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Abstract 

Submitted by Roger Edward Monk for the Degree of Doctor of Philosophy 

AN INVESTIGATION INTO THE WORK OF MANAGERS IN GREAT 
BRITAIN: WITH PARTICULAR REFERENCE TO THE MANAGEMENT 
OF HUMAN RESOURCES; AND THE SKILLS AND KNOWLEDGE USED 

The Study is in four parts. The first part provides a background to the original 
research through a short twentieth century history of management and synopses of 
the work of selected earlier writers and researchers. 

The second part provides the results of a new empirical study of managerial work 
in Great Britain in the early nineteen-nineties. This study follows the lead of 
earlier researchers such as Carlson, Stewart and Mintzberg and invstigates 
managerial work using three methodologies. A quantitative study through a 
questionnaire survey is complemented by a smaller diary study and thirty face to 
face interviews with a range of managers from widely differing organisations and 
jobs. 

A statistical analysis of the data provides a very detailed review of how managers 
spend their time, requirements for effective performance, how performance is 
measured, major changes which have affected them, and the skills and knowledge 
used. Analysis of the diary data provides a very detailed profile of managerial 
work. Factor analysis is used to identify a new managerial typology; and using 
data from the various elements of the study a series of detailed managerial models, 
identifying both similarities and differences, is provided for an average manager, a 
general manager, five types of functional manager and five hierarchical levels of 
manager. 

Using information from the interview case studies, together with the statistical 
analysis, the management of human resouces, or "getting things done through other 
people", is addressed and a range of abilities, skills and knowledge required for 
effective people management identified. This section, particularly, contributes to 
the field of knowledge and provides guidance for the development of management 
education and training. 

Part three provides a comparison of the present study with earlier researches and 
shows that whilst the fundamental nature of managerial work changes relatively. 
little, the environment within which it takes place is constantly changing. Recent 
changes identified include greater customer orientation and demands for quality, 
new legislation, "de-layering" and the very rapid development of new technologies 
within both offices and factories. The evidence suggests that the work of managers 
is becoming continually more demanding and increasingly difficult. 

Part four provides a range of very detailed appendices in support of the main text. 



Acknowledgements 

This study could not have been c o m p i e t ( ; d w i t h o u ( fte k ] n d c q _ 
operation of the 289 managers w h o took the time to complete and 
return the questionnaire. In particular thanks are due to Joan Allen, 
P Almond, D W Baldwin, Philip Ball , S t e w a r l Bay ram, A J 
Bench,Paul Blunt, David Boland, P a u i B o n n e t t ; B r a d m o r e 

Peter Burns, John Burrows, Lewis Chard, Chris Ch.vers, Ruth 
Cole, Lome Duncan, F.ona FothergiU, D r Malcolm Franks, 
Michael Freeman, Susan Gilbert, S D G u y , Mike Harris, Ivar 
Hauff, Nigel Higgins, Shirley Horn, Michael Howie, R S D Jones 
T L Jones, Tony Jowett Stuart Knowles , R u t h Maynard, Roger 
Owen, David Price H Price Roger Richardson, John Stewart, Neil 
Stone, Duncan Taylor, John T o P P , Nishi Varma, Steve Verdon, 
Malcolm Wall, Chris Weston and Peter Wigley who gave much of 
their valuable time and provided invaluable information in the 
interview and/or diary surveys. 

Tibor Kiss who provided invaluable help and advice with the 
computing/ statistical analysis. The staff of the Institute of 
Management and Middlesex University Libraries and the Middlesex 
University Computer Department. My Director of Studies 
Professor Abby Ghobadian and second supervisor Professor Alan 
Cowling. Abby s enthusiasm provided the necessary extra 
inspiration to keep going throughout a long study period. 

Thanks are also due to the students who participated in the testing 
of the questionnaires. Ibis Information Services who provided the 
sampling frame. Dr Rosemary Stewart f r t- . 

F f , t , , T « w a r t tor her comments on my 
proposals and both the London Institute and the University of 
Westminster (formerly the Polytechnic of Central London - Harrow 
College) for their support at various stages of the study. 

My Mother for infinite patience and cim* nf. u-i . T i_ 
, J . , r ^"Ps of tea whilst I have been 
computing . 

Roger Monk ~ A . 
6 October 1994 



CONTENTS 
.'"life Cfc-.icT.-^»as 

P a r t O n e 

.7 i i w i n t r o d u c t i o n t o " t h e S t u d y & 

M a n a g e r i a l L i t e r a t u r e S u r v e y 

Chapter 1 : Introduction 1 

Chapter 2 : Management Context & Background 30 

Chapter 3 : Towards a Structure of Management 62 

Chapter 4 : A Developing Philosophy of Management 82 

Chapter 5 : Human Relations Management 137 

Chapter 6 : The Nature of Managerial Work? 160 

-rj Fart Two 

. T h e R e s u l t s o f t h e I n v e s t i g a t i o n 

Chapter 7 : Technical Characteristics of the Sample 234 

Chapter 8 : How The Respondents Spend Their Time 257 

Chapter 9 : Performance Requirements, Performance 
Measures,'and Significant Major Changes 286 

Chapter 10 : The Skills and Knowledge Used In 
Managerial Work 309 

Chapter 11 : The Diary Manager 342 

Chapter 12 : Managerial Types 359 

Chapter 13 : Managerial Profiles 373 

Chapter 14 : The Management of Human Resources 488 



Part Three 
The Conclusions 

Chapter IS : Summary, Conclusions, and 526 
Recommendations 

Part Four 
Appendices & Bibliography 

Appendix 1 : The Questionnaire 1 

Appendix 2 : The Diary 5 

Appendix 3 : The Respondents 7 

Appendix 4 : The Respondents 12 

Appendix 5 : The Statistical Associations 17 

Appendix 6 : The Managerial Types 110 

Appendix 7 : The Case Studies 130 

Appendix 8 : The Diary Manager 272 

Appendix 9 : The Managerial Profiles 352 

Biliography/References 394 



Part One 

Introduction to the Study 

and 

Managerial Literature 
Survey 



Chapter One 

Introduction 

1.1 Aims and Objectives of the Study 1 

1.2 Research Methodology 4 

1.3 Statistical Analysis 13 

1.4 The Importance of the Study 24 

1.5 The Study's Contribution to Knowledge 24 

1.6 Limitations of the Study 25 

1,7 Structure of the Report 26 



1 . 1 A I M S A N D O B J E C T I V E S O F T H E . S T U D Y . 

A I M S • •• •> >- ; 

The overall aim of-the study was to undertake a wide 

r a n g i n g i n v e s t i g a t i o n i n t o t h e w o r k o f m a n a g e r s . w i t h 

p a r t i c u l a r , r e g a r d t o t h e • h u m a n r e s o u r c e i m p l i c a t i o n s 

a n d t h e s k i l l s a n d k n o w l e d g e r e q u i r e d f o r e f f e c t i v e 

m a n a g e m e n t . 

T h e o u t c o m e s o f t h e s t u d y b e i n g o f p o t e n t i a l v a l u e i n t h e 

d e s i g n o f m a n a g e m e n t e d u c a t i o n a n d t r a i n i n g t h r o u g h 

f i l l i n g s o m e o f t h e g a p s , i d e n t i f i e d t w e n t y y e a r s a g o b y 

M i n t z b e r g , w h i c h s t i l l r e m a i n : 

" T h e m a n a g e m e n t s c h o o l w i l l s i g n i f i c a n t l y 
i n f l u e n c e m a n a g e m e n t p r a c t i c e o n l y w h e n i t b e c o m e s 
c a p a b l e o f t e a c h i n g a s p e c i f i c s e t o f s k i l l s 
a s s o c i a t e d w i t h t h e j o b o f m a n a g i n g . . . . W e m u s t b e 
a b l e t o a n s w e r a n u m b e r - , o f s p e c i f i c q u e s t i o n s 
b e f o r e w e c a n e x p e c t m a n a g e r i a l t r a i n i n g a n d 
m a n a g e m e n t s c i e n c e t o h a v e a n y r e a l i m p a c t o n 
p r a c t i c e . W h a t k i n d s o f a c t i v i t i e s d o e s t h e 
m a n a g e r p e r f o r m ? W h a t k i n d s o f i n f o r m a t i o n d o e s 
h e p r o c e s s ? W i t h w h o m m u s t h e w o r k ? W h e r e ? H o w 
f r e q u e n t l y ? A l t h o u g h a n e n o r m o u s a m o u n t o f 
m a t e r i a l h a s b e e n p u b l i s h e d o n t h e m a n a g e r ' s j o b 
w e c o n t i n u e t o k n o w v e r y l i t t l e a b o u t i t . " 

M i n t z b e r g ( 1 9 7 3 ) 

Since the above quotationtwas written the teaching of 

management h a s n o t a l t e r e d r a d i c a l l y , a n d M i n t z b e r g 

c o n t i n u e s t o m a k e s i m i l a r c o m m e n t s . 1 T h e s t u d y r e v i e w s 

s o m e o f t h e t w e n t i e t h c e n t u r y w r i t i n g s o n t h e s u b j e c t a n d 

c o n t r i b u t e s t o t h e e x i s t i n g f i e l d o f k n o w l e d g e t h r o u g h 

o r i g i n a l r e s e a r c h . I t i d e n t i f i e s s i m i l a r i t i e s a n d 

d i f f e r e n c e s i n t h e w o r k o f m a n a g e r s a n d d e v e l o p s m o d e l s 

o f managerial work* L i k e a l l r e s e a r c h i t s t a r t s w i t h 

a s s u m p t i o n s a n d p r e c o n c e p t i o n s , a n d a t t e m p t s t o a r r i v e a t 

o b j e c t i v e c o n c l u s i o n s b a s e d o n t h e e v i d e n c e o b t a i n e d . 

T h e r e s e a r c h e r ' s e x p e r i e n c e a s a n i n d u s t r i a l m a n a g e r a n d 

m a n a g e m e n t t e a c h e r i n e v i t a b l y i n f l u e n c e s t h o s e 

1 M i n t z b e r g < 1 9 8 9 a / 1 9 9 0 ) 
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a s s u m p t i o n s . The b a s i c a s s u m p t i o n b e i n g : t h a t m a n a g e r i a l 

w o r k , r e g a r d l e s s o f l e v e l , f u n c t i o n , o r o r g a n i s a t i o n a l 

t y p e , has a common c o n c e r n w i t h p e o p l e . Managers a r e 

p e r c e i v e d t o be p e o p l e who a c h i e v e t h e o u t p u t s o f t h e i r 

w o r k , i n t e r a l i a , t h r o u g h t h e agency o f o t h e r p e o p l e . 

These , p e o p l e may i n c l u d e , b o s s e s , s e n i o r c o l l e a g u e s , 

p e e r s , s u b o r d i n a t e s , j u n i o r c o l l e a g u e s , and a r a n g e o f 

p e o p l e o u t s i d e t h e i r o r g a n i s a t i o n . . The r e s e a r c h , 

t h e r e f o r e , i s p a r t i c u l a r l y c o n c e r n e d w i t h t h e e x p e c t e d 

common e l e m e n t s r e l a t i n g t o i n t e r a c t i o n s w i t h o t h e r 

p e o p l e ; , . i n t h e words o f a p r a c t i s i n g manager : 

"My job is dealing with human beings rather than 
: w i t h t h e w o r k . 1 , 2 

and,ftesting the hypothesis: 

The part of managerial work which involves getting 

t h i n g s done t h r o u g h o t h e r p e o p l e r e g u i r e s s i m i l a r 
and t r a n s f e r a b l e s k i l l s and k n o w l e d g e . 

