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Preface

Not everybody wants to be a manager. But practically everyone wants
to understand what a manager is and does. Is the manager merely a
person who has been elevated to an exalted position in his company,
division, department, section, or group? Is he in this “exalted position™
because of what he knows, or because of who he knows? Does he have to
marry the boss’s ‘daughter, or be related directly through blood or
marriage to become a manager?

The answer to the last question is really very simple: being part of the
boss’s family doesn’t hurt one bit if all you care about is being called
“manager.” But whether you became a manager because of whom you
know or through coincidences of birth and luck, it is what you know that
will determine whether you are effective as a manager. By effective, 1
mean able to achieve desired results.

The effective manager is one who is able to achieve positive, produc-
tive results through the fulfillment of his role as the supervisor or leader
of people who are. responsible for performing technical work. The
trick—but it isn’t really a “trick”—in performing as’an effective man-
ager is in practicing the “arts” of interpersonal communication and of
understanding the interlocking needs of the subordinates who are nec-
essarily responding to demands coming at them from multiple direc-
tions. These demands include the needs of the group to which the
subordinates belong within the organizational hierarchy, the demands
or needs of their peers, their supervisors, the leaders and managers
throughout the hierarchy, and the company taken as an entity with an
image and a series of plans and objectives the subordinates must
support.

An “art” is a skill acquired through experience, study, and observa-
tion. “Communication” is any process by which information is
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viii Preface

exchanged between individuals and groups. However, communication is
much more than people talking to one another. It is people working
together toward the attainment of common objectives. It means com-
mitments to the plans, to the group, and to the company and its
goals.

The work of the effective manager of engineers and scientists is not
easy. It cannot be done in a casual or intuitive manner. The “arts™ of
management must be highly developed and the skills must be prudently
practiced. At no time in this book do I ever indicate that a manager’s
work is easy. Being an effective manager just isn’t easy. It is much
easier to become a manager than it is to remain a manager. Som.e of you
reading this book may already be managers. Others may one day
become managers. Not everyone will be an effective manager.

The manager is accountable for people who are responsible for
technical work. The manager is a person who must skillfully balance his
concern for his people with his concern for the task. He must learn to be
effective in the development of morale and attitudes that motivate his
people to achieve. In this area he has a strong concern for his people.
The hard data that define the series of actions for which his people are
responsibie aiso define the task for which he has concern.

Being an effective manager of engineers and scientists, I repeat, is not
easy and is never simple. It is not my intention in writing this book to
make the job of the manager easy. I don’t think any book can do this.
This book is intended to help the new and the veteran manager become
more effective managers. 1 think a book can do that.

Throughout the book [ have tried to be consistent in my use of the
male pronouns: he, him, his. However, this is done solely as a matter of
convenience and to eliminate the awkwardness of having to use expres-
sions like “he/she.” “‘him/her,” and *“his/hers.” T do hope you will not
think that my use of the male pronouns to the exclusion of the female or
dual pronouns is sexism or discrimination on my part. As have so many
other authors, I am sure. 1 have unsuccessfully struggled with this
modern Janguage problem. Effectiveness as a manager, of course, has
nothing whatsoever to do with gender.

LEON A. WORTMAN

Palo Alio, California
Auvpust 1980
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introduction

Many organizations use a rather simplistic definition of the word
“manager.” It is not unusual to read in a policy manual or a collection
of rules referred to as S.O.P. (Stand Operations and Procedures) that a
“manager is an individual with at least two other individuals reporting
directly to him.” Not much more is offered beyond the description of
the channels of communication that must be observed and the docu-
ments that must be completed in order to (a) make a proposal, (b)
obtain an authorization, or (c¢) put some other documents into the
storage files.

Not much more is given in the way of guidance on how to be a
manager, what is expected of him, or how his effectiveness will be
evaluated. A ““‘manager’ is simply that, a manager. 1 recail quite clearly
the time 1 tried to find out more about the significance of the title
“manager.” .

My boss; a top executive in a Fortune-500 company, called me into
his office and with a beneficient smile told me he was promoting me to
department-level manager. Until then, as-an employee with that com-
pany, not a single person had been reporting to me. My position had
been purely staff to a staff executive, senior level. Suddenly | was
designated a “manager” and would have more than 100 people report-
ing to me through a hierarchal structure of professional staff, group,
and section leaders. I asked what seemed to be an important question:
“What’s-a ‘manager’?” 1 really was quite serious. My employer seemed
to be equally serious when he said, “You'll learn!”

Now, many years later in my careér development, my heart and
thoughts go out to those poor souls who were accountable to me. The
.only guidance I had been given was ‘“You’ll learn!” I did learn, by trial
and error. My errors were trials to my subordinates! If only we could
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redo history. If only we were born smart. But we cannot. And we are
not.

