
1993)
(e.
UNISION.
trade
unions
several
g.
also recognised the part that flexible learning can
play, in terms of the need for employees to update
their skills, in order to generate more higher
value-added work.
This paper can be viewed as an antidote to such
optimism, which is largely unsubstantiated by
empirical evidence. It seems reasonable to suppose
that employers will want employees who are not
learning
to undertake flexible
only willing
programmes but furthermore can finish them and
subsequently stay with the organisation long enough
to use their new-found knowledge. In that sense,
one can distinguish two different types of 'quit, i. e.
those employees who do not finish a given
programme. and those who actually leave the
in which they began such a
organisation
programme. Both types of quit are considered here,
in a case study featuring one of the UK's leading
employers, namely British Gas. One should add that
the data was collected when British Gas was one
unified organisation; since 1997 it has become two
separate companies, namely BG and Centrica.
However, the data collected here features a
longitudinal study tracking the graduates starting
the company's GDP (Graduate Development
Programme) in 1993. The evidence presented here
is also at odds with the optimistic tone of the
company's in-house literature (British Gas Transco,
1995).
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The company appeared to be prepared to spend
very large sums of money on the direct costs of
training. In 1994, for example, they spent £40
million and in 1995. £35 million on such costs
(information obtained from the then Graduate
Recruitment Manager, in an interview held in
London.
February,
1996). Furthermore.
the
company had spent millions of pounds making sure
that they had the necessary equipment installed in a
number of flexible learning centres, especially in
terms of computing hardware and software..
However, even within the company there was some
doubt as to whether the resources devoted to
training had been adequately evaluated (British Gas
West Midlands, 1993).
During the 1990s, in the words of one senior
training officer (during an interview held at
Solihull, in September 1995), British Gas policy
makers wished to move away from a culture in
which training was equated with courses. Indeed,
two of the company's senior strategists were quite
open in their admission that an increasingly hostile
product market had meant that changes were
necessary in the provision of training (Whitley and
Martin, 1995). The argument presented in this paper
is that these strategists had been overly optimistic
about the efficiency of the new training methods. In
short, they had underestimated the problem of quits
from schemes that emphasised the use of flexible
learning programmes.

One suspectsthat other industries in the UK might
also be guilty of a similar lack of scepticism. In the
banking industry, for example, Munn (1997) has
also suggestedthat changesin the product market
led to changes in the relevant labour market,
including a move towards flexible learning. He
suggested that increased competition in the high
street banking business meant that traditional
off-the-job training, held in employers' time, was no
longer appropriate. However, he provided no hard
data to demonstrate that the new strategy was
necessarily more efficient, in terms of resources
used,than the old one.
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Similarly, it is significant that the movement
towards the use of flexible learning occurred in the
1990s, when profits were being adversely affected
by the Littlechild formula (RPI-x). The Littlechild
formula was applied to a number of ex-nationalised
industries like British Gas and was designed to act
as a counter measure to their inherent monopoly
power. One can see (from the company's reports)
that profit margins (measured at current prices)
were consistently above £1000 million in the years
from 1986 (when the company was privatised) to
1991 (the implementation of the formula). From
1992 onwards, they never managed to make such
healthy profits: indeed,they actually recorded a loss
of £613 million in 1993 (British Gas, Annual
Report. 1986 onwards).
In short, one can imagine the existence of both push
and pull factors that account for the rise of flexible
learning programmes in the past two decades. An
increasingly hostile product market due to increased
competition. or quasi-competitive measures, clearly
factors,
factor.
The
such as
pull
a
push
represent
increased computing power or the desire for
flexibility (in terms of space and time), have been
well-rehearsed in the UK literature (CBI, 1993;
DfEE, 1995: UNISION, 1993). However, there
have been very few attempts to track a group of
trainees using flexible learning methods over a
period of time, at least that have subsequently been
published in the public domain. This paper analyses
data gleaned from a longitudinal study, done from
within a particular organisation, over a period of
years.

SOME RELEVANT THEORY
Much of the relevant theory in this paper comes
from the literature on the economics of training. In
in
be
results
the context of
these
set
can
particular,
the distinction made by Becker (1962) between
Becker's
training.
general and firm-specific
argument was that employees would pay for general
training as they would be the beneficiaries;
employers would not be able to guarantee that
employees would stay with them in the post training
period. Thus, according to Becker, general training
would be accompanied by low wages. Employees
imputed
training
pay
an
cost
would
such
receiving
in that they could earn higher wages elsewhere (as
an employee who needed no such training).

The problem facing potential trainees is that firmis
little
interest
definition,
knowledge,
by
of
specific
to other employers.Thus, if the host employer were
to go out of business,then the employeewould have
wastedthoseresourcesthat they might have devoted
to training. Given that employees would,
understandably,be reluctant to take such risks, then
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one solution to this problem - positedby Becker was that firms would pay for the costs incurred
during firm-specific training and then subsequently
recoup those costs in the post training period. They
would do this by paying a wage that was less than
the employeeswere worth in terms of the value of
their marginal productivity. For their part,
employees might be prepared to accept this
arrangement,since their post training wage would
still be greater than that paid to an untrained
worker.
One of the key debates in labour market economics
in recent decades has concerned the difference
between the human capital and institutional
paradigms (Adnett, 1989). Becker. together with
many other mainstream neoclassical writers. would
subscribe to a human capital view of training, that
would liken such investment to other forms of
investment,
for
and
example in buildings
machinery. A present sacrifice would have to be
made, in order that a stream of future benefits
(in the form of higher wages) could be generated.
According to this view, higher wages will be the
reward for higher levels of productivity, generated
in turn by higher levels of training.
An alternative view is that associated with Arrow
(1974) and others (e.g. Shah, 1984) who were
importance of
interested in the institutional
education and training. The argument here is that
education and training acts as a source of signalling
devices, used by both employers and employees.
Workers who are better paid are able to send out
better signals in the workplace. Employers, for their
part, are anxious to minimise transactions costs (the
costs of going to, or leaving, a market). Thus, such
employers use information about education and
training as a proxy measure for a host of variables,
including the potential to learn new skills and
knowledge (Blaug, 1993). The important point here
is that more education or training qualifications may
levels
higher
of productivity
guarantee
actually
not
at the time that a worker is hired. Moreover, in this
second paradigm, it is clearly the relative level (or
quality) of qualification that is important, if the
worker is to maximise their chances of higher wages
(Jones and Jackson, 1990).

The third branch of the economicsof educationand
training literature that impacts on this study
concerns the difference between IL.Ms (internal
labour markets) and OLMs (occupational labour
markets). Broadly speaking,internal labour markets
are characterisedby accessto seniority rights (i. e.
higher levels of service are rewardedby incrementa
gains to pensions, holidays and sick pay);
promotion is generally from within: averagelengths
of service will tend to increase as one progresse
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through the ranks of the organisation; and external
recruitment tends to be limited to the lower ranks of
the organisation. By contrast, occupational labour
markets comprise a number of employers united by
a common product or process; a good example
might be the market for independent accounting
services in the UK In OLMs, employees may
transfer between different firms because there is a
(usually implicit) agreement to recognise the service
done, or qualifications gained, in a rival firm. In this
context, it is important to note that during the 1990s
the LK market for gas was opened up. by statute.
The monopoly that British Gas had enjoyed since
the late 1940s (when it was created as a nationalised
industry), was thus placed under threat. Given that
the product market had significantly changed, the
interesting possibility was that an OLM might have
opened up. Throughout the nineteenth and most of
the twentieth centuries, the UK relied on ILMs as a
source of training. As Chapman (1993) has pointed
out, there are signs that we are moving towards a
system based on OLMs; for example, our traditional
system based around a rigid
apprenticeship
curriculum, over a three or four period (with one
employer) has largely been done away with.
Certainly Marsden and Ryan (1991) are in no doubt
that we ought to continue to move towards a system
based on OLMs, with the emphasis on high-quality
and low-wage training. The traditional ILM model,
they argue, may have suited a relatively small
number of core (or insider) employees, as it
involved a relatively high wage coupled with highquality training, but it meant that a large number of
potential trainees were excluded, as employers were
only prepared to hire a limited number of trainees
under these conditions. In effect, ILMs were able to
bestow a combination of high wages and highquality training because they exercised some degree
of economic rent. The late twentieth century has
witnessed increased competition as globalisation
has become more important in the last two decades
(Dunning, 1996), and the UK cannot afford to risk
excluding large numbers of young, people from
accessing appropriate training.

METHODOLOGY
There were two data sourcesfor this investigation.
The first came from a questionnairesurvey held in
1994. The graduateswith this company were, by
this time, half way through a two year training
in-house
invited
had
been
two
to
an
and
programme
day conference held in Solihull. This meant that
accesswas possible to nearly all of the 70 graduates
who had been recruited on to the company's
Graduate Development Programme(GDP) in 1993.
By the following year (autumn 1994), ten of these
graduates had left the company but the remaining
60 came to Solihull and 53 of them filled in
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questionnaires.The high response rate was partly
due to the fact that British Gas had quite explicitly
approved of the researchin an accompanyingletter
that was attachedto the questionnaire.
At the end of the questionnaire, graduates were
asked if they would be prepared and willing to take
part in a longitudinal study, starting in 1994. It was
felt it would be useful to have such a longitudinal
view of this cohort's training, as well as a
"snapshot" picture provided by the questionnaire
response. Clearly, though. it was neither possible,
nor desirable, to coerce these employees to take part
in such a study. Thirty eight (of the 53 respondents)
indicated that they would be prepared to be tracked
The
over the period 1994-1996 (inclusive).
structured interviews carried out over that period
provided the second source of data. In the first two
years of the longitudinal study, interviews were held
in situ, they were held by telephone in the last year.
Eight of the group of 38 volunteers were not used
because they worked in remote locations and it was
felt to be uneconomic to interview them.

Of course, there are severalproblems with this sort
of methodology. To begin with, one has to accept
that the respondentsare not responsible for their
answers,either to questionnaireitems or questions
in an interview. They might quite simply, not be
telling the truth either becausethey were trying to
second-guesswhat they thought the interviewer
might want to hear. or create a favourable
impression in some other way; yet one has little
option but to take their answers at face value.
However, the results seemed to be robust in the
sense that trends identified at the start of the data
collection (in 1994) were subsequentlyverified in
later years.
At a more basic level, it was often quite difficult to
keep a track of the graduates concerned. As
Hanuschek (1992) suggests, longitudinal studies can
be interesting but they are also difficult to carry out,
and this helps to explain the paucity of such studies.
Perhaps one should not be surprised that a group of
relatively young, single employees would move
around the country (and indeed to other countries)
in their quest for promotion or experience.
However, it did mean that tracking them even over
a three year period was problematic. In this context,
the fact that British Gas had its own internal e-mail
system was extremely useful as employees were
expected to update these records in terms of job
title, location and division. Also. a number of the
graduates were kind enough to give their home
telephone numbers.
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THE NATURE OF THE COHORT
British Gas prided itself on choosing its graduates
very carefully; the transactionscostsassociatedwith
the recruitment of this cohort were huge. averaging
£9.000 per head (British Gas, 1995), which is far
higher than the average figure (of £4,500) for such
recruitment (Carvel. 1996). The employees in this
study were all graduatesof the UK higher education
systemand all of them had a 2ii (or better) for their
first degree. Moreover, in the longitudinal study, 5
of the trainees had PhDs. This study started with 30
graduates (in the autumn of 1994); they were all
from scientific or mathematical backgrounds.
Twenty five of the tracked group were male. At the
interviews
(autumn,
the
of
start of
second round
1995) there were 28 graduates still with the
company and in the last round (autumn. 1996), 21.

and development, in terms of competencies gained.
The company expected that these graduates would
move around the company (at least every 6 months),
in a bid to gain extra relevant experience (British
However,
Gas,
1994).
the graduates had
considerable autonomy in terms of deciding when
and where they did these secondments. In the
second series of interviews, approximately half of
the respondents (12/28) said that they had, spent
more than two weeks away from their normal
location, as part of their quest for extra
competencies. It was up to each graduate, in their
six monthly appraisals. to say which competencies
they felt they needed to develop and how this could
be achieved with appropriate on-the-job training.

RESULTS

One key distinction needs to be made here between
scholars and non-scholars.British Gas realised that
it would be difficult to attract sufficient graduate
applicants (of a high calibre) and so they sponsored
a number of traineesaged 18, with A levels, during
their time at university; this group comprised the
scholars (British Gas, 1995). These scholars were
expected, in return, to work at British Gas offices
during their vacations.They received an extra grant
of £8000 from the company for each year of their
studies. Eleven of the group in the tracked cohort
were scholars.

Firstly, it was significant that these graduates
regardedtheir training as being general, rather than
firm specific. In the questionnairesurvey, the vast
majority (45/53) either agreed or strongly agreed
with this statement. Interestingly, the company
provided its non-accredited, firm-specific training
(mostly of an induction nature) on a face-to-face
basis. Thus, the one-week outdoor pursuits course
and the GDP conference were provided in the
employer's time, and largely involved lectures or
instruction at a set time and place (i. e. of a
traditional' nature). However, the flexible learning
on offer enabledgraduatesto achievequalifications
of a generalnature.

It is also important to make it clear that these
graduates had, by virtue of their degree, all
demonstrated their ability to absorb new
information, and in doing so, were able to able to
organise their own time and effort to achieve a
reasonable grade in their final examinations. In
short, the company's aim of expecting these
graduates to achieve full membership of a
quite
was
reasonable
professional body
(British Gas. 1994). Furthermore, it seems to be
common practice (Spurling, 1993). in that many big
UK companies recruit large numbers of graduates
and expect them to study for professional
qualifications, frequently on a part-time basis.

The graduateswere expectedto take responsibility
for the organisationof flexible learning programmes
and to follow them in their on time. For example,
four of thesegraduateswere doing examinationsfor
accounting qualifications such as LIMA (the
Certificate in ManagementAccounting); as such, it
was up to each individual to decide whether they
would enrol for a correspondence course, and
whether such flexible learning should be backedup
by a specialist block releasetype of revision course.
In the second round of interviews, all of these
accounting trainees complained that it was difficult
to get the necessarytime off for theseblock release
courses.

The graduates generally agreed that the company
was committed to training; only 3 out of 53
disagreed
to
the
with this
questionnaire
respondents
statement.In this context, it is important to say that
these graduates were responsible for the way in
which they became professionally qualified. They
body
for
to apply to.
told,
which
example,
were not
Similarly, they were not told which materials they
should use, by way of aids to study; and they had to
decide which, if any, open or distance learning
materials they might use. Finally, they were
expectedto keep a log book, charting their progress

At first, these results would seem to contradict
Becker's theory. in that the graduates not only
regardedtheir training as general.but also accepted
that their starting wage was relatively high. Only 9
out of 30 graduatesin the first round of interviews
disagreed with the statement that they were
relatively well paid, compared to other graduates.
Indeed, the average UK graduatestarting salary in
1993 was £13.500 (AUCL. 1994). and yet these
graduates were paid £14,500 at the start of their
GDP. The contrast with Becker can perhaps be
explained by the way that flexible learning
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programmes were used, as an enhancement to the
induction-related
the
trainees'
of
aspects
programme. Given that such flexible learning
occurred in the graduates' own time, then the
company was able to offer both high wages and
general training. In other words, whilst the company
was prepared to pay generous sums for the direct
costs of learning materials, they were less willing to
incur the imputed costs of "lost" production,
associated with the prospect of their trainees doing
traditional face to face courses, especially of a
general nature. Membership of professional bodies
does, of course, represent a qualification of a
general nature, but graduates had to use a large
amount of their own time to achieve such status.
The log books referred to were used as a means of
for
appropriate
gained
competencies
recording
membership of the type engineering institutions
referred to earlier. However, graduates were
expected to fill in such log books in their own time.
They were also expected to go to other locations to
"collect" the necessary competencies. Again, British
Gas was prepared to pay the direct costs involved
(such as travel expenses or hotel bills) but such a
regime clearly meant additional costs to the
individuals concerned in terms of a disruption to
their domestic circumstances. Interestingly, only 7
out of 53 respondents felt that they were expected to
change locations more often than they wished to, in
order to gain extra competencies.
Another interesting result concerns the quit rate
from the company. Of 30 graduates interviewed at
the start of the survey, in 1994. only 9 had left by
the autumn of 1996. Generally, the rate of external
applications was low; in each of the three years of
the study, less than half of those still with the
company had claimed to make such applications,
One might argue that this is not surprising, given the
combination of high wages and general training
referred to earlier. Following an adverse report by
the Monoplies and Mergers Commission (1993), the
company announced plans later that year to reduce
its workforce by a third. Some 25,000 jobs were to
go over a five year period, and according to the then
CEO (Cedric Brown), the intention was that the
majority of these job-cuts would be brought about
by voluntary redundancy (Brown, 1994). What is
(from
is
the
three
that
graduates
only
surprising
tracked cohort) did take advantage of the voluntary
in
is
This
that, given
scheme.
surprising
redundancy
their backgrounds (with degrees in scientific and
mathematical subjects), they could have obtained
other jobs quite easily. Moreover, the chance to
forego a lump sum under the voluntary redundancy
scheme meant an opportunity cost to these
graduates of approximately £10,000 (i. e. roughly
half of their salary in 1996). One has to conclude
that £10,000 would represent some sort of implicit
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evaluation of the benefits of staying with the
company.
A very distinct difference emerged between active
joiners and the rest of the cohort. Active joiners
were those who simultaneously were working for
British Gas and applying for professional status;
this group contrasted with both the nonjoiners and
those who were simply designated as joiners, who
did not pursue this dual role. In fact, although the
company encouraged this dual role (British Gas,
1994), there were only 18/30 such active joiners at
Six
the
the
start
graduates
of
survey.
(the non joiners) expressed no interest whatsoever
in joining professional bodies and another six
(joiners) were able to gain such status by virtue of
their post-graduate qualifications (i. e. 4 PhD
holders were able to do this together with two MSc
graduates). By the autumn of 1996, it was clear that
only one of the group of non-active joiners had left
the company compared to 8/18 of the active joiners
who had done so. Even the one non-active joiner
who left had professional status, by virtue of his
PhD. One explanation for such a divergence
(between active joiners and the rest) is that the
active joiners were sending out signals in both
labour markets. The
external and internal
combination of working for the company during the
day and using their own time to study for
professional qualification seemed to suggest a
certain level of determination and purposefulness. It
seems reasonable to suppose that managers in
external organisations were looking for evidence of
this nature. None of the leavers joined the
independent shippers who rivalled British Gas in
the product market for natural gas. rather they
joined other big multinational corporations who
offered the possibility of promotion and the
prospect of big projects, involving the use of
complex analytical skills. In shom there was no
evidence to suggest the emergence of a relevant
OLM in the gas industry, for these graduates. This
argument might also explain why it was-only the
active joiners who were likely to get promotion
within the company immediately at the end of their
training period (1995). Of the 28 graduates still
with the company in 1995, ten had received
promotion and all of these were active joiners.

Another important distinction emergedin terms of
the quit rate of scholars.comparedto non-scholars.
Of the 9 leavers from the company, only two were
scholars (out of an original group of 11 scholars
who were tracked from 1994 onwards). By
comparison,over a third (7/19) of the non-scholars
left the company over the same period. This raises
the question of whether a company like British Gas
might attempt to "buy" loyalty from those that
benefit from its training programme. The view
within the company was that the Scholarship
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in
becoming
the climate
too
expensive
was
scheme
of the 1990s. compared to the benefits that were
in
Indeed,
(British
Gas.
1991).
the
generated
following years' graduate recruitment, none of the
scholars who had been funded through university
were offered a position.
There was a general disillusionment with open and
distance learning materials, on the part of these
graduates. One issue here was that the very nature
of such materials is that timeframes are flexible,
which is often cited as an advantage of flexible
learning (UNISION.
1993). By the same token,
such a comparative advantage makes evaluation
difficult, in that it is often impossible to be precise
in saying when (or whether) an employee has given
up his or her efforts to pursue that programme
(Shackleton and Walsh. 1995). At least with
traditional programmes. there is often a test or
examination held at a set time to provide some sort
of feedback. All four of those who had embarked on
a flexible learning programme for a foreign
language in 1994 admitted that such a course of
study had been unsuccessful by 1996. In 1994, the
majority of graduates (17/30) said that they had
used some form of open or distance learning, but in
the second round of the study only 6/28 of the
remaining graduates felt that such packages had
been useful.
Throughout the two years duration of the graduates'
training, they were supposed to be interviewed by
their managers every six months. If they were
deemed to have made satisfactory progress and
improved their general level of competence, then
they were entitled to be given an extra increment of
£1.000, after each appraisal (British Gas, 1994).
The company's system for assessing competencies
was flawed in a number of ways. Firstly, in the
second round of the study it emerged that a third of
the appraisal interviews that should have taken
place did not. This would seem to suggest a
principal-agent problem. Although British Gas HQ
(as the principal) might have put forward such an
appraisal system, the problem they faced was that
they required local site managers (as agents) to
carry out the policy. This latter group of people may
well have their on agenda that is different from
that of the principal. In this case, there were no
instances of the increment being withheld for lack
of progress; in many cases graduates were paid the
had
had
before
increment
they
an appraisal. In
extra
a real sense, therefore, one can talk of the trainees'
from
their part of the
quitting
managers effectively
development programme.

Another problem with the competence-basedaspect
of the flexible learning programme was that several
graduates felt that insufficient detail had been
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provided at the start of the GDP, in terms of
detailing exactly which competencies should be
developed. Indeed, the relevant in-house guide to
the scheme (British Gas, 1994) did not make
explicit those competencies that the company
deemed to be important. This problem was
compounded by the fact that promotion interviews
held in 1995, following a significant business
process reorganisation, were competence-based
(Baron, 1995).

CONCLUSION
Obviously, one has. to be wary of drawing
conclusions from such a small data set. However, it
was clear that this company was committed to the
development of flexible learning. Moreover, the
trainees featured here were carefully-chosen,
intelligent, core employees with a proven track
record of assimilating new skills and knowledge.A
priori, one might have imagined that the flexible
learning programme would have been successful,
especially from a management perspective.
However, one has to say that these results provide
somewhatmixed evidence.
Ironically, those traineeswho left the company(and
quit the programme) were the ones that one would
imagine the company did not wish to lose. After all.
theseactive joiners had demonstrateda willingness
and a capacity to organise their own time to become
professionally qualified. Such a powerful signal was
well received both within the company'sELM and
outside the company.
One interesting issue concerns the fate of those who
did not wish to become active joiners, especially all
of the 5 PhD-holders, who did not embark on such a
course of action. On close questioning, it emerged
that these graduates were content to. undertake
specialist tasks that their post-graduate study had
enabled them to do. As a result of not pursuing
flexible learning programmes leading to further
professional status, these PhD students were
overlooked for promotion at the immediate end of
their training period (1995) and furthermore. with
one exception, were not able to secure promotion
outside of the company.

One policy that is suggested by these results
concerns careful monitoring of flexible learning
programmes. As well as simply exhorting their
trainees to pursue flexible learning (and their
managers to monitor it), policy makers would be
well advised to make sure that desirableoutcomes
are clearly spelt out, within a given timeframe and
that those concerned do adhere to training
strategies.
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The Delivery of IT Skills: A Tale of Two
Countries
Des Monk

ABSTRACT
Many reports have confirmed that the UK is in
danger of falling behind other industrialised
countries in terms of economic growth. Fnegold
(1993) for example, talks of the low skill-low wage
equilibrium facing the British workforce. More
specifically,given important developments in
technology in the last two decades (Storey. 1992). it
is clearly of paramount importance to ensure that a
workforce has the necessary IT skills to enable
workers to do their job efficiently and benefit in
terms of a higher standard of living.
However,as long ago as 1962 the American
economist Becker pointed out that there is a key
issue here in terms of who pays for extra units of
training. General skills will, said Becker, be paid for
by the employee; meanwhile, the firm and the
employee will pay for firm specific skills.
Given this background, this paper examines the
role of IT training given to library staff in two
countries (UK and Finland). The data presented
here is by way of an interim report, representing the
first batch of results in a three year comparative
study. In both cases, the role associated with the
relevant trade unions is examined.