In-order to achieve the aims an empirical study examines 

t h e ^ w o r k o f managers i n G r e a t B r i t a i n employed i n a 

v a r i e t y o f d i f f e r e n t j o b f u n c t i o n s , s i z e s and t y p e s o f 

e m p l o y i n g o r g a n i s a t i o n s . I t i d e n t i f i e s what k i n d o f 

a c t i v i t i e s managers p e r f o r m ; w i t h whom t h e y w o r k , where 

t h e y w o r k , how t h e y spend t h e i r t i m e ; what s k i l l s and 

knowledge t h e y u s e ; how t h e i r p e r f o r m a n c e i s m e a s u r e d ; 

what t y p e o f e x p e r i e n c e , e d u c a t i o n o r t r a i n i n g i s 

r e q u i r e d f o r t h e i r j o b ; and w h e t h e r t h e y h a v e been 

a f f e c t e d b y c e r t a i n m a j o r c h a n g e s . S e c o n d a r y r e s e a r c h i s 

u s e d a s " a b a c k g r o u n d t o t h e i n v e s t i g a t i o n and f i n d i n g s 

f r o m t h i s a r e compared with* t h o s e " o f t h e p r i m a r y "" research 

i n r e a c h i n g c o n c l u s i o n s , C " A 

2 ' a w o r k i n g s u p e r v i s o r ' q u o t e d i n L i c k e r t ( 1 9 6 1 ) 
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OBJECTIVES n : ~ i 

To achieve the"researchlaims four specific objectives 

were p u r s u e d ) t h e s e w e r e : 

Objectxve 1 

To^ identify the extent and nature of various 

a s p e c t s o f m a n a g e r i a l work and t h e r e l a t i v e 

i m p o r t a n c e o f v a r i o u s s k i l l s and knowledge used i n 

i t s , p e r f o r m a n c e . 
•- \ . • 

Objective 2 

To gain an insight into the personal views of a 

r e p r e s e n t a t i v e sample o f p r a c t i s i n g managers and 

t h e r e b y g a i n a b e t t e r u n d e r s t a n d i n g o f t h e work 

i n v o l v e d i i i managing p e o p l e . 

Objective 3 
't . 

To use t h e i n f o r m a t i o n o b t a i n e d t h r o u g h t h e s t u d y 
L U t 1 

t o c o n s t r u c t r e a l i s t i c models o f t h o s e a s p e c t s o f 
- m a n a g e r i a l work n o t s p e c i f i c a l l y c o n c e r n e d w i t h 

s p e c i a l i s t o r t e c h n i c a l a s p e c t s o f a m a n a g e r ' s 

j o b . 

Objective 4 

To'.compare the findings of the original research 

w i t h ' p e r s p e c t i v e s on m a n a g e r i a l work p r o v i d e d b y 

p r e v i o u s w r i t e r s > and - r e s e a r c h e r s and d e v e l o p a 

r e a l i s t i c t . model o f m a n a g e r i a l work i n t h e 

n i n e t e e n - n i n t i e s •» 

3 



1.2 RESEARCH:METHODOLOGY 

In designing the study the methods of earlier researchers 

were c o n s i d e r e d a n d . v a r i o u s p o s s i b l e m e t h o d o l o g i e s were 

i d e n t i f i e d w h i c h c o u l d p r o v i d e *' t h e n e c e s s s a r y „ > 

d a t a / i n f o r m a t i o n t o a c h i e v e t h e o v e r a l l aims and t h e 

s p e c i f i c o b j e c t i v e s . I n r e a c h i n g t h e d e c i s i o n s t h e 

f o l l o w i n g were p e r s u a s i v e : 

"There are neither good nor bad methods, but only 
methods t h a t a r e more o r l e s s e f f e c t i v e u n d e r 
p a r t i c u l a r c i r c u m s t a n c e s i n r e a c h i n g o b j e c t i v e s on 
t h e way t o a d i s t a n t g o a l . " 

Homans(1951) 

Oppenheim(1968) advocated the design of an investigation 

as a w h o l e , and Abrahamson<1983) a d v o c a t e d t h e use o f 

s e v e r a l d i f f e r e n t m e t h o d s , as a l l t e n d t o be ' f l a w e d i n 

some w a y ' . Todd(1979) a d v o c a t e d t h e use o f b o t h 

q u a n t i t a t i v e and q u a l i t a t i v e m e t h o d s . 

The study was designed as a whole and employed several 

d i f f e r e n t methods , b o t h , q u a n t i t a t i v e and q u a l i t a t i v e . I n 

o r d e r t o s t u d y a w i d e r a n g e o f o r g a n i s a t i o n s , j o b 

f u n c t i o n s , and j o b l e v e l s w h i c h w o u l d p r o v i d e e v i d e n c e o f 

e i t h e r s i m i l a r i t i e s o r d i f f e r e n c e s i n m a n a g e r i a l w o r k , a 

q u a n t i t a t i v e method was r e q u i r e d . A p o s t a l o r a 

t e l e p h o n e q u e s t i o n n a i r e s u r v e y were t h e o n l y p r a c t i c a l 

p o s s i b i l i t i e s . I t was c o n s i d e r e d t h a t a t e l e p h o n e s u r v e y 

w o u l d p r o b a b l y p r o d u c e a h i g h , r e s p o n s e r a t e b u t t h a t i t 

w o u l d be l i k e l y t o y i e l d s h o r t i n t e r v i e w s and r e a c t i v e 

r e s p o n s e s w h i c h may be o f l i t t l e , v a l u e u n l e s s a more 

complex a p p r o a c h such a s t h a t o f S t e w a r t J was u s e d . A 

p o s t a l s u r v e y was t h e r e f o r e c h o s e n , Oppenheim(1968) 

p o i n t e d o u t ^ t h a t , a p o s t a l q u e s t i o n n a i r e i s cheap and e a s y 

t o p r o c e s s and a n a l y s e . T h u s > i t i s p a r t i c u l a r l y w e l l 

3 Stewart's(1982)* two-year study\involved,winter - alia, 
" l e n g t h y f a c e - t o - f a c e q u a r t e r l y i n t e r v i e w s and 

t e l e p h o n e ^ i n t e r v i e w s e v e r y two o r t h r e e w e e k s " . 

4 



s u i t e d t o a * s t u d y , s u c h as t h i s , ' w i t h s t r i c t l y . l i m i t e d 

r e s o u r c e s a v a i l a b l e . ' * 

The next requirement was-to*identify a suitable sample of 

t h e m a n a g e r i a l p o p u l a t i o n w h i c h c o u l d be a p p r o a c h e d b y 

t h i s m e t h o d . 

The following possible sampling frames were considered: 

a) Members of the British Institute of Management.4 

b ) Members o f t h e I n s t i t u t i o n o f I n d u s t r i a l Managers . 

c ) Members o f t h e A s s o c i a t i o n o f M a s t e r s o f B u s i n e s s 

A d m i n i s t r a t i o n . 
d ) Members o f t h e I n s t i t u t e o f P e r s o n n e l Management . 5 

e) Commerc ia l D a t a B a s e s . 

Each of the above has its advantages and disadvantages: 

a) Consists of managers who have chosen to, and are 

e l i g i b l e t o , j o i n t h e I n s t i t u t e . A l t h o u g h s u c h managers 

may d i f f e r f r o m t h e g e n e r a l p o p u l a t i o n i n p a r t i c u l a r ways 

t h e I n s t i t u t e i s known t o h a v e i n membership a v e r y w i d e 

r a n g e o f managers w h i c h w o u l d i n c l u d e t h o s e r e q u i r e d f o r 

t h e s u r v e y . The I n s t i t u t e was , t h e r e f o r e , a p p r o a c h e d b u t 

d e c l i n e d t o o f f e r a c c e s s t o i t s Membership d a t a base and 

was o n l y p r e p a r e d t o u n d e r t a k e a s u r v e y w h i c h was 

p r e c l u d e d b y t h e p r o p o s e d p r i c e . 

b) It was decided that the strong membership bias towards 

m a n u f a c t u r i n g i n d u s t r i e s and p r o d u c t i o n management w o u l d 

n o t p r o v i d e t h e n e c e s s a r y b r e a d t h o f m a n a g e r i a l t y p e s f o r 

t h e s t u d y . 

c) This association consists entirely of members who have 

c o m p l e t e d an 'MBA' w i t h an a p p r o v e d B u s i n e s s S c h o o l . The 

d a t a base o f t h i s ' a s s o c i a t i o n . i s r e a d i l y a v a i l a b l e 

4 Since merged with the Institution'of Industrial 
Managers t o ^ f o r m T h e I n s t i t u t e o f Management. 

5 Now t h e . I n s t i t u t e o f P e r s o n n e l and D e v e l o p m e n t . 
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w i t h o u t c o s t ? and a s - s u c h a t t r a c t i v e . However , a l t h o u g h 

t h e members a r e employed a c r o s s a w i d e . range o f 

i n d u s t r i e s v a n d o j o b t : f u n c t i o n s : i t w a s . d e c i d e d t h a t s u c h - a n 

' e l i t e group.'.: c o u l d t n o t be r e p r e s e n t a t i v e o f managers i n 

g e n e r a l and i t was e l i m i n a t e d . 
<. • ^_ 

d ) T h i s I n s t i t u t e was e l i m i n a t e d on t h e g r o u n d s t h a t , 

a l t h o u g h a l l i t s members a r e l i k e l y t o be d e e p l y i n v o l v e d 

i n 'human r e s o u r c e management' t h e y a r e a l s o m a i n l y 

f u n c t i o n a l s p e c i a l i s t s employed i n p e r s o n n e l management. 

e) Because of the perceived weaknesses of the above 

p o s s i b l e samples a s u i t a b l e c o m m e r c i a l l y a v a i l a b l e d a t a 

base was s o u g h t . I t had t o c o n s i s t o f t h e n e c e s s a r y w i d e 
range o f managers and be w i t h i n an a c c e p t a b l e c o s t l i m i t . 

A commerc ia l m a r k e t i n g s e r v i c e s company was f o u n d w h i c h 

was a b l e r and w i l l i n g t o s u p p l y a random l i s t f rom a l a r g e 

sample w h i c h i n c l u d e d a w i d e r a n g e o f o r g a n i s a t i o n a l 

t y p e s , j o b f u n c t i o n s , and m i d d l e and s e n i o r j o b l e v e l s 

a c r o s s t h e U n i t e d K i n g d o m . 7 A random sample o f some 

3,500 names, t e n p e r c e n t o f t h e d a t a b a s e , was p u r c h a s e d . 