For the most part, we are products of our childhood environments.
We learn by imitation, sometimes unwittingly imitating those things we
despise and people we disavow. This imitative learning is carried into
adulthood—chronological “adulthood’’—and forms our behavioral pat-
terns and, when we become managers, it distinguishes our management
styles. Without instruction or guidance from a respected and omnis-
cient teacher, we tend to replicate the imprint of those styles that made
their deep impressions on us during our formative years, the impression-
able stages of growth.

Perhaps the strongest imprint is made by our relationships with our
parents, many of whom seem to have an unfortunate inability to cope
with their own children and, as though attempting to survive a traumat-
ic experience, take a position of total authority over their offspring. The
parent is expected by the social community (and spurred by his own ego
needs) to “cope” effectively. The style or technique for coping—proba-
bly handed down from grandparent to parent—is quite simple: “I am
your father (or mother) and you will do as I say!” The message is clear:
“I may not be right all the time, but I am your parent all the time!
Honor me. Do as I say—or else!”

There are no quantifiable standards for performance as a parent, no
specific measure that determines the effectiveness or success of parent-
hood. If there were published standards, who would implement them?
There are books and seminars on “how to be a parent.” Many contain
theories and suggestions for practice. But there is no way to impose,
insist that the books be read or the seminars be attended by any parent,
or that the concepts that are offered be practiced. The parent is the
ultimate authority figure who shapes the patterns of growth in the child
that emerge later as dominant life styles. The parent may appoint
surrogates, such as schoolteachers who spend at least as much time with
the child as the parent does each day. Thus, the child grows up
surrounded by authority figures. And when the child exits the family
and enters society as an adult, thinking he is at last free and on his own,
he is often traumatized by the discovery that in place of his parent who
used to tell him what to do all day he now has a boss who tells him.

If we view the parent as a manager, we view an organizational unit,
the family. From whom have the parents learned to be “managers”? Of
course, from their own parents who learned from theirs, and from theirs,
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and so on. The pattern tends to repeat itself over and over again through
each generation of the organization. One day a member of the family
unit becomes a manager of an external unit, a unit whose productivity
will be measured quantitatively in very specific and explicit terms.

This manager must now interact with a new series of human orga-
nisms, each an individual in his own right. The new manager takes
control and applies his authority. He mandates. Issues orders. Com-
mands, with a pointing finger, that his subordinates shall “perform.”
He demands obeisance; “respect my rank, if not me!” Without con-
scious thought, he behaves as though the members of his work unit,
group, section, department, division, or company are his own *“chil-
dren.” He is usually totally unaware that, in effect, he is treating his
subordinates in a parent-child relationship, “coping” as did his parents
in an effort to satisfy his own needs. Without awareness, he is imitating
his parents and their surrogates, using authority born of rank as opposed
to authority that is born of knowledge, skill, and expertness.

We have depicted the manager as a dominant, unreasonable,
demanding person, wielding huge power, yielding to no one other than
his own supervisor (his “parent”?). The manager is not always in this
mode. However, although many preach democracy, given an opportuni-
ty they practice dictatorship. But the objective for the manager is to be
effective—to achieve desired, positive results that are beneficial to all
people and entities involved with the company or organization to which
they belong or with which they identify.

The effective manager of engineers and scientists has an especially
difficult set of challenges. He is coping, generally, with people who are
skilled in their professions, knowledgeable, creative, ingenious, indepen-
dent, and who are always asking questions that cannot be ignored,
evaded, or avoided by the manager. Each individual in the technical
work unit has a unique set of needs that must not be ignored. The
manager, in order to be effective, must know how to deal with the
intense dynamics of interpersonal and intergroup relationships. An
inability to achieve the desired results will certainly be noted by his
subordinates, peers, and superiors as managerial failure. He will be
considered ineffective. His career or his job may be in jeopardy. The
effective manager of engineers and scientists makes judicious use of the
human and physical resources that have been placed under his control
in order to accomplish the objectives of the work group as a part of the
whole organization.
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In order to lead and control the engineering and scientific activity
effectively, the manager must identify, evaluate, and accommodate five
distinct sets of needs and interactions—nhis own plus those of his super-
iors, subordinates, peers, and the separate groups or units of activity
within the total organization. The manager must be effective in these
relationships, which are diagrammed as the Wheel of Interaction.

Subor:tinates Superiors

Within each quadrant of the outer circle that surrounds the inner
circle, “Self,” are the specific needs and characteristics of others with
whom the manager (“Self”’) must interact. Without successful interac-
tions, the manager, the “Self,” cannot perform, cannot gain the level of
productivity for which he is accountable.