INTRODUCTION
An important part of the background to this study
concerns the many reports that have confirmed
the vital role attached to education and training
as a source of economic growth (Economist,
Research Centre for
1992; Netherlands
Education and the Labour Market, 1995). Many
of these reports have also confirmed that the UK
is in danger of falling behind other industrialised
countries. Finegold (1993) for example, talks of
the low skill-low wage equilibrium facing the
British workforce.
More specifically, given
important developments in technology in the last
two decades (Storey, 1992), it is clearly of
paramount importance to ensure that a workforce
has the necessary IT (information technology)

skills to enableworkersto do their job efficiently.
In addition,there has been a lot of discussion

in the past two decades or so, In a number of
countries, describing the advantages that
computers can bring to the business of searching
for Information and the learning process
(Hommes et al., 1999). Some authors (e. g.
Fourie and Bischoff, 1999) would even argue that
a complete revolution is about to occur, in terms
of the way that people learn. Institutionally this
has been reflected in the merger of previously
disparate departments; in our own university, for
example, we now have a combined library and
Many local
computer services department.
governments (including the one in this study)
have merged their education and library
departments. Similarly, in Finland, it appears that
the courses In Departments of Information Studies have been merged very closely with IT
provision (Tikkanen, 1999). In particular, the UK
government has stressed how flexible learning
can be, thanks to the development of computer
technology (Department for Employment, 1992).
Much of the British management literature as well
as that coming from trade unions has echoed
the optimistic tone of the government literature
(Confederation of British Industry, 1993; Unison,
1992).
At the same time, the UK government has
realised that a major training initiative is needed
if relevant staff in libraries are to take advantage
of IT developments in the 1990s and help their
readers to take advantage of facilities such as
the Internet (see Building the New Library
Network, Library and Information Commission,
1998). This initiative is surprising in that the
amounts of central government funding are huge
(in the order of £400 per member of staff per
year) and at odds with much of the discussion of
UK policy In the past two decades, which has
stressed the role of private funding with respect
to education and training (see, for example,
Walker and Lincoln, 1992).
Moreover, as
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Greenhalgh and Mavrota (1994) suggest, there
has been a general swing away from policies
for
training
that
pay
should
employers
suggesting
in the 1960s. towards an alternative strategy that
has emphasised the role that individuals should
take in terms of paying for their own development
in the 1990s. In effect, the government (in this
for
the
be
that
to
case
suggesting
country) seem
IT training in libraries is so important that it Is to
be treated as a special case and as such, has
funding)
(and
support
considerable
commanded
from various departments, ranging from the
Department for Trade and Industry's IT for All
for
Learning and
Grid
National
to
the
programme,
the University for Industry (Batt, 1999).
The policy context for this paper comes from
the tension described above; we wished to see
how well programmes to inform (and update)
library staff were progressing, given this
backdrop. A more general context for the paper
comes from the economics literature on labour
markets. There has been a well-established
consensus that the UK has been one of the most
deregulated of the European labour markets in
the past two decades (Rhodes, 1992; Finegold,
1993). Furthermore, within the UK there is a
growing concern regarding the risk of social
exclusion, by the least qualified members of the
for
Education
(Department
and
workforce
Employment, 1999). Meanwhile, the irony is that
in the private sector, training seems to be
regarded with renewed importance. Even in the
recession of the early 1990s, firms did not cut
back spending on this activity, which is often said
(in textbooks such as Torrington and Hall's, 1995)
to be one of the first casualties of such a climate
(Saggers, 1994: King, 1993). However, the
voluntarist stance of UK employers in the past
two decades has meant that there has not been
a mandate to train staff, comparable with the levy
German
France,
the
in
that
or
operates
system
workers' right to access vocational training. Even
employers' representatives (such as the CBI,
1994) accept that this may well mean that
temporary and part time staff are denied access
to training. Although other European workforces
had witnessed an increase in the number of
atypical employees (i. e. those not permanent and
full-time) in the 1980s, as Rodgers (1989) inter
alia has pointed out, the trend seems to be
particularly pronounced in the UK. The danger
is that employers will only invest training
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resources in core employees and that a growing
band of peripheral employees are given little, if
any, training and that what training they do
receive is firm specific, rather than general (Atkinson, 1984).
In other words, even if the government did
recognise the need for training in the case of
library workers, there was a possibility that
institutional factors might prevent a wide cross
section of staff from benefiting as much as they
might do, from a special initiative. Such factors
may have meant that relatively few of the
potential benefits of improved technology
because large numbers of staff did not receive
adequate training. We wished to see if there
were differences between typical and atypical
workers, in the context of IT training for library
workers.
Another strand of the relevant literature comes
from Becker's (1962) distinction between firm
specific and general training. Strictly speaking,
general training raises productivity equally across
a number of employers, whilst firm specific
training is only of interest to the host employer
(in that it only raises productivity in that
organisation). In practice, of course, Becker
recognised that much training was likely to be
partly general and partly firm specific.
Nevertheless, the distinction is a useful one and
has important implications, in terms of who pays
for the training. Becker's argument was that
generally trained employees would pay an
imputed cost for that training because they would
receive a lower wage than would otherwise be
the case. By contrast, he was slightly more
ambivalent about the way that firm specific
training would be paid for, as Chapman (1993)
points out. Becker suggested that both employer
and employee would pay for firm specific training;
the proportion borne by each would depend on
the state of the labour market (i. e. the extent of
labour turnover). An extreme case would assume
that the labour market was hostile to the employer
(i. e. that labour turnover rates were high); in this
situation, firms would pay for all of the costs of
firm specific training during the training period.
However, in the post-training period, firms would
pay employees a wage that was less than their
VMP (the value of their marginal product). For
their part, employees would tolerate this situation
because they would know that their wage (post
training) would be higher than if they had received
.v
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no training at all. In this way, both employers
and employees would share the cost of firm
specific training. We wished to see how general
the IT training was, that librarians received and
who paid for it (either directly or indirectly).
Finally we wished to see what role, if any trade
unions had in the provision of training. A number
of authors (Mahnkopft, 1992; Wright and Spaven,
1996) have argued that British trade unions are
not, generally, involved in the provision of training
and we wished to examine the case here.

METHODOLOGY
It is Increasingly true that research (including
research into education/training provision) is
being done on an international basis and such
comparisons can often yield interesting results
(Shackleton et al, 1995). Equally, there are
several obvious problems with such research,
not the least of which is related to basic difficulties
resulting from the use of different languages. As
Williams (1992) points out, the differences
between education/training systems are deeprooted and make comparisons difficult. Even
comparing something such as a university degree
across countries can be difficult, given that the
time span taken to do such a qualification varies
enormously. Bearing such difficulties in mind,
we wished to compare our results with those of
another country and Finland was chosen for a
number of reasons. Firstly, we at the University
of Central Lancashire have well-established
institutional links in place with Finnish universities
and polytechnics. Secondly, we felt that Finland
would provide an interesting comparator, given
that the standard comparisons between the UK
and Germany or Japan, have already been well
rehearsed in the literature (see Deissinger, 1997,
and Needle, 1994).
Finland is an interesting comparator in that
there are some significant similarities between
the countries; for example, both are in the EC
and have approximately the same landmass.
is 338,144 square kilometres,
(Finland's
compared to the UK's which is 241,752 square
kilometres. ) There are, of course, significant
differences between the two countries. In this
context the fact that Finland has 5.099 million
inhabitants, compared to the UK's 59.395 million
is important (Readers' Digest, 1997). This spatial
difference per capita, coupled with a significant
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difference in the standard of living might have
led one to the conclusion, that Finland would be
significantly ahead of the UK In terms of the takeup and development of flexible learning. (The
average income per capita in Finland was
$22,851 in 1997, compared to $21,683 In the
UK, according to the Confederation of Finnish
Industry and Employers, 1997). Moreover, Finland provides an example of an economy whose
government has not adopted the same attitude
towards deregulating its labour market during the
past two decades, as was the case in Britain (Julkunen and Malmberg-Heimonen, 1998). Again,
we wished to see what difference and similarities
there were, comparing the two cohorts (both from
a library background), faced with a similar set of
problems. The fact is that in both cases, here
have been significant Improvements in the
development of computer technology in the last
decade and these improvements have impacted
on the library service offered to "consumers"
(borrowers). The common problem that both
countries have is in terms of making sure that all
of the relevant staff have access to adequate
training.
To investigate these issues, it was felt useful
to track 20 employees from each country, over a
period of three years, we wished to "get inside"
the libraries of each country and track'specific
employees working in town/polytechnic libraries.
Logistically, this was felt to be possible (albeit
difficult) and likely to yield interesting results. This
paper is by way of an interim set of results, after
the first round of interviews with each cohort (held
in the winter of 199912000). We will follow these
employees during a longitudinal study over the
next two years, to gain some impression of the
way that IT training impacts on the chances of
getting work in another organisation, or alter
employees' prospects of gaining promotion, with
the same employer.
The UK was represented by a county library
service, featuring the main HQ branch, as well
as several smaller branches, scattered over an
urban area in the north-west of England. The
Finnish group, who were from the eastern side
of the country, comprised a mixture of librarians;
most (15120) were from a local town library and
the rest were from a polytechnic library. The
replies to questions were aggregated and
confidentiality guaranteed. Each member of staff
was interviewed in situ for 20-30 minutes.
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the CLAIT course but had gone no further;
another one had started to study the ECDL,
having graduated from the CLAIT course and
In the UK group, everyone had done some form
another employee had started ECDL. without
of IT training in the year preceding the interview.
doing CLAIT. Perhaps these results can be
This reflected the concern that the government
has felt, with respect to training library staff (Batt,
explained as Adnett (1989) suggests in that
1999; LIC, 1998); special funds had been
attachment by some workers to the labour market (such as part time staff) is lower than that
available for this training. However, one could
draw a clear distinction between the general
experienced by other groups (such as full time
(accredited) training on offer and other training
workers. It could be that full time staff felt that it
that was somewhat narrower (firm specific, In
was worthwhile using their own time to study,
because the potential rewards (of a monetary or
Becker's 1962 terminology). Of 10 full time staff
interviewed, 6 had done generally accredited
non-monetary nature) were higher, than those
facing part time workers.
courses, as well as the narrower vocational
If one looks at the 9 people doing generally
courses on offer. By contrast, only a minority (3)
accredited courses, then another interesting
of the 10 part time staff had done general
result emerges. Only 3/9 of these staff felt that
courses. In particular, these staff (both full and
the prime benefit of such training took the form
part time) had all done (or were about to do) a
two-day course (in employer's time) on TALLIS,
of Improved job prospects, either with their
existing employer or elsewhere. Moreover, one
which is a computer cataloguing system. The
has to remember that more employees had done
only exceptions to this rule were the two full time
HQ staff, who were purely concerned with
non-accredited training (11/20) than had done
general courses (9/20). To sum up, only a
administration. The intention was that the whole
minority of staff had received general training and
county system would go online with its
only three of these felt that such training had
cataloguing in the next few months and hence
the need for training of this sort.
affected theirjob prospects. In that sense, these
It is worth saying something about the general
results are consistent with Shackleton (1992) who
argues that poaching (of trained employees) is
courses that were followed. Only one member
more of a potential than actual threat and does
of the part time staff had enrolled for the ECDL
(European Computing Driving Licence); another
not, in reality, dissuade British employers from
two had enrolled for a course run under the
providing training.
One way to judge the efficiency of education/
auspices of the Royal Society for Arts, called
training provision is to look at attrition rates
CLAIT (Computer Literacy and Information
(Hanuschek, 1992). None of the 11 employees
One of these two part time
Technology).
doing firm specific courses were aware of any
members of staff had also started an integrated
dropouts from these short courses (they typically
business course, which was also certificated by
lasted two days). More surprisingly, drop out
the RSA. Broadly speaking, one could regard
the CLAIT course as being fairly introductory; the
rates from accredited (such as the CLAIT
integrated business courses was more difficult/
These
mentioned above) were also low.
employees had to do such courses either by
comprehensive and the ECDL course was even
distance education (in 6 cases) or by evening
more demanding (and complex). Whereas the
class (in another three cases). So far, there were
employer was prepared to pay for the direct costs
no known instances of attrition from the distance
of such training (e.g. buying software), they were
education courses, which Is surprising given that
not prepared to allow time off to do these more
they were done in employees' own time. The
general courses. This proved to be significant,
drop out that did occur was from evening class
in that the ECDL was estimated to have taken
150 hours to complete, the integrated business
courses. There were two cohorts for the CLAIT
course was estimated to take 120 hours and the
evening class and drop out rates amounted to
CLAIT course typically took about 40 hours to
one per cohort (i. e. 1/12 and 1115). Similarly,
the drop out rate from the integrated business
complete. (A nominal amount of 3 hours per
month was allowed, by the employer, for studying
course (held in the evening) was 3/12, over the
the ECDL. ) Of the full time staff, 4 had studied
course of a year. What remains to be seen is

THE BRITISH RESULTS

316

whether the drop out rates for the three people
doing the ECDL (by distance education) will
remain low.
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prior to the interview. The exception was a
temporary employee who had recently graduated
(October 1998) in Library and Information
Systems; arguably, her degree had equipped her
Mahnkopf (1992) draws a clear distinction
between trade union involvement in training In
with a high level of computer literacy anyway.
Like the British government in the 1990s, the Finthe UK, compared to Germany. The traditional
nish government has been prepared to set aside
approach in Britain has been for unions not to
specific funds for IT in libraries and related training
get involved in the provision of training; indeed,
(such as the House of Knowledge project, funded
Spaven and Wright (1996) argue that managers
by the Ministry of Education). Mostly, people
can be openly hostile to such a possibility. Our
received purely non-accredited training (in 14/
research was consistent with these authors In
20 cases). Of the 6 people receiving accredited
that although all except one of the employees
training, the majority (416) had received some
was in the relevant trade union (Unison, which is
form of distance education as part of the course.
the biggest UK white-collar union), this union did
By contrast, the non-accredited training was
not involve itself in the design of IT courses for
this cohort. However, it did enable the three
purely delivered on a face to face basis. The
employers were prepared (in all 6 cases) to help
employees mentioned earlier to do the CLAIT
with the direct costs of accredited training, in that
course via evening class, in that the union paid
they were prepared to pay for tuition costs.
for the tuition fees concerned. A management
Where staff had done accredited training, it was
problem here was that their training budget was
accredited by an academic institution. For two
constrained, relative to the demand for courses
of these 6 people there was also an overlap with
such as CLAIT; in effect, a queue had developed.
The union involvement meant that a greater
the Personal Development (PD) programme for
professional librarians.. (To put the following Into
number of employees were able to access this
training, within a given time period, than would
some perspective, it is worth knowing that in Finland, a degree is generally 140 credits. ) Two of
otherwise have been the case. These results
those interviewed had done 20 credit courses
are also consistent with Arumpalam and Booth
(1998) who estimate that being in a trade union
accredited by Oulu University. Another employee
had done a 40 credit course accredited by Tamincreases the chance of getting training by
between 7% (for men) and 10% (for women).
pere University; this employee had also done this
(major) course underthe auspices of the National
A fifth result concerns ownership of a computer.
Centre for Professional
The possibility of doing distance learning courses
in
Development
Education. A fourth person had done two
has already been mentioned. One (part time)
accredited courses; one was a 35 credit unit
member of staff commented that doing such
accredited by Oulu University and she had also
courses without ones' own computer was difficult
done a separate 40 credit programme under the
the process became far easier once she had her
Personal Development programme.
A fifth
own computer at home. In fact a significant
employee had done a5 credit course certified
minority (7120) of the British staff did not have
by Oulu University. The sixth person to do
their own computer and perhaps not surprisingly,
accredited training had done a vocational course
none of them did a course via distance learning.
Conversely, all 6 of those doing any form of
run by Kajaani Institute (akin to the British system
distance training courses did have their own
of the Workers' Education Association). There
computer. This finding is also consistent with
was no evidence of the myriad of autonomous
bodies willing and able to accredit vocational
the Dearing Report (1997) into higher education
training found in Britain (Bennett et al, 1992).
that recommended that all students at university
Attrition rates were generally low. Just as in
in the UK should have their own computer.
Britain, none of the people doing non-accredited
training were aware of any attrition from short
THE FINNISH RESULTS
courses, lasting one or two days, that covered
topics like the Internet, or a basic introduction to
All except one of the 20 staff interviewed had
Word for Windows. As might be expected, the
also received some form of IT training in the year
attrition that did occur was from the longer
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accredited courses. Even here, drop out rates
were low; in 3/6 cases respondents said that drop
out rates were zero. Of the other 3 people doing
accredited courses, one said that on her course,
there was a drop out of 1/20 participants. A
second employee said that attrition amounted to
6/17 participants on her course; a third person
said that attrition rates were 5/15 on her course.
These drop out rates (of a third or less) are
impressively low when one realises the amount
of the employees' own time involved. In the first
case cited above, the employees were devoting
every other weekend (for one year) to the course;
in the second instance, it was one evening a week
for 18 months and in the third case, one day per
week, over a period of two and a half years.
These levels of commitment are interesting and
were often higher than those demonstrated by
the British staff prepared to do accredited training
in their time. In Britain, the most common
accredited course (CLAIT) took approximately 40
hours to complete and only 3 staff had so far
started the ECDL (estimated to take 150 hours).
On the other hand, the willingness to do
accredited training in the employees' own time
widespread (9/20 employees)
was more
compared to the Finnish case (6120). In terms
of our National Vocational Qualification (NVQ)
programme, 5/6 of the Finnish people doing
accredited courses were doing them at level four
equivalence (i. e. degree level) and the sixth was
doing a level 3 course (equivalent to our A level,
matriculation examinations). All of the accredited
training in the UK was at NVQ level 2.
Like their British counterparts, the Finnish
librarians were very unlikely to be poached, as a
result of their training. Only 3/19 receiving
training said that a major benefit would be
improved prospects of promotion; in all of these
cases, employees were doing generally
accredited training. In most cases (14/19) the
biggest benefit of training (whether accredited
or not) was perceived to be the increased
confidence that people felt, at their workplace.
One important distinction did emerge between
the Finnish and British cases, in that all of the
library employees in Finland were women who
worked full-time. This contrasts with the British
situation in that 3/20 of the staff interviewed were
men and 10/20 were part-time (and all of the latter
were women). This reflects a pattern identified
by Rodgers (1989) who says that the move

towards the use of atypical employees is common
throughout Europe but is most pronounced in
Britain. Almost all (90%) of part-time work in
Britain is done by women and part-timers account
for a quarter of the workforce in that country.
Union density was high; 19/20 of the staff
interviewed were in a trade union. This finding
can be partly explained by the fact that in Finland, unemployment benefit increases by
approximately 40% if workers are in a trade
union. The one exception was something of an
anomaly in that this employee was not a fully
paid-up member, she did not, for example, have
access to the full range of union benefits (such
as training provided or legal help). However, she
was able to claim the extra unemployment benefit
(should that need arise). There were three unions
involved; KTV (9/20); AKAVA (7/20) and KVL (3/
20). Both KTV and KVL serve local government
blue and white collar workers, whilst AKAVA
membership derives from university-educated
professional staff working in educational
institutions.
None of the unions had been
involved in negotiating the provision of IT training
at work (in terms of quantity or quality) and none
of the staff had received financial help (from their
union) to go on IT courses.
Finally, in terms of home ownership, an
interesting result occurred in that 9120of the staff
interviewed did not have their own computer,
which seems surprisingly high. Like the British
case, though, it emerged that the majority (3/4)
of those that had done any form of distance
learning had their own computer. Also, even
though 9 people did not have their own
computers, there was no sign that the Finnish
staff concerned needed to go on the sort of very
basic (introductory) course that were often taken
(in 7/20 cases) by the British staff (the so-called
IT for the Terrified course).

CONCLUSIONS AND POLICY
IMPLICATIONS
One clearly has to be very wary of drawing policy
conclusions from such a small data set and one
that suffers form the obvious defect that
respondents are not responsible for the answers
given. Also, of course, one has to recognise the
importance of cultural variables; what policies
work in one country may not be as efficient in

318

another (Hofstede, 1991). A final caveat is that
arguably, the differences between the two
countries are as important as their similarities,
with respect to the way in which IT training has
been delivered to librarians. Nevertheless, the
provision of relevant IT training is clearly an
important issue and five policy implications are
tentatively offered at this stage. The first point is
that employers concerned with IT training do not
have to concern themselves with the with the
risk of poaching in the vocational fields discussed
here; such a risk should not inhibit the provision
of training. In particular, short (i. e. 2/3 day) firm
specific courses are unlikely to open up the
possibility that employees will be poached within
an occupational labour market in that they do
not envisage that their training will encourage
them to broaden their range of job applications.
Of course, we will be monitoring the employment
histories of the relevant staff, but at this stage it
does not appear as though either set of librarians
were doing either accredited or non-accredited
training as a means of sending out signals in the
appropriate labour markets (to the effect that they
were more employable elsewhere).
Secondly, if policy makers are serious in their
intention to provide distance education for
librarians, then it may well be provident to spend
some funds on mobile (laptop) computers, in order
to ensure that such employees have access to a
computer at home. Employees could borrow such
computers when (and as) they needed them to
work on. at home. Certainly, it is the case that
both governments are already spending huge
sums of money to ensure that relevant funds are
available for the express purpose of training library
staff in IT. As long ago as 1992, the Economist
pointed out that governments around the world
are engaged in a global race, in that they want to
make sure that their workforces are adequately
trained to perform high value-added work; it is too
dangerous to assume that employers and
employees will always provide adequate training
(without central government intervention), as
implied by Becker's work (1962).
Librarianship is an occupation that attracts a
large number of female workers in both of the
countries featured in this study. All of the Finnish
librarians were women. Similarly, all except three
of the 20 British employees were women but 10/
17 of these female workers were part time. In
order to keep up with developments in technology,
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it is vital that such part time workers are given
sufficient training. Even the CBI (1994) admits
that In general terms, atypical workers do not gain
adequate access to training. In this particular
vocational field, it is reassuring to see that part
time workers do receive training. It will be
interesting to see if public funding (i.e. from central
government funds) continues to support IT training
for library staff in both countries. In particular, it
will be interesting to monitor the situation in the
UK, given that the LIC's Intention is that every
member of the library staff should do the ECDL
(UC, 1999).