In order to achieve Objective 1 a postal questionnaire 

s u r v e y o f c 3 , 4 0 0 8 p r a c t i s i n g managers was u n d e r t a k e n . I n 

t h e words o f t h e r e s e a r c h e r whose work t h i s s t u d y 

f o l l o w s : 

"One problem is that those who want to study 
m a n a g e r i a l work have e i t h e r t o s t u d y m a n a g e r i a l 
b e h a v i o u r o r t o a s k ' m a n a g e r s q u e s t i o n s about what 
t h e y do t h u s r e l y i n g o n m a n a g e r s ' p e r c e p t i o n s as 
i n f l u e n c e d b y t h e t y p e s o f q u e s t i o n s t h a t a r e 
a s k e d . " , 

S t e w a r t ( 1 9 8 9 ) 

6 T o members - t h e r e s e a r c h e r i s a member. 
7 I b i s I n f o r m a t i o n S e r v i c e s L i m i t e d k i n d l y p r o v i d e d 

a m a i l i n g l i s t f o r a n o m i n a l p r i c e . 
8 The sample i n c l u d e d managers i n I r e l a n d who were 

e l i m i n a t e d i n o r d e r t o r e s t r i c t t h e s t u d y t o G r e a t 
B r i t a i n . 
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However , w h i l s t r e c o g n i s i n g t h a t t h e r e a r e weaknesses i n 

t h e use o f a q u e s t i o n n a i r e s u r v e y i t t h e m o s t " p r a c t i c a l 

way i n w h i c h t o o b t a i n ' d a t a f r o m a l a r g e s a m p l e , and t h e y 

have been shown t o ' be r e l i a b l e . 

"Questionnaires, and generally to a lesser extent 
in terv iews ' , ' "* r u s i n g a random sample can be 
g e n e r a l i s e d t o w i d e r p o p u l a t i o n s w i t h c o n f i d e n c e , 
can e a s i l y be r e p l i c a t e d and a r e hence r e l i a b l e . " 

G i l l & J o h n s o n ( 1 9 9 1 ) 

Care was taken in the design of the form and in the 

d e c i s i o n t o a l s o u n d e r t a k e t h e D i a r y S u r v e y and t h e Case 

S t u d y I n t e r v i e w s i n o r d e r t o i n c r e a s e t h e v a l i d i t y o f t h e 

outcomes . The q u e s t i o n n a i r e was d e s i g n e d t o p r o v i d e a 

w i d e range o f d a t a s u i t a b l e f o r computer a n a l y s i s u s i n g 

c o m m e r c i a l l y a v a i l a b l e s o f w a r e ; ^ and p r o v i d e i n f o r m a t i o n 

t o a s s i s t i n t h e p l a n n i n g o f a l o o s e l y s t r u c t u r e d f o r m a t 

f o r t h e s u b s e q u e n t i n t e r v i e w s . 

The questionnaire was designed and then piloted with a 

sample o f p r a c t i s i n g managers . A f o r m was c r e a t e d w h i c h 

c o u l d be e a s i l y u n d e r s t o o d and c o m p l e t e d r e a s o n a b l y 

q u i c k l y and p r o v i d e c o m p r e h e n s i v e d a t a . Ease o f r e s p o n s e 

was p e r c e i v e d t o be a n e c e s s a r y p r e - r e q u i s i t e when 

s e e k i n g t h e t i m e and c o o p e r a t i o n o f b u s y , managers . 

E q u a l l y i m p o r t a n t was t o o b t a i n t h e r i g h t , d a t a as a 

second o p p o r t u n i t y w o u l d n o t be a v a i l a b l e . P i l o t f o r m s 

were c o m p l e t e d b y , and d i s c u s s e d w i t h , a sample o f some 

t h i r t y p r a c t i s i n g managers u n d e r t a k i n g a p a r t - t i m e 

D i p l o m a i n Management S t u d i e s c o u r s e . T h i s p r o c e s s 

i n v o l v e d making i n i t i a l a s s u m p t i o n s a b o u t , c o n t e n t , , l e n g t h 

e t c e t e r a and t h e n t e s t i n g t h e f o r m s , b y , . a s k i n g t h e 

managers t o c o m p l e t e t h e m , t i m e how l o n g t h i s t o o k and t o 

i d e n t i f y any d i f f i c u l t i e s , e . g . 1 i n u n d e r s t a n d i n g what was 

r e q u i r e d , t h e r e l e v a n c e o f a p a r t i c u l a r q u e s t i o n , o r a 

q u e s t i o n w h i c h m i g h t be m i s l e a d i n g o r p a r t i c u l a r y 

d i f f i c u l t t o a n s w e r . . . . c ; , 

9 See SPSS Nie 'et~al (1975) 
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The f i n a l q u e s t i o n n a i r e , c o n s i s t i n g o f . . f o u r s i z e A4 pages 

f o l d e d f r o m an A3 s h e e t ' 1 0 , p r o v i d e d f o r . i n f o r m a t i o n 

u n d e r t h e ^ f o l l o w i n g h e a d i n g s : o r g a n i s a t i o n name and 

a d d r e s s , number o f employees i n t h e o r g a n i s a t i o n .and a t 

t h e r e s p o n d e n t ' s l o c a t i o n , ^.and t h e i n d u s t r y s e c t o r b y 

s t a n d a r d i n d u s t r i a l c l a s s i f i c a t i o n 1 1 . Respondents name, 

g e n d e r , . . j o b t i t l e , f u n c t i o n , b u d g e t , r e s p o n s i b i l i t y 

l e v e l , numbers o f d i r e c t and i n d i r e c t s u b o r d i n a t e s , 

number o f y e a r s a manager , i n p r e s e n t j o b and a t p r e s e n t 

l e v e l , ^ q u a l i f i c a t i o n s o b t a i n e d , and t i m e s p e n t i n o n and 

o f f t h e j o b management t r a i n i n g . 

It then asked how the respondent's time was spent, what 

a c t i v i t i e s were u n d e r t a k e n , what s k i l l s and knowledge 

were u s e d , how much o f t o t a l t i m e was s p e n t i n v a r i o u s 

a c t i v i t i e s , r e q u i r e m e n t s t o do t h e j o b w e l l , p e r f o r m a n c e 

measures used and r e c e n t m a j o r changes . A l l o f w h i c h 

were p e r c e i v e d t o be i m p o r t a n t t o c r e a t i n g a d e t a i l e d 

model o f m a n a g e r i a l w o r k ; and t h e s k i l l s and knowledge 

r e q u i r e d t o u n d e r t a k e such w o r k . Respondents were asked 

w h e t h e r t h e y were a g r e e a b l e t o a subsequent i n t e r v i e w . 

The penultimate version of the questionnaire was 

s u b m i t t e d t o D r Rosemary S t e w a r t f o r comment b e f o r e t h e 

f i n a l v e r s i o n was p r i n t e d . The fo rms were m a i l e d t o t h e 

s a m p l e , b u t l i m i t e d f u n d s p r e c l u d e d t h e i n c l u s i o n o f 

e i t h e r r a r e p l y p a i d r e t u r n e n v e l o p e o r a f o l l o w - u p 

m a i l i n g w h i c h a r e recommended b y market r e s e a r c h e r s . 1 2 

I t was hoped t h a t t h e r e a d y a v a i l a b i l i t y o f a c o r p o r a t e 

p o s t a l s y s t e m , fo rms were m a i l e d t o work a d d r e s s e s , w o u l d 

e n a b l e and encourage e a s y r e p l i e s . . The 289 c o m p l e t e d 

q u e s t i o n n a i r e s , s o m e 8.5% o f t h e m a i l i n g , 1 3 a l t h o u q h n o t 

10 See A p p e n d i x }1 •' . 
11 S t a n d a r d . . I n d u s t r i a l , C l a s s i f i c a t i o n 1980, s i n c e 

r e v x s e d . 
12 See e ; g . i c l i f t o n i e t . i a l ( 1992) •-• • > 
13 T h i s i s r i n . . l i n e w i t h . d i r e c t . .mai l .market r e s e a r c h 

r e s p o n s e r a t e s ', see e . g . " C l i f t o n e t a l ( 1 9 9 2 ) p 9 3 
"A normal r a t e o f r e s p o n s e w i t h o u t any k i n d o f 
f o l l o w - u p i s l e s s t h a n 10%.'* 
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p r e c i s e l y r e p r e s e n t a t i v e o f t h e L m a n a g e r i a l p o p u l a t i o n , 

n o n e t h e l e s s p r o v i d e d a d a t a b a s e o f m a n a g e r s c c o v e r i n g a 

w ide s p e c t r u m o f ' • o r g a n i s a t i o n a l t y p e s and s i z e s , and 

o c c u p a t i o n a l t y p e s and l e v e l s . ^ 4 A n a l y s i s was c o m p l e t e d 

u s i n g t h e p o p u l a r . c o m p u t e r p a c k a g e , S t a t i s t i c a l Package 

f o r t h e S o c i a l ' S c i e n c e s ( S P S S ) . 

Whilst the questionnaire survey provided a wide range of 

i n f o r m a t i o n i t r e l i e d upon managers e s t i m a t e s o f how t h e y 

s p e n t t h e i r t i m e , i t was t h e r e f o r e d e c i d e d t o u n d e r t a k e a 

more s t r u c t u r e d 1approach u s i n g a work d i a r y b a s e d o n 

t h o s e u s e d ' b y S t e w a r t ( 1 9 6 7 ) . - T h i s method has been u s e d 

s u c c e s s f u l l y b y a number o f e a r l i e r r e s e a r c h e r s : 

"The diary method of Carlson, Stewart, and others 
has p r o v e n t o be a u s e f u l t o o l f o r t h e s t u d y o f 
m a n a g e r i a l work c h a r a c t e r i s t i c s . 1 1 

M i n t z b e r g ( 1 9 7 1 ) 

Whereas the questionnaire relies on the managers 

p e r c e p t i o n s and ' g u e s t i m a t e s ' o f what he i s d o i n g 

c o m p l e t i o n ^ o f a d i a r y . s h o u l d p r o v i d e an a c c u r a t e s u r v e y 

o f b o t h what he i s d o i n g , where and w i t h whom he i s , and 

f o r how l o n g he i s d o i n g i t . O t h e r p o s s i b l e 

m e t h o d o l o g i e s c o n s i d e r e d i n c l u d e d t h e c r i t i c a l i n c i d e n t 

t e c h n i q u e b u t t h i s s u f f e r s f r o m t h e f a c t t h a t r e s p o n d e n t s 

a r e a b l e t o . , s e l e c t t h o s e i n c i d e n t s w h i c h t h e y c o n s i d e r 

c r i t i c a l , see e . g . F l a n a g a n ( 1 9 5 1 ) and K e l l y ( 1 9 6 4 ) . 

A c t i v i t y s a m p l i n g i n v o l v i n g o b s e r v a t i o n s a t random 

i n t e r v a l s , see e . g . W i r d e n i u s ( 1 9 5 8 ) and K e l l y ( 1 9 6 4 ) , 

However , t h i s method i s i m p r a c t i c a l where t h e s u b j e c t s 

a r e a t a s e r i e s ' o f w i d e l y d i s t r i b u t e d l o c a t i o n s . The 

s t r u c t u r e d o b s e r v a t i o n , ? * s e e i e . g r « - M i n t z b e r g ( 1 9 6 8 ) , 

L a n d s b e r g e r ( 1 9 6 2 ) : ' o r rths u n s t r u c t u r e d o b s e r v a t i o n , see 

e . g . D a l t o n ( 1 9 5 9 ) , Hodgson e t a l ( 1 9 6 5 ) . F u l l - t i m e 

o b s e r v a t i o n a l methods a r e o n l y p r a c t i c a l where t h e number 

o f s u b j e c t s i s v e r y l i m i t e d o r t h e o b s e r v e r i s a b l e t o 

d e v o t e a v e r y s u b s t a n t i a l d a m o u n t o f . t i m e u t o - t h e . s t u d y . ^ 

1 r- < • , V. ff-. 
14 See Chapter-3 7 be low f o r f u l l d e t a i l s o f t h e s a m p l e . 
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F o r e x a m p l e , L u i j k ( l 9 6 3 ) s p e n t 5 d a y s e a c h s t u d y i n g h i s 

25 D u t c h d i r e c t o r s ; s i m i l a r l y t h e o b s e r v a t i o n s o f 

S t e w a r t ( 1 9 8 2 ) each i n v o l v e d a week o f s t u d y . 

