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PREFACE

INTRODUCTION TO THE FIFTH EDITION

It is with great pleasure that we celebrate the 20" anniversary of the first edition of
Becoming a Master Manager by publishing this enhanced fifth edition. Before the publi-
cation of Becoming a Master Manager, few texts emphasized the importance of develop-
ing management skills or admitted that learning about management concepts was not
the same as learning how to apply those concepts in practice. In the intervening years,
more attention has been paid to the knowing-doing gap (Pfeffer & Sutton, 2000) and
today, the plethora of skill-focused texts available (e.g., Aldag & Kuzuhara, 2005;
Baldwin, Bommer & Rubin, 2008; Caproni, 2004; de Janasz, Dowd & Schneider,
2009; Hunsaker, 2004; Whetton & Cameron, 2010) attests to the value of our original
emphasis on developing management skills.

Although we are pleased to see so much more attention being paid to manage-
ment skills, we remain concerned about the lack of attention that has been paid to the
theory behind the identification of critical managerial and leadership competencies.
Many skills texts rely on a laundry-list approach and offer little in the way of explana-
tion of why particular competencies are important or how different competencies fit
together.

In contrast, Becoming a Master Manager has always been built on a solid founda-
tion of both theory and empirical evidence that provide a compelling case for why spe-
cific competencies are important. The framework offers managers an enduring
foundation for analyzing what types of behaviors are most appropriate to achieve orga-
nizational goals in light of the existing environment. At the same time, the framework
is flexible enough to make it suitable for identifying new competencies that may help
managers adapt to changing external circumstances and internal conditions.

Most significantly, the competing values framework recognizes that management
is fundamentally paradoxical. Prior to the development of the competing values frame-
work, the main approach to coping with apparently conflicting goals was to immedi-
ately begin considering tradeoffs—do we want higher qualicy OR lower costs? Better
conditions for our employees OR faster response times for our customers? Take-charge
leaders who have their own vision for the organization OR leaders who invite participa-
tion and value the ideas of others? Today, more people have come to recognize that a
sustainable competitive advantage is more likely to result if we can find ways to tran-
scend paradoxes, rather than simply accepting the conventional wisdom that tradeoffs
are necessary. We need to find ways to improve quality AND lower costs; we should
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look for ways to improve conditions for employees AND increase customer satisfac-
tion; we need leaders who are visionary AND participative. Not surprisingly, if we can
move from an “either-or” to a “both-and” approach to management, then we are much
more likely to find solutions that support all our goals.

Going forward, we believe that even more attention needs to be paid to complex
paradoxes that pull us in multiple directions at the same time. It is encouraging to hear
the corporate mantra, “faster, better, cheaper” because it implies the need to achieve
goals that have traditionally been seen as requiring tradeoffs. From the competing val-
ues perspective, however, this mantra is incomplete. The rational goal model tells us we
need to Compete faster, the open systems model tells us we need to Create better
goods and services, and the internal process model tells us that we need to Control
costs to make things cheaper. The human relations model, however, is absent from this
mantra—despite the fact that we know that the most successful organizations often
point to the commitment, cohesion, and positive morale of their employees as a key
factor in their success. One of the benefits of using the competing values framework to
identify critical management competencies is that it includes all four of these perspec-
tives. Drawing on the insights of the human relations model, we know that we need to
Collaborate to ensure that employees are committed to all the organization’s goals,
including not just making things “faster, better, and cheaper” but also acting in a
socially responsible and environmentally sustainable way.

The competing values framework presented in this text is designed to help readers
understand the complex and dynamic nature of the organizational world. Since the
carly 1980s, the framework has been used in management education programs based in
academic settings, as well as in organizationally-based management and executive
development programs. Because the competing values framework is grounded in para-
doxical thinking, it forces us to think about the competing tensions and demands that
are placed on managers in new ways. As a result, it can help current and future man-
agers develop their capacity to act quickly, confidently, imaginatively, and ethically
when faced with the paradoxes that are ubiquitous in organizations around the world.