Fourthly,our results suggestthat trade union
involvementdoes not inhibit training; quite the
opposite. Indeed,as Mahnkopf(1992)suggests,
it maywell be that countriessuchas the UK would
do well to look at the possibility that training
becomescontestableterrain,i.e. area over which
employersand trade unionsnegotiate,in order to
improvethe skillsof their members.A similarpoint
could be made in Finland,where it appears that
the trade unionsconcerneddo not negotiateover
training.
Finally, the emphasis given to lifelong learning
is clearly critical in this context. One criticism of
the UK is that we do not have a culture that
promotes andragogy, whereby employees take
responsibilityfor the constant updating of their skills
(Finegold, 1993). It will be interesting to see if
various policies designed to promote lifelong
learning in the UK do come to fruition (LIC, 1998;
Dearing, 1997) and help to spread the
development of IT training. In this context, the
role of the NVQ system (as a means of accrediting
and furthering lifelong learning) is interesting. As
Shackleton and Walsh (1995) argue, other
countries such as New Zealand and Australia have
expressed an interest in a scheme that is designed
to accredit training wherever it occurs; the problem
is that as yet, take-up rates have remained low.
In this study, none of the British employees were
aiming directly for an NVQ qualification. By
contrast, in Finland where accreditation was
dominated by academic institutions, there was
some evidence that the Personal Development
programme for librarians had provided an
alternativeframework, within which a persons' skills
could be updated, in an accredited fashion. It could
be that governments need to devise alternative
accreditation schemes as part of a plan to enhance
IT skill-acquisition.
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The economics of
training. To what extent
football
be
should
treated as a special
case?

by Des Monk
Introduction:

football

industry
as an

There is no doubt that football is big business and one that is growing. In one
year alone, according to the management consultants Deloitte and Touche (1999),
the collective income of all of the English professional clubs rose by 23 per cent
to £829.3 million for the 1997/8 season. Similarly, transfer fees between English
clubs were worth £160 million (again, for the 1997/8 season), compared to £140.7
million for the previous season. The money spent on importing foreign players is
now an important part of the current account of the balance of payments (Atldnson
and Milner, 1998). In the late 1990s, English football clubs have often spent over
£ 100 million on foreign players; in the 1997/8 season, they spent £68 million in this
way. In relative terms, the Premier League is still the biggest in the world. The
Premier League alone generated a turnover of £569 million in 1997/8, compared
to £400 million for the Italian Serie A, £345 million for the Spanish Primera Liga and
£ 185 million for the French Division One.
T i*chapter
represents an attempt to evaluate the training that is given to
apprentices in theTootball industry. Football is widely regarded as the UK's leading
team sport and also one that is, according to Deloitte and Touche (1997), an
industry that is increasingly seeing the emergence of public limited companies
with multi-million pound turnovers. Many writers (such as Hamil, 1999) have
argued that there is a tension between the view of football as a sports and leisure
activity pursued by thousands of fans and amateur players on the one hand and,
on the other, the'suggestion that this is an industry that is dominated by public
limited companies maldng substantial profits. Meanwhile, in the past decade,
economists such as Johnathan Michie (1999) have used analytical tools from the
discipline of economics to make sense of the behaviour of firms (professional
football clubs) operating in this industry, especially in terms of any monopoly
powers that they may choose to exert.
The current controversy surrounding transfer fees can also be analysed in the
context of the economic dimensions of the Treaty of Rome that originally
established the European Union. One of the key provisions of the Treaty was that

45

46

Developments

in Economics, Vol. 17

It
free
be
to
across
seeking
work.
move
member
countries
whilst
workers should
Belgian
the
that
player Bosman to alter existing rules
this
enabled
provision
was
Bosman
be
free
Under
fees.
the
allowed
ruling,
a
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about
transfer once they are out of contract; to do otherwise would unduly hinder
footballers wishing to transfer from one employer to another (Morris, 1996).There
is even some discussion now (Thorpe and Black, 2000) about the possibility that
transfer fees might be abandoned altogether, as they have led to a number of
(largely unintended) outcomes on the financial health of professional football
clubs.
Increasingly, an argument has been prif forward (amongst others by the Prime
Minister, Tony Blair) to the effect that football is a special case. What applies to
its
industry,
industries
this
to
given
special place
apply
necessarily
may not
other
in the UK's society. Thus, for example, although other industries do not normally
have transfer fees, they are needed in this industry to protect the smaller
fee
in
favour
Those
transfer
of
a
would argue that without the
professional clubs.
revenue gained from such a source, smaller clubs would be unwilling (or unable)
to devote the resources required to invest in training programmes for apprentices
(Guardian, 1998). One should add that since the Bosman ruling, football clubs are
able to charge a transfer fee for their young players until they are aged 24; at that
let
'on
free'
him
the
a
the
player
a
or
go
offer
new
contract
either
clubs must
point,
(transfer).
In short, one could persuasively argue that football is a special case; recruitment
industries
in
deemed
that
training
may not
viable
mainstream
are
strategies
and
be applicable or worthwhile in this particular case. However, the intention in this
just
Economics
from
discipline
ideas
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the
to
that
of
can
analytical
suggest
chapter
as usefully be applied to the training that is given to apprentice footballers as they
Modern
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be
that
of
a
version
why
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applied elsewhere
can
Apprenticeship (the Scholarship scheme) can be evaluated in such terms. The
in
has
become
industry
here
is
the
some
that
modernised
although
suggestion
is
largely
is
(such
that
the
training
the
on
offer
of
provision
new
stadia),
as
respects
a product of tradition, rather than modernity. Thus, although the funding
arrangements for apprentices are new (and introduced into most professional
has
high
in
1998/9
the
training
the
a
very
attrition rate
provided
season),
clubs
compared to other industries.
This chapter comes as a result of some empirical research done into the training
provided at three professional football clubs in the North West of England. All three
clubs introduced the Scholarship scheme in the 1998/9 season, replacing the
formerYT scheme. The intention was to track a total of 22 apprentices throughout
their training period and, to that end, the apprentices were interviewed in the late
summer/early autumn of each season, starting in 1998. Interviews have been
done at all of the clubs for the first two seasons of the project and have nearly been
finished for the third (and last season, i. e. 2000/01). To begin with, some relevant
theory is explored, in a bid to explain why higher wages are associated with more
education/training. There then follows a brief summary of the pertinent
institutional detail, in order to set these results within an appropriate context. The
methodology used to evaluate the training on offer in three clubs is then
described, followed by some of the main results that emerged. Finally, some
tentative conclusions (and policy implications) are offered at the end.
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by the induction courses run by many organisations to enable new recruits to
learn basic information about the procedures adopted by their employer.
Employees will pay for general training since they are the beneficiaries who
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Writing from a different perspective, Arrow (1974) and others (e.g. Blaug, 1993)
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several of these strategies, such as screening on the basis of gender or race, are
illegal. However, to sift candidates on the basis of qualifications gained is widely
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practised and
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qualifications as ä-fneans of sending out positive signals in the workplace. Thus,
those with the best qualifications get the best choice of jobs in the labour market
and are generally, therefore, amongst the better paid
One might hope that empirical evidence could settle this particular academic
debate. However, in the UK especially, the evidence that we have to support or
contradict either position is slender. Shah (1985) concluded that there was some
'tentative' evidence for pre-entry. screening (i.e. signalling) in some occupations
in the UK. By contrast in the USA, Kroch and Sjoblom (1994) concluded that their
evidence supported the human capital view rather than signalling, but admitted
that the regression equation that they obtained-was far from perfectly consistent
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would prefer to accept the human capital view
Partly because of such methodological difficulties it remains true that there is a
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paucity of evidence in this debate. As Atkinson (1983) acknowledges, it is very
difficult to 'tease out' the factors that unambiguously account for higher wages.
Moreover, the research described above tends to present a 'snapshot' picture at
one point in time (as Shah's did) or rely on big, aggregated data sets (as-with
much of the American research, including Kroch and Sjoblom). All of the evidence
thus far described is concerned with pre-entry screening. One might equally well
suggest that screening (or signalling) could apply on a post-entry basis, in which
case there is virtually no evidence (available in the public domain) that is of a
disaggregated, longitudinal nature. In other words, we need to consider evidence
on a case-by-case (disaggregated) basis,y hat follows employees over a number
of years (is longitudinal in nature). It is, of course, precisely the latter type of data
set that would be needed to test the claims of post-entry screening.

Some institutional

background

In the last two decades UK football has, arguably, become a much more modern
industry Since the Taylor Report (1990) a number of clubs have made significant
investments in their grounds and facilities. However, there remains something of a
tension between the traditional and the modern aspects of football, as an industry.
The focus in this research is on training and its central contention is that the football
industry is characterised by several interesting (and unique) features in terms of
the way that it deals with young workers. In many respects, these characteristics
are a function of the game's history; although there have been increasingly
modern and sophisticated methods of managing off the field activities, the training
and recruitment of young players is only just beginning to mirror such
developments.
The predecessor to the current Modern Apprenticeship was the Youth Training
Scheme (YTS) introduced by the former Conservative government in general in
1983 and into the football industry in 1984. Denounced by many critics (such as
Finn, 1991) as a cosmetic programme designed only to massage employment
statistics, the scheme which initially met the full cost of training (including the wage
costs of the trainees) was recognised as potentially invaluable by a cash-starved
football industry. In 1978 the PFA (i. e. the Professional Footballers Association)
established the FFE&VTS (i.e. the Footballers Further Education and Vocational
Training Scheme); it was this body that was responsible for co-ordinating the YTS
programme. At the beginning of the 1984-5 season, the three clubs surveyed here
had only six trainees between them, with one club apparently not recruiting a
single young player_.By 1989-90, although the government was no longer meeting
the full costs of the training programme, the combined figure had risen to 38 with
the numbers per club ranging from 9 to 16 (Rothmans Yearbook, 1985 to 1990).
Importantly, the YTS programme also insisted on day release at college to allow
for the study of courses in leisure and tourism, supplemented by some limited
training in other aspects of the football industry such as groundsmanship. From
May 1990, when Youth Training (YT) succeeded YTS, an increased emphasis was
placed on the educational element. By the later 1990s, trainees were expected to
take, according to their GCSE grades, either the GNVQ Intermediate or
Advanced Level in Leisure, Tourism and Sport, courses ratified by external
awarding bodies, but especially designed by the FFE&VTS (Bradley, 1997). The
Society has also helped fund an increasing number of released trainees (120 out
of the 325 released in June 1996) through university (Bradley, 1997,).
YTS/YT undoubtedly served a crucial purpose both in arresting the decline in
football training and in integrating education into it. However, many areas of
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1. The training programme will last three years rather than two.
2. Total funding for the first 5 years will be £18.375 million provided by the
Training and Enterprise Councils (£9 million), the FFE & VTS (£7.5 million)
and Adidas (£ 1.875 million).
3. The scheme will fund a maximum of 18 trainees at any one club (additional
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If the trainees so desire, clubs must continue to fund their education for the
full three years, even if they do not register them as full-time professionals
after two years. Three broad educational groupings have been conceived.
(i) Trainees with 8 GCSEs at grade C and above will take 3 'A'
Levels.
(ii) Those with 5 such grades will take a mixture of GNVQ
(Advanced);! Levels and B/TEC National Certificate courses.
(iii) The remainder will take GNVQ (Intermediate) and NVQ
courses and will be provided with special needs tuition if
necessary.
70 per cent of all trainees would be expected to fall into groups I and 2 by
2000.
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The football training undertaken by players would accord with the
guidelines laid down by the FA's 'Charter for Quality' (1997).
Players should no longer undertake menial work.

Vocational training in essential life skills (24 core areas ranging from
dealing with alcohol and drugs to media training and driving technique
have been identified) will be provided.
This scheme, in conception at least, clearly represents a genuine attempt to
learn from past failings and to provide young footballers with forms of training that
both equips them for the demands of ,professional football both on and off the
pitch, and leaves them as well-prepared as possible should they fail to become
full-time professionals at 18.
7.

The methodology

in
this study
used

In the empirical study featured here, an attempt was made to analyse the costs
and benefits of this Scholarship system, especially from the vantage point of the
young trainee. It was felt that a longitudinal study (over three years) would yield a
rich data set and provide the basis for a better understanding of events, compared
to a simple 'snapshot' of data, taken at one point in time. The questions asked of
the trainees are presented in appendices one and three. When answering the
questions, the apprentices were guaranteed confidentiality. The replies, were
aggregated, as can be seen in appendices two and four.
Of course, tracking individuals in a study such as this is difficult for a number of
reasons. As Hanushek (1993) points out, longitudinal studies are often interesting,
but difficult to carry out. One obvious point is that organisations such as football
clubs may be wary of outsiders investigating them; that is one reason why the data
set is so small. Similarly, one has to accept the obvious caveat that the employees
concerned are not. responsible for the answers that they give. As one can see in
appendix four, trainees may occasionally feel that they do not wish to answer a
specific question. Interviews were held in the late summer/early autumn of 1998
and 1999, at the respective grounds of the three clubs. A pilot study had been
undertaken in the spring of 1998, with ex-trainees of various clubs, by way of
checking the validity of the questions to be asked.
To begin with (in 1998), 21 apprentices were interviewed across three clubs in
the North West of England. These (structured) interviews were conducted at the
relevant grounds; laut after those initial interviews were done one of the clubs
recruited another trainee halfway through the season and that is why 22 replies
were recorded for the subsequent round. Meanwhile, however, one of the
apprentices received a very severe injury during the summer of 1999; one can
see (in appendix 4) that his replies to the second round of interviews have been
recorded as such and he took no further part in the study. The process of
interviewing apprentices has now almost been completed (as at autumn 2000); we
have only to do some of the final round of interviews for the 2000/01 season.

Results: some general observations
Any assessment of results such as these needs to be set in an appropriate
context. The contextual background in this case comes from two sources. The
relevant theoretical framework has already been described and we wished to see
how the results of this study compared with the predictions of the two competing
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The clubs concerned have a wealth of information about the merits of young
players attached to them on schoolboy forms. They can select the players that they
Scholarship
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scheme without resorting to the patchy
particular
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evidence provided by trial matches. Richardson (1997) for example, estimates
that a typical outfield player will touch the ball less than 2 per cent of the playing
time in a trial match.
A key implication of internal labour market theory is that organisations will look
to make external appointments at lower levels of seniority. By analogy, football
clubs often persuade very promising schoolboys to sign up to their youth teams,
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to develop and become first team players. This is (in part) why clubs have scouting
systems. However, the scouts that we spoke to from the three clubs pointed out
that they were only paid if a schoolboy was accepted on the clubs' Modern

52

Developments in Economics, Vol. 17
I,

Apprenticeship (or on schoolboy forms). This payment is typically only a few
hundred pounds and a scout will only make one or two such 'finds' per season.
These scouts were paid no wages despite the fact that they spent up to 5
hours/week watching young players at local matches and a similar time dealing
with telephone calls and administration. In effect, there is a producer subsidy
involved, because these scouts are not costing their time to the clubs. The clubs'
scouting networks varied in size from 12-30, depending on the division that they
were playing in. This scouting system clearly suits the clubs involved, but one
could argue that, as employers, they ought to change their recruitment methods to
bring them into line with other employers..who use full-time professional staff to do
this vital job. Typical estimates for the trdhsactions costs associated with finding
suitable future employees vary enormously; transactions costs are the costs of
going to (or leaving) a given market. Carvel (1996) suggests that a graduate
trainee will cost a company £4,500 by way of advertising costs and other
administrative costs associated with the search for the 'pick of the crop'; the British
Gas estimate (for the same type of employee) is even higher, at £9,000 (British
Gas, 1995).
The central prediction of Becker's theory is that general trainees will accept low
wages. The training that football apprentices receive could be viewed as being of
general interest to a range of employers (clubs) within the industry. In this case, the
alternative wage on offer (as an untrained worker) is of the order of £120-150 per
week (Bradley, 1997). However, in the first year of the scheme, trainees were paid
an allowance of £45/week plus £10 expenses. This evidence (of a shortfall in
income of £65-95 per week) is consistent with Becker's theory. It is true that in the
second year the apprentices' allowance rose, to approximately. £60/week (see
below) and is set to become £90/week in the final year of the scheme. However,
the total shortfall in income is still likely to be measured in terms of several
thousand pounds.
Interestingly, a discrepancy between the apprentices' wages became very
noticeable in the second year of the scheme. By this time, it was clear that 13 of
the cohort of 21 (still on the scheme) were being paid a standard second year
apprenticeship rate of between £60-70 per week (i. e. £50/week plus expenses).
TWo of the interviewees refused to answer question 10 in the second round of the
salary
levels.
The
which
about
wage
of the remaining six trainees
study,
asked
varied enormously from £175 (plus expenses) to £600 per week. As one might
expect, there was some degree of correlation between the wage level and the
number of first/reserve team appearances made. If players had appeared for their
clubs' first team, or had often started a game as a member of the reserve team,
then they were likes to be paid more than their training colleagues, as one would
expect. In human capital theory, they would be regarded as more productive.

Accreditation:
gained?

making

the most of qualifications

In general terms, it seems reasonable to suppose that individuals will want any
training that they receive to be as widely recognised as possible. It is striking that
the government's NVQ scheme in particular, and APL (Accredited Prior Learning)
in general, have been ' developed in the 1990s precisely to ensure that any
educational training programmes will be given as much currency as possible.
Given the extremely high attrition rates amongst football trainees, one might have
imagined that the apprentices concerned would have been anxious to have taken
out a form of insurance policy, in terms of a portfolio of qualifications that could
have been used outside the football industry.
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However, this is a far from universal inclination. The impression of a narrowly
focused ambition was reinforced by the answers given to one particular question.
The apprentices were asked what they might consider doing if they did not
become professional footballers. Predictably, the answers were generally vague;
most replied that they still would want to be involved in sport as a physiotherapist
or coach. Four of the trainees claimed that they had no contingency plan at all; they
had not considered any other career, even in the most general of terms. Of course,
one could counter this by arguing that many 16 year old school-leavers do not
know what they want to do by way of a career. In this case, the problem is that the
apprentices knew what they wantedto do and also knew that the chances of
frr
general
terms. However, as individuals they
their
were
slim,
ambitions
realising
were convinced that they would 'make the grade' and had little by way of
contingency plans, despite the prompting of the PFA and the clubs concerned.
Put another way, these trainees realised that their best chance of becoming a
professional footballer was via a professional club's youth scheme. In the 1995/6
season, of 2,289 professional players in English league clubs, 1,559 had graduated
from a youth training scheme operated by the clubs concerned (Rothmans
Yearbook, 1996/7). It was the chance of becoming a footballer that focused these
apprentices' efforts. They realised that the chances were slim but, nevertheless,
the odds of becoming a professional footballer via this route were better than any
other strategy. They were far less interested in gaining accreditation for a career
outside football.
To a degree, this is not surprising given the pressures imposed by players, by
their clubs and by their own aspirations and self-perception. As one of the
managers suggested (in an interview in October 1998), the attitude of the clubs
themselves (as employers), would seem to be ambivalent on this point. Whilst they
had provided a new training scheme with an enhanced college component, they
were also concerned (as coaches) to foster a feeling of self-belief amongst the
apprentices. Given that most (16/21) of the players interviewed in the first round
had come through the youth system of the club that they were currently attached
to, one could also see why they all thought that they could go on to become first
team players, either with their present club or elsewhere. To have attained their
current status as paid employees of a club these players represented the pick of
young hopefuls who had started out at the same club, three or four years earlier
(with youth teams at various levels, such as under-us or under-13s). It is thus not
surprising that they were confident that they would be in the minority who would
be successful at the next hurdle and be offered a contract as a professional
footballer at the end of their apprenticeship. All of the other five players (who were
not previously- egistered with their present club at youth team level), were
registered with another club as a schoolboy. In one sense, these five had already
experienced some disappointment, in that other clubs had indicated that they
were no longer interested in them. However, they had salvaged some hope of
fulfilling their ambitions, in that they had been subsequently taken on by another
club. It is against this background of high expectation and a rather bleaker reality,
that the educational training of young players will have to be policed to a far
greater extent than has generally hitherto been the case if the new scheme is to
be successful.
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To resolve contractual difficulties, economists talk about voice (i.e. influence), as
opposed to exit (Jackson, 1992), Only three trainees (out of 21 interviewed in the
second round) had an agent; another four thought that they would get one in the
following season. This contrasts with the impression often given in the tabloid
press regarding Premier League players. These Nationwide apprentices were
facing an uncertain future, without an agent acting specifically on their behalf. It
may well be that the PFA might usefully monitor this scheme and look to
incorporate elements of the example set by Ajax football club (in Holland), where
80 per cent of trainees become professional footballers (Moorhouse, 1998).
In this context, it is interesting to note that the PFA will only subsidise a maximum
of 18 trainees per club over a three year period because this in turn reflects the
constraints that it faced from the government (i.e. only £9 million of the total cost of
£ 18.375 million came from the government- controlled Training and Enterprise
Councils). In the 1980s,the clubs featured here would recruit 12 or so trainees per
year (Rothmans Yearbook,various years), because they did not bear the wage and
training costs implied by this strategy - the government did. Under the Scholarship
scheme, clubs bear half of the costs of recruiting trainees; if they recruit more than
a total of 18 trainees, then they must bear the full extent of the extra costs
themselves. Given the fact that these clubs have typically recruited an average of
6 trainees per year, it will be interesting to see if this practice significantly
improves the career; chances for the apprentices concerned. Certainly such a
consideration will provide a key test of the scheme in the immediate years to
come.
In general terms, it is too early to say whether the new apprenticeship is a
success or failure; we will know more next year, when a complete cycle will have
been covered. There are, however, several early indications that the aims of the
scheme are not being realised. The apprentices are not making the most of their
off the job training opportunities and many of them will probably not become
professional footballers. The evidence on salaries in the second year implies that
perhaps 8 players might 'make the grade'.
In Atkinson's (1984) terminology, managers might be viewed as core employees
(in the sense that they are clearly very important to the clubs concerned) and yet,
typically, they have very little security of tenure. Their contracts are often short
term, lasting a few years. Again, this represents a marked contrast with other
industries and has clear implications for training. It would seem as though the
training of employees is subject to exogenous forces of a variable nature, The
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Modern Apprenticeship scheme is not in a position to combat such uncertainty
and, again, one is left with the impression that the training and development of
footballers is unique in this respect.
Clearly then, football could be regarded as a special case, in that features of the
relevant labour market are highly unusual (witness transfer fees) and often occur
(such
and
practice
as subsidising producer costs in the case
as a result of custom
of the scouting system). However, this does not mean that the industry (or society)
could or should necessarily condone current recruitment and training policies.
The Modern Apprenticeship scheme was introduced in a bid to correct the flaws
of theYT scheme and its aims have alredy been outlined. Not only would it seem
that the scheme has fallen short of its stated aims in practice, but economists
would be tempted to suggest that there is evidence of productive and allocative
inefficiency. The evidence collected here (which has yet to complete its last round)
suggests that only a minority of apprentices recruited in 1998 will be offered
terms as a professional footballer. According to LAWTEC (i. e. the Lancashire West
Training and Enterprise Council) in an interview in July, 1998, Modern
Apprenticeships normally enjoy a 75 per cent chance of a successful outcome.
Given this, then attrition rates in the football industry are still high and point to
productive inefficiency (a poor rate of outputs to inputs). In this case, we might
regard the relevant inputs as comprising both direct costs (such as the £18.5
million alluded to earlier) or indirect costs (such as £12,000 foregone'
in
An
to
this context, would mean an
above).
output,
earnings/person referred
apprentice being offered a contract as a professional player.
Intuitively, the concept of productive efficiency is reasonably clear; however,
economists also refer to the notion of allocative efficiency. This refers to the level
of resources devoted to one activity rather than another. In the context of a
perfectly competitive market for a consumer good, for example, allocative
efficiency occurs when the price of the item is equivalent to the marginal cost of
producing the last item (P=MC). In this context, it might be the case that all of the
apprentices taken on by clubs were offered contracts and that training was done
at a low level of average costs (i. e. there was productive efficiency), However, this
still begs the question of whether or not a given amount of resources should have
been devoted to this activity in the first place. The impression gained here is that
there is allocative inefficiency in that too many apprentices have been offered a
training place in this industry. A telling estimate provided by one of the clubs is that
there are currently (i.e. as at July, 2000) 800 players who are out of contract, but
would take up work as a professional footballer if the opportunity arose; this
suggests an over supply of footballers coming out of the apprenticeship system in
this country. The importance of foreign players has already been alluded to; a
practice that might please the paying public (and represents a welfare gain to this
group) also hinders the opportunities available to apprentices (i.e. represents a
welfare loss to another group of people).
One problem here concerns the role of uncertainty. It is virtually impossible to
predict (with certainty) who will be the next sought-after player from a group of
teenaged apprentices (Murdin, 1998). However, it would seem that the costs of
mistaken decisions are often borne by the apprentices themselves (in terms of
foregone wages and the experience of having their life-chances in other
industries adversely affected). Professional football clubs are able to pursue
present recruitment strategies largely because thousands of young amateur
players want to become apprentices. Moreover, the clubs benefit from the
producer subsidy alluded to earlier; again, the point here is that many adults want
to take part in the industry by performing that scouting role. One implication from
this work is that clubs might usefully recruit fewer apprentices and might have to
bear more of the costs of recruitment and training if inefficiencies are to be
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adopted
clubs
and
of
established
in
industry
in
inefficiencies
but
that
employers
may
result
suit
other clubs may well
that hinder the overall, long-run development of trainees.
In short, football should be considered as a special case in some ways. Equally,
however, this does not mean that we cannot appraise the industry with the
from
impression
disposar.
The
the survey
tools
gained
at
our
of
analysis
economic
of these three clubs is that their reliance on traditional recruitment and training
done
if
has
it
than
to
a more
even
more
recently
change
need
might
well
methods
efficient use of resources is to come about.
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Appendix

1

Questions

in
first
the
asked
year of the study

1. Which part of the UK are you from?
2. Are you on the YT or Modern Apprenticeship scheme?
3a. What qualifications do you already ppssess?
3b. How many GCSEs do you possess above Grade C?
4. What qualifications will you be studying for whilst you are with your present
club?
5. Do you know what would happen to you if you did not go to college or perform
adequately during your studies?
6. Do you know any of the details of your training programme
for
this
year
-

for
next year?
What do you intend to do if you do not become a professional footballer?
8. Were you registered with the club as a schoolboy?
9. Did you have trials with any other clubs?
10. Were you recommended by a scout (or someone else) to go for a trial with
your present club?
7.