Each of the interview subjects agreed to complete an 

a c t i v i t y d i a r y 1 5 f o r a p e r i o d o f one week, h o w e v e r , o n l y 

16 i n t e r v i e w e e s c o m p l e t e d t h e i r d i a r i e s w i t h i n t h e a g r e e d 

t i m e s c a l e . T o i n c r e a s e t h e s i z e o f t h e sample a number 

o f r e s p o n d e n t s t o t h e q u e s t i o n n a i r e s u r v e y were a s k e d , 

and a g r e e d , t o c o m p l e t e a d i a r y f o r a s i n g l e d a y . 1 6 The 

d e s i g n o f t h e d i a r y drew h e a v i l y o n S t e w a r t 1 7 and showed: 

each activity o f t h e week b y ; where i t t o o k p l a c e , w i t h 

whom, how i t was c o n d u c t e d , t h e n a t u r e o f i t s c o n t e n t , 

and i t s d u r a t i o n . The d i a r y was d e s i g n e d t o c o n f i r m o r 

deny c e r t a i n e l e m e n t s o f t h e o r i g i n a l q u e s t i o n n a i r e , 

p a r t i c u l a r y i n r e l a t i o n t o how t i m e i s a c t u a l l y s p e n t , as 

opposed t o t h e p e r c e p t i o n s r e f l e c t e d i n t h e 

q u e s t i o n n a i r e s . 

The a t t a i n m e n t o f O b j e c t i v e 2, g a i n i n g i n s i g h t i n t o 

m a n a g e r ' s v i e w s r e q u i r e d a q u a l i t a t i v e m e t h o d . I n t h e 

words o f S t e w a r t ( 1 9 8 2 ) : 

"The p r i m e c o n c e r n o f t h e q u a l i t a t i v e r e s e a r c h e r 
i s t o t r y and u n d e r s t a n d t h e n a t u r e o f t h e s u b j e c t 
b e i n g s t u d i e d and t o d e v e l o p f r e s h i n s i g h t s i n t o 
w h a t f c s h o u l d be s t u d i e d . " 

The most a p p r o p r i a t e method t o a c h i e v e t h i s o b j e c t i v e , 

t h e f a c e - t o - f a c e i n t e r v i e w , was u s e d . 

"(the interview is) the opportunity for the 
r e s e a r c h e r t o p r o b e d e e p l y , t o u n c o v e r new c l u e s , 
open up n e w - d i m e n s i o n s o f a p r o b l e m ; a n d ^ t o s e c u r e 
v i v i d , a c c u r a t e , ^ i n c l u s i v e a c c o u n t s t h a t 1 a r e b a s e d 
on p e r s o n a l e x p e r i e n c e . " B u r g e s s ( 1 9 8 2 ) 

..: n y • • 

15 See A p p e n d i x 2 
16 Two members o f t h e . i n t e r v i e w sample s u b s e q u e n t l y 

c o m p l e t e d s i n g l e d a y d i a r i e s and a f u r t h e r 14 s i n g l e 
day d i a r i e s were c o m p l e t e d b y o t h e r members o f t h e 
q u e s t i o n n a i r e s a m p l e , see A p p e n d i x 4 f o r l i s t . 

17 S t e w a r t ( 1 9 6 5 ) 
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Oppenheim(1968) a rgued f o r t h e i n t e r v i e w ' s f l e x i b i l i t y 

and t h e r i c h n e s s . a n d s p o n t a n a i t y - o f i n f o r m a t i o n w h i c h i t 

can p r o v i d e . A sample had t o be s e l e c t e d f r o m - t h e 113 

r e s p o n d e n t s t o t h e q u e s t i o n n a i r e s u r v e y who had a g r e e d t o 

be i n t e r v i e w e d . T h i s sample needed t o i n c l u d e t h e f u l l 

range o f t h e ' m a n a g e r i a l t y p e s ' w h i c h had been s t u d i e d i n 

t h e i n i t i a l s u r v e y , i . e . i t must e x h i b i t t h e f u l l r a n g e 

o f o r g a n i s a t i o n a l and j o b c h a r a c t e r i s t i c s o f t h e 

s a m p l e . 1 8 I t was f o u n d t h a t t h i s c o u l d be a c h i e v e d b y 

s e l e c t i n g 30 r e s p o n d e n t s . 

The sample-13 selected included managers from each main 

j o b f u n c t i o n and a v a r i e t y o f o r g a n i s a t i o n s i n t e r m s o f 

s i z e , i n d u s t r y t y p e and o w n e r s h i p . The i n t e r v i e w s , w h i c h 

were t a p e r e c o r d e d , were v e r y l o o s e l y s t r u c t u r e d t o 

e n a b l e t h e managers t o t a l k r e l a t i v e l y f r e e l y a b o u t t h e i r 

work and l a s t e d f o r about two h o u r s i n t h e m a j o r i t y o f 

c a s e s . " However , t o p r o v i d e a p a t t e r n , and p r o d u c e 
r e s u l t s w h i c h c o u l d be s u b j e c t e d t o a d e g r e e o f 

c o m p a r i s o n and a n a l y s i s , s u b j e c t s were l e d t o d i s c u s s 

c e r t a i n s p e c i f i c t o p i c s . Each was asked t o t a l k a b o u t 

h i s o r h e r 2 1 c o n c e p t o f management, and u n l e s s i t 

a p p e a r e d i n a p p r o p r i a t e , s p e c i f i c a l l y about r e c r u i t m e n t 

and s e l e c t i o n , m o t i v a t i o n , payment s y s t e m s , s t a f f 

a p p r a i s a l , and r e c e n t s i g n i f i c a n t changes w h i c h had 

a f f e c t e d h i s work w i t h p a r t i c u l a r r e f e r e n c e t o 

I n f o r m a t i o n T e c h n o l o g y , q u a l i t y and d e - m a n n i n g . A l l o f 

w h i c h a r e o f i m p o r t a n c e i n m a n a g e r i a l w o r k , and i n 

p a r t i c u l a r i n t h e management o f human r e s o u r c e s . 

18 Consideration was given to the possibility that 
g e o g r a p h i c a l l o c a t i o n m i g h t be an i m p o r t a n t 
v a r i a b l e . However , i t was c o n c l u d e d t h a t t h e 
p r o b a b i l t y was t o o s m a l l t o j u s t i f y t h e h i g h c o s t s , 
i n money and t i m e , i n v o l v e d i n j o u r n e y s w h i c h w o u l d 
p r e c l u d e two i n t e r v i e w s p e r d a y , t r a v e l l i n g b y r o a d . 

19 See A p p e n d i x 4 
20 The t a p e s a r e a v a i l a b l e as a d e t a i l e d o r a l r e c o r d . 
21 T h r o u g h o u t t h e r e p o r t t h e m a s c u l i n e he i s g e n e r a l l y 

u s e d ; u n l e s s o t h e r w i s e s t a t e d t h i s s h o u l d be r e a d as 
he o r . s h e ; where t h e r e a r e g e n d e r s p e c i f i c 
c o n n o t a t i o n s she i s u s e d . 
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To a c h i e v e O b j e c t i v e 3, models were c o n s t r u c t e d f r o m an 

a n a l y s i s o f t h e d a t a o b t a i n e d t h r o u g h t h e t h r e e p h a s e s o f 

t h e s u r v e y . * These models p r o v i d e a s e r i e s o f p r o f i l e s 

o f managers b y b o t h j o b f u n c t i o n " a n d r e s p o n s i b i l i t y l e v e l 

and compare them w i t h a p r o f i l e o f a modal o r average 
manager d e r i v e d f r o m t h e modal v a l u e s o f a l l t h e 

q u e s t i o n n a i r e d a t a , and t h e a r i t h m e t i c means o f t h e d i a r y 

d a t a . 

To achieve Objective 4 the findings from the various 

p h a s e s o f t h e r e s e a r c h a r e b r o u g h t t o g e t h e r and common 

e l e m e n t s r e l a t e d t o t h e getting of things done through 
other people o r management o f human r e s o u r c e s i d e n t i f i e d . 

A s i m p l e m o d e l , management in the nineteen - n i n t i e s , 2 ^ i s 

t h e n o f f e r e d as a p o s s i b l e a i d i n t h e d e s i g n and 

d e v e l o p m e n t o f management e d u c a t i o n and t r a i n i n g 

a c t i v i t i e s . 

22 S e e ' C h a p t e r ' 1 3 1 

23 S e e ' p a g e 559 
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1.3 STATISTICAL ANALYSIS 

ABOUT THE SAMPLE" 

The most reliable indication of the total number of 

managers i n t h e U n i t e d Kingdom i s 2 , 8 6 4 , 0 0 0 2 4 w h i c h 

i n c l u d e s a s u b s t a n t i a l number o f j u n i o r o r s u p e r v i s o r y 

managers . The s t u d y sample i s , t h e r e f o r e , >0.01% o f 

t h e t o t a l m a n a g e r i a l p o p u l a t i o n . 2 6 However , i f t h e 

managers be low m i d d l e l e v e l a r e e x c l u d e d f r o m b o t h t h e 

sample and t h e t o t a l m a n a g e r i a l p o p u l a t i o n , t h e 

r e p r e s e n t a t i o n o f m i d d l e and more s e n i o r managers i n t h e 

s t u d y i s >.02% o f t h e t o t a l s e n i o r and m i d d l e m a n a g e r i a l 

p o p u l a t i o n . 2 7 

The sampling frame from which the study sample is taken 

i s a c o m m e r c i a l m a i l i n g l i s t s t a t e d b y t h e s u p p l i e r s t o 

c o n s i s t o f managers , m a i n l y o f m i d d l e r a n k and a b o v e , 

a c r o s s t h e f u l l r a n g e o f i n d u s t r i e s i n b o t h t h e p r i v a t e 

and p u b l i c s e c t o r s . The l i s t i n c l u d e s names, j o b t i t l e s 

and b u s i n e s s a d d r e s s e s . 