It is not enough to become totally familiar with “Self” and “Subor-
dinates.” It is vital to be able to accurately identify, define, and accom-
modate the needs and characteristics of the “Superiors™ (the managers
of “Self”), the “Peers” or colleagues, and those of the “Groups™ or work
units. Only then is the manager, “Self,” able to begin to satisfy that
which ties together individual engineers or scientists, project work units,
and activities that represent the needs of the organization as a holistic
society. This “society” of human and physical resources contains the
objectives and goals toward which all efforts are in reality dedicated,
and toward which attainment all contributions of the manager will-be
noted, measured, and sometimes appropriately rewarded.
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A move upward in the organization, {rom member of the professicnal
staff to the managerial level, demands modifications in appearance and
behavior, use of new language, new modes of self-presentation, and
adjustments in perspectives. Although such elements may appear to be
superficial, they are, nonetheless, influencers and imprinters of the
ability to recognize that roles have a new significance when the word
“manager” is prefixed or suffixed to the job title. If the manager is to
suczeed, he must recognize thc new focus, adjust to, accept, and learn
everything conceivable about the new environments and the expecta-
tions of all those with whom he must interface. He must learn to deal
effectively with conflict and to nurture the communications processes.

In many interactions there are winners and losers. Everybody
admires a winner. Although we may feel great empathy for the under-
dog-loser, nobody wants to be a loser. The ejfective manager uses
techniques that result in no-lose interactions.

Every manager is constantly confronted with potential and actual
conflicts. ldeas, concepts, innovations and people-—especially those who
are creative—are often in conflict, in the sense of disagreeing with one
another’s beliefs. The effectir e manager manages conflict. Conflict does
not manage the manager. He has learned the theory and knows how to
practice the ne-lose principles. Those who have not learned to manage
conflict constructively may have learned how to suppress or evade
conflict. Supression or evasion—as opposed to managing—may extend
the tenure of the manager. The prognosis, however, is for eventual
failure as an effective manager. '

The suppression technique will probably remove from the scene—
voluntarily or involuntarily—those engineers and scientists who have
innovative ideas, unusual concepts, and- approaches to technical work
that tend to generate conflict. These people often do not conform to the
group’s perception of itself, or to a strong-willed individual’s or man-
ager’s directions. It is not often recognized that people who cause
conflict may be the truly creative members of the staff. And the
manager who does not encourage creativity, ingenuity, and innovation
for fear of the potential for conflict may, in the long run, destroy the
group for which he is accountable. Although it is certainly not his intent
to do so, this manager may find himself surrounded with subordinate
engineering and scientific personnel who may be, at best, mediocre in
aspiration and performance levels. Free from conflict—but where have
the good people gone? )

Inadvertently, communications may be discouraged by the ineffective
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manager. In so many ways, it is possible to destroy the openness of
communications, to make it a one-way process instead of the desired
and essential two-way superior-to-subordinate/subordinate-to-superior
flow. Once the two-way channel has been interrupted, and it is a fragile
“channel,” special skills and time-consuming efforts are required to
reconnect it.

It is the intent of this book to fully detail the theories, the means, and
techniques by wkich an incumbent manager of an engineering and
scientific professional staff can improve his effectiveness. The new or
future manager may learn how to avoid the “error” inherent in a
trial-and-error approach, get off to the right start, minimize the time
and energies expended in patching things together and, because he is
effective, thoroughly enjoy and find great satisfaction in the manager’s
role.

This book will develop the. Wheel of Interaction as an important basis
for defining the interpersonal relationships that surround the manager
of the professional staff so that he may be enabled to continue on his
way to growth and opportunity by demonstrating his unique skills in the
optimum utilization of human resources. This book will discuss and
describe the optional management styles available to the manager and
how and when to apply them to the job. The styles recognize that people
are the vital elements in meeting technical work objectives.

Practice is based on theory. This is known as fact to the communities
of engineers and scientists. Before one can become a productive profes-
sional, one must have a firm foundation in theory. The effective man-
ager must have a firm foundation in the theories of human behavior and
needs. The view is not from that of the clinical psychologist but is from
that of the pragmatist, the working manager who, in dealing with his
people, must comprehend the inferences that have been drawn from
observed behavior and from the experiments with the laws and theories
that have evolved and that have found general acceptance. Thus, with-
out pretending that in order to be effective the manager must acquire
credentials as a psychologist, we will understand the practical signifi-
cance and applicability of the most commonly accepted theories of the
behavioral scientists. Most important, the manager will become
involved with how to put these theories to use in communication,
conflict prevention and resolution, motivation and productivity, in inter-
personal, intergroup, and intragroup relationships.

The reader will learn how to identify his own management styles and