Our approach has grown out of nearly 30 years of research and instructional
experimentation. The authors of this text have been involved in doing research that has
helped to shape the metatheory. We have worked with these materials in our university
classrooms with undergraduate and graduate students, as well as in management and
executive development programs. We have also helped major organizations in both the
public and private sectors design large-scale programs to improve the competencies of
professional managers. Several thousand professional managers have completed pro-
grams that have used the competing values framework as an underlying foundation and
integrating theme. The results have been gratifying and instructive—gratifying because
both our students and we were transformed in the process. We hope that the use of this
textbook will lead to similar outcomes for you.

CHANGES FROM THE FOURTH EDITION

In preparing this revision, we faced our own paradox—while we wanted to incorpo-
rate as much new material as possible and make a significant intellectual contribution,
we also realized that for instructors who have used the book in the past, change for the
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sake of change was not desirable. Wrestling with our own competing goals of being
innovative while at the same time retaining a sense of continuity further reinforced for
us the importance of looking for ways to transcend paradox, before accepting that
tradeoffs must be made. We hope that readers will find that the changes from the
fourth to the fifth edition, as outlined below, are consistent with both of our goals.

Because we wish to emphasize the fundamental paradoxes that make the prac-
tice of management so complex, we have chosen to reorganize the text in terms of the
theories that contribute to our understanding of why different competencies are
important, rather than organizing the text by managerial roles. We selected this
approach because master managers must be able to shift seamlessly between different
“roles” and must apply different competencies at the same time if they are going ro
be successful in the long run. In fact, the 21 competencies included in this version of
the text can all be used to help a manager achieve the goals of any of the four man-
agement models. Although we have placed competencies in quadrants based upon on
findings from empirical research, we would never suggest that a competency such as
“communicating honestly and effectively” was only important for organizations
whose goal is to build and sustain employee commitment. Rather, the key point of
the competing values framework is that ALL these competencies contribute to posi-
tive and sustainable organizations. We were concerned that students were not receiv-
ing sufficient reinforcement of that fact when specific roles were identified in the
text. Instructors who wish to emphasize roles can still do so—the /nstructor’s Manual
includes a comparison of the roles and competencies as presented in the fourth edition
alongside the modules and competencies in the fifth edition and provides our ratio-
nale for the changes.

Our decision to focus more on the underlying theory rather than specific roles,
resulted in several changes to the structure of the fifth edition. Rather than having eight
different chapters for specific managerial roles, we now use four modules, each of
which essentially combines two of the chapters from the fourth edition. Each module
begins with:

= Organizational Goals: a reminder of the criteria of effectiveness, means-ends
theory, and emphasis of the management model associated with that quadrant of
the framework

= Paradoxes: examples of some fundamental paradoxes managers face when trying to
achieve the types of goals typically associated with that management model

= Competencies: five key competencies that can help the manager transcend or contend
with those paradoxes

To provide consistency with prior editions, we continue to use many of the
same competencies and activities that have proven effective in the past. Based on stu-
dent feedback, we now include a portion of the Evaluation Matrix assignment that
previously appeared at the end of the last chapter at the end of each module. This
allows students to begin working on their strategy for mastery much earlier in the
course. Consistent with recent research, we have added some new competencies and
modified some of the competencies used in earlier versions of the text. These changes
are described in the following pages.
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INTRODUCTION: THE COMPETING VALUES
APPROACH TO MANAGEMENT

The introduction explains the competing values framework and how it integrates four
contrasting perspectives on organizational effectiveness by describing the evolution of
management models. In this edition, we have not identified specific managerial roles,
so the material is organized into four modules instead of eight chapters. We have also
associated a color with each quadrant of the framework to be consistent with how the
model is presented in other sources (e.g., Cameron, Quinn, DeGraff & Thakor, 2006).
Although we have retained the action imperative labels (Collaborate, Control, Com-
pete, Create) when referring to the quadrants of the framework, we have attempted to
emphasize that these terms are a shorthand convenience and thus oversimplify what
managers need to do to be successful. Instead, we encourage readers to keep in mind
the criteria of effectiveness and means-ends theories associated with each quadrant of
the model to better appreciate the competing values embedded in the framework and
the need to master and then to balance and blend competencies in each area.