11. What representativehonours (if any) have you already gained?
12. Where would you like to be, in footballing terms, by the time that you are 20?

The economicsof training.Towhatextentshouldfootballbe treatedas a specialcase? 59
6

ý^
rr

0,i;

(1

_ý _ý
ýýýýýýýý

:

ýzzzý
a, >ý>.

r

>+

G

?,

5,

Ö_

ý
cam) O

vvývu

r

Vom'
^.
ý+

4
E2
ö

S'

ä

b

0

'ý

;

ca

O

O

ý
a

ä

tti

o
ro

a)

ä Iý!

Ü

i
vi

°
0

'

0 ä

ö
3 tä CI)

b

Ü

C)

QJ Ü Ü 0

9

5
r

Ü

vcc
Di

ä1

ý

O

:3

0
0
c31 t31

b
CC) '

O

ti

>%

>1

....

Ont

co
Q3
(7)
r-l

l'
f+

ý

rn
Or

a.

>.

..

«.

..

ý

1111

Y

-a Za

00

2ý

>ý

ý1

3

3

ý

3

rn

mIIIýý

3ý33ýý

31

m

ýr
N

J

U

U

N
ý

.\

_

.^
VJ

ä ýý

N
r..
Pod

.^
VJ

ii. I
ý.s

v

ý
w

ý

ý'

M

_

Q.

U

Q.

,^
V{

CL S 5

Ai
cn ca Cý v
"
U U U U

v

"e U
z
ca Cý Cý

00000000

tft.
ißt- - 0
PW4
PNO
pa
O

w
N
X
. P4
rt3
O

c

to t

aý

ý--ý

ý+

rn c

c)

O

,r

rn

CO co m

of

-

CO

c7

co

N

(m

e.

O

0)

ý
vwi vwi cWrý cwn

r
)

Co

Co

OD r-

Co

rn

r» rn

°ýC)C»

NaI s
P"
Of
t

14

c',

Ü

000

:

wd
ßi

N

C7

C'

al

CO

t-

CO

ri02 Cý tý ;I

lEý
.Sg

00
0w
cn ýA

0
7'

tf<O

h

CO

O0

ro

1

60

Developments in Economics, Vol. 17

=ä
$.
ro
°ý
N

Ä

ol
EÜ

N1
or
rN

5 w 'em''
ä
ý
w
ä

a)

Vii,

w

ö
u
12

4? Ü

Ü

ro

3

sE
NN

it

vs *,5
ä
ýn
U

ri
>

ro

Z
13

t)

cm

U')

Co

29

cci

r+ ö
5
cn

ä>w

O O 0 0

M

M--

cn

Co

Co

oa
ýr

Ü0Ü

cEncan

0

U

w
0
-0
Q
Ö

?ýö

Co

CD

cc Co
Co Z

b

a. cý
:.a ä

0
Ný

-+

ewig

2iº

w

O
V
Co
Cr)
O,

Üy

cýT

-- U
C

U

Ä

NMW
uI
b
O

N

U

Or 000000
Aý

V

U

ý:

ß

td

.r

ýÄ
.Ä

äääää

A

A

ä

ä

o
in

I

bý

N_

t9
N

O

Uý{

V

O

-co

ZQ

fi1
"ry

Aý

0U

75

Ü

ä(1)

4l

Ö Ö
0 U cn U

N

(1

N
N

a

0
N
O
H

12

0
c

30
OO

td
i""

O

U
O'

OO
W
cä
yw

C7

w°
N
K
Ü

o

Z

CO c2.

0
- Z

Gy

22

fü

ý

(Z U
75 15

2

CO M

ä
ö

CO

M

3

c
b
ro

po

a

-

c0

0

10

wz
v3

Ö zd
cm
r

co

0)

O
-

-

N Co
-. " -

z
o
z
z
z
z
z
.
,eM
^+ ^+

CO tCO
^+ ---NN

M

CD

-

IC

The economicsof training.Towhatextentshouldfootballbe treatedas a specialcase? 61

Appendix

3

Questions

in
the second round of the study
asked

1. Have you made any appearances for the first team?
2. Have you made any appearances for the reserves?
3. How well do you think that you have settled into the club?
15
Vbadly
VweU
4. How well would you say that you got on with the senior players in the club?
5
I
Vbadly

Vwell

5a. What footballing skills do you think have been especially developed in the
past year?

5b. Have you found that any other skills have been improved? If so, which ones?
6. How have you found the training?
15
Veasy

Vhard

7. To what extent would you say that your current playing ability is the product of
your own (innate) ability, as opposed to the coaching that you have received?
15
All innate ability
8. Do you currently have an agent?

All due to coaching

9. Do you think that you will get an agent (in the next year or so)?
10. What are you currently earning?
11a. How well are you getting on with your college studies?
I
5
V.weil `
V.badly
1lb. Which features of your college course have you: (i) most enjoyed;
(ii) least enjoyed?
12. Have you been awarded any certificates/diplomas (such as first aid) in the past
year?
13. Would a financial inducement have made a significant difference to the effort
that you put into your studies? If so, how big would that inducement have to
be?
14. After a year do you think that you made the right choice:
(b) of career?
(a) of football club?
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Introduction:
and training

Some common international

concerns about vocational education

In the past decade, one striking feature of the issues facing governmental policy
is
the
sheer
scale
training
(around
policies
education
and
the
regarding
world)
advisers
(1992).
Economist
involved,
ago
some
years
the
out
pointed
as
of the commonality
higher
to
Economist
expand
For example, as the
suggested, most governments want
have
the
that
but
on
the
would
a
effects
such
policy
about
concerned
are
education
its
A
Requirement)
Borrowing
Sector
(Public
number
PSBR
equivalent.
or
size of the
been
have
from
documents,
at
countries,
of
variety
a
again
strategy
recent
of more
in
have
difficulties
this
are
how
area
of
policy
that
they
experienced
the
to
pains stress
is
This
found
especially true of the phenomenon often
elsewhere.
similar to those
haves"
"information
between
the
(i.
divide
the
digital
and
the
gap
e.
the
called
"information have-nots"). A Finnish author Saarti (2000), for example, cites a
felt
issue,
illustrate
this
1998
document
European Union
to
a concern surrounding
of
by all of the 15 member countries involved. Elsewhere, the Australian Department
for Education, Training and Youth Affairs (1999) has suggested that a number of
diverse countries (such as Norway, Korea as well as Australia itself) had expressed
labour
in
their
training
respective
programmes,
concerns about the nature of graduate
Commission,
1997)
Information
LIC
(Library
UK,
in
Here
the
the
and
markets.
be
learning
lifelong
to
thought
from
14
that
was
to
suggest
countries
collected evidence
desirable but would need significant injections of cash from the public purse, to
"kickstart" any programme that would promote lifelong learning across all sectors of
society.
Indeed, if one looks at recent literature on the policy of lifelong learning, it is quite
UK,
Australia
in
it
has
lot
tone,
the
and other countries
an optimistic
of
evident that a
(see, for example, DtEE, 2000; Candy, 2000). A number of policy makers and
different
in
countries, are suggesting that with the current pace
of
a
number
advisers,
in
the
to
edge
a global
need
sort
of
and
establish
some
of technological change
marketplace, then adults need to constantly update their skills.
This paper does not seek to refute such an argument; of course it is desirable that
"plug
feel
that
to
any
their
gaps"
and
to
audit
skills
own
empowered
adults continue
is
intention,
lifetime.
The
to raise the
their
the
rather,
course of
may appear over
being
(important)
that
questions
are
given sufficient attention.
other
not
possibility
Given the nature of the argument presented 'above, then perhaps not unnaturally,
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how
lifelong
Candy
learning
be
to
then
seek
explain
can
undertaken
as
such
authors
higher
in
be,
In
in
the
this
the
of
what
role
education
ask
might
context.
particular,
and
UK, the Dearing report was also partly concerned with similar themes, tackled in a
similar way (NCIHE, 1997).

Some Relevant Theory
The concern at this stage must be that there is a danger that a significant proportion of
the workplace may simply (and rationally) ignore the possibility of lifelong learning.
At a policy level, this issue is often described as one of social exclusion. In the
discipline of economics, a number of American and British authors have highlighted
the distinct possibility that within a given society, dual labour markets exist, and
therefore a sizeable minority of workers may be consigned to an unenviable choice
between unemployment on the one hand and temporary and/or part-time work on the
be
Such
to
are
unlikely
motivated to undertake lifelong learning;
workers
other.
indeed, it may not even pay them to do so. Different strands of the economics
literature have labelled these workers in different ways but the problem (of a low-paid,
for
Lindbeck
Snower
(1988)
the
and
example, talk
same.
remains
minority)
untrained
,
insiders;
it
latter
is
have
between
distinction
the
the
and
only
group
who
outsiders
of
access to employer-funded training and are in full-time, permanent employment.
Atkinson (1984) talks of core, as opposed to peripheral, workers. Again, it is the
former group who will gain some sort of job security, due in no small measure to the
These
fact that employers are willing to invest in their (general) skill-levels.
investment
to
to
their
assumes,
see
some
sort
one
of
return
employers would want,
and as such, would be less willing to make a core worker redundant, than their
peripheral worker colleagues. By contrast, argues Atkinson, peripheral workers will
either be in routine jobs and receive limited (firm-specific) training or else be on
temporary contracts with even fewer prospects of being trained. The problem is
insider/core
in
jobs are themselves likely to enter
fact
by
those
that
the
compounded
the labour force with a relatively good set of qualifications to begin with and then go
on to command a disproportionately high level of an institutions' training budget
(Seyd, 1992).
Of course, one could argue that the responsibility for lifelong learning rests with the
learners themselves, rather than some other group (such as employers). However, the
consensus in the literature mentioned above (on dual labour markets) is that once
someonein consigned to the secondary (i. e. less desirable) sector of the workplace, to
use Piore and Doeringers' (1971) terminology, then it is very difficult for that person
to "climb" into a primary/core/insider job, Due to structural features of the labour
market which are beyond their control, secondary/peripheral/outsider workers will not
be able to compete on even terms, with their more fortunate colleagues for desirable
jobs. Put another way, given the difficulties that they face in the labour market, these
workers may well feel resigned to the fact that they are faced with the unenviable
choice mentioned above and that any investment on their part in training/lifelong
learning will not be likely to yield worthwhile returns. Employers will still not regard
Re-Open Vol. 2 No. 1 December 2001
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their job applications as an adequate substitute for those applying from the
primary/core/insider sector, when desirablejob vacanciesdo occur.
This structural problem also concerns the wage structure that exists certainly in the
UK and, one suspects, elsewhere. A (1992) report by Bennett and his colleagues at
the London School of Economics suggestedthat much lower-level vocational education
would yield results that would compare unfavourably with the returns to be gained by
simply leaving money tied up in a financial asset. It is true that formal academic
qualifications (such as a degree) would often yield adequate (private) returns but
vocational qualifications up to the equivalent of our National Vocational Qualification
level 3, would not. Bennett, like others (such as Prais, 1993) have suggestedthat there
are deep-seatedproblems with the wage structure in the UK; it is this particular form
of wage-rigidity that makes certain -individuals' investment yield disappointing
returns. This result is especially for those who are poorly qualified to begin with, and
who might have otherwise felt that some investment in a period of lifelong learning (to
do a lower level of trade qualification for example), might have "paid-off'.

Government Policy: "The Bang for the Buck"
Again, one might argue that lifelong learning is not purely concerned with monetary
gain; there are consumption benefits as well as investment returns to be had. This is
true, of course, but what is striking about much of the literature is that is couched in
terms of the benefits that could accrue in the labour market, both from a private and
social point of view. As Candy (2000) and others (such as the Economist, 1992) have
,
pointed out, education is a major policy preoccupation of governments around the
world. Given the large sums of money involved, it is hardly surprising that these
governments are anxious to make sure that resources are used efficiently.
Governments around the world want their "bang for the buck"; they do not, for
example, want to see graduates with an expensive (subsidised) education remain
unemployed. This concern, coupled with a natural desire to try to ensure that their
countries stay competitive in a global marketplace, goes some way to explaining why
governments such as the one in the UK have attempted to encourage a culture of
lifelong learning, as the DfEE themselves admit (DfEE, 2000).
Even when there is an explicit recognition that distance learning is unlikely to be
accessedby all, then there is little discussion about ways of resolving the problem. At
a major conferencerecently organised by the University of Central Queensland, about
distance teaming, Loo was one of a minority who raised this problem (Loo, 2000). As
he rightly remarks, in the UK there is a close correlation between socio-economic class
and the chance of someone being well-educated and continuing to undertake lifelong
learning. However, there was no discussion about the policies required to overcome
this problem.
Similarly, the UK government recently published the third report of the National
Skills Task Force (DfEE, 2000) and recommendation 3 reads as follows:
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"The promotion and encouragement of lifelong learning should be greatly increased,
building on programmes like the Campaign for Learning, UfL and the Union Learning
Fund, particularly targeted at individuals who could most benefit from learning but are
involved.
"
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(DfEE, 2000, p.51)
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Computer Literacy
Another reason to be cautious about the practical realities underlying lifelong learning
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that individuals have some level of computer literacy. One can see why this might be
the case, given the past decade has witnessed something of an explosion in terms of
communication via email and the access of information via the world wide web.
Moreover, it is commonplace to talk of the way in which computers have become
more powerful and cheaper (in real terms).
Again, this paper does not seek to refute the essenceof the argument above but merely
being
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to
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seeks
overlooked. Here at the University of Central Lancashire, a study has been recently
started to look at levels of IT (Information Technology) training given to librarians
Given
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day-to-day
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the
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of running
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institutional links that already existed, we decided to compare a cohort of 20 librarians
in the north-west of England with a comparable group in Kajaani (which is in the east
is
The
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some way from being completed but already, one or two
study
of
interesting results have already emerged. The encouraging news was that everyone in
the study, with one exception, had received some form of IT training in the past year
(i. e. in the year up until the winter of 1999/2000). The one exception was a
temporary Finnish employee who had recently graduated (1998) with a degree in
Library and Information Systems. In both countries then, employers seemedto take
the issue of updating workers' skills seriously and had devoted resources accordingly.
Moreover, there was considerable evidence to suggest that a number employees were
Re-Open Vol. 2 No. 1 December 2001
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willing to invest their own time in generally accredited courses; they had, in short,
been prepared to take responsibility for their own lifelong learning. Thus, 9/20 of the
British employees had undergonegeneralIT training, that was done in their own time,
as had 6/20 of the Finnish librarians. These employees were doing these courses, as
well as the shorter (firm -specific) courses provided by their employer.
What was more surprising was that a large proportion of these employees did not own
their own computer. Nearly half of those in Finland (9/20) and a third of those in the
UK (7/20) did not own their own computer and this result has a number of
implications. It means, of course, that these employees, will not be able to do distance
learning in their own homes. Similarly, they will not be able to access information
available on the world wide web, except (possibly) from their place of work. Now, if
ever a group of workers would be aware of the importance of information, then a
priori, one would assume that it was this group. Moreover, one cannot explain the
finding in terms of correlating ownership of a computer with work patterns. All of the
Finnish cohort (of 20) were full-time employees and the majority of those working
part-time in the UK (6/10) also had their own computer. Admittedly, this is a very
small-scale study and is subject to a number of methodological criticisms, not the least
of which is that with a small data set one has to be very careful of drawing overly
confident conclusions. Also, of course, the proportion of any given population that
owns a computer will vary enormously from its competitors in the global marketplace;
in the UK, popular estimates are that perhaps 50% of the population own their own
computer (Travis, 2001). The important point in this context, is that a although one
accepts that the numbers of people owning their own computer will increase in the
near future, it seems certain that many million of people in a variety of countries do
not, at present, have accessto a computer in their own home.
Once again, one is left with the impression that an important question has been
overlooked. That question surrounds the issue of making sure that as many people as
possible are encouragedto pursue lifelong learning, rather than concentrating attention
purely on the question of how those who are computer literate (and have their own
computer) or those who are already relatively well educated might undertake lifelong
learning.

Some Tentative Conclusions
The empirical evidence in this case study is drawn from the British and Finnish
experience,but one suspects that the results may well be replicated in other countries,
at least in broad terms. As a caveat, one has to remember that it is often difficult to
compare like with like in the context of education and training qualifications and
programmes, as Williams has pointed out (1992). Moreover, as Rhodes (1992) has
argued,it is difficult, given these important institutional differences, to be prescriptive
about policy measurein this area. Although the nature of the problems may well have
is
it
often the case that what seems like a feasible policy in
an underlying similarity,
one country may well not work elsewhere. One might add that Rhodes was talking in
the context of a social and economic divide across Europe; his warning seems even
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more apposite if one considers a mix of countries that would cut across different
economic blocs. The fact still remains though, that lifelong learning is thought to be
important in a number of different countries and yet in a number of countries such as
the UK; Finland and the USA, there is a digital divide (Saarti, 2000). The following
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"food
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thought"
give others
The intention of this paper was to raise the possibility that a key question regarding
lifelong learning was being overlooked. In a short piece such as this, one can only offer
very tentative suggestions about lines of future discussion; the point is that there
surely needs to be more discussion. However, a useful starting place might be a
by
Finegold and Soskice (1988), which admittedly centred
widely-cited paper written
on the UK's lack of skills in general,rather than lifelong learning, per se. In this paper,
the authors arguedthat there are three interlinking sets of economic actors holding back
Britain's' ability to get out of a low skill-low wage equilibrium. These three agents are
the government, British employers and individual workers themselves. As Finegold
and Soskice suggestit would be appropriate to consider what the role of each might
be, in terms of maximising the 'possibility that as many people as possible benefit
from further education/training.
The UK's Library and Information Commission has recently argued that in a bid to
make accessto the world wide web more widespread, the government might consider
putting more computers available in places such as libraries, available for free (or
highly-subsidised) usage(LIC, 1998). The American Department of Commerce (1999)
has made a very similar suggestionbut uses different terminology, as one might expect;
it talks of Community Access Centres fulfilling this role and goes on to suggest that
CACs would include "schools, libraries and other public accessareas" (Part III, p.2)
Similarly, governments might offer more targeted subsidies to those who are in need of
training/retraining, to try to overcome computer illiteracy. Another possibility might
be to offer tax breaks for accredited achievement in certain spheres of lifelong learning.
Almost certainly, governments could do more to emphasise the benefits of lifelong
learning; there is, in that sense,something of an information gap.
Similarly, if one looks at the role of employers, it is clear that they might do more to
encourage autonomous (continuous) learning, on the part of their employees. One
example has been provided by the car company Ford, who make a certain sum of
money available to their employees for training. It is then up to the individual to
decide how they spend that money. This strategy at least goes some way to
overcoming a deep-seatedproblem that was encountered at British Gas (Monk, 1997).
Senior training officers in that organisation admitted that it was very difficult to move
away from a culture in which training was equated with (employer-provided) courses,
and to get employees to take a greater responsibility for their own development. As
Bennett and his colleagues (1992) have argued, the fact that wage structures are
relatively "flat" in the UK, is also a problem. It may well nor pay certain groups of
(poorly qualified) workers to invest much of their own time and effort in lifelong

Re-Open Vol. 2 No. 1 December 2001

Page6

learning. As he suggests, wage structures need to change as part of the drive to
encouragelearning.
Finegold and Soskice take Britain to task for not having a culture in which employees
take responsibility for their own learning. However, as number of authors such as
Hofstede (1991), have pointed out, it is difficult to change a nations' culture. In this
is
in
is
those
a
major
change,
whereby
required
all sectors of society are
case, what
is
for
lifelong
The
learning.
that this
their
to
own
risk
arrangements
encouraged make
difficult question is ignored and that would result in an even greater social division
than currently exists.
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Lifelong Learning: Who Trains the Trainers?
Abstract

This paper suggeststhat in the general literature on lifelong learning, there is a danger
that important issues may be in danger of being overlooked. It is striking, for instance,
that a number of papers have assumed the existence of important given factors such as a
basic level of computer literacy. In short, these papers have taken an optimistic view
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Lifelong Learning: Who Trains the Trainers?

Introduction

The issue of lifelong learning is clearly an important area of policy in a number of
countries around the world. Both of the countries featured in this study (Finland and the
UK) have governments that have already committed substantial resources to the
development of lifelong learning strategies (LIC, 1997). However, this paper suggests
that in this context, there is a danger that important issues may be in danger of being
overlooked. In particular, it is striking that a number of papers on lifelong learning (for
example, Candy, 2000) have assumed the existence of important given factors such as a
basic level of literacy or the equally basic requirement to own (or have accessto) a PC
(personal computer). In short, these papers have taken an optimistic view concerned with
the issue of how individuals pursue lifelong learning. This comparative, longitudinal
study serves as counterpoint to such optimism.

A Policy Context:.The UK's Library and Information Commission and the Finnish
Ministry for Education

It is commonplace to talk of the rapid onset of globalisation (Dunning, 1996) and
technological change (Storey, 1992); these changes, it is argued, have become especially
pronounced in the last two decades. Workers can no longer assume that their initial
education or training will remain valid for a working lifetime. The following is from the
Finnish Ministry of Education's (1997) statement on lifelong learning:

"Economic globalisation, the increase in other forms of international interaction and
developments in technology have led to a situation where spasmodic and unexpected
change has become the norm in society. Change is often experienced as a threat, but it
also provides a great deal of opportunities. People accordingly find themselves
constantly confronted by a new situation demanding new learning and a renewal of
competence."

2

Finnish Ministry of Education (1997, p 1)

The Ministry went on to advocate "state-supported vocational adult education" (p2).
Explicit mention was made of the need to ensure that those workers with the lowest
levels of skills should be encouraged to update their skills; the issue of social exclusion
(and a concern for secondary/peripheral workers) was part of this policy statement, but
there was little discussion about how these (laudable) aims should be achieved. Just as
the UK's Library and Information Commission (LIC) envisaged that employees should
be prepared to use their own time to develop their own skills, so the Finnish Ministry also
envisaged that autonomous, independent learning might well involve employees being
prepared to be trained outside "office hours".

The UK's Library and Information Commission (1997) looked at reports from 14
countries (including Finland) in this context, and was struck by the uniformity of policy
aims. All 14 countries had government publications in the past decade that confirmed
that they were anxious to ensure that their workforce did not fall behind in the global
race to update workers' skills, something that the Economist had also identified in the
early part of the decade (1992). What has emerged in recent years has been a remarkably
consistent desire by governments around the world, to have the same sort of policy that
would encourage people to pursue lifelong learning and to create a framework of
conditions within which such a policy would be more likely to be sustained.

Indeed, last year, one Australian University (Central Queensland) had an international
conference devoted entirely to this theme, of lifelong learning. The American academic
Brevik (as a keynote speaker) did, briefly, discuss the fact that in the USA, as elsewhere,
there is a growing digital divide, i. e. a growing gap between those who are enable to
conduct lifelong learning, because they are computer-literate, and those who are not.
Again, there was no discussion about the means by which such a gap might be closed.
By contrast with such optimism, in the UK at least, one might be circumspect about the
extent to which even professional (core) staff such as teachers have genuinely become
more confident about their computing skills, despite a significant state-funded
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The UK and Finnish governments have both felt that this issue (of lifelong learning) was
important enough to use state funds to try to overcome some of the barriers that prevent
people updating their knowledge. That is why the British government has embarked on
this programme to try to raise computer literacy amongst its teachers; public librarians
have also been targeted as part of the same package. The policy is clearly aimed at trying
to help those who are responsible for educating and informing others, to first become
competent in the use of computers.