A random sample of 10% was taken by the suppliers from 

t h e s a m p l i n g f r a m e , w h i c h i n c l u d e d a d d r e s s s e s t h r o u g h o u t 

t h e U n i t e d Kingdom and I r e l a n d . The i n i t i a l a d d r e s s l i s t 

o f c3 ,500 was r e d u c e d t o c3,400 b y t h e e l i m i n a t i o n o f 

I r i s h a d d r e s s e s , b o t h i n t h e R e p u b l i c and N o r t h e r n 
I r e l a n d 

24 L a b o u r F o r c e S u r v e y number 5 Sept 1993. 
25 C o n s t a b l e & McCormick(1987) e s t i m a t e d some 1.1 

m i l l i o n managers t o b e a t m i d d l e and s e n i o r l e v e l s . 
26 Market r e s e a r c h u n d e r t a k e n b y commerc ia l 

o r g a n i s a t i o n s s u c h as G a l l u p and MORI f r e q u e n t l y 
u s e s a s i m i l a r o r s m a l l e r sample s i z e t o draw 
c o n c l u s i o n s f o r t h e w h o l e p o p u l a t i o n , e . g . a sample 
o f 1000 t o . i d e n t i f y ' v o t i n g i n t e n t i o n s ' ; t h i s i s 
s u b s t a n t i a l l y s m a l l e r as a p r o p o r t i o n o f t h e 
p o p u l a t i o n e l i g i b l e t o v o t e , J t h a n v t h e p r o p o r t i o n o f 
t h e s t u d y sample t o ALL managers . . t 

27 U s i n g - t h e ^ f i g u r e * s u p p l i e d b y C o n s t a b l e & McCormick 
op c i t . 
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The 289 r e s p o n d e n t s ^ w h o c o m p l e t e d q u e s t i o n n a i r e s , ° a l l 

o f w h i c h were u s a b l e , a r e c o n s i d e r e d ! t o . a d e q u a t e l y 

r e p r e s e n t t h e t o t a l m a n a g e r i a l p o p u l a t i o n t o f m i d d l e and 

s e n i o r m a n a g e r s . 2 9 ^ 
4 

Representation by size of employing unit 

The only available national statistics are for all 

employees b y t h e s i z e o f employment u n i t s . F i g u r e s a r e 

n o t a v a i l a b l e f o r s i z e o f e m p l o y i n g o r g a n i s a t i o n s o r t h e 

numbers o f managers e m p l o y e d : 

Size of Unit All Employees Sample 
<100 p e o p l e 57.0% 59.5% 

100-499 p e o p l e 28.0% 29.8% 

>500 p e o p l e 15.0% 10.7% 

The sample c l o s e l y matches t h e employed p o p u l a t i o n w i t h 

t h e e x c e p t i o n t h a t l a r g e u n i t s , w h i c h employ o n l y a s m a l l 

p r o p o r t i o n o f t h e n a t i o n a l w o r k f o r c e , a r e u n d e r 

r e p r e s e n t e d 

Representation by Industry 

National statistics are only available for all employees. 
E v e r y i n d u s t r y shown i n t h e S t a n d a r d I n d u s t r i a l 

C l a s s i f i c a t i o n ( 1 9 8 1 ) i s r e p r e s e n t e d . H o w e v e r , because o f 

t h e s m a l l numbers w i t h i n each c a t e g o r y t h e y have been 

c o n s o l i d a t e d i n t o two m a j o r g r o u p s f o r a n a l y s i s : 

Industry All Employees Sample 
S e r v i c e " ^ 7 2 . 0 % n 38.1% 

M a n u f a c t u r i n g 28.0% 61.6% 

28 See A p p e n d i c e s 3 ,4 
29 No a c c o u n t , i s t a k e n o f t h e p o s s i b i l i t y t h a t managers 

who c o m p l e t e d q u e s t i o n n a i r e s ' d i f f e r e d s i g n i f i c a n t l y , 
i n any o t h e r ^ c h a r a c t e r i s t i c s , f f r o m t h o s e who d i d 
n o t . •• ! 
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W h i l s t b o t h ^ g r o u p i n g s a r e - w e l l r e p r e s e n t e d t h e r e i s a 

b i a s i n t h e sample t o w a r d s m a n u f a c t u r i n g i n d u s t r y . The 

l a t e r , s t a t i s t i c a l * a n a l y s e s e x h i b i t many s t r o n g 

a s s o c i a t i o n s between I n d u s t r y and t h e r a n g e o f o t h e r 

v a r i a b l e s and t h e d e g r e e o f ' u n r e p r e s e n t a t i v e n e s s ' o f t h e 

sample does . n o t i n v a l i d a t e t h e c o n c l u s i o n s . 

Representation by Ownership 

National statistics are only available for all employees. 

Respondents were g r o u p e d b y e i t h e r p r i v a t e o r p u b l i c 

s e c t o r o w n e r s h i p . 

Ownership All Employees Sample 
P u b l i c 17.0% 11.4% 

P r i v a t e 83.0% 88.6% 

W h i l s t b o t h s e c t o r s a r e a d e q u a t e l y r e p r e s e n t e d t h e r e i s a 

b i a s i n t h e sample t o w a r d s t h e p r i v a t e s e c t o r . The l a t e r 

s t a t i s t i c a l a n a l y s e s e x h i b i t many s t r o n g a s s o c i a t i o n s 

between O w n e r s h i p and t h e r a n g e o f o t h e r v a r i a b l e s and 

t h e d e g r e e o f ' u n r e p r e s e n t a t i v e n e s s ' o f t h e sample does 

n o t i n v a l i d a t e t h e c o n c l u s i o n s . 

Representation by Gender 

Gender All Managers Sample30 

Female 9.5% 10.4% 

The r e p r e s e n t a t i o n b y g e n d e r i s v e r y c l o s e t o t h e 

n a t i o n a l m a n a g e r i a l p o p u l a t i o n . 

30 T h i s i s v e r y c l o s e t o t h e e s t i m a t e d f e m a l e 
p r o p o r t i o n o f t h e m a n a g e r i a l p o p u l a t i o n a t 
t h e t i m e o f t h e s u r v e y . 
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Representation by k Job Function 

Almost ninety-four percent of the sample consisted of 

managers i n 13 m a j o r f u n c t i o n a l c a t e g o r i e s , t h e r e m a i n i n g 

6.3% were i n other j o b s . O n l y a l i m i t e d number o f t h e 

chosen c a t e g o r i e s can b e , r e a d i l y i d e n t i f i e d i n a v a i l a b l e 

n a t i o n a l p o p u l a t i o n s t a t i s t i c s : 

Job Function All Managers Sample 
M a n u f a c t u r i n g / p r o d u c t i o n 10 0% 11 4% 

F i n a n c e / a d m i n i s t r a t i o n 18 0% 20 1% 

G e n e r a l Managers 8 7% 43 3% 

An e a r l i e r s t u d y o f managers i n c l u d e d : 

Job Function Earlier Study Sample 
M a r k e t i n g 11 0% 12. 1% 

M a n u f a c t u r i n g 6 0% 11. 4% 

F i n a n c e / a d m i n i s t r a t i o n 20 0% 20. 1% 

P e r s o n n e l 6 0% 13. 1% 

G e n e r a l Managers 29 0% 43. 3% 

I n t e r n a t i o n a l Management 2 0% a/ a 

O t h e r s 26 0% n/ a 

Based o n t h e a v a i l a b l e s t a t i s t i c s G e n e r a l Managers a r e 

o v e r r e p r e s e n t e d i n t h e s a m p l e . H o w e v e r , t h e s a m p l i n g 

f rame i s b i a s e d t o w a r d s s e n i o r managers , a c a t e g o r y 

l i k e l y t o i n c l u d e a h i g h p r o p o r t i o n o f g e n e r a l m a n a g e r s . 

Whereas t h e * t o t a l m a n a g e r i a l p o p u l a t i o n i n c l u d e s more 

t h a n 60% o f " j u n i o r M a n a g e r s . * * The e a r l i e r s t u d y and t h e 

f a c t t h a t t h e r e 3 2 ^ 1 , 2 8 4 ^ 4 7 5 e m p l o y i n g u n i t s i n G r e a t 

B r i t a i n , 3 1 a l l T o f w h i c h must have at" l e a s t one manager 

w i t h a s i m i l a r r b l e r t o a ' g e n e r a l "manager ' , s u g g e s t t h a t 

t h i s c a t e g o r y m a y i n f a c t be r e a s o n a b l y r e p r e s e n t a t i v e o f 

t h e t o t a l m a n a g e r i a l p o p u l a t i o n . The r e p r e s e n t a t i o n o f 
- J i - - - * 

31 Census.of Employment op cit 
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t h e o t h e r two n a t i o n a l l y i d e n t i f i e d c a t e g o r i e s i s v e r y 

c l o s e t o t h e n a t i o n a l p r o p o r t i o n s , b u t ip i s p r o b a b l e 

t h a t t h e p e r s o n n e l f u n c t i o n i s somewhat o v e r r e p r e s e n t e d . 

There are sufficient respondents in each category to 

p r o v i d e r e p r e s e n t a t i v e d a t a f o r each m a j o r j o b f u n c t i o n . 
. r 

Representation by Qualifications 

The only readily available national statistic is for the 

p r o p o r t i o n o f managers who a r e g r a d u a t e s : 

Graduates All Managers32 Sample 
G r a d u a t e s 33.8% 39.4% 

I t can be h y p o t h e s i s e d t h a t t h e number o f g r a d u a t e s i n 

management i s i n c r e a s i n g i n l i n e w i t h t h e o u t p u t f r o m 

h i g h e r e d u c a t i o n o f g r a d u a t e s w i t h r e l e v a n t d e g r e e s . 3 3 

Whether o r n o t t h e sample i s f u l l y r e p r e s e n t a t i v e i t 

s u g g e s t s t h e p o s s i b i l t y t h a t t h e above h y p o t h e s i s i s 
c o r r e c t . 

STATISTICAL METHODOLOGY 

Chapters 7-13 are based on statistical analyses of the 

s u r v e y d a t a u s i n g t h e S t a t i s t i c a l Package f o r t h e S o c i a l 
S c i e n c e s (SPSS:PC v e r s i o n ) . 

The questionnaires provided over 100 different sets of 

d a t a w h i c h were c o d e d , e n t e r e d and a n a l y s e d . C h a p t e r s 

s e v e n t o t e n p r o v i d e ^ ^ d e s c r i p t i v e , t a b l e s o f t h e s e a n a l y s e s 

showing t h e number o f r e s p o n d e n t s a f f e c t e d and t h e 

p e r c e n t a g e o f t h e sample w h i c h t h e y r e p r e s e n t . T h e s e 

t a b l e s p r o v i d e t h e r e a d e r w i t h a c o m p r e h e n s i v e o v e r v i e w 

o f t h e s u r v e y f i n d i n g s . The q u e s t i o n n a i r e s were 

32 Poole et al (1980) 
33 Between 1975-85 t h e r e was a g r o w t h i n o u t p u t o f 

g r a d u a t e s w i t h b u s i n e s s d e g r e e s o f c300%. 
C o n s t a b l e & McCormick op c i t 
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c a r e f u l l y checked f o r a c c u r a t e c o m p l e t i o n b e f o r e r 

a n a l y s i s . 

For each set of data tables were produced similar to the 

example shown b e l o w : 

Respondents Experience as Managers 
Experience Frequency Percent Valid% Cumul've% 

Under 1 y e a r 8 2 . 8 3 .0 3 . 0 

1-2 y e a r s 11 3 . 8 4 .1 7. 1 

3-4 y e a r s 22 7. 6 8 .2 15. 3 

5-9 y e a r s 44 15. 2 16 .5 31. 8 

>10 y e a r s 182 63. 0 68 .2 100. 0 

m i s s i n g 22 7. 6 

T o t a l 289 100. 0 100 .0 

The f i r s t column shows t h e number o f y e a r s o f m a n a g e r i a l 

e x p e r i e n c e , t h e second column shows t h e number o f 

r e s p o n d e n t s w i t h t h a t l e n g t h o f e x p e r i e n c e , t h e t h i r d 

column shows t h e p e r c e n t a g e o f r e s p o n d e n t s r e p o r t i n g t h a t 

l e n g t h o f e x p e r i e n c e and t h e f o u r t h column c o r r e c t s t h e 

p e r c e n t a g e t o t a k e a c c o u n t o f ' m i s s i n g v a l u e s ' , t h e f i f t h 

column shows t h e c u m u l a t i v e p e r c e n t a g e . The t a b l e shows, 

i n t e r a l i a , t h a t more t h a n two t h i r d s o f t h e r e s p o n d e n t s 

who c o m p l e t e d t h i s answer have had i n e x c e s s o f 10 y e a r s 
m a n a g e r i a l e x p e r i e n c e . 

