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A Few Introductory Words
From a Multinational
Company Chairman

In our unabating quest for quality and productivity improvement, against the
background of an increasingly competitive business environment, outstand-
ing leadership and sound, contemporary management are indispensable
prerequisites. In the present phase of development in my company’s part of
the world, for example, the need for Singapore enterprises to international-
ise is a compelling one. This need has been repeatedly expressed by
representatives of government as well as the business community. A recent
research project conducted at one of our universities, looking at the
implications of globalisation, concluded that the most significant problem
and obstacle, as claimed by the majority of the companies surveyed, is the
lack of managerial skills and talent.

Solving the problem of scarce managerial resources will require meticu-
lous attention to management development as well as promotion and sup-
port of the education and training facilities across the whole gamut of the
management sciences.

The academic institutions and the various business schools can only par-
tially satisfy the demands for managerial expertise and it is thus evident that
business and industry will have to organise their own in-house management
training and create their own possibilities for their staff to acquire on-the-job
management experience. Extensive use could also be made of the various
training schemes and the recognised providers of management training.

Under this approach a pool of management capacity could be developed,
which is not only theoretically qualified but also thoroughly practical in
application and experience. What is needed in such a training infrastructure
is the required mindset, the will to succeed and the appropriate training
material for this ‘practitioner’s’ approach.

Under the title Making Management Work, Kenneth Stott and Allan Walker
have set out to provide a pragmatic application manual about managerial
topics ranging from the esoteric issues of leadership and motivation, through
down-to-earth responsibilities like decision-making and target-setting, to the
seemingly peripheral activities of writing reports and making presentations.
It is to their credit that they have not tried to reinvent the wheel, but have
based themselves on established conceptual frameworks and sound, proven
theories in combination with examples of successful practice.

xi



xii A Few Introductory Words

It is my firm belief that management, which is tantamount to ‘getting
things done through people’, will be successful only if it complies with three
basic conditions:

®  Managers must be able to lead and motivate their people.

B Managers must be able to mould their people into a team with
common objectives and targets.

®  Above all, managers must be able to make use of the most
valuable assets of a company, i.e. the human resources, in a
mutually satisfactory way.

In this context, Stott and Walker have written a book which, I believe, will go
a long way in contributing to the management development of public and
private companies, and which may claim a part of the credit if success is
attained in Making Management Work.

Bonno H. Hylkema
Chairman/Managing Director
Philips Singapore Pte Ltd



Foreword

Over the last ninety years (since the days of Fayol and Taylor) there seems
to have grown an ever-widening gap between those who would teach
management, and those who of necessity have to practise it. Despite the
praiseworthy — and often fiercely resisted — efforts of thinkers/practitioners
such as Urwick, Drucker, Mintzberg, Bennis, Revans and, more recently,
Handy, the mainstream of management educators has frustrated attempts to
bridge that gap. These educators, more often than not research-driven, have
endeavoured to ‘prove’ that there are ‘true’ theories of management and
organisational behaviour. Moreover, to parallel Einstein’s General Theory,
management researchers have attempted to identify panaceas for all
functional ills in all types of organisation. The gap was probably at its widest
in the 1970s when the plethora of hard-hitting enquiries was triggered by the
discrepancies between managerial effectiveness in the United Kingdom and
that in the Far East and Western Europe. These reports were exemplified
then by the enquiries of Rose and Mant; since that time there have been the
reports of the Handy and Constable/McCormick investigations. Each of
these highlighted the deficiencies of modern management education in the
United Kingdom, and advocated moves to bring theory and practice side by
side, if not fully integrated. However, the old myths remained and the sturdy
dividing walls continued to resist change and to obscure the increasingly self-
evident truths of modern management.

‘A manager is a manager is a manager . . .”: A manager in a public service
has to achieve results by obtaining controlled work from other human
beings, as does a manager of a production unit, or a manager of an educa-
tional establishment. Much disservice has been done to the course of
management education by pigeon-holing Marketing Managers, Production
Managers, Education Managers and, specifically, Public Sector Managers. That is
not to say such managers do not exist, but that the educationalists have
prioritised the contexts of management above the processes of management.
One immediately evident strength of Stott and Walker’s book is that the
management processes are treated as endemic to any organisation.

To a certain extent the deficiencies criticised above are now being
recognised and partially counteracted by the work of the MCI, the Manage-
ment Charter Initiative, in the United Kingdom. A developing national plan,
with much political support, and which will have repercussions over the
world of business, seeks to identify the competences needed for effective
management. Once they are fully defined, as appropriate to the context of
the situation being managed, they may then be developed in an individual.
This approach does not throw theory out of the window, rather the concepts
of competence place theory into its proper perspective.
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Xiv Foreword

In the past much has been made of management education, and from this
perhaps there has arisen a tainted aura around management training, so it is
as well to consider what is meant by these terms. Education inevitably refers
to the process of acquiring knowledge and thereby — often hopefully -
achieving an understanding of what and why things happen. Training
identifies what skills are needed to perform tasks and generates ways and
means of practising those skills to achieve better performance and increased
confidence. Both are obviously necessary to an individual who has to develop
and control a situation; but over-emphasis on education could produce a lot
of understanding but insufficient action. Too much concentration on
training on the other hand, could well result in inappropriate, albeit con-
sistent responses to changing situations. As Marx affirmed: ‘Theory without
practice may well be futile, but practice without theory is definitely sterile.’
Each cannot be pursued comfortably without the other; management theory
and practice must go together, which is where the concepts of appropriate
competence come in.

This is also where the Stott and Walker book enters the arena with con-
siderable impact. Managerial situations tend to be dynamic, and require
considerable sensitivity on the part of the manager if he or she is to exert
influence over those situations. Inescapably other human beings will be in-
volved (otherwise the individual is not a true manager!), and will contribute
further uncertainty to the situation. The manager has to bring to bear on the
situation knowledge and understanding of a broad range of possible influ-
ences. The expression heuristic eclecticism, albeit near-jargon, admirably fits the
processes of managerial decision-making. Stott and Walker provide an ad-
equate and broad basis of knowledge, and, through their self-testing exer-
cises, the media via which the reader may be developed in analytical skills.

The effective manager recognises at the outset that most managerial dif-
ficulties arise from human influence, and correspondingly human influence
is necessary to resolve them. Throwing money at problems, or increasing
automation, or creating computer-controlled systems, rarely solve basic
managerial problems. The good manager, however, recognises that it is not
the person, the human individual, that is the problem, but the set of traits,
characteristics or attitudes that mould it. Accordingly, management problems
are generally soluble in the long term through better education, training and
personal development, leading to better, more coherent teamwork. This
book deals with these ideas throughout, but Chapter 14 is excellent for those
who wish to gain a deep understanding of the processes involved. Stott and
Walker admirably integrate theory and practice; each in its proper per-
spective, without subjecting the reader to unnecessary research findings and
without lessening the advantages of the self-learning exercises. Because of
this the book is especially suited to the MCI mode of management devel-
opment, and meets the requirements of the core module of The Effective



Foreword XV

Manager. In this respect it is also worth noting the importance of