We now briefly introduce the idea of using the competing values framework to analyze
organizational culture in the introductory chapter (previously this was not done until Chap-
ter 6). We have found that having information about how the competing values framework
can be used to diagnose organizational culture is particularly useful for students who are
currently employed. Instructors may, if they wish, have students complete an organizational
culture assessment at the beginning of the course so students can think throughout the
course about how their skills fit with the culture of their current employer.

Next we explain the structured approach to learning used in the text. Each com-
petency section follows the ALAPA approach to learning that has been used in all previ-
ous editions of the text. Competencies begin with a preliminary Assessment activity
followed by the Learning material. Most competencies include separate exercises for
Analysis, Practice, and Application, and conclude with a Reflection. This last element,
Reflection, was always included implicitly in our own understanding and use of the
ALAPA framework. We discovered, however, that making this part of the process more
explicit was especially helpful for those students with Activist learning styles (Rodwell,
2005) and/or those who approach tasks with Control or Compete orientations. These
types of student often focus on checking assignments off their to-do lists, and do not
gain as much from the activities as students who approach tasks with more flexible ori-
entations that value introspection and creativity. To provide students with an example
of the ALAPA approach, we conclude the Introduction with the Thinking Critically
competency that was moved to the first chapter in the fourth edition.

MODULE 1—CREATING AND SUSTAINING
COMMITMENT AND COHESION

As in the fourth edition, we begin with the human relations model, which focuses on
creating and sustaining commitment, cohesion, and positive morale. This perspective is
consistent with the Collaborate action imperative that was introduced in the fourth
edition and focuses on the desired outcome of those collaborative efforts.



Preface  ix

Paradoxes. From the perspective of the competing values framework, the main
paradox of secking commitment and cohesion is the need to allow for individuals to
express their individuality, while needing some level of conformity in order for the
organization to move forward. Whether seeking commitment and cohesion in work
organizations, clubs, or voluntary organizations, leaders face a number of paradoxes.
Three that are discussed in this module include:

® Increasing our self-awareness and self-knowledge also increases our capacity to
change, so in the process of learning who we are, we become someone new.

= Involving people in decision-making processes can increase the effectiveness of the
decision, but decrease the efficiency of the process.

* Building an effective team may (temporarily) lead to reduced productivity or effectiveness
as individuals are given the opportunity to develop new skills and abilities.

Competencies. Al six of the competencies included in the fourth edition for the men-
tor and facilitator roles have been retained, although we now combine the material from
Building Teams and Participative Decision-Making into a single competency—Managing
Groups and Leading Teams.

MODULE 2—ESTABLISHING AND MAINTAINING
STABILITY AND CONTINUITY

Module 2 covers the internal process model and focuses on establishing and maintain-
ing stability and continuity, consistent with the Control action imperative introduced
in the fourth edition.

Paradoxes. From the perspective of the overarching competing values framework,
the primary paradox of seeking stability and control is the need for adaprability and
external support. Paradoxes that are especially salient in the internal process quadrant
include:

® Getting the details right by measuring and monitoring performance and keeping an eye
on the big picture without getting bogged down in too many rules and procedures.

* Working on cross-functional teams and special projects to help make improvements
in organizational processes and still accomplishing day-to-day job objectives.

* Following corporate policies and procedures and reinventing policies and procedures
to be more effective and efficient.

Competencies. Module 2 retains two of the three competencies from both the moni-
tor and coordinator roles from the fourth edition. We have kept some of the material
from the other two competencies, but included this information with other competen-
cies. Managing Information Overload has been renamed Organizing Information Flows
and expanded to cover both inflows and outflows of information. Some of the informa-
tion from Chapter 4—Analyzing Core Processes has been incorporated into Module 2—
Planning and Coordinating Projects (formerly Chapter 5—Managing Projects). The
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information on the job characteristics model formerly found in Chapter 5—Designing
Work has been moved to Module 3—Motivating Self and Others. A new competency,
Encouraging and Enabling Compliance, was added to the text based on recent research
by Lawrence, Lenk, and Quinn (2009) that suggests managers must also serve as regula-
tors, emphasizing and clarifying policies. Including this new competency seems particu-
larly appropriate due to increased public scrutiny and expanded legal liability under
regulations such as Sarbanes-Oxley.