Chapter eleven provides detailed managerial profiles 

d e r i v e d f r o m an a n a l y s i s b y c r o s s - t a b u l a t i o n o f a l l t h e 
d i a r y s u r v e y d a t a . 
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The f o l l o w i n g i s ah example o f t h e t y p e r o f " t a b l e s 

p r o d u c e d : ~" ! • 

The number of people'respondent is working with:'by Job 
Function y , ^ - y = .- ; v . v l *, .. 
Present Product'n Market'g Person'1 Admin' General Mgr 

Alone (obs) 22 .22 * & -.46 189 . ,108 • Row 

( e x p e c t ' d ) 18.9 33.8 55 .1 159.3 120.1 T o t a l 

5.7% 5.7% 11.9% 48.8% 27.9% 387 

50.0%"' "28.2% 35.9% S l . ' l i 38.7% 43% 

W i t h 1 6 , 38 it 56 t, , 122 110 332 
o t h e r 16. 2 - 28 8 47 3 136 6 103 37% 

1. 8% *"11. 4% 16 9% 36 7% 33 1% 

13. 6% ' 48 7% 43 8% 33 0% 39 4% 

W i t h 2 16 18 • *• 26 59 61 180 

o r more 8. 8 . 15. 6 25 6 74 1 55. 9 20% 

o t h e r s 8 . 9% 10 0% 14 4% 32 8% 33 9% 

36.4% - 2 3 . 1 % 20.3% 15.9% 21.9% 

Column 44 78 128 370 379 899 

T o t a l 4.9% 8.7% 14.2% 41.2% 31.0% 100% 

P e a r s o n C h i - s q u a r e v a l u e 35.58730 
S i g n i f i c a n c e l e v e l .00002 

The f i r s t l i n e o f each s e c t i o n shows t h e o b s e r v e d 

f r e q u e n c i e s o f i n c i d e n t s a l o n e e t c , t h e second l i n e shows 

t h e e x p e c t e d f r e q u e n c i e s , t h e t h i r d l i n e shows t h e row 

p e r c e n t a g e s , t h e f o u r t h l i n e shows t h e column 

p e r c e n t a g e s . The f i r s t column shows w h e t h e r a l o n e o r 

w i t h o t h e r s , t h e second - s i x t h columns show t h e 

o b s e r v a t i o n s b y j o b f u n c t i o n , and t h e s e v e n t h column 

shows t h e row t o t a l s . G r e a t e r t h a n e x p e c t e d v a l u e s a r e 

h i g h l i g h t e d i n bold and l e s s t h a n e x p e c t e d v a l u e s a r e 
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h i g h l i g h t e d i n italic. r T h e c h i - s q u a r e v a l u e s - a n d , 

s i g n i f i c a n c e l e v e l s a r e shown b e l o w . 

This table shows, inter'alia, that administration " 

managers a r e t h e most l i k e l y f u n c t i o n t o - s p e n d t i m e 

a l o n e , t h a t m a r k e t i n g managers a r e t h e most l i k e l y 
f u n c t i o n t o spend^t ime w i t h one o t h e r p e r s o n , and t h a t 

p r o d u c t i o n managers a r e t h e most l i k e l y managers t o spend 

t i m e w i t h two o r - m o r e o t h e r p e o p l e . 

Chapter twelve provides a managerial typology derived 

u s i n g f a c t o r a n a l y s i s : p r i n c i p a l components a n a l y s i s w i t h 

V a r i m a x i t e r a t i o n s . T h i s t y p e o f a n a l y s i s i s f r e q u e n t l y 

used i n t h e S o c i a l S c i e n c e s t o i d e n t i f y s e t s o f c l o s e l y 

r e l a t e d v a r i a b l e s and i t was u s e d i n t h e s t u d y 

s p e c i f i c a l l y t o i d e n t i f y g r o u p s o f c h a r a c t e r i s t i c s w h i c h 

w o u l d be e i t h e r s i m i l a r t o , o r d i f f e r e n t f r o m , t h e 

' m a n a g e r i a l t y p e s ' i d e n t i f i e d b y S t e w a r t and M i n t z b e r g . 

T h i s a n a l y s i s i d e n t i f i e d c l u s t e r s o f r e s p o n s e s u n d e r each 

o f t h e s e t s o f _ i d e p e n d e n t ' v a r i a b l e s . T h e s e were t h e n 

compared w i t h t h e ' k e y ' v a r i a b l e s and t h o s e w i t h g r e a t e r 

t h a n e x p e c t e d v a l u e s a r e r e p o r t e d . D e t a i l s o f t h e s e 

a s s o c i a t i o n s a r e p r o v i d e d a t A p p e n d i x 6. 
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The f o l l o w i n g i s an example o f t h e t a b l e s - p r o d u c e d : 

Skills Factor 6 - The Operations^ Manager, ... n h c u . 
Organisation Size <-0.5 -0,5/0.5 L t h>0.5 . Row.Total 

"' percentage 
<100 ( o b s e r v e d ) 18 41 49 1 0 8 " 

( e x p e c t e d ) 3 2 . ( 4 r 4 2 . 1 33.5. , 3 9 . 0 % 

( r o w %age) 16.7%, , 38.0% 4 45.4% • -

( c o l ' % a g e ) 2 1 . 7 % 38.0% - 57.0% 

100-499 13} 27 16 56 

16.8 2 1 . 8 17.4 2 0 . 2 % 

23.2 48.2 28.6% 

15.7% 25.0% 18.6% 

500-999 4 11 4 ." 19 

5.7 7.4 5.9 . 6.9% 

2 1 . 1 % 57.9% 2 1 . 1 % 

4.8% 10.2% 4.7% 

• 

1000-5000 18 2 0 10 48 

14.4 18.7 14.9 17.3% 

37.5% 41.7% 2 0 . 8 % 

2 1 . 7 % ? 18.5% 11.6% 

>5000 30 4 i ' 7 ,t.. • 46%1 

13.8 J 17.9 • 1 "i4 . r ' 16.6% 

65 .2%" ^ 19.6% , " ' l 5 7 2 % 

36.1% - „ 8 . 1 % „ 

•ntiy *• c r * 
Column T o t a l 83 r 1 0 8 * - i ^ ~ , 8 6 - ' - 2 7 7 

Column p e r c e n t a g e 30.0% : r • r a39'i0%* ; if " r t l " 3 l 5 0 % 1 0 0 % 

P e a r s o n C h i - s q u a r e v a l u e 48.43394 
S i g n i f i c a n c e l e v e l .00000 
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The f i r s t column shows t h e s i z e " o f o r g a n i s a t i o n , t h e 

second column shows t h e o b s e r v a t i o n s n e g a t i v e l y 

a s s o c i a t e d w i t h the f a c t o r , t h e t h i r d column shows t h e 

o b s e r v a t i o n s not s t r o n g l y a s s o c i a t e d w i t h , t h e f a c t o r , . t t h e 

f o u r t h column shows t h e ~ o b s e r v a t i o n s p o s i t i v e l y a s o c i a t e d 

w i t h the f a c t o r . The l i n e s i n e a c h - s e c t i o n - s h o w t h e -

v a l u e s s i m i l a r l y t o t h e p r e v i o u s t a b l e . G r e a t e r t h a n 

expected v a l u e s J a f e h i g h l i g h t e d i n bold and l e s s t h a n 

expected v a l u e s fare h i g h l i g h t e d i n italic, - The c h i -

square v a l u e s and s i g n i f i c a n c e l e v e l s a r e shown b e l o w . 

It can be readily seen that there is an association 

between t h i s f a c t o r and o r g a n i s a t i o n s i z e , w i t h t h e ' s k i l l 

more l i k e l y t o be used i n s m a l l e r r a t h e r t h a n l a r g e r 

o r g a n i s a t i o n s . 

Chapter thirteen provides a series of managerial profiles 

o r models by job f u n c t i o n u s i n g d a t a d e r i v e d ' f r o m t h e 

a n a l y s i s o f both the q u e s t i o n n a i r e s u r v e y and t h e s i m i l a r 

a n a l y s i s o f the d i a r y s u r v e y d a t a . Models 'a re a l s o 

p r o v i d e d by h i e r a r c h i c a l l e v e l ' u s i n g d a t a f r o m t h e 

q u e s t i o n n a i r e s u r v e y . These p r o f i l e s i n c l u d e summaries 

o f t h e s i g n i f i c a n t a s s o c i a t i o n s i d e n t i f i e d u s i n g c r o s s 

t a b u l a t i o n s t o o b t a i n measures o f a s s o c i a t i o n between t h e 

v a r i o u s s e t s o f d a t a . 

Relationships were examined between nine "key variables34 

and t h e remaining t e n g r o u p s o f v a r i a b l e s . The r e s u l t s 

a r e not i n any sense i n d i c a t o r s o f c a u s e : o r e f f e e t . \ The 

Pearson c h i - s q u a r e ' t e s t o f s i g n i f i c a n c e f o r n o h -

p a r a m e t r i c s t a t i s t i c s was u s e d r a n d o n l y t h o s e 

a s s o c i a t i o n s w i t h a s i g n i f i c a n c e ' l e v e l o f <-05000 were 

c o n s i d e r e d . T h i s l e v e l . i s , g e n e r a l l y . . a c c e p t e d , i n S o c i a l 

Sc ience s t u d i e s as i n d i c a t i n g a s u f f i c i e n t l y s t r o n g 

r e l a t i o n s h i p t o reach v a l i d c o n c l u s i o n s D e t a i l s o f 

t h e s e a s s o c i a t i o n s a r e p r o v i d e d a t A p p e n d i x 5. 

34 As l i s t e d at p8 a b o v e . 
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The f o l l o w i n g i s a n . e x a m p l e o f t h e t y p e o f t a b l e 

produced: b » 
Responsibility level^by gender 

Male Female Row Total 
Top Management ( o b s e r v e d ) 147 6 153 

( e x p e c t e d ) 137.0 16 53.3% 

( row %age) 96.1% 3.9% 

( c o l ' % a g e ) 57.2% 20.0% 

S e n i o r Management 57 9 66 

59.1 6.9 23.0% 

86.4% 13.6% 

22.2% 30.0% 

M i d d l e Management 40 7 47 

42.1 4 . 9 16.4% 

85.1% 14.9% 

15. 6% 23.3% 

P r o f e s s i o n a l 6 5 11 

9.9 1.1 3.8% 

54.5% 45.1% 

2.3% 16.7% 

J u n i o r Management v 7 3 10 

9.0 1.0 3.5% 

70.0% 30.0% 

'•2.7% 10.0% 

Column T o t a l 257 30 

89.5% 1 10.5% 100% 
Pearson C h i - s q u a r e v a l u e 27.15676 
S i g n i f i c a n c e l e v e l .00002 

23 



The f i r s t column shows, t h e h i e r a r c h i c a l l e v e l , t h e second 

column shows t h e numbers o f male .managers a f f e c t e d , - t h e 

t h i r d column shows the*numbers o f u f e m a l e managers 

a f f e c t e d . The r e m a i n i n g a s p e c t s o f t h e ' t a b l e a r e as 

d e s c r i b e d f o r t h e / t a b l e sshown a t page >19. The r v a l u e s 

w h i c h a r e g r e a t e r A t h a n e x p e c t e d a r e h i g h l i g h t e d i n bold 
and t h o s e w h i c h a r e l e s s t h a n e x p e c t e d a r e h i g h l i g h t e d i n 

italic. 