Of the £230 million training monies mentioned earlier, £20 million has been especially
devoted to the training of librarians. As the Library and Information Commission (1997)
point out, 58% of the British population belongs to a public library. (According to the
Information Manager of Kajaani Library, Finland, this proportion is approximately 50%
in Finland; this information was obtained in an interview held at that library in
November, 2000.) The intention of the UK's New Library project is to try to make sure
that members of the general public have accessto computers and to online (as well as
digitally stored) information. Indeed, the LIC explicitly recognized the problem of social
exclusion in its documentation on the new project (1997,1998). The LIC envisage that
the general public can be introduced to the process of looking for information held
electronically, precisely becauseso many of them are members of the public library
system. This goes some way towards explaining the presence of extra funding for the
scheme (and its intended timescale). It is intended that the New Library project will
involve some £270 million altogether and that £20 million will be required as the IT
training budget, to get staff up to ECDL (European Computer Driving Licence) standard
(at least) by the year 2003 (Lancashire County Library, 2000, p22). The teaching
profession (in both primary and secondary schools) has been set the same timescale and a
similar level of attainment as its objective. The UK government is quite clearly
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be for both professional and front-line staff (i. e. broadly speaking, library assistants).
The former group could be classed as core workers and would have, as a requirement of
the job, a university level education, which the latter (peripheral) group would not have;
the peripheral (or secondary) group would also be quite likely to be on part-time (or
temporary) contracts of employment. It is striking that the LIC explicitly suggeststhat
Saturday only staff should receive IT training (LIC, 1998, p61). Finally, the LIC were
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Methodology

It is increasingly true that research (including research into education/training provision)
is being done on an international basis and such comparisons can often yield interesting
results (Shackleton et al, 1995). Equally, there are several obvious problems with such
research, not the least of which is related to basic difficulties resulting from the use of
different languages. Bearing such difficulties in mind, we wished to compare our results
with those of another country and Finland was chosen for a number of reasons. We felt
that Finland would provide an interesting comparator, given that the standard
comparisons between the UK and Germany or Japan, have already been well rehearsedin
the literature (see Deissinger, 1997, and Needle, 1994). Similarly, in the case of Finland,
standard comparisons are with other Scandinavian countries (see Julkunen and

Malmberg-Heimonen,1998).

--

-"

To investigate the issues raised by this paper, it was felt useful to track 20 employees
from each country, over a period of five years; we wished to "get inside" the libraries of
each country and track specific employees working in town/polytechnic libraries. The
replies to questions were aggregatedand confidentiality guaranteed. Each member of
staff was interviewed in situ for 20-30 minutes for each year. This paper is by way of an
interim set of results, after the second round of interviews with each cohort (held in the
winter of 1999/2000 and 2000/2001).

Results

One general observation
As in the first year of the study,it would be true to saythat the similarities betweenthe
countries were far more significant than the differences. There was, for example, very
little labour turnover, in either country.

Some specific points

The picture that emerged regarding the ownership of a PC was interesting. In the second
year of the study year, it emerged that two (out of the cohort of 18) Finnish employees
had bought a computer for home use, which meant that the proportion of those without a
PC at home was now 8/20 (compared to the UK figure of 3/20). This compares with an
estimate by Travis (2001) that half of the British population has accessto a PC at home.

In the first year of the study,every employeein both countrieshad receivedsomeform of
training in the previous year (except one Finnish employee). In the following year, when
asked about the utility of such training, only 2/18 Finnish respondents disagreed with the
statement that IT training was useful; in the UK the figure was also 2. Nine of the Finnish
cohort had been on short courses in the second year of the study year (compared to 7 in
the.UK). Typically, in both countries, these short courses would include a one-day Word
course or databasecourses or a lday Internet course. Again, as in the UK, where people

6

had started general courses, they felt that they had progressed with them well. Currently,
3 people were doing more generally accredited courses in Finland and two of those were
doing Personal Development courses. The third person was doing a 20-credit course
based at Oulu University in Library and Information Technology. Similarly, in the UK, 3
people were continuing with general courses; this comprised one person doing the ECDL,
another doing an Integrated Business Technology (level 3) course and a third doing an
ITB (level 2) course.

As with the UK, there was a marked (and understandable reluctance) for employees to
use their own money to get training; where such a contribution was made, it was paid by
those doing general (rather than short) courses. Two Finnish employees said that they
had contributed to such training in terms of direct money costs (at a value of between
£38-40 for a year). This compares to the (similar) British result that 3 people had
contributed towards such costs (and subsequently paid out sums ranging from between
£17.50 to £74).

Interestingly, if we look at the people doing general courses, then they were prepared to
use their own time. In the case of the 3 British people doing such courses, this typically
meant being prepared to devote 3 hours per week. This contracts with the picture in
Finland, where people would be prepared to give up between 5-8 hours per week in two
cases and every other weekend in a third. To an economist this is of interest in that the
opportunity cost of such time could be considerable. Let us imagine that a person was
being paid the equivalent of the British minimum wage of £3.70 per hour. In that case,
the British people were giving up the equivalent of an opportunity cost of £11.10 (i. e.3x
£3.7) "lost" wages per week, or £444 per year (40 x £11.10). In the case of Finland, let
us be conservative and suppose that the time spent is 5 hours per week; then the lost
wages would be worth £18.5 (5 x 3.7) per week. To put this further into perspective, if
the opportunity cost of lost wages was of the order of £18.5 per week, then this would
amount to some £740 (7400 Finnish markka) over a typical academic year (i. e. 40 x
£18.5).
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The LIC (1997, p34) pointed out that of the equivalent of 27,000 full-time employees in
the British public library services, 74% are "front-line" staff (i. e. broadly speaking,
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in the survey were on full-time contracts and all had received some form of training in the
first round of the study; it is perhaps less surprising that they were all given some form of
training; In the second round, the majority of employees across both countries continued
to receive IT training (i. e. 12/18 in Finland and 10/20 in the UK).

The intention of the British library service featured here was to provide IT training up to
the standard of the European Computer Driving Licence by the year 2003 for all of its
2000).
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Conclusions and Policy Implications

One clearly has to be very wary of drawing policy conclusions from such a small data set
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The following points are made tentatively.

The first point to make is that there is clearly a need for lifelong learning and that IT
literacy is clearly an important component of such a policy. More specifically, as
Finegold (1993) has pointed out, the UK is in a low skill/low wage equilibrium compared
to other countries in the EU. The challenge facing the British economy is to make sure
that our workforce is able to produce a higher value added output, by increasing skill
levels; lifelong learning has an obvious part to play in such a strategy. The New Library
British
demonstrates
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the
that
that
government is now
project one example of a policy
levels,
determined
to
especially those concerned with
skill
update
a
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making
information retrieval. This project is explicitly designed to affect a wide range of people
in society and encouragethem to pursue lifelong learning. In terms of equity and
efficiency, one can see great merit in the LIC's avowed attempt to deal with the issue of
social exclusion in this context.

There are a number of positive signs emerging from the interim results of this small
study. The evidence regarding job applications, for example, is interesting; with very few
exceptions, neither the Finnish nor the British staff made external job applications, which
suggeststhat poaching is not a problem. The evidence here supports the argument of
Shackleton (1992), that poaching is more of a potential, rather than actual problem. It
would seem that the Finnish and UK government (through the LIC) are right to provide
ECDL,
the
training,
as well as more limited (short duration)
such
as
generally accredited
training, that is often in effect, firm specific.
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Moreover, the evidence about staff willingness to pay for training is also interesting. In
neither country were staff generally willing to pay the direct costs associated with
training (such as tuition fees). However, some staff were prepared to subsidise training,
in that they were prepared to use their own time for such an activity. Generally though, it
both
(in
the
countries) that were prepared to make such a sacrifice.
staff
was
professional
Although employers in both countries would be prepared to pay the direct costs of such
general courses, they were not prepared to pay the implicit costs associated with the use
of their employees' time in this context.

However, there are signs that one must be wary of some of aspirational nature of some of
the policy statementsreferred to earlier. The rates of ownership (of a personal computer)
provide interesting data. It is clear, for example, from the second round of results that a
sizeable minority of staff (i. e. 11/38) across the two countries would find it impossible to
do open or distance learning courses themselves, given that they are often predicated on
the basis of owning a PC. This issue is an important one, especially in terms of acting as
a barrier to lifelong learning for those concerned with providing an information service to
others in their community.

There is another reason to be somewhat skeptical about the optimistic tone set by Candy
(2000) or Brevick (2000), regarding lifelong learning. These writers (as well as the UK's
Department for Education and Employment, 2000), fail to adequately discuss how the
problem of social exclusion will be dealt with, i. e. how the gap between the "information
haves" and "have-nots", will be closed. Public libraries have the potential to have a
tremendous influence on lifelong learning. Equally obvious however, is the fact that half
(or nearly half) of the populations of the countries studied here do not belong to a public
library. It is tempting to suggest that many of these people do not possessa PC at home
and thus difficult to see how public libraries can help them to pursue IT and lifelong
learning strategies.

It is difficult to escapethe view that the'LIC have underestimatedthe difficulties of
making sure that librarians are adequately trained to support lifelong learning within the

10

timescale proposed. The UK library service is now approximately half-way through its
intended timescale of getting all staff up to ECDL standard of computer literacy; the
evidence from this survey suggeststhat only a minority of its staff have achieved this
standard to date.

The interim results featured in this study suggest that there are many constraints involved
in the necessaryendeavour to help as many people as possible to become autonomous
(lifelong) learners. Not the least of these problems relates to the provision of the
library
be
to
training
that
given
staff.
should
necessary

11
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Elinikäinen oppiminen: kuka kouluttaa
kouluttajat?
[Lifelonglearning:whotrains
DesMonk:Elinikäinen
oppiminen:kukakouluttaakouluttajat?
] Informaatiotutkimus
2 (20),34-38.
thetrainers?
Thispapersuggeststhatin thegeneralliteratureonlifelonglearning,thereis a dangerthat
importantissuesmay be in dangerof beingoverlooked.It is striking,for instance,that a
numberof papershaveassumedthe existenceof importantgivenfactorssuchas a basic
levelof computerliteracy.In short,thesepapershavetakenan optimisticviewconcerned
withtheissueof howindividualspursuelifelonglearning.Thisstudyservesascounterpoint
to suchoptimism.It is concernedwiththetrainingthathas beengivento publiclibrarians
(intheUKandFinland)to helpthemto aidthegeneralpublicaccesstheinformation
highway
andpursuetheirownlifelonglearning.Theresultspresentedheresuggestthatthereare
.
manyconstraintsinvolvedin the necessaryendeavourto helpasmanypeopleas possible
(lifelong)learners.Notthe leastof theseproblemsrelatesto the
to becomeautonomous
provisionof the necessarytrainingthat shouldbe givento librarystaff.
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Johdanto

Poliittinenkonteksti:Iso-Britannian
Library

Information
Commission
ja
Suomen
and
keskeinen
Elinikäinen
oppiminen
oneräs
poliittinen
kysymyslukuisissamaissaeri puolillamaailmaa.
Molempientässä tutkimuksessamukanaolevien opetusministeriö
hallituksetovat jo
maiden(Suomija Iso-Britannia)
myäntäneetmerkittäviä resursseja elinikäisen
(LIC 1997).
kehittämiseen
oppimisenstrategioiden
Tämätutkimushaluaakuitenkin
nostaaesilletärkeitä
huomiotta.
jotkavoivatollavaarassajäädä
näkäkohtia,
Erityisen merkille pantavaaon, että lukuisissa
(esimerkiksi
tutkimuksissa
oppimisesta
elinikäisestä
Candy2000)on oletettu,että tietyttärkeättekijät,
kutenperustaidot
tai perusvälineet,
eliomatietokone
tai tietokoneen
käyttämahdollisuus,
ovatolemassa.
Yleensä
täilaisettutkimukset
suhtautuvat
optimistisesti
yksilöidenhaluunelinikäiseenoppimiseen.Tämä
vertaileva,pitkänaikavälintutkimusesittääkriittisen
tälleoptimismille.
näkökulman
'Käännös:JarmoSaartija PetraRuotsalainen.

Kasvavasta
kansainvälistymisestä
(Dunning1996)
ja nopeasta
teknologian
kehittymisestä
(Storey1992)
puhutaan
yleisesti.Lisäksionesitetty,ettäparinviime
vuosikymmenen
aikanamuutoson ollut erityisen
Niinpätyöntekijät
selvästinähtävissä.
eivätvol enää
koulutuksensa
olettaa,ettäheidänalkuperäinen
riittää
kokotyöiänajan.Suomenopetusministeriön
kannantodetaan:
otossaelinikäisestä
oppimisesta
"Economic
inotherforms
theincrease
globalisation,
of internationalinteractionand developmentsin
technology
haveled to a situationwherespasmodic
and unexpectedchangehas becomethe norm in
society.Changeis oftenexperienced
as a threat,but
it alsoprovidesa greatdealof opportunities.
People
findthemselves
accordingly
bya
constantlyconfronted
newsituationdemanding
newteaminganda renewal
"(Finnish
Ministryof
Education
ofcompetence.
1997,1),
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SiksiIso-Britannian
hallitusonaloittanut
Ministeriä
valtiontukemaa osaamistaan.
onkinesittänytratkaisuksi
jonkatarkoituksena
(ibid.2).Lisäksiraportissa ohjelman,
tietokoneonkasvattaa
aikuiskoulutusta
ammatillista
esitettiin selkeästitarve varmistaa,että heikko- lukutaitoa maan opettajien joukossa. Julkisten
taitoisimpia tyäntekijäitärohkaistaansaattamaan kirjastojenkirjastonhoitajatkuuluvatmyös saman
Tarkoituksena
kohderyhmään.
kahtiajaosta
taitonsaajantasaile.Huolisosiaalisesta
paketin
on selkeästi
ja epäpätevistä
tyäntekijöistä- on osa strategiaa, auttaa toisten kouluttamisestaja neuvomisesta
pätevyys
mutta sitä kuinka nämä arvokkaat tavoitteet vastuussaolevatensinitse saavuttamaan
Library tietokoneen
käsiteltiinvähän.Iso-Britannian
käytässä.
saavutetaan,
Commission
(LIC)mukaantyöntekiAikaisemmin mainitusta 230:stä miljoonasta
and Information
20miljoonaa
jöiden tulisiollavalmiitakäyttämään
kirjastonomaaaikaansa punnasta
puntaaontarkoitettu
kouluttamiseen.
KutenLibraryandInformation
kehittääkseentaitojaan. Myäs Suomenopetus- hoitajien
osallis- Commission(1997) osoittaa, 58% brittiläisestä
ettätyäntekijät
ministeriöpitäämahdollisena,
kirjastossa.
(Kajaanin
työajanulkopuolella.
tuvatkoulutukseen
onkäyttäjinä
yleisessä
väestästä
informaatikon
Commission kaupunginkirjastossa
Iso-Britannian
LibraryandInformation
työskentelevän
(1997) tutustui laatiessaanomaa strategiaansa mukaanvastaavaosuuson Suomessanoin 50%.
joka järjestettiin
raportteihin14 maasta(Suomimukaanluettuna)ja Tämätietoon saatuhaastattelusta,
Kaikista14 kyseisessäkirjastossamarraskuussa2000.) Isoyhdenmukaisuudesta.
yllättyitavoitteiden
NewLibraryprojektin
tarkoitus
maasta löytyi viimeisenkymmenenvuodenajalta Britannian
onvarmistaa,
hallituksenjulkaisuja,jotkavahvistivathalukkuuden ettäkansalaisilla
käyttöän
tietokoneen
onmahdollisuus
varmistaa oman työvoiman maailmanlaajuinen ja tietoverkonvälitykselläjaeltavan(kuten myäs
LIC nosti
kilpailukykyisyys.
Asia,jonkaekonomistit
ovattuoneet digitoidun)informaationhyödyntämiseen.
Viime esilleselkeästisosiaalisensyrjäytymisen
ongelman
alkupuolella(1992).
esille jo vuosikymmenen
koskevissa
(1997,1998).
asiakirjoissaan
vuosina on noussutesiin eri maidenhallitusten uuttaprojektia
johdonmukainen
huomattavan
pyrkimyssamankal- LIC uskoo, että suuri yleisö voidaanperehdyttää
koskasuurinosaheistä
tiedonetsimiseen,
taiseenkäytäntöönrohkaistaihmisiäharrastamaan elektronisen
joissa kuuluuyleisenkirjastonkäyttäjiin.Tämäselittääosin
luomalla
oppimista
sellaisetolosuhteet,
elinikäistä
lisärahoituksen
(jasenaiotunaikataulun).
tämäon parhaiten
suunnitelman
mahdollista.
Vuosi sitten australialainen yliopisto (Central NewLibraryprojektiinon tarkoituskäyttääkaikkiaan
Queensland)järjestikansainvälisen
konferenssin,joka 270miljoonaa
puntaa.Tietotekniikkakoulutusbudjetti,
omistettuelinikäisenoppimisen jolla on tarkoitus kouluttaa henkiläkuntaECDL
oil kokonaisuudessaan
käsittelyyn. Amerikkalaisen luennoitsijan Breivikin (EuropeanComputerDrivingLicence)standardin
(2000)mukaanUSA:ssa,kutenmuuallakin,on kasvava tasolleviimeistään
(Lancasvuoteen2003mennessä
kuilu niidenvälillä,joilla on mahdollisuuselinikäiseen hireCountyLibrary2000,22),on20miljoonaa
puntaa.
oppimiseen,koskahe osaavatkäyttäätietokonettaja Sekä perus- että nuorisoasteenkouluttajilleon
omaavat tarvittavat medialukutaidotja niiden, jotka tavoitteeksi asetettu sama aikataulu ja sama
taso.Iso-Britannian
hallituson selkeästi
eivätsiihenkykene.Tässäkäänsiitä,kuinkatämäkuilu koulutuksen
saataisiin kurottua umpeen, ei käyty keskustelua. esittänyt,että niistä,jotka ovat vastuussatoisten
Vastakohtana tällaiselle optimismille ainakin Iso- ihmisten,erityisesti nuorten koulutuksesta,tulisi
Britanniassavoi olla varovainensen suhteen, missä kouluttaariittäväntietokonelukutaitoisia
suhteellisen
määrin edes ammattitaitoisenhenkiläkunnan,kuten Iyhyessä
ajassa.
Merkittävääon kuitenkinse, että suuri osa Isoopettajien, tietokoneen käyttätaidot ovat aidosti
Britannian
kirjastonhoitajien
parantuneet, huolimatta huomattavasta valtion
tietotekniikkakoulutuksesta
rahoittamastaohjelmastatavoitteensaavuttamiseksi. ontarkoitussuorittaatyäntekijöiden
omallaajalla.LIC
Doughtynmukaan(2001)Jähespuolet(47%)opettajista arvioi,ettätyöntekijöiden
käyttämään
pitäisiollavalmiita
ei ollutyhtäänvarmempitietokoneenkäyttötaidostaan vuodessaviittä päiväävastaavaaikamäärätähän
(LIC1997,41).On myäshuomattava,
vuonna2000kuin he olivatolleetvuottaaikaisemmin. tarkoitukseen
Tämä huolimatta mittavasta koulutuspaketista,jota ettäLICinmielestä
koulutukseen
tuleeosallistua
kaikki
varten varattiin 230 miljoonaapuntaajulkisia varoja kirjastoamma611inen
henkiläkunta:
sekäkirjastonhoitajat
kirjastonhoitajien
ja opettajienkoulutukseen.
Ensinmainitturyhmävoidaan
että kirjastovirkailijat.
SekäIso-Britannian
joilla vaatimuksena
ettäSuomenhallitukset
pitävät luokitellaydintyöntekijäiksi,
on
koulutus,jota jälkimmäisellä
elinikäistä
oppimista
ettäsiihentulee yliopistotason
niinmerkittävänä,
(toissijai.
käyttäävaltionvaroja.Tässätavoitteenaon poistaa sella) ryhmälläei ole. Lisäksltoissijaisen
ryhmään
osa esteistä,jotka estävätihmisiä päivittämästä kuuiuvat tyäsopimukseltaan
osa- tai väliaikaiset
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Tulokset
Yleishuomio
Kutentutkimuksenensimmäisenävuonnajo ilmeni,
olivat maiden väliset yhtäläisyydet paljon eroavaisuuksia merkittävämpiä. Esimerkiksi molemmissa
maissatyävoimanvaihtuvuusoil hyvinvähäistä.
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Erityishuomioita

Tietokoneen
omistustakoskevattutkimustulokset
Tutkimuksen
toisenavuonna
olivatmielenkiintoisia.
käviilmi,ettäkaksi(kahdeksantoista
hengenjoukosta)
suomalaistatyöntekijääoll ostanut tietokoneen
kotikäyttöön,mikä merkitsisitä, että tietokonetta
omistamattomien
osuusoli nyt 8/20 (Iso-Britannian
Metodologia
vastaavalukemaoli 3/20).Tämä on verrattavissa
Travisin(2001)arvioon,että puolellaIso-Britannian
kansainvälisesti väestöstäon kotonakäytettävissään
tietokone.
Tutkimustatehdäänyhäenemmän
Tutkimuksenensimmäisenä
ja näin syntyvistä vertailuista saadaan usein
vuonnamolempien
mielenkiintoisiatuloksia (Shackletonet at 1995). maiden kaikki tyäntekijät olivat osallistuneet
kouiutukseen
Vastaavasti tällaiseentutkimukseenIiittyy monia jonkinlaiseen
edeltävänvuodenaikana
jotka (Iukuun ottamattayhtä suomalaistatyöntekijää).
ongelmia,joista useatIiittyvätperusongelmiin,
Nämäongelmat
mielessä, Seuraavana vuonna tiedusteltaessa tällaisen
syntyväterikieltenkäytöstä.
hyödyllisyyttävain
2suomalaista
halusimmeverratatutkimustuloksiamme
toisenmaan koulutuksen
vastaajaa
tutkimustulosten kanssa ja Suomen valintaan 18:staoli edmieltäväitteen:"tietotekniikkakoulutus
oli
kohdalla.
Vastaava
lukemaolisamamyäs
oli lukuisiasyitä.Koimme,ettäSuomi hyädyllistä"
vertailumaaksi
Toisenvuodenaikanayhdeksän
on mielenkiintoinen uusi vertailukohde, koska Iso-Britanniassa.
Iyhytkestoisill
kirjallisuudessa
oli osallistunut
e kursseille
on tyypillisestiesitettyvertailujaiso- suomalaista
lukuoli7lso-Britanniassa).
Tyypillisesti
Saksanja JapaninväliIiä(katsoDeissinger (vastaava
Britannian,
nämä
1997ja Needle1994).VastaavastiSuomentapa- kurssitsisälsivätmolemmissa
maissayhdenpäivän
uksessa vertailu on yleensä tapahtunutmuiden Word-kurssin,yhden päivän Internet-kurssintai
kanssa(katsoJulkunenja Malmberg- tietokantakursseja.
Taas,kutenIso-Britanniassakin,
pohjoismaiden
Heimonen1998).
missäihmisetolivataloittaneet
yleiskursseja,
osallistujat
Selvittääksemmetämäntutkimuksenesiinnostamia kokivatedistyneensä
niissähyvin.Kolmellahenkilöilä
kysymyksiäseuraamme20 työntekijääkummastakin oli käynnissäpitkäkestoisempi
koulutus(Suomi)ja
Kolmashenkilö
maastaviiden vuodenajan.Halusimmepäästäsisään kaksiheistäsuorittiPD-kursseja.
suoritti
kunkinmaankirjastoihinja seuratavalittujatyäntekijöitä, 20opintoviikon
Tietotekniikkaa
kirjasto-jatietopalvelujotka työskentelivätkaupungin/ammattikorkeakoulun alalle-kurssia
Oulunseudunammattikorkeakoulussa.
kirjastoissa. Haastattelujen vastauksista tehtiin VastaavastiIso-Britanniassa
kolme ihmistäjatkoi
HeistäyksisuorittiECDL:
yhteenveto, jossa vastausten käsittelyssä taattiin yleiskursseja.
n,toinensuoritti
(level3) kurssiaja
saatujentietojenluottamuksellinenraportointi.Kutakin IntegratedBusinessTechnology
valittua työntekijää haastateltiin paikanpäällä20-30 kolmasITB(level2) kurssia.
minuuttiavuosittain.Tämäartikkelion tehty tutkimusjakson keskivaiheentulostenpohjaltatoisen haastattelukierroksenjälkeen(järjestettytalvella1999/2000ja
2000/2001).
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herättävää
työntekijät.Huomiota
on,ettäLICselkeästi
ehdottaa, että vain Iauantaisin tyäskentelevän
henkilökunnan
tietotekniiktulisimyässaadaosallistua
(LIC 1998,61).LIC oli vakaastisitä
kakoulutukseen
tulisiollavirallisen
mieltä,ettätietotekniikkakoulutuksen
asemanomaavanoppilaitoksen
antamaaja tähdätä
jonkinlaiseentutkintoon.
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Työntekijätolivat selvästiniin Iso-Britanniassakuin
Suomessakin- ja hyvin ymmärrettävästäsyystä
haluttomia maksamaanitse koulutuksesta.Kurssimaksuja maksoivat pääsääntöisestiosallistujat itse
tapauksissajoissa he osallistuivat laajoille yleisille,
arvosanaantai tutkintoontähtäävillekursseille.Kaksi
suomalaista työntekijää kertoi osallistuneensa
koulutuksenrahallisiin kustannuksiin(38-40 punnan
edestä vuodessa). Tämä on verrattavissa samankaltaiseen Britanniassa saatuun tulokseen, jonka
mukaan kolme ihmistä oli osallistunut tällaisiin
maksuihinGamyähemminmaksaneetkuluja17.50-74
punnanväliltä).