MODULE 3—IMPROVING PRODUCTIVITY
AND INCREASING PROFITABILITY

Module 3 builds on the assumptions of the rational goal model and the Compete
action imperative. It emphasizes the importance of vision, goal setting, and execution
for competing effectively.

Paradoxes. As noted ecarlier, the main tension for the rational goal model occurs
because of the apparent opposition between increasing productivity and profitability
while creating and sustaining employee commitment. Other paradoxes that hard-driving
managers face include:

= Expecting the leader to provide a clear vision for the organization while wanting the
vision to be based on participative processes.

= Making decisions and moving ahead while taking enough time to ensure that all the
relevant facts have been appropriately analyzed.

= Using performance measurement systems to align individual goals with organizational
goals without spending too much time on setting goals and reviewing performance.

Competencies. Five of the six competencies associated with the director and pro-
ducer roles from the fourth edition have been retained in this module. Two earlier
competencies, Working Productively and Fostering a Productive Work Environment
have been combined under the new title—Motivating Self and Others. A new com-
petency, Managing Execution and Driving for Results, has been added based on
research by Lawrence et al. (2009). This new competency includes the topic of time
management, which was previously included in a competency related to managing
time and stress.

MODULE 4—PROMOTING CHANGE
AND ENCOURAGING ADAPTABILITY

The final module covers the open systems model, which focuses on change, adaptability,
and external support, consistent with the Create action imperative.
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Paradoxes. Promoting change and encouraging adaptability seems to run
directly counter to the focus on stability and control identified as so critical by the
internal process model, but we also consider more subtle paradoxes in this module.
For example:

= Expecting leaders to be powerful and at the same time being distrustful of powerful
leaders.

= Using routines and habits to improve creativity and innovation.

= Increasing resistance to change by increasing pressures to change.

Competencies. Five of the six competencies in the fourth edition have been
retained in the fifth edition. Due to space constraints, we removed Living with Change
as a separate competency and incorporated some of the material from that section in
Implementing and Sustaining Change (formerly called Managing Change). We have
also expanded the competency on presenting ideas to include more information about
different types of management communication.

CONCLUSION—INTEGRATION AND THE ROAD TO MASTERY

The conclusion returns to the overall competing values framework. We begin with a
discussion of integration and behavioral complexity. We have included a discussion of
“Negative Zones” to the text based on instructor feedback. Rather than including this
topic in the introductory chapter as in an earlier edition of the text, we chose to
include it at the end of the fifth edition. This allows students to focus on the positive
aspects of the competing values framework when the model is first introduced and
throughout the text. New to the conclusion is a discussion of the concept of “lift” as
proposed by Quinn and Quinn (2009). Because the four psychological states that are
required for “lift” to occur are consistent with the four quadrants of the competing
values framework, this new model adds value without overwhelming students with a
completely new approach at the end of the text. We conclude the text with a discus-
sion of the steps in the developmental process, the importance of life-long learning,
and an agenda for self improvement. Our goal is to remind students that becoming a
master manager is a process that will continue as long as they open themselves to new
growth experiences.

HOW TO USE THIS BOOK AND ONLINE
ANCILLARIES

This book may be used in several ways. It can be employed alone as the main text in a
course that is specifically designed to develop competencies, or it can be used with a
more traditional text to accomplish the same objective. It can accompany more tradi-
tional texts in either an organizational behavior or a management principles course. The
text has been used in schools of business, as well as in departments and programs of
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public and nonprofit management. In addition to the marerial available in the textbook,
there are additional supporting materials available online:

= Competing Values Competency Questionnaire
= Test Bank

= [nstructors Manual and Powerpoint Slides

We encourage instructors and students to contact the authors with questions, comments,
and suggestions about the text and ancillaries.
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