This table shows, inter alia, that female managers are 

l e a s t l i k e l y t o be f o u n d a t t o p management l e v e l and most 

l i k e l y t o be f o u n d a t p r o f e s s i o n a l o r j u n i o r management 

l e v e l s . 

1.4 THE IMPORTANCE OF THE STUDY 

The study, which follows from the earlier studies of 

C a r l s o n ( 1 9 5 1 ) , S t e w a r t ( 1 9 6 7 / 8 2 ) , M i n t z b e r g ( 1 9 6 8 / 7 1 ) and 

H a l e s ( 1 9 8 6 ) , c o n f i r m s many c h a r a c t e r i s t i c s o f m a n a g e r i a l 

work i d e n t i f i e d i n t h o s e s t u d i e s . I t shows t h a t w h i l s t 

t h e f u n d a m e n t a l a s p e c t s o f m a n a g e r i a l w o r k , getting 
things done through other people, have n o t changed 

r a d i c a l l y s i n c e t h o s e s t u d i e s t h e c o n t e x t w i t h i n w h i c h i t 

i s t a k i n g p l a c e has changed r a d i c a l l y . The r a p i d l y 

c h a n g i n g e n v i r o n m e n t w i t h i n w h i c h i n d u s t r y o p e r a t e s , w i t h 

i t s c o m p e t i t i v e p r e s s u r e s , t h e g e n e r a l i s e d i n f l u x o f new 

t e c h n o l o g i e s , t h e demands f o r q u a l i t y and w i d e s p r e a d ' d e -

manning ' w h i c h have c h a r a c t e r i s e d t h e l a t e ' e i g h t i e s and 

e a r l y ' n i n e t i e s can be seen t o have r a d i c a l l y a f f e c t e d 

managers l i v e s and how t h e y do t h e i r w o r k . 
" » I I - , 

1-5 THE STUDY'S CONTRIBUTION TO KNOWLEDGE 

Whilst confirming that the'underlying characteristics of 

management endure o v e r t i m e t h e ^ s t u d y shows t h a t " t r 

management i s t a k i n g p l a c e w i t h i n an e n v i r o n m e n t ' o f 

change and t h a t t h e * ' j o V ' o f manager : i s ' l i k e l y ' t o "be 

i n c r e a s i n g l y d e m a n d i n g ' o n i t s i n c u m b e n t s . T h e d i a r y 

e lement o f t h e s t u d y r p r o v i d e s a w i d e r a n g e ^of i n f o r m a t i o n 
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I 

a b o u t t h e m a n a g e r ' s w o r k , what he i s d o i n g , where he does 
' i r r i f urc t j - O u i ' L 1 y r^*u :xic t.^ d». nut - snvu.-r 

i t and w i t h whom he does i t ; a v e r y d e t a i l e d p i c t u r e o f 
t h a t work i s p r o v i d e d t h r o u g h a s e r i e s o f c h a r t s . The 

0 ^ . ' " " *-*r»n ' : • : .'OF'. I or,<I - * - I>. * : V-T 3 . ? 1 
r e l a t i v e i m p o r t a n c e o f a w i d e range o f s k i l l s and 
knowledge u s e d b y managers i s i d e n t i f i e d and t h e s e 
f i n d i n g p r o v i d e s t r o n g e v i d e n c e o f a r e a s i n w h i c h 
e d u c a t i o n and t r a i n i n g w o u l d be p a r t i c u l a r l y v a l u a b l e f o r 

new o r p o t e n t i a l managers . The i n t e r v i e w case s t u d i e s 

p r o v i d e many i n t e r e s t i n g i n s i g h t s i n t o t h e p e r c e p t i o n s o f 

t h i r t y e x p e r i e n c e d managers who work i n w i d e l y d i f f e r i n g 

o r g a n i s a t i o n s and j o b f u n c t i o n s . Taken t o g e t h e r t h e 

v a r i o u s e l e m e n t s o f t h e e v i d e n c e f r o m t h e s t u d y p r o v i d e a 

v e r y d e t a i l e d p i c t u r e o f m a n a g e r i a l work and t h e demands 

w h i c h i t p l a c e s on managers . 

r 
The s t u d y p r o v i d e s a p o t e n t i a l l y v a l u a b l e c o n t r i b u t i o n 
t o w a r d s t h e d e s i g n o f management e d u c a t i o n and t r a i n i n g 

f o r t h e n i n e t e e n - n i n e t i e s . I n t h e words o f T h u r l e y and 

W i r d e n i u s ( 1 9 8 9 ) : 

" I t can be a r g u e d t h a t t h e q u a l i t y o f t h e 
v o c a t i o n a l t r a i n i n g and e d u c a t i o n f o r managers has 
p r o b a b l y been s e v e r e l y l i m i t e d b y t h e l a c k o f a 
body o f s y s t e m a t i c r e s e a r c h on management 
p r a c t i c e . " 

The f i n d i n g s f r o m t h i s s t u d y have a c o n t r i b u t i o n t o make 

t o w a r d s i m p r o v i n g t h a t q u a l i t y . 

1.6 LIMITATIONS OF THE STUDY 

The study examines the work of managers but it does not 

make a n y ^ a t t e m p t t o i d e n t i f y o r d i s c u s s t h o s e a s p e c t s o f 

management 1 which a r e t e c h n i c a l o r s p e c i a l i s t ^ i n n a t u r e . A 

manager o f ; a f i n a n c e d e p a r t m e n t may w e l l - b e ? a q u a l i f i e d 

a c c o u n t a n t u s i n g 1 h i s o r h e r t e c h n i c a l ^ e x p e r t i s e i n t h e 

management o f a f u n c t i o n a l d e p a r t m e n t . S i m i l a r l y a 

m a r k e t i n g o r p e r s o n n e l manager w i l l h a v e ' t e c h n i c a l ^ 

e x p e r t i s e 1 " w h i c h i s ^ a p p l i e d ' i h ^ h i s o r h e r w o r k . A manager 

o f a p r o d u c t i o n d e p a r t m e n t ! m a y n o t be t e c h n i c a l l y 
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Q u a l i f i e d , b u t may be c o n c e r n e d w i t h many t a s k s and 
irf nr L f i . i:-v ' • a •. > r . - J h , ; t I t 

d u t i e s w h i c h a r e f u n c t i o n a l l y s p e c i f i c b u t do n o t i n v o l v e 
o t h e r p e o p l e . G e n e r a l managers a r e l e s s l i k e l y t o have 
s p e c i f i c a l l y t e c h n i c a l o r f u n c t i o n a l t a s k s and d u t i e s , 
b u t n o n e t h e l e s s may do many t h i n g s w h i c h do n o t i n v o l v e 

o t h e r p e o p l e . Such m a t t e r s may be c e n t r a l t o p a r t i c u l a r 

managers j o b s b u t t h e y a r e n o t t h e c o n c e r n s o f t h i s 

s t u d y . 

Whilst the study goes some way towards identifying all of 

t h e n o n - t e c h n i c a l a s p e c t s o f m a n a g e r i a l work i t i s 
! l r - • 

p a r t i c u l a r l y c o n c e r n e d w i t h t h o s e a s p e c t s r e l a t e d t o 
getting things done through other people. 

The findings contribute to the identification of the 

e d u c a t i o n a l and t r a i n i n g needs o f a l l managers and 

p o t e n t i a l managers ; b u t i t i s b e y o n d t h e scope o f t h i s 

s t u d y t o * s p e c i f y , i n d e t a i l , what f o r m s t h a t e d u c a t i o n 

and t r a i n i n g s h o u l d t a k e . 

1 .7 STRUCTURE OF THE REPORT 
m 

P a r t One p r o v i d e s a b a c k g r o u n d t o t h e o r i g i n a l r e s e a r c h 

T h i s c h a p t e r i n t r o d u c e s t h e s t u d y , s e t s t h e aims and 

o b j e c t i v e s and o u t l i n e s t h e m e t h o d o l o g i e s e m p l o y e d . 

C h a p t e r two p r o v i d e s a b a c k g r o u n d t o t h e s u b j e c t a r e a 

t h r o u g h a b r i e f i n t r o d u c t i o n t o t h e s u b j e c t o f 

o r g a n i s a t i o n s and o r g a n i s a t i o n , and t h e n p r o c e e d s t o 

t r a c e t h e h i s t o r y o f management t h r o u g h t h e t w e n t i e t h 
J ' ' i t ,. ». 

c e n t u r y . The h i s t o r y , i n t e r a l i a , i d e n t i f i e s a number o f 
d i f f e r i n g a p p r o a c h e s t o management w i d e l y r e f e r r e d t o as 

. _ ' v i o u f . ! U t . c i t nor i\ ; j*o *<* LUI «. / 
s c h o o l s . T h e r e a r e d i f f e r e n c e s o f t e r m i n o l o g y and 
w r i t e r s and s c h o l a r s have s o u g h t t o c l a s s i f y b o t h 
. , I t t«-I"f i • it• - fc.r * t t i n i i n c . . n n r - n 
t h e m s e l v e s and o t h e r w r i t e r s i n v a r i o u s w a y s . 
This work then proceeds to identify developing management 
t n o u g h t t h r o u g h a number o f t h e b e t t e r known w r i t e r s : 

c e r t a i n w r i t e r s o f t h e l a t e n i n e t e e n t h t o e a r l y t w e n t i e t h 
M • •] - r: 
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c e n t u r y a r e ^ i d e n t i f i e d b y t h e , s t u d y w i t h what i t . u 

descr ibes . j ^as^manager ia l structure; a s e a r c h f o r u n i v e r s a l 

p r i n c i p l e s and p r a c t i c e s w h i c h a r e c o n c e r n e d w i t h 

e f f e c t i v e and e f f i c i e n t o r g a n i s a t i o n o f work b u t w i t h o u t 

p a r t i c u l a r ^ c o n c e r n ; f o r t h e human i m p l i c a t i o n s o f t h o s e 

p r i n c i p l e s and p r a c t i c e s . C h a p t e r - t h r e e l o o k s a t t h e 

work o f a n u m b e r . o f t h e s e w r i t e r s who c o n t r i b u t e t o what 

t h e s t u d y d e s c i b e s as a management structure school. 

Chapter four identifies a number of writers who take a 

more p h i l o s o p h i c a l a p p r o a c h and who a r e c o n c e r n e d w i t h 

t h e human i m p l i c a t i o n s o f o r g a n i s a t i o n a l l i f e and t h e 

need t o . t a k e a c c o u n t o f t h e s e i n t h e management and 

deve lopment o f o r g a n i s a t i o n s . These w r i t e r s c o n t r i b u t e 

t o what t h e s t u d y d e s c r i b e s as a management philosophy 
school,- They a r e seen as p r o v i d i n g a l i n k between t h e 

s t r u c t u r a l t h e o r i s t s and t h e d e v e l o p i n g human relations 
movement or school i d e n t i f i e d i n c h a p t e r f i v e . F o r t h e 

p u r p o s e o f t h i s work t h e p e r i o d c o v e r e d b y t h e above 

t h r e e s c h o o l s i s r e g a r d e d as t h e h i s t o r i c a l d e v e l o p m e n t 

o f modern management. I n o r d e r t o i d e n t i f y t h e n a t u r e o f 

modern .management c h a p t e r s i x l o o k s b r i e f y a t t h e work o f 

a s e l e c t i o n o f e m p i r i c a l r e s e a r c h e r s o f t h e p o s t w o r l d 

war two e r a . 