Onmielenkiintoista,
ettälaajojakursseja
suorittavat
ihmisetolivatvalmiitakäyttämään
tähänmyösomaa
^ý sr
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britin
kursseja
tällaisia
Kolmen
suorittavan
sa.
ja
Johtopäätökset
poliittisille
seuraukset
he
tarkoitti
olivat
tämä
että
yleensä
sitä,
sessa
kolmetuntiaviikossa.
akäyttämäänopiskeluun
ihmiset
Suomessa,
ohjelmille
tilanteeseen
missä
)iverrata
valmiita Iuopumaan5-8 tunnista viikossa
,sa tapauksessaja jokatoisestaviikonlopusta Seuraaviin johtopäätöksiin tulee suhtautua
tämäonkiinnostavaa
otoson
siksi, kriittisesti.Ensinnäkin
siksi,ettätutkimuksen
nessa.Ekonomistille
mäajassamenetettyhyätyvoi ollamerkittävä. varsin pieni. Lisäksise, että haastateiluteivät ole
brittiläistä
henkilölle
voivaikuttaa
maksetaan
oikeellisuudesta
vastaustensa
vastuussa
aan, että
Siinä
3.70
Myöseri kulttuurisetaspektfit
tunnissa.
tulostenpätevyyteen.
puntaa
palkkaavastaava
ksessa brittiläiset luopuivat 11.10 punnan vaikuttavatohjeidenantamiseen:se, mikä toimii
tetystä" palkastaviikossatai 444 punnasta yhdessäkulttuurissa
ole hyväratkaisu
ei välttämättä
paikkaon toisessa(Hofstede1991).
menetetty
ssa.Suomentapauksessa
Ensinnäkinvoi todeta, että tarve elinikäiseen
ettäkulutettu
varovaisesti
untaaviikossaolettaen
)n 5 tuntia viikossa.Asiaaselventääksemmeoppimiseenon olemassaja että tietokonelukutaidot
kuten
Lisäksi,
jos
todeta,
palkkojen
ohjelmia.
menetettyjen
oppimisen
että
ne
ovatosaelinikäisen
Iso-Britannian
(1993)onesittänyt,
ongelmana
Jettyhyötyon 18.5puntaaviikossasetekisinoin Finegold
koulutettu
huonosti
EU:
hun
Suomen
tyypillisessä
(7400
on,
että
markkaa)
muuhun
verrattuna
untaa
Brittiläisen
talouden
lukuvuodessa.
huonosti.
(40
tuottaa
tyävoima
viikkoa)
myäs
emisessa
nhaustasamantai eri työnantajanpalvelukseen haasteon nostaatyövoimanosaamistaja samalla
in vähän todisteita.Iso-Britanniassavain neljä tuottavuutta
avulla.NewLibrary
oppimisen
elinikäisen
hallitus
läoil hakenuttyätälaitoksensisäisestija vainyksi projekti
oneräsosoitussiitä,ettäIson-Britannian
16oli hakenut tyätä sen ulkopuolelta.Suomesta haluaapäättäväisesti
nostaaväestöntiedonhallintatasoa.Hankepyrkiikohdistumaan
n Jähessamattulokset.Vainyksioli hakenuttöitä taitojenosaamisen
kukaan
hakenut
ja edistämään
ollut
laajasti
eikä
elinikäistä
sen
ulkopuolelta
sosiaalisiin
ryhmiin
en
,
ja tehokkuuden
esti.Vaikuttaisisiltä,ettätässäyhteydessäei ole oppimista
niissäkaikissa.Tasa-arvon
edarvois siitä,ettäkoulutettuhenkilökuntahoukuteltaisiin kannaltaLIC:n tavoitevastustaasosiaalista
rönantajan palveluksiin paremman palkan tai suuttaonkinmerkittävä.
Tämäntutkimuksen
en etuisuuksienavulla.
perusteella
voisanoa,ettätässä
joitakin
(1997,34)totesiettä 27 000:stä kokoaikaisesta perusvalmiuksien
luomistyössä
onnähtävissäjo
läisestä yleisten kirjastojen työntekijöistä hyviä tuloksia. Täydennyskoulutusta
saaneiden
tovirkailijoidenja kirjastoapulaistenosuuson 74 työpaikanvaihtaminen
ei näyttäisiolevanongelma:
kirjastonhoitajien osuus on 26 %. Kuitenkin vainmuutamat
ja Suomessa
henkilötIso-Britanniassa
allisestihaluttiinvarmistaa,ettämolemmatryhmät olivat tehneet hakemuksiaoman työnantajansa
(1992)
Tämähavainto
tukeeShackletonin
at koulutusta.Tämäntutkimuksenensimmäinen ulkopuotelle.
Dsoitti,että vaikka puolet brittiläisestäotannasta väitettä, että työpaikan vaihto on pikemminkin
tui osa-aikaisistatyäntekijöistä,he osallistuivat mahdollinen
Niinpämolempien
keinreaalinen
ongelma.
jonkinlaiseen IT-koulutukseen. Sitä vastoin maidenratkaisu
tarjotatyöntekijöille
sekäjonkinlaiseen
nessa kaikki tutkimukseenosallistuneet olivat tutkintoonjohtavaa(esim.ECDL)ettäIyhytkestoista
ja kaikki olivat saaneet koulutusta
kokopäiväsopimuksella
on oikea.
,ä
inlaista koulutusta tutkimuksen ensimmäisen
havaita,ettätyäntekijät
Lisäksion mielenklintoista
een aikana. Niinpä heidän kohdallaanon ehkä ovat valmiita maksamaanitse tähän liittyvästä
Kummassakaan
mmän yllättävää, että heille kaikille järjestettiin koulutuksesta.
maassaeiollutsuurta
Tutkimuksen
inlaistatäydennyskoulutusta.
toisessa halukkuuttamaksaaitse koulutuksen
kuluja(esim.
Sensijaanosahenkilöstöstä
maissa osallistumismaksuja).
eessasuudnosatyöntekijöistä
molemmissa
oli
listui edelleenIT-koulutukseen(toisin sanoen 12 valmiskäyttämäänsiihenomaaaikaansaja täten
kilöä 18:sta Suomessa ja 10 20: stä Iso- osallistumaan
osaltaankuluihin.Kuitenkintähänoli
Työnantajatolivat
inniassa).
suurinvalmiuskirjastonhoitajilla.
molemmissa
puolestaan
maissavalmiitamaksamaan
kurssien
Joskoulutus
tapahtuisi
pitempien
opetuksesta,
työntekijöiden
omallaajalla.
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Open/distance learning in the United Kingdom.
Why do people do it here (and elsewhere)?
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Astract

,

This article looks at the reasons why institutions and individuals would be interested in the
development of open/distance learning over the past two decades. To begin with, a
definition of each is given and this is followed by a policy context. The suggestion here is
that employers (in the United Kingdom and elsewhere)have been increasingly interested in
the flexible use of their labour force; open/distancelearning is yet another example of the
way that employers expect their employeesto acquire skills on a flexible basis. Moreover,
the reasons that are usually given to explain this trend have concentrated on 'pull"factors
(such as the development of technology); but one could also consider the existence of
"push" factors such as the fact that firms now face increased competition from global
competitors. It is against this background that they wish to gain some added value from
their employeesand flexible learning methodsare seen as a cost-effectivestrategy to help
them to gain such an advantage.
However, it is interesting that individual students/employees(and their trade unions) have
also respondedfavourably to the developmentof open/distancelearning and some analysis
of these trends is offered Two other types of institutions are considered here. The British
favourably
have
to developmentsin this field, as have
also
very
responded
government
United
Some
developments
Kingdom
in
in
the
comparisons
and
elsewhere.
with
universities
South Africa are set out in towards the end of this article. Finally, at the end of the article,
a cautionary note is sounded

Introduction:

a policlj context

To begin with, it is worth considering what if any, are the differences between open and
distance learning, given that the two terms are often used on an interchangeablebasis.
Indeed, for much of this article, little distinction is made betweenthe two forms of learning,
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but sometimes it is instructive to remember that they are not quite the same thing. In 1991,
the UK's Employment Departmentoffered thesedefinitions:
Distance learning is where tutor and student are separate, in space and in most
be
in
In
to
this,
the
time.
the
to
content
order
achieve
of
courses
needs
cases
packagedin some form. How this is done will depend on a number of factors. In
most cases, the package is text based, but it can include video, audiotapes and
computer assisted learning (CAL). When there is no time difference, simply a
physical distance, then IT (Information Technology) systems are the most
appropriate.
Open learning is a much more general term. It is very similar to flexible learning
and can apply to a whole range of systems that allow the student choice as to the
pace, place and time of learning. It can encompassanything from drop-in centres
to stand alone multimedia systems to independentstudy. However, most of them
require a packagein order to provide the flexibility. Whatever the system, though,
it normally offers some support for the student which is extra to the package
(London Employment Department, 1991,1).
In short, the differences between open and distance learning are less significant than the
Department
Employment
features
Moreover,
the
that
they
published
share.
since
common
those definitions, there has been an important change in terms of Internet usage,in the past
decade. More generally, we can say that there has been a dramatic interest in the use of
flexible education and training methods in the past 10-1S years, in the United Kingdom.
Apart from the developmentof open/distancelearning, we might consider the increaseduse
of the following:
" the use of competencies
" accreditation systems
" an increasedemphasison 'in-house' expertise,such as mentoring

flexibly.
delivered
be
This
has
desire
that
more
often
general
programmes
"a
meant that employerswant'tailored'ratherthan'off-the-shelfcourses.
Sloman (1993) suggeststhat training is increasingly likely to play a strategic role in the
future of many businessorganisations. However, he goes on to say that such training is
be
it
be
by
headquarters
Rather,
to
the
of
such
organisations.
will
provided
unlikely
provided via flexible meansthat will include the increasingly extensive use of open learning
packages. Sloman and others (e.g. Littlefield, 1994) have emphasisedthe fact that during
the 1990s, computer-basedpackageswere an increasingly important means of providing
training. Employers want flexibility in terms of both provision and assessment.This means
that a lot of training now has a more open-endedtimeframe than it used to have; employees
no longer have to attend particular courses on a particular day of the week or attend a
particular location in a specific month. In short, one can readily see the attraction for
employers, of open/distancelearning. It is hardly surprising that there has been an increase
in the interest shown in such learning programmes,both at an academicand policy level, in
the past two decades.
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This paper is organisedinto three sections. The first section comprisesthe bulk of the paper
and here an attempt is made to examine why employers/employees/trade
unions/governments and universities have all become more interested in open/distance
learning. In the secondsection of the paper some comparisons with South Africa are set out.
The third section appearsat the end of the paper and a note of caution is soundedregarding
the attrition rates associatedwith open/distance learning. To examine why this style of
learning has becomemore popular with employers, a distinction is made between push and
has
(or
factors.
literature
Although
the
policy-led
emphasised
positive
much
of
pull)
pull
reasons for the adoption of new training methods, the argument put forward below is that
there are several powerful push factors at work. In other words, employers are often under
pressure to consider changes in training because they are encountering more difficult
circumstancesin their product markets; changes in labour market conditions have followed
changes in product market conditions. Employees, for their part, may also feel coerced by
an implicit contract, so that they accept that they will have to do some of their training in
their own time. Similarly, the strategies of other bodies (such as trade unions or the
forward
here is that we do not, as yet have
The
also
are
examined.
view
put
government)
sufficient data to confidently say that open/distance learning is necessarily more efficient
than traditional means of delivery but nevertheless,the signs are that it will continue to
become more popular.

Why would employers be interested in open/distance
learning? Some pull reasons
As with many socio-economic phenomena, we might categorise the reasons for the shift
towards the new training methods under two headings, i.e. positive (or 'pull') reasonsand
negative (or 'push') reasons. To explain why there has been a dramatic shift in the use of
flexible training methods in the UK in the past two decades one could point to the
development of a national framework of accreditation (the National Vocational
Qualification, or NVQ system), that has only been in existence for about ten years (NCVQ,
1988). Prior to that, employeesmay well have been doing training that, potentially, might
have been accreditedbut had to acceptthat such training was effectively firm specific, since
it had not been graded according to the NVQ system. We might reasonably assumethat
such a lack of accreditation would effect an employees'motivation to do training especially
in their own time. From the late 1980s, employers such as the Britannia Building Society
have been able to entice employees to do courses such as supervisory management
programmes (partly in their own time), by offering precisely this sort of inducement(Pope,
1991). Government departments such as the DFE (Department For Employment) were
quick to point out that accreditation schemesalso make it more likely that employeeswill
take responsibility for their own development, since they are now more likely to be able to
take such training to other employers and have it recognised on the 1.5 scale suggestedby
the NVQ system (DFE, 1992). Whilst there may be some truth in this suggestion,one has
to add the caveat that such an assertion has yet to be tested systemically; the evidence that
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we do have is largely anecdotal.

Another pull factor concerns the development of computer technology. Littlefield (1994)
suggeststhat it was only in the 1980sand 1990s that PCs becamesubstantially cheaperand
much more widely available than computer technology had been until these decades. Such
a development in technology explains, he argues, the rapid development of the Open
College in the UK, who run courses in a fashion similar to the Open University, but at a
lower academic level. Their estimate is that open learning has expanded at a rate of 20%
per annum, since 1987. Such orders of magnitude are consistent with the increasedtake-up
of open learning that Whitley and Martin (1995) envisaged within British Gas, during the
1990s. British Gas were one of a number of employers that encouragedemployees to take
greater responsibility for their own training and realised that developments in computer
technology could help, in terms of pursuing such a strategy (British Gas, 1995).

Why would employers be interested in open/distance
learning? Some push reasons
However, one could also point to a number of push factors, to help to explain the
development of these new training methods that put the matter in a different light. One
critical factor to consider is the timing of such changes; surely one might expect that the
sort of desirable (or pull) factors listed above would have been sought in previous decades.
We therefore have to examine those factors that have beenparticularly relevant to the 1980s
and 1990s.In other words, another way of looking at the adoption of new training methods
is that UK employers were compelled to reappraisetheir training strategies,with a view to
getting a more efficient use of the resourcesconcerned.
If we consider the timing of these changes,it is striking that they are set against a backdrop
of rapid globalisation, with its attendant implications for increased competition in the
product market place. Dunning (1996) points out that for the UK, stocks of outward foreign
investment amounted to only 14.5% of GDP in 1967, but by 1993 this had escalated to
26.9%. He also suggeststhat this growth in globalisation has been especially rapid since
the mid 1980s; whereasworld-wide FDI outflows only grew by 0.8% per annum between
1981-1985,they grew by 28.3 % per annum from 1986-1990and by 5.6% per annum, from
1991-1993. Similarly, Storey (1992) suggeststhat many organisations began a serious and
concerted move towards more flexible management strategies from the 1980s onwards
because,inter alia, they faced an increased threat from global competitors. Prior to that
date, world trade may well have been growing but in the 1960s and 1970s. it was not
thought to be sufficiently important to instigate a swing towards HRM (Human Resource
Management) strategies. Storey argues that the development of HRM in Britain is uneven
but that nevertheless,many employers are having to consider such a policy shift because
they face more threatening conditions in their product market place. This has meant that
employees now have to contend with more flexible job descriptions, more flexible (and
increasingly individualised) contracts and it has meant that training strategies have had to
change. More and more employers in the UK are having to accept that they become
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learning companies, in Storey's analysis; in his short article he does not explore this
development in any depth but elsewhere (Pedler et al., 1989; Nellis and Regan,2000), the
supposition is that learning companies have to adapt themselves so that they are able to
constantly learn new skills in order to compete. Such learning is often done on a flexible
basis,becauseproduct market conditions demand such flexibility. A similar point was made
by Charles Munn at an Educational Initiatives in Economics and Business (EDINEB)
conference held in Edinburgh (1997). The UK banking industry has had to adopt flexible
(open) learning programmes becausethe industry is now' much more competitive than it
was in the 1970sand earlier decades.
At least one referencein a managementjournal has acceptedthat product market conditions
prompted a change in training policy (Whitley and Martin, 1995). These authors were both
had
Gas
British
they
that
training
accepted
changes
officers
exogenous
with
and
senior
prompted a revision of training methods. In particular, they suggestedthat there was a need
for more devolution when it came to training provision, becausesenior managementhad to
accept that changed product market conditions warranted a less centralised training policy.
The following quotations give one a "feel" for the sort of warm reception that was accorded
to open learning:

Openlearningis not cheapbut it is certainlya cost-effectiveandflexiblemedium
(Whitley andMartin, 1995,27).
Currently around 16 per cent of our training is delivered through open learning...tn
three years time we expect that 80 per cent of our training will be done through
some form of open or flexible learning (Whitley and Martin, 1995,28).
Whitley and Martin suggestedthat a changedculture had necessitateda new training policy
that was much more devolved than had previously been the case.This devolution had partly
been brought about becausethe company had undergone a far-reaching businessprocess.
reengineering programme in the 1990s. After then, the company was reorganised along
functional (rather than regional) lines and there were to be four major sections of the
important
in
UK;
the
the
of these was concerned with the
most
company's actives
transmission of natural gas along a high pressure pipeline, Transco. An internal
had
Transco
this to say about new training methods:
within
communication
New technology has made it possible for self-study material to be sent through
Transco's computer network The benefits to shippers and Transco staff are the
...
provision of immediate, up-to-date training - no having to wait for classeslarge
enough to justify running a course(British Gas, Transco, 1995,1).
What Whitley and Martin did not make explicit was the extent to which the company had
its profits severelycurtailed in the 1990s. Of course, there are a number of ways to measure
profit, but in this case the different measurescorrelate reasonably well. It is worth noting
that 1997 was the first year that completely separateaccounts had been drawn up for the
two major wings of what was British Gas; from 1997 the transmission wing became a
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company called BG, whilst the trading arm becameanother organisation called Centrica. In
Table I below, the estimate of profits for 1997 representsthe amalgam,of both of thesenew
companies.
Table 1. British Gas's profits at nominal prices (in millions £)
Year
Profit

1987
1067

1988
1018

1989
1065

1990
1063

1991 1992 1993 1994 1995 1996
1469 846
918
607
-613
-237

1997
1251

Source: Annual Report (British oas, various years)

Broadly speaking,one can accept that the profit levels indicated reflect the extent to which
the company enjoyed a producer's surplus. Given that this is the case, it was evident that
immediately after privatisation (in 1986) the company still enjoyed a degree of monopoly
rent; profits were consistently above the £1 000 level until 1991. Indeed, within the
company there was a certain degree of complacency regarding the commercial implications
of privatisation. In 1994, the then Chief Executive Officer (Cedric Brown) referred to "...
the privatisation that never was", meaning that the way that the company was run was very
similar to the way that it had been run prior to privatisation, a point also made by Ferner
and Coiling (1991). The important point here is that whilst they were a nationalised industry
(and shortly afterwards), British Gas enjoyed a degree of producer's surplus and this
extendedto its provision of training, i.e. the company could afford to offer general training
to its employees in office hours. As product market conditions tightened, the company
sought to use more cost effective training (i. e. adopt new training methods), as Whitley and
Martin indicated. In adopting this policy though, managementwithin the company seemed
to have underestimatedthe pitfalls involved.

Why would individual students or emplojees be interested in
learning?
open/distance
Two explanations are offered here. The first concerns individuals as workers and has its
origins in implicit contract theory (McNabb and Ryan, 1990; Blaug, 1993). This theory
starts from the premise that it is impossible to be explicit about every contingency that
might face an employee at work, in their written contract of employment. Furthermore we
can distinguish betweencore employees(those on full-time permanentcontracts, who have
some influence or 'voice' and are likely to receive general training) and peripheral
employees (who are likely to be offered less securejobs, frequently on a part-time basis,
and are likely to have little or no voice and receive a little, firm specific training). From the
core employees' perspective, it makes sense to accept the conditions involved in their
implicit contract becausethey are, in effect, 'buying' an insurance policy. As employees
they might well want to have training done in the employers' time at a set time each week,
but they accept the decision to undertake flexible training even in their own time, because
they face the threat of losing their jobs if they refuse an implicit contract whereby they do
more than is spelt out in their formal job contract (Manning, 1990). Another 'gloss' could
be put on this view of events by suggesting that in effect, employees are taking more
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responsibility for their development. They are prepared to investigate what training they
need and are preparedto do it in their own time, becausethey realise the benefits that will
accrueto such an action.
This theme, of taking responsibility for one's own development, is further taken up by two
Howard,
1993).
1991;
(Thorne,
training
the
education
and
of
nurses
concerned
with
authors
In particular, Howard suggeststhat new training methods emphasisethe role of andragogy,
is
is
learner
Andragogy
than
that
the
adult
who
an
autonomous
pedagogy.
suggests
rather
learner
is
development;
this
that
the
to
take
their
of
process
means
charge
of
part
own
able
able to "take stock" of their existing knowledge and then see where they want to enhance
their portfolio of skills, or competencies.This auditing process is a useful exercise in itself,
as learnershave to gather evidenceof their skills, regardlessof whether they were gained in
having
informal
(for
learn
(such
formal
to
setting
example,
or
an
a
classroom)
setting
as
a
decide
individual
is
demands
being
It
to
the
then
who
will
what
the
up
a
parent).
of
about
open/distancelearning packagethat they needand at what level to pursue any given course.
They then, of course, have to have the discipline that is required by andragogic learning, in
order to complete a given course of study, without the framework of some institutionalised
setting (a certain class to be attended at a certain time each week). Equally, from the
individuals' perspective, one could argue that open/distance learning courses allow the
freedom to decide at what pace they pursue a courseand when they will do a given piece of
work.

Why would trade unions be interested in open/distance
learning?