Part Two provides a report and analysis of the original 

e m p i r i c a l r e s e a r c h o f t h i s s t u d y w h i c h c o n f i r m s many o f 

t h e f i n d i n g s o f t h e above w r i t e r s and adds t o t h e 

knowledge -o f m a n a g e r i a l w o r k . T h i s r e s e a r c h i d e n t i f i e s 

b o t h s i m i l a r i t i e s and d i f f e r e n c e s , t h r o u g h s t r o n g 

s t a t i s t i c a l a s s o c i a t i o n s between c e r t a i n a s p e c t s o f 

m a n a g e r i a l ^ b e h a v i o u r , r e l a t e d t o b o t h t h e n a t u r e o f t h e 

j o b and t h e ^ o r g a n i s a t i o n w i t h i n w h i c h t h a t j o b e x i s t s . 

I n d o i n g so i t r c o n f i r m s e a r l i e r , f i n d i n g s and adds some 

new knowledge t h o u g h t h e i d e n t i f i c a t i o n , o f n i n e m a j o r 

v a r i a b l e s ^ K i & c o n c l u s i o n i s r e a c h e d , t h a t a l t h o u g h t h e r e 

a r e s i g n i f i c a n t d i f f e r e n c e s between t h e work o f m a n a g e r s , 

t h e r e i s t a , c o r e o f , a c t i v i t i e s and r e l a t e d s k i l l s and 

knowledge w h i c h i s l i k e l y t o be a m a j o r e lement w i t h i n 
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any manager ia l* j o b , as d e f i n e d , i . e . getting things done 
through other, people. 

Chapter seven provides a detailed technical description 

o f t h e s a m p l e . C h a p t e r s e i g h t t o t e n a r e an a n a l y s i s o f 

t h e q u e s t i o n n a i r e e lement o f t h e s t u d y , p r o v i d i n g a w i d e 

range o f : i n f o r m a t i o n a b o u t t h e work o f managers i n c l u d i n g 

how and .where t h e y spend t h e i r t i m e , how t h e i r 

p e r f o r m a n c e i s m e a s u r e d , t h e r e q u i r e m e n t s t o do t h e i r j o b 

w e l l , m a j o r changes w h i c h have a f f e c t e d t h e m , and t h e 

s k i l l s ' a n d knowledge w h i c h t h e y u s e . T h i s s t u d y c o n f i r m s 

f i n d i n g , f r o m e a r l i e r s t u d i e s and a t t h e same t i m e 

c o n t r i b u t e s new k n o w l e d g e , p a r t i c u l a r l y r e l a t e d t o t h e 

s k i l l s : . a n d knowledge w h i c h managers u s e . I t a l s o shows 

t h a t w h i l s t t h e r e a r e e n d u r i n g a s p e c t s t o m a n g e r i a l work 

w h i c h may n e v e r change e n t i r e l y , managers work w i t h i n 

e n v i r o n m e n t s o f r a p i d and r e g u l a r changes w h i c h a f f e c t 

t h e i r work and w o r k i n g m e t h o d s . P a r t i c u l a r l y changes 

b r o u g h t about b y new and d e v e l o p i n g t e c h n o l o g i e s w h i c h 

a f f e c t b o t h o f f i c e and i n d u s t r i a l a c t i v i t i e s . 
i 

C h a p t e r e l e v e n p r o v i d e s p r o f i l e s f r o m t h e d a t a o b t a i n e d 

i n t h e d i a r y s u r v e y . The diary manager i s a c o m p o s i t e o f 

a l l t h e p a r t i c i p a n t s i n t h e s u r v e y . T h i r t y - t w o o f t h e 

r e s p o n d e n t s t o t h e q u e s t i o n n a i r e s u r v e y c o n t i b u t e d 

d i a r i e s and t h e s e have been a n a l y s e d t o p r o v i d e , t h r o u g h 

a s e r i e s o f c h a r t s , a v e r y d e t a i l e d p r o f i l e o f t h e work 

o f t h e managers c o n c e r n e d . I n a d d i t i o n t o t h e c o m p o s i t e 

manager t h e r e a r e a l s o p r o f i l e s o f each t y p e o f 

f u n c t i o n a l manager . T h i s s e c t i o n o f t h e work c l e a r l y 

c o n f i r m s e a r l i e r s t u d i e s showing t h a t m a n a g e r i a l work i s 

h i g h l y f r a g m e n t e d and adds new i n f o r m a t i o n about t h e 

a c t i v i t i e s w h i c h managers u n d e r t a k e . I t p r o v i d e s , i n 

some d e t a i l , i n f o r m a t i o n on where t h e work t a k e s p l a c e , 

w i t h whom, i f a n y o n e , t h e manager i s w o r k i n g , what he i s 

d o i n g and f o r how l o n g he i s d o i n g i t . 

Derived from the questionnaire data, chapter twelve 

i d e n t i f i e s a number o f managerial types t h r o u g h a s e r i e s 
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o f f a c t o r s r e l a t i n g t o how t i m e i s s p e n t , r e q u i r e m e n t s t o 

do t h e j o b w e l l , measures o f p e r f o r m a n c e , m a j o r changes 

w h i c h have been e n c o u n t e r e d and t h e s k i l l s and knowledge 

used i n u n d e r t a k i n g ' m a n a g e r i a l * w o r k . r 

Chapter thirteen provides a series of managerial profiles 
o r models b a s e d on b o t h t h e d a t a o f ^ t h e q u e s t i o n n a i r e 

s u r v e y and t h e s u b s e q u e n t d i a r y s u r v e y . P r o f i l e s a r e 

p r o v i d e d f o r a modal manager , a g e n e r a l manager , each o f 

a s e r i e s o f f u n c t i o n a l managers and f o r each l e v e l o f t h e 

m a n a g e r i a l h i e r a r c h y . T h i s e n a b l e s t h e r e a d e r t o compare 

and c o n t r a s t t h e work and s k i l l s o f managers i n a r a n g e 

o f d i f f e r e n t j o b s . These models i n c l u d e t h e 

s t a t i s t i c a l l y s i g n i f i c a n t a s s o c i a t i o n s o f t h e 

q u e s t i o n n a i r e and d i a r y d a t a and show t h e e x t e n t t o w h i c h 

m a n a g e r i a l j o b s d i f f e r i n r e l a t i o n t o a s e r i e s o f 

v a r i a b l e s . A l t h o u g h each v a r i a b l e shows a number, n e v e r 

below 30, o f s i g n i f i c a n t d i f f e r e n c e s , t h e r e m a i n i n g d a t a 

i d e n t i f y s i m i l a r i t i e s . 

Chapter fourteen is specifically concerned with the 

management o f p e o p l e . T h i s i s based on b o t h t h e 

s e c o n d a r y r e s e a r c h and t h e i n t e r v i e w s u r v e y , as w e l l as 

the d a t a d e r i v e d f r o m t h e q u e s t i o n n a i r e and d i a r y 

s u r v e y s . I t i d e n t i f i e s a r a n g e o f q u a l i t i e s , a b i l i t i e s , 

s k i l l s and knowledge r e q u i r e d o f managers i n o r d e r t o 

a c h i e v e t h e i r r e s u l t s t h r o u g h t h e work o f o t h e r s . 

Part Three, consisting of chapter fifteen, summarises 

f i n d i n g s f r o m t h e s e c o n d a r y and p r i m a r y r e s e a r c h , 

p r o v i d e s c o n c l u s i o n s and a s i m p l e m a n a g e r i a l m o d e l : 

Management in the Nineteen-Nineties, as a b a s i s f o r t h e 

deve lopment o f m a n a g e r i a l e d u c a t i o n and t r a i n i n g . Taken 

t o g e t h e r t h e f i n d i n g s f r o m t h e s t u d y add an i n t e r e s t i n g 

and v a l u a b l e c o n t r i b u t i o n t o knowledge . 

Part Four, the appendices and references/bibliography, is 
bound as a s e p a r a t e v o l u m e . 
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2.1 INTRODUCTION - ( , . 

This chapter provides a background to the study through 

a b r i e f s e c t i o n w h i c h d e s c r i b e s v a r i o u s r c h a r a c t e r i s t i c s 

o f 'workC ( o r g a n i s a t i o n s w i t h i n w h i c h management . . takes 

p l a c e ; f o l l o w e d . b y *a - s h o r t t w e n t i e t h , c e n t u r y ^ m a n a g e r i a l 

h i s t o r y . i The s t u d y i s c o n c e r n e d w i t h t h e work o f 

managers , who a r e t o be f o u n d i n a l l t y p e s o f ' w o r k ' 

o r g a n i s a t i o n s r e g a r d l e s s o f t h e i r s i z e o r t h e i r 

o b j e c t i v e s . The o r i g i n a l r e s e a r c h i s c o n c e r n e d w i t h 

managers who work w i t h i n o r g a n i s a t i o n s w h i c h a r e w i t h i n 

b o t h t h e p r i v a t e and p u b l i c o w n e r s h i p s e c t o r s , have 

e i t h e r m a n u f a c t u r i n g o r s e r v i c e a c t i v i t i e s and a r e 

l o c a t e d > w i t h i n G r e a t B r i t a i n . H o w e v e r , i t i s 

a p p r o p r i a t e t o , f i r s t c o n s i d e r t h e work o f some e a r l i e r 

w r i t e r s and s c h o l a r s and t h i s i s n o t r e s t r i c t e d , e i t h e r 

t o G r e a t B r i t a i n o r s p e c i f i c s e c t o r s . 

2.2 ORGANISATIONS AND ORGANISATION 

ORGANISATIONS 

Organisations arise from a need to accomplish objectives 

w h i c h , c a n n o t be a c h i e v e d b y i n d i v i d u a l s w o r k i n g 

s e p a r a t e l y . The work w i t h i n s u c h o r g a n i s a t i o n s needs t o 

be o r g a n i s e d and managed. I n t h e words o f 

M i n t z b e r g ( 1 9 7 9 ) : 

"Every organised human activity - from the 
making o f p o t s t o t h e p l a c i n g o f a man on t h e 
moon: - g i v e s i r i s e t o , , two f u n d a m e n t a l , and 
o p p o s i n g r e q u i r e m e n t s ; t h e d i v i s i o n o f l a b o u r 
i n t o ' v a r i o u s ^ t a s k s ! t o be p e r f o r m e d ' and the c o ­
o r d i n a t i o n o f • t h e s e 1 t a s k s t o a c c o m p l i s h t h e 
a c t i v i t y . " 

These requirements can readily be traced back through 

Adam S m i t h i t o Moses, "And .Moses . c h o s e v a b l e men o u t o f . 

a l l I s r a e l , and made them heads o v e r t h e p e o p l e , r u l e r s 

i > • 

•>~-r 

C h o T t s- . 
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