One important, and well-established, characteristic of open/distancelearning coursesis that
it
is
Indeed,
learner
learn
their
speed.
not only employers'
the
to
own
they permit
at
but
(such
CBI,
1993),
the
also
such
usage
employees'
the
advocate
who
as
organisations
UNISON
(1993)
UNISON,
1993).
As
(such
the
union
as
white-collar
representatives
have
Learning,
Open
Distance
booklet
in
people
their
and
simply entitled
rightly say
different commitments at different times and they also are able to absorb different skills at
different rates.
More generally, the Trade Union Congress(the TUC), which is the central organising body
(1994)
Green
Claydon
British
to
radically altered their
and
trade
unions, according
of
in
1991
in
Their
1990s.
a
the
strategy
was
outlined
training
new
concerning
policies
document entitled Collective Bargaining for the 1990s, and the TUC wanted to emphasise
the role that training could have in terms of making their members have safer, more
in
human
investment
if
jobs.
(i.
Afterall,
training
employees
receive
more
e.
satisfying
be
less
likely to sack them, because
then
that
would
employers
one
could
argue
capital),
they (as employers) would want to see a return on their investment. Similarly, the TUC
have more recently (1998) stressedthat lifelong learning, delivered flexibly, is an important
benefit
to
their members, given that the more
the
with
potential
policy
part of economic
skilled a worker is, the more likely they are to earn higher wages (a finding reached, inter
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alia, by the Netherlands ResearchCentre for Education and the Labour Market, 1995).
However, the suspicion remains that British trade unions are not doing enough to foster the
take-up of open/distancelearning and do not regard training as an area of contestableterrain
as often as they might do (Mahnkopf, 1992; Wright and Spaven, 1996). Similarly, in this
in
into
in
librarians
Finland
interesting
it
is
the
that
training
to
a
study
recent
given
context,
in
involved
UK,
trade
were
not.
the
negotiations concerning the quantity or
unions
and
design of IT (information technology) training (Monk, 2000).

Whi3 would governments be interested in open/distance
learning?
As long ago as 1992, the Economistjournal pointed out that there was something of a race
developing amongst a variety of countries, in various parts of the world. They cited
examples from the USA, Japanand the UK, to illustrate just how consistent these common
problems and policy solutions were; more recently, Candy (2000) has said much the same
for the Australian experience.Basically, these countries are trying to maintain a competitive
advantagein terms of their workforce being more skilled than their competitors; if they fall
behind in this race, then the danger is that their workers will be left with low value-added
(and
Economist
living.
As
the
also Finegold,
work with a consequenteffect on standardsof
1993) pointed out, governments are wary of funding the training gap, entirely out of the
PSBR
is
because
the
expanding
wary
of
this
now
are
governments
partly
public purse;
(public sector borrowing requirement) rapidly, as they fear the onset of inflation.
According to the Department for Employment (DFE, 1992), one way of resolving the
policy problems alluded to above would be for individuals to bear more of the costs of
training themselves. For example, if individuals were to study in their own time, then there
learning
is
by
Open/distance
less
'lost'
be
seen as a way of
way
of
output.
would clearly
is
basis
flexible,
learning
lifelong
thus
and
seen as an
cost-efficient
a
on
promoting
important part of a strategy designedto make sure that the UK has a trained workforce that
can compete in the race alluded to above (see the Fryer Report, 1997). Critics of the British
has
(such
Finegold,
1993)
that
the
as
government
would
suggest
not
policy
government
done enough to train its workers; Jackson(1992) has suggestedthat the UK is in a training
(1997)
has
Commission
looked
Library
Information
UK's
Interestingly,
the
also
and
crisis.
by
in
the uniformity of policy
from
14
this
struck
and
was
also
context
countries
at reports
Finland;
Finnish
looked
Ministry of
One
the
they
the
at
was
countries
of
response.
Education (1997) has also advocatedthe use of open/distanceteaming for the samereasons
as the British government..

Why would universities be interested in the provision of
learning
courses?
open/distance
To illustrate this section of the paper, the policies of the University of Central Lancashire
from
in
British
be
trends
to
the
university
sector
emerging
exemplify
general.
will
used
The starting point here is that the UK is set to witness a further growth in student numbers
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in further and higher education by some 500,000 places, in a period from 1998 to 2002
(University of Central Lancashire, 1998). However, this is unlikely to mean a comparable
increasein full-time studentsattending universities, whilst pursuing coursesin a traditional
(face-to-face) manner. What it will mean is that students will be offered courses in a
flexible mode of delivery; they will not necessarily, for example, be expected to attend
lectures or seminars at a set time and place very week on the campus.The University has
therefore determinedthat it will take full advantageof technological gains and offer courses
via the improved computer infrastructure that is available. The University's teaching and
learning strategy will have to be amended and the University's internal documentation
(University of Central Lancashire, 1998) makes it clear that staff will have to be retrained
(for example in knowing how to make best use of web-based facilities or videoconferencing). In return, the University wants to be able to charge individual consumersfor
theseservices.
The following examples,from a variety of institutions, are given in order to illustrate orders
of magnitude in this context. (Much of the following information was passedto the author
via email, as a result of personal contact made to representativesof the relevant institutions
and as such, some degree of discretion was required; hence the nomenclature that follows.
In the caseof the University of Central Lancashire and the Australian example cited below,
the information is available in printed leaflets from the institutions themselves.) To begin
University
Central
Lancashire
The
let
British
of
several
consider
universities.
us
with,
chargessome £3 500 for an open learning packagethat is aimed at personnelmanagerswho
want to become chartered members of the Institute of Personnel and Development, that
would normally take an experienced manager about 18 months to complete. University A
(in Wales) charges £1 200/annum for a distance learning course leading to an MSc
qualification in Library and Information Management; the course normally takes 3 years to
for
its
distance
MBA
learning
£3
000/year
B
(in
Scotland)
University
charges
complete.
programme, which normally takes two years to complete. It is fair to say that post-graduate
materials have been somewhat more developed than undergraduateprogrammes, as these
examples testify; it seems probable that universities identified a clear, buoyant market
relatively early, in these cases. However, the University of Central Lancashire is actively
developing materials that are designed for use at undergraduatelevel. To further put these
British
it
is
into
that
universities now charge a
remembering
also
worth
context,
examples
full-time
for
its
fee
£1
000/annum
courses,which typically take
undergraduate
of
standard
three years to complete.
Finally, it is worthwhile considering examples from other countries further afield. The
Australian system of higher education has had to cope with the fact that the 18 million
inhabitants of that country are spread over a huge landmassthat is several times as big as
the UK (with a population of 59 million); not surprisingly, academicsthere have been very
interestedin the developmentof open/distancelearning for some time at both undergraduate
level.
University
Central
Indeed,
Queensland organised a
the
of
post
graduate
and
lifelong
implications
learning last year; open and
the
to
of
consider
conference solely

is

re
al"
;rs

1a

distance learning programmes were quite extensively discussed, as one can imagine, in such
setting (Appleton, et a!., 2000). Typically, an undergraduate programme comprises 8
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University
(academic
this
and
year
units)
per
particular
charges the equivalent of
courses
16 000/year for a full package of 8 distance learning courses in a year. This is almost
levied
for
full-time
the
to
a
charge
per
year
undergraduateprogramme
exactly equivalent
(per year). University C is one of the leading universities in the USA; they charge
£25 000/annum for their distance learning MBA, which again would typically take two
years.

'"

Somecomparisons with South Africa
Perhapsnot surprisingly, a lot of the arguments described here, from the UK perspective,
happen)
in
be
(or
South
happening
Africa.
to
to
about
what
seems
well
with
chime rather
So for example, like the UK and elsewhere, South Africa is set to increase its graduate
Pretoria,
in
University
2001,1).
Higher
Education,
Plan
(National
of
on
cited
output,
However, it is envisagedthat open/distancelearning will have an important part to play in
this development;the increase in student numbers will not necessarily be entirely taught in
a traditional classroom-basedmanner. In this sense,the South African experience seemsto
Lancashire.
described
Central
So,
University
developments
the
above,
of
as at the
at
mirror
University of Central Lancashire, there seems to be an awarenessthat developments in
flexible learning will have to be predicated on the training of academic staff (University of
Pretoria,2001,2).
South Africa would also seem to have several common concerns over the development of
Candy
(2000),
for
UK
to
the
countries.
other
and
compared
when
self-directed study,
Australian
to
has
the
that
spend more attention on
needs
government
argued
example,
longer
is
it
is
His
that
adequateto assumethat
no
training
argument
programmes.
graduate
knowledge or skills acquired by students during their time at university will last the
duration of their working lifetime. What is needed instead is an emphasison self-directed
lifelong
learning.
To
individuals
their
to
take
own
charge
of
that
enable
will
study
individuals
have
knowledge,
desire
lifelong
to
the
to
need
and
skills
update
a
perpetuate
development.
The
University
take
their
to
own
charge
of
of
outlook
necessaryskills and
Pretoria (2001,5) has explicitly suggestedthat high quality materials (both of the paper and
developments.
facilitate
help
to
such
will
electronic variety)
In the UK, much of the discussion surrounding the development of open/distance learning
has been set in the context of graduate (as opposed to undergraduate) education, as was
suggested in section 7 above. This is also consistent with the University of Pretoria's
intention to "... ensure the development of high-quality e-education, especially at post,
is
However,
Pretoria,
2001,5).
level"
(University
there
an explicit intention to
of
graduate
extend the range of undergraduate programmes delivered on a flexible basis as has
happenedelsewhere,notably Australia, (Arcodia, 2000).
South Africa's National Plan on Higher Education is also explicitly concerned with social
exclusion in education and the part that open/distancelearning might play in dealing with
that issue,by increasing participation from certain groups that have been under-represented
in higher education. In this context, it is interesting that a number of other countries have
been at pains to stress their concern over the way that educational innovation in this area
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may actually (though unintentionally) exacerbate social division and exclusion. Open and
distance learning is often predicated on the basis of a certain level of computer literacy and
the American writer Breivik (2000) inter alia, has expressed concern about the digital
divide. Similar concerns have been expressed in the UK by the Library and Information
Commission (1997; 1998) and in Finland by the Ministry of Education (1997). What both
the British and Finnish governments fear is that lifelong learning (itself based to a large
extent on open and distance learning) will be pursued by those who are already well
i.
by
is
digital
divide
The
the
that
the
exclusion
worse,
e.
social
risk
make
will
educated.
distinction between the 'information haves' and the 'information have-nots'.Those without
the necessarylevels of computer literacy will not be able to follow open/distancelearning
programmes and their skills will become obsolete in a world dominated by ever-quicker
technological advancement. In one recent poll, for example, it was estimatedthat only half
Internet,
home
have
(Travis,
2001).
British
to
the
either
at
or
work
the
access
population
of
Not having Internet access is clearly an impediment to those who might wish to pursue
becoming
learning
that
are
materials
web-based
an
courses,
given
open/distance
increasingly important part of such programmes.

Conclusionand a note of caution
As the above makes clear, there has been an increasein the level of interest in a variety of
has
development
The
learning.
in
distance
technology
of
computer
and
open
countries
in
important
had
this context and there are many valid reasonswhy
to
part
play
an
clearly
this interest is likely to continue to develop; a number of stakeholdersstand to gain, in a
is
in
less
What
terms
evidence,
of
empirical
whether
seems
clear,
variety of ways.
in
is
learning
teaching
to
traditional
terms of
methods,
superior
necessarily
open/distance
learning
have
development
factors
'pull'
The
to
the
of
open/distance
explain
gain.
cognitive
been well rehearsedin the literature and clearly the fact that studentscan learn at their own
in
importance
is
this context.
paramount
of
pace
However, there has been very little attempt to collect evidence, published in the public
domain that has demonstrated how well (or otherwise) students of open/distancelearning
(1995)
done.
Shackleton
have
Indeed,
makesclear, one of the very advantagesof
as
courses
least
flexible)
it
(or
have
is
timeframes
they
at
that
and
so
open-ended
such courses
becomesdifficult to say at what point students have given up, or dropped out of a course,
for practical purposes.The fact that they have not done an assessmentor piece of work for
have
indicate
they
that
abandonedthe course altogether.
time
not
necessarily
might
some
The experiencesof a group of graduatetrainees with British Gas makes for sober reading,
in this context (Monk, 1997). Thirty such graduateswere tracked for a period of three years
during the 1990sand they were trained using a mixture of traditional and flexible learning
it
(i.
had
17/30)
that
At
the
the
a
emerged
majority
e.
study,
used
start
of
methods.
had
found
(6)
but
handful
learning
thesematerials useful. In
only
a
materials
open/distance
foreign
languages
learning
four
on
open
studying
courses
telling
graduates
all
example,
one
admitted that they had made no progressin the three years that they were tracked. What is
had
demonstrated
is
these
that
core
employees
who
were
already
a
surprising
especially
having
by
degree.
Equally,
knowledge
virtue
of
to
skills,
a
and
absorb
new
one
capacity
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is
that
this
case
perhaps not representativeof the full range of open/distance
argue
could
learning courseson offer; better and more suitable packagesexist elsewhere for a range of
students and trainees. Nevertheless, we need to find out more about the attrition rates
learning
distance
methods.
and
with
open
associated
Certainly, it seems likely that open/distance learning will continue to flourish across the
from
likely
this
to
are
gains
stakeholders
experience
welfare
of
world as a variety
development. One estimate (Littlefield, 1994) is that open learning has expanded at a rate
of 20% per annum in the UK, since the late 1980s;given the evidence presentedhere, one
could readily imagine that open and distance learning will continue to expand, despite the
note of caution soundedat the end of this paper.
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Training Apprentices: Tradition versus
Modernity in the Football Industry
r

DES MONK

and DAVE RUSSELL

This article is rooted in the contention that the football industry is characterized by the often
unique manner in which it deals with its young workers. After a short overview of the history
of the football apprentice, the bulk of the article explores the recently established 'Faltball
Scholarship' scheme, using data drawn from interviews with 21 apprentices in three English
Football League clubs. It asks whether the new scheme %%ill,as contended by its originators.
actually succeed in reducing the high attrition rates amongst the games new entrants and
for those who do not make the grade as
provide genuine educational opportunities
professionals. It concludes by offering policy implications for the professional game and sets a
possible agenda for future research.

In the last two decadesUK football has, arguably, becomea much more modern
industry. Since the Taylor Report of 1990 a number of clubs have made
facilities..
in
in
investments
typical
their
the
and
grounds
club
significant
Premier League now has a multi-million pound annual turnover. Similarly, clubs
throughout the League are spending increasedsums of money on foreign pla crs;
important
part of the country's balance of
that
they
an
so much so
represent
industries
has
increasingly
football
In
'
with
other
payment statistics.
common
become multinational in terms of its workforce. The Busiran ruling has affected
wage negotiations and transfer deals enormously. During the present decade,
modern technology has made it possible to charge television customers on a payper-view basis. Moreover, there has been a surge of interest by authors,
particularly after the successof Nick Hornby's Fever Pitch, published in 1992,
while academicsarc also applying their analytical tools from disciplines as diverse
as sports psychology,sociology,economics and accounting.
However, there remains tension between the traditional and the modern
aspects of football, as an industry. This article concentrates on training and its
football
industry
is
is
that
the
characterized by several
central contention
interesting (and unique) features in terms of the way that it deals Stith young
workers. In many respects these characteristics are a function of' the game
history; although methods of managing off-thy-field activities have become more
modern and sophisticated, the training and recruitment of young pla%ers are only
just beginning to mirror such developments. This study has two main aims. The
largest section represents an attempt to begin the process of evaluating the
industry's Modern Apprenticeship, also known as the `Football Scholarship'
scheme, that had its first intake in summer 1998. The particular concern here is
to evaluate the scheme from the apprentice's perspective. The second part looks
SoccerandSociety.Voll. No.2 (Summer2000).pp.62-79
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from
in
developments
the employer's viewpoint, as
training
more
rather
at recent
industries.
the
training
offered
other
within
with
comparisons
well as offering
What follows is the first of a series of reports that will be produced over a
three-year period to 2001. It provides some interim results and identifies the key
themes and issuesto be traced in subsequent publications. The data are drawn
largely from a study of three Nationwide Football League clubs, all located in the
21
first-year
England.
A
total
of
apprentices at the clubs concerned were
of
north
asked a series of 12 questions (see Appendix 1), with complete anonymity
guaranteed. The results were then aggregated and analysed. In all cases the
interviews were undertaken at the respectivegrounds and typically took just 20-30
final
1999
in
follow-up
A
the
seriesof
and
autumn
study was conducted
minutes.
interviews are to be undertaken in 2000; these will be written up in a later paper.
This material hasalso been supplemented with relatively informal interviews «ith
ex-trainees from various north-western clubs, with coaching staff at the chosen
Association
(PFA).
Footballers'
Professional
the
clubs and with staff at
The History of Football's Apprentices
Professionalsport in general,and associationfootball in particular, hasalwaysbeen
lengths
its
A
in
to
study
of
career
ranks.
those
seeking enter
extremely cruel on
English League football in the 1890snotes that only 42.5 per cent of the players
in
in
League
1893/94
football
First
Division
by
were
still
clubs
at
newly registered
We
lack
hard
13
level
three
)
ears.
after
-'
cent
per
one
year
only
any
after
and
data
but
intervening
for
tells a sadly similar
recent
period
evidence
much of the
League
by
50
in
1990s,
taken
clubs at 16 were
trainees
on
story: the early
per cent of
releasedat the end of their two-year training and only 25 per cent remained in the
professional game three years later.' The evidence from one of the clubs surveyed
here is consistent with that picture with only four of 20 first team places having
been filled by graduates of the clubs' own youth development policy in the
1997/98 season.While mans rejected players doubtless went on to find alternative
football
innon-league
`psychic
the
to
enjoyed
and
careers- often married success
capital' of at leastbeing good enough to be considered for such an elite occupation,
thesebald statistics disguise numerous personal stories of disappointment, wasted
time and blighted career prospects. The Modern Apprenticeship/ Football
Scholarship scheme introduced in 1998 represents football's latest and arguably
most determined attempt to resolve a century-old problem.
Before investigating this new scheme, it is helpful to examine both the
historical and contemporary contexts that underpin and inform it. Our
knowledge of the recruitment and training of footballers before the 1960s is
patchy but it appearsto have been typified by a lack of any coherent structures or
formal schemesacrossthe sport. Until 1960it was illegal for clubs to take on boys
under 17 as full-time professionals and thus various subterfuges were adopted
whereby they were recruited as `groundstaff' or `office boys' at 15.' Tommy
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Smith's oft-quoted memories of his Liverpool groundstaff days in the 1950s
which included spells painting manager Bill Shankly's house and when,
football
I
Friday
`the
to
time
only
got
see
a
was
on
mornings when
supposedly,
we'd play against the bin-men in the car park', may or may not reflect the reality
it
is undeniable that many clubs saw their young chargesas
'
However,
at all clubs.
a source of cheap labour for the servicing of senior players' equipment, the
stadium and other club property. Moreover, no consideration was given to their
educational needs which were only met formally by individual initiative and
informally through the acquisition of any practical skills that accrued from the
time spent on groundstaff or office duty.
In 1960 the Football Association (FA) introduced the new category of the
`apprentice player' who could join the club at 13 as a trainee footballer and thus
had
Clubs
fiction
that
the
previously
prevailed.
were allowed to take up to 13
end
such players and the FA, while making no formal educational provision, stated
that clubs should allow players to be freed to take up educational activity during
their apprenticeships. However, although the Professional Footballers'
Association (PFA) took an increasing interest in the education of current and
former players, culminating in the establishment of the Footballers' Further
Education and Vocational Training Scheme (FFEVTS) under the crusading Bob
Kerry in 1978, the typical apprenticeship still appears to have involved a varying
degree of football training, a considerable amount of enforced manual labour and
little formal education."
Equally worrying was the decline in the number of apprenticeships actually
being recruited by the late 1970sand early 1980s.This period was a particularly
difficult one for an industry facing a 28 per cent fall in attendancesbetween 1976
and 1983 against a (related) background ' of a deepening general economic
recessionfrom 1979and spiralling wage costs. Particularly in the lower divisions,
apprenticeships came to be seen as luxuries easily disposed of and by 1983the 24
Fourth Division sides had only 33 apprentices between them.- It was the
Conservative government's Youth Training Scheme (YTS) introduced in 1983
and adopted within football with effect from 1984,that transformed the situation
framework
the
that the game had lacked for so long.
essential
and provided
Denounced by many critics as a cosmetic programme designed only to massage
employment statistics, the schemewhich initially met the full cost of training, was
recognized as potentially invaluable by a cash-starved football industry." With the
FFEVTS co-ordinating the programme (it received Approved Training
Organisation status in 1987), youth training was reinvigorated. At the beginning
had
here
1984-5
the
three
clubs
the
surveyed
season,
only six trainees between
of
them, with one club apparently not recruiting a single young player. By 1989-90,
full
longer
the
the
was
government
no
costs, the combined
meeting
although
figure had risen to 38 with the numbers per club ranging from 9 to 16
Importantly, the YTS programme also insisted on day releaseat college to
allow for the study of courses in leisure and tourism, supplemented by some
ß'7y
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limited training in other aspectsof the football industry such as groundsmanship.
From May 1990, when Youth Training (YT) succeeded YTS, an increased
By
later
1990s
the
the
trainees were
educational
element.
on
placed
emphasiswas
expected to take, according to their General Certificate of Secondary Education
(GCSE) grades, either the General National Vocational Qualification (GNVQ)
Intermediate or Advanced Level in Leisure, Tourism and Sport, coursesratified
by external awarding bodies, but especially designed by the FFEVTS. The
Society has also helped fund an increasing number of released trainees (for
example, 120out of the 325 releasedin June 1996) through university.-"
The Role of the Modern Apprenticeship:

The PFA View

YTS/YT undoubtedly served a crucial purpose both in arresting the decline in
football training and in integrating education into it. However, many areas of
provision are open to criticism. As already noted, wastagehas continued to run at
a high level and, in terms of total numbers recruited, the financial arrangements
in
1980s,
have
but
the
exclusively
may
well
not
encouraged
available,particularly
in
In
from
be
far
their
of
players.
an age marked by
to
recruitment
selective
clubs
job
have
been
players
perhaps
youth
market,
rejected
competitive
at
an extremely
an even greater disadvantage than at most times in the past. Although our
interviewing of ex-trainees has been unsystematic and largely informal, there
could be no denying the anger and sense of wasted opportunity felt by some.
While educational provision and its monitoring have improved considerably in
the late 1990s, the programme on offer had little intrinsic interest for many
players and was treated in some clubs with disdain. As late as the early 1990sthe
youth coachat one club signed the players' work logs in advanceand simply asked
them to fill in the details of their activities asappropriate. Anecdotal evidencealso
suggeststhat football's occupational culture has militated against trainees with a
more academic bent: according to ex-YT players interviewed in this stud}; the
desire to do well at college or to supplement the prescribed educational diet with
other activities has sometimes led to accusations from both peers and even
coachesof `lack of commitment' and of assuming failure to make the grade at 18.
The chanceto improve upon this situation was provided by the government's
decision in the mid-1990s to switch emphasisaway from YT schemestowards the
`Modern Apprenticeship'. In essence,although this scheme did not provide a
wage subsidy; it placed a greater emphasison training and made its provision (up
to NVQlevel 3) cheaper for employers. Through the FFEVTS, the PFA took the
opportunity provided and became instrumental in designing the industry's
Modern Apprenticeship system. As part of that design process,the title `Football
Scholarship' was adopted becauseit was believed to reflect the new emphasison
academic attainment. The scheme was finalized by December 1997 and
presentations made to all League clubs in February 1998. The essenceof the
programme, which began at 66 clubs in July 1998 and will eventually have to be
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by
information,
follows.
(This
is
by
the
provided
was
as
adopted
all clubs,
FFEVTS during an interview held in July 1998.)
1. The training programme will last three years rather than two.
2. Total funding for the first five years will be £18.3 million provided by the
Training and Enterprise Councils (£9 million), the FFEVTS (L7.5 million)
and Adidas (£1.875 million).
3. The scheme will fund a maximum of 18 trainees at any one club (additional
intention
faced
The
is
by
fully
funded
be
the
that
with an
club).
players must
informed
have
funded
intake
to
clubs
make
will
players,
annual
of only six
choices and thus reduce the chancesof 'wastage'.,
4. The educational programme followed by trainees will consist of 12 hours a
If
individual
be
flexible
to
tailored
needs.
and
week over three years and will
full
for
fund
desires,
the
their
to
education
the trainee so
clubs must continue
full-time
if
do
them
professional after
they
a
three years, even
as
not register
two years.Three broad educational groupings have been conceived.
(i) Trainees with eight GCSEs at grade C and abovewill take three A' Levels.
(ii) Those with five such grades will take a mixture of GNVQ(Advanced), `A'
Levels and B/TEC National Certificate courses.
(iii)The remainder will take GNV'Q(Intermediate) and NVQcourses and will
be provided with special needs tuition if. necessary.
,
Seventy per cent of all trainees would be expected to fall into groups one and
two by 2000.
3. The football training undertaken by players would accord with the guidelines
laid down by the FA's `Charter for Quality' (1997).
6. Players should no longer undertake menial work.
7. Vocational training in essential life skills (24 core areasranging from dealing
with alcohol and drugs to media training and driving technique have been
identified) will be provided.
This scheme, in conception at least, clearly represents a genuine attempt to
learn from past failings and to provide young footballers with forms of training
which both equips them for the demands of professional football on and off the
pitch, and leavesthem as well prepared as possibleshould they fail to becomefulltime professionalsat 18.The next section outlines our initial impressions of some
aspectsof the scheme'seffectivenessand its reception by the trainees.
Pre- and Post-Entry Qualif ications: Evidence from the First Cohort of
the Scholarship Scheme
The 21 apprentices who were interviewed were asked about their pre-entry
qualifications. It is striking that a third of these apprentices (7/21) achieved
results that would suggestthat they might cope with the traditional academicdiet
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of `A' levels, in that they possessed eight GCSE passes at grade C or above. This
result is reasonably consistent with the wider national picture in which 45 per
cent of footballing apprentices have five such pass grades at GCSE level (or
better); again, this latter piece of information was provided by a representative of
the PFA during the interview held in July 1998. The point here is that only two
of the apprentices surveyed registered for `A' levels at their local college. Indeed,
Leisure
all eight apprentices at one club agreed that they would do a GNVQin
and Tourism. The better qualified apprentices simply opted for the advanced
rather than intermediate version of the course.

Our evidence, then, suggeststhat the chance to gain the more demanding A'
levels was largely ignored by the apprentices who generally opted for less
academiccourses.,The PFA representative confirmed that apprentices may have
been constrained to do less academic courses under the old (i. e. pre-1998) YT
scheme; the impression gained here is that although, the new Modern
Apprenticeship schemecatered for such a more academic route, it was not taken
up by many of the apprentices concerned. It is true that a GNVQat advanced
level will be taken as a matriculation at many courses run at the newer
universities. However, as the PFA representative also pointed out, a qualification
at `A' level is still regarded as something of a gold standard by universities and
employers, and arguably gives young people a wider range of options than the
more vocationally orientated GNVQsystem. Indeed, one of the features of the
football industry's swing away from a two-year, YT scheme to a three-year
Modern Apprenticeship was a desire to make the college-based part of the
training more rigorous. The PFA insistence that the new system be called the
Scholarship schemewasintended to reflect this desire to make the apprenticeship
more academically orientated. Despite the best efforts of the PFA, these results
suggest that the academic aspirations of apprentice footballers have generally
remained fairly low.
Accreditation:

Making the Most of Qualifications

Gained?

In general terms, it seemsreasonable to suppose that individuals will want any
training that they receive,to be as widely recognized as possible.It is striking that
the government's NVQ scheme in particular, and APL (Accredited Prior
Learning) in general, have been developed in the 1990sprecisely to ensure that
any educational training programmes will be given as much currency as possible.
Given the extremely high attrition rates amongst football trainees,one might have
imagined that the apprentices concerned would have been anxious to have taken
out a form of insurance policy, in terms of a portfolio of qualifications that could
have been used outside the football industry.
However, this is a far from universal inclination. The impression of a narrowly
focusedambition was reinforced by the answers given to one particular
question.
The apprentices were asked what they might consider doing if they did
not

68

SOCCER AND SOCIETY

become professional footballers. Predictably, the answers were generally vague;
involved
in
be
to
they
that
sport asa physiotherapist
would
want
still
most replied
or coach. Four of the trainees claimed that they had no contingency plan at all;
they had not considered any other career, even in the most general of terms. Of
course, one could counter this by arguing that many 16-year-old school-leaversdo
not know what they want to do by way of a career.In this case,the problem is that
the apprentices knew what they wanted to do and also knew that the chancesof
realizing their ambitions were slim, in general terms. However, as individuals they
were convinced that they would `make the grade' and had little by way of
contingency plans, despite the prompting of the PFA and the clubs concerned.
Put another was; these trainees realized that their best chance of becoming a
professional footballer was via a professional club's youth scheme.In the 1993/96
season,of 2,289 professional players in English leagueclubs 1,559had graduated
from a youth training scheme operated by the clubs concerned." It was the
focused
footballer
becoming
that
these apprentices' efforts. They
chance of
a
but
becoming
the
that
odds
of
the
slim
nevertheless,
a
realized
chances were
professional footballer via this route were better than any other strategy. They
were far less interested in gaining accreditation for a career outside football.
To a degree, this is not surprising given the pressuresimposed on players by
their clubs and by their own aspirations and self-perception. As one of the
managerssuggested(in an interview in October 1998), the attitude of the clubs
themselves (as employers), would seem to be ambivalent on this point. Whilst
they had provided a new training scheme with an enhanced college component,
they were also concerned (as coaches)to foster a feeling of self-belief amongst the
apprentices. Given that most (16/21) of the players had come through the youth
system of the club that they were currently attached to, one could also see why
they all thought that they could go on to become first team players, either with
their present club or elsewhere. To have attained their current status as paid
employeesof a club theseplayers represented the pick of young hopefuls who had
started out at the same club, three or four years earlier (with youth teams at
various levels, such as under-l Is or under-13s). It is thus not surprising that they
were confident that they would be in the minority who would be successfulat the
next hurdle and be offered a contract as a professional footballer at the end of
their apprenticeship. All of the other five' players (who were not previously
registered with their present club at youth team level), were registered with
another club as a schoolboy.In one sense,thesefive had already experienced some
disappointment, in that other clubs had indicated that they were no longer
interested in them. However, they had salvaged some hope of fulfilling their
ambitions in having been subsequently taken on by another club. It is against this
background of high expectation and a rather bleaker reality that the educational
training of young players will have to be policed to a far greater extent than has
generally hitherto been the caseif the new scheme is to be successful.
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The Costs and Benefits of the New Scheme from the Apprentices'
Perspective

"

One of the unique features of the football industry is that trained employees can
be sold and this will, obviously, affect the willingness of football clubs to
undertake training, even though attrition rates are so high. In G. Becker's
terminology, the training given is not just firm specific; it is general and therefore
of interest to other employers in the same industry. " That may explain why
football clubs are willing to undertake so much training at considerable costs to
themselves; they are gambling on the possibility that they will make a
considerable profit if they are able to sell just one or two players at a very high
price.
However, from the players' perspective, such attrition rates present a different
picture. The employees are having to accept an implicit cost in the form of
reduced wages.As apprentices doing the scholarship scheme,these trainees were
typically paid a weekly wage of just £45 plus an allowance of £10 per week; the
amounts varied slightly from club to club. It is true that if they are offered a
into
the third year of the scheme, then these
their
training
of
-continuation
apprentices could expect a minimum wage of £90 per week. It is also the casethat
some players will receive quite substantial signing-on fees when they begin their
training and a small number will be earning exceptionally high wages and
winning advertising endorsements and other lucrative perks well before they
complete their training. " However, these rewards are obviously at their highest in
the Premiership and in the upper echelons of the Nationwide League and the
majority of trainees do not work in this environment. For the rank and file player
there is likely to be a substantial opportunity cost, in the form of foregone wages.
The wagelevels noted above,for example, compare to an alternative weekly wage
of £105 as a builder's labourer or £122 as a factory operative." Clearly, these are
wages for unskilled posts and do not have the potential to rise at an exponential
rate, in the way that a very successfulfootballer's would. However, as G. Atkinson
has remarked, many people prefer to enjoy present consumption possibilities,
rather than haveto wait for them; their time preferencesare skewed to the present
rather than the future. " This would seem to be plausible in the case of young
footballing apprentices. Other things being equal, one would imagine that they
would be tempted by the immediate prospect of earning some £50-70 extra per
week. Even if one considered an increasein the apprentices' allowance (to £90 per
week), there would still seem to be a shortfall in possible earnings.
One might say that this shortfall was a rational price to pay, if there was some
guarantee of a successful outcome, in either general educational terms or
footballing prowess.In other words, the trainee might trade off minimal gains in
the short term (a low wage), for maximum chance of a successful outcome.
However, the chances of a successful outcome (as judged by the
apprentices
themselves) are slender. According to the Department for Education and
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Employment (DfEE), the attrition rate for Modern Apprenticeship schemes
1997/98.
In
80
for
20
the
year
nearly
per cent of casesthen,
generally was per cent
apprentices in other industries would expect a `positive outcome', to use the
DfEE's terminology. This would mean that a qualification at NVQlevel 3 was
obtained, together with a job, or a chance of further education or training. It
remains to be seenwhether the-Scholarship schemewill significantly increasethe
possibility of gaining such a positive outcome, in the caseof the football industry.
Subsidized Search Costs: Part of Football's Tradition
In general terms, when employers enter the market for new workers, they
typically incur transaction costs, that can often amount to thousands of pounds.
Transaction costs represent the cost of going to (or leaving) a market and in this
context we might say that the expense of searching for suitable trainees (search
Gas,
British
for
bulk
these
sums.
example, has estimated
the
of
costs) makesup
that such costs amount to £9,000 per graduate recruited. " P. Doeringer and M.
Piore argue that such costs could be reduced if mangers were able to fill most of
their vacancies`from within'. '" Thus internal labour markets are often used as a
lowest
`rung' of any grading
filling
those
the
above
meansof
vacancies,especially
system or career ladder. Clearly, managers already know a lot of relevant
information about internal applicants from existing records.
By analogy, football clubs often fill vacancies at apprenticeship level by
looking at their youth teams operating either in Centres of Excellence or
Academies. " All 21 of the apprentices in this survey had registered with a youth
scheme of a professional football club. This is consistent with Wilkinson's
Blueprint, that suggests that the development of young players should be a matter
for professional clubs rather than well-meaning amateurs at schools or local (nonleague) clubs. '' One can readily see why football clubs might turn to Centres of
Excellence or Academies as a feedstock source of younger players. Such a system
means that the apprentices' coaches already have a good deal of information
readily available to them about these players. This seems like a reasonable strategy
given that to chose a player at 16 who has not progressed through a club's own
youth teams is a risky proposition. To judge a player on the basis of one (or even
a handful) of trial matches is hazardous. D. Richardson estimates that a typical
ball
less than two per cent of the playing time.
touch
the
outfield player will

In the football industry an important aspect of search costs concerns the
had
All
the
three
scouts who were watching matches to
clubs
of
scouting system.
join
if
to
the club. In one
young
might
wish
especially
players,
see good players,
case a former Premier League club employed over 30 scouts on a nation-wide
basis; the other clubs had between 12 and 20 scouts, who were part-time. In
economic terms these scouts represented a form of producer subsidy, in that the
vast majority of their effort yielded little or no wage.Scouts were paid a bonus (of,
typically, a few hundred pounds), only if someone they recommended was
i
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Two
disclosed
`signed
that they might make
at
one
club
on'.
scouts
subsequently
In
`finds'
other words, these scouts were reimbursed
two
season.
per
only one or
for travel expensesbut received little by way of wages. The fact that so many
in
interesting;
is
their
time
to
this
they estimated
spend
way
scouts are prepared
that in a typical week they might see three matches (or five hours of football). A
similar length of time would be taken up with travel and administration (such as
answering telephone calls and completing forms). The costs to the individual
in
therefore
considerable terms of the time spent and yet the revenue
scouts are
gained was of a small magnitude and uncertain, with the exception of travel
by
is
industries,
done
In
course,
managerswho are
of
recruitment
expenses. most
for
industry
is
different
largely
football
in
Recruitment
the
radically
paid a salary.
historical reasons.Interestingly, the club running an Academy system recruited
its apprenticesfrom a very wide geographical area, including (in this survey) boys
from Canada,Northern Ireland and Vales.The lowest-placed club recruited all
from
boundary,
from
its
with
one
exception
who
was
a
county
within
of
players
five
its
from
The
the
third
apprentices
of
club
recruited
an adjacent county.
North-West of England; the other two players were from Scotland and had
informal contacts with the manager's family.
I
The Academy club then (like other footballing Academies) felt able to recruit
from a wide geographical area. This finding correlated with a question asked
about the apprentices' aspirations to join other clubs. The majority (5/8) of
join
Conversely;
had
Academy
to
applied
other
clubs.
not
club
apprentices at the
Centres
Excellence
(running
13
of
schemes)nine
of
apprenticesat the other clubs
in
is
It
had
had
that
trials
that
they
most
clubs
elsewhere.
significant
players said
the FA run Centres of Excellence rather than Academies,and employers' search
costs (for trainees) are thus kept to a minimum., There is little evidence (so far)
that the Modern Apprenticeship scheme has affected apprentice recruitment
patterns outside the Premier League. This is somewhat surprising and the
impression one has is that, with the exception of the Academies, the industrycontinues to use established procedures rather than adapt them to the new
Scholarship scheme.
Poaching

and the Bosman Ruling

One of the reasonsgiven for not training employees is connected to the idea of a
`free rider'.! ` The danger a firm faces is that a rival producer will tempt trained
employeesaway in the post-training period; one strategy a firm may adopt is to
let others bear the cost of training and then wait to see if market conditions are
hiring
buoyant
to
warrant
a trained worker. The problem of dealing
sufficiently
with such free riders had been recognized explicitly in some industries, such as
banking and finance. = In the case of the football industry, Brighton recently
complained that Aston Villa had tempted away a promising young player whose
developed
been
had
at Brighton. " One can clearly see why the young
potential
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player concerned would want to go to another club, given the possibility of higher
wagesand more kudos.The interesting point here is that big clubs (such as Aston
Villa) may consider any imposed compensation payment as simply an operating
cost to be offset against the search and training costs that would otherwise have
to be met to recruit and train a player of a given standard. In this particular case,
the Football League decided that Brighton should be awarded an immediate
payment of £150,000, rising to a maximum of £1.025 million, depending on the
number of the player's first team appearances.
Another aspect of poaching young players is connected with the European
Court's so-called Bosman ruling of 1996.=`Jean-Mlarc Bosman was a Belgian
national who played with Belgian club RC Liege. In Jul). 1990,prior to the expiry
of his contract, the club offered him new terms which included a substantial
reduction in wages.Unhappy with the terms, he was then subject to a transfer bid
by French club Dunkerque which in turn failed becauseof doubts as to the
French club's ability to pay the transfer fee demanded. Only able to find
Bosman
brought
Third
Division,
in
Belgian
the
a legal case
employment
challenging the right of clubs to charge transfer fees for out-of-contract players.
Under the eventual ruling, players at the end of their contract are not to be
penalized by having a transfer fee attached to them. Interestingly, Bosman cited
the 1957 Treaty of Rome as central to his argument; member countries of the
European Community should not inhibit trade, or the transfer of resources
betweensuch countries. By having a transfer fee attached to him, Busman'sability
to ply his trade was being inhibited. Soon after this ruling it becameclear that
players who wished to continue playing within one country would also have the
right to expect any transfer fee not to apply at the end of their contract.
Furthermore young players who had been trained by one club could expect a
transfer fee to apply up until the age of 24, if another club wished to sign them.
In some ways, one can see that there is an economic argument to justify the
protection of employers, who may wish to ensure that they are properly rewarded
for training they have provided; however, such protection (in the form of a
transfer fee), does not characterize other industries. Indeed, H. Moorhouse has
suggestedthat this ruling may well be challenged; a similar opinion wasexpressed
by two of the managerial staff interviewed in autumn 1998.25
Young players may
feel shackled by the current interpretation of the Bosmanruling. A particularly
gifted player may even go so far as to suggest that it was his innate ability, rather
than any coaching, that accounted for his successon the pitch. If this challenge
(on the age limit of 24) is made successfully,it will be interesting to seehow clubs
will managetheir youth development programmes.
Avenues for Future Research
It would be premature to predict the trends which will emerge from the data to
be collected. Moreover, with only three clubs in the survey, one has to be
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especially wary of suggesting such trends. However, there are indications from
this interim study that certain lines of enquiry might prove fruitful.
Given that only two (out of 21) trainees are studying for `A' levels, it would
seem as though the Pfd's insistence on a more academically orientated
is
is
happening 'at ground level'. It will also be
odds
with
what
at
programme
interesting to seehow these young players actually perform in their examinations
in the next year or so.
This impression is reinforced when one looks at the range of alternative career
options considered by the apprentices. Most of them had no clear idea about an
alternative to football; indeed, 4/21 admitted that they did not have even a vague
alternative strategy. It will be interesting to see what alternatives are considered
in the third year of their training, when it is likely to be clear whether or not their
current clubs consider that the trainees have the potential to become professional
footballers.
The question of poaching is also intriguing. Wilkinson's 1997 `blueprint'
suggeststhat smaller clubs may benefit from the sale of their more able trainees;
the problem is, deciding on an equitable price. The costs of investing in training
could potentially. be recouped by the sale of just one or two very able placers.
Indeed, one of the clubs surveyed sold a 17-year-old player to a Premier League
club and that revenue was the equivalent to the gate receipts of many home
internal
In
the
three
an
clubs,
paper estimated that the sale of
games. another of
fund
to
the club's entire youth policy for a
enough
one able midfield player was
is
difficulty
The
that the uncertainties associated with
period of seven years.
recruitment in conventional industries are magnified in the caseof football clubs.
Many young players (and their employers) would hope to emulate the next
Michael Owen but it is rarely possible to spot that talent and to predict its worth
in even a few years." Clearly, physical development plays an important part in the
training of footballers and it is virtually impossible to say who, at the age of 16,
will be the quickest or strongest player, even in the short run. We shall be tracking
the prowess of these young players, to see how many go on to make first team
appearances,or alternativen; drop out of the scheme.
It is of note that a club's scout is forbidden from spotting young talent at
another club. The only time when a representative of one club can legally assess
the potential value of young players at another is when the two clubs meet in
competitions or friendly matches.As one coach remarked, there are even methods
used to circumvent this ruling. Clubs which hear of an emerging talent will ask
an unknown scout (from another region) to travel to watch the player in training
and then report back. Of course, in other industries if an employee wishes to
leave,they are free to do so. That is not the casein football. Will the young players
realize when they are being watched, or will they seek extra `voice' (in the form
of an agent or the PFA) in a bid to increasetheir commercial value as footballers?
One critical possibility raised by the scheme is that it has the
capacity to
change substantially the occupational culture of professional football. Indeed, at
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least some supporters of the Football Scholarship are attracted to it by its
potential to raise the image of the professional player: if the scheme meets its
target in terms of educational attainments, lazy media stereotyping of footballers'
intellectual ability will soon become untenable. Aýyouth training culture which
has often been typified by `authoritarian attitudes and domination' would then
have to adjust to an influx of young players with the enhanced critical faculties
and self-confidence that good education instils. ' The implications for those
training trainers might prove to be considerable. Although analysisof the cultural
aspectsof the scheme are not central to this particular study, it would certainly
make a fruitful topic for other scholars.
Much research, in a variety of disciplines, is increasingly of a comparative
nature. It would be interesting to see how well the Modern Apprenticeship in
English football compareswith the training offered to trainees in other industries.
Such a comparison would fit neatly into the debate concerning the alleged skills
shortage in this country! It should prove possible to compare the sample of
in
(either
in
Europe
the sameindustry, or the
players with a group of a similar age
difficulties
however,
labour
Clearly,
the
methodological
would
wider
market).
become even more complicated.

t
a

Conclusions and Policy Implications
Despite very real attempts by the PFA and the clubs themselvesto provide more
accredited courses,the evidence suggeststhat in this sensepresent practice is not
dramatically different from the previous YT scheme. The early signs from this
research are that the apprentices themselves are often not willing to register for
the more challenging A' level courses, even where their previous qualifications
suggest that they would be able to cope with these academic demands. The
trainee's attention is narrowly focused on becoming a professionalfootballer, even
though most of those taken on under the Modern Apprenticeship scheme are
unlikely to earn their living as footballers by the time that they are 21.

In terms of costs (to the employer), one of the clubs in this survey explicitly
stated (in an internal report), that the Academy route to training (as suggested in
the Wilkinson report), was too expensive and thus preferred a Centre of
Excellence. Meanwhile, in terms of benefits, the Academy club featured here was
rewarded in that it attracted a higher proportion of international under-16 players
(3/8). The other two clubs ran Centres of Excellence and had just one
international player between them (out of 13 players in total). Similarly, the
Academy club engendered greater loyalty in that most (5/8) of its apprentices did
not have trials elsewhere. Conversely; most of the apprentices (9/13) at the Centre
of Excellence clubs did have trials at other clubs. One vital'question is whether
the extra costs of running an Academy are matched by extra benefits such as
these. From the clubs' perspective, a key performance indicator is, of course, the
rate at which apprentices progress sufficiently well to play for the first team; we

i

f

i

i

fi
2

--

--

__

l

TRAINING

APPRENTICES

IN THE FOOTBALL

INDUSTRY

75

shall be monitoring this at all three clubs.
Another important issue concerns the recruitment of apprentices. The
football industry took up the YT scheme in 1983. According to the PFA source
boys
[under
YT
`clubs
too
the
to
take
on
many
scheme] ... and
used
cited earlier,
is
funded,
The
programme
new
not
as
generously
enough'.
selective
were not
from the clubs' perspective, since they now have to pay half of the wage costs
involved. The PFA has indicated that it is prepared to fund half of the costsof the
18
in
but
total per club, across
of
apprentices
a
maximum
only with
new scheme
In
the
the three yearsof
scheme. other words, given that the clubs, as employers,
now pay half of the wages of apprentices, they are more wary of the number of
trainees they recruit than they were in the 1980s.An important test of the new
better
be
chance of
to
stands
a
an
apprentices
the
which
extent
scheme will
becoming a professional footballer.
It is often suggested that British industry has been forced to learn lessons
from other countries, such as Germany or Japan.2' It remains to be seen whether
British clubs can achievethe successrates of clubs like Ajax, where 90 per cent of
foreign
footballers.
However,
become
managers
-"
trainees go on to
professional
Houllier
(Liverpool)
Gerard
Wenger
(Arsenal)
Arsene
would seem to
or
such as
be the exception rather than the rule, especially outside the Premier League.
Moorhouse has suggested that management practice in other (more successful)
Certainly,
be
scrutinized.
a number of those
more carefully
countries should
interviewed (such as the scouts at one club in October 1998)felt that the volatility
In
for
British
the caseof
trends.
of
a
number
clubs accounted
of managementat
into
fitted
it
the plans of one manager often
that
training,
players who
meant
found themselvesout of favour with an incoming manager; this impression was
from
former
YT
by
the
a
one of the clubs,
player
experiences of
also confirmed
interviewed in July 1998.
In Atkinson's terminology, managers might be viewed as core employees(in
the sensethat they are clearly very important to the clubs concerned) and yet,
typically, they have very little security of tenure." Their contracts are often short
term, lasting a few years. Again, this represents a marked contrast with other
industries and has clear implications for training. It might account for the finding
mentioned above and, once again, it would seem as. though the training of
forces
is
to
exogenous
of a variable nature. The Modern
subject
employees
Apprenticeship scheme is ill-equipped to combat such uncertainty, and the
training and development of footballers are unique in this respect.
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APPENDIX I
QUESTIONS ASKED IN THE FIRST YEAR OF THE STUDY

I

1

Which part of the UK are %oufrom?

2

Are you on the YT or Modern Apprenticeship

3

What qualifications do you already possess?

4

What qualifications will you be stud) ing for whilst you are with your presentclub-

s

Do you know what would happento you if you did not go to collegeor perform adequatelyduring
your studies?

6

Do you know any of the details of your training programme
- for this year
- for next year?

7

What do you intend to do if %ou do not become a professional footballer-

8

Were you registered w ith the club as a schoolboy?

9

Did you have trials with any other clubs?

10

Wereyou recommendedby a scout (or someoneelse)to go for a trial with your presentclub-

II

What representativehonours (if am) ha%eyou alreadygained?

12

Where would you like to be in footballing terms, by the time that you are 20?

scheme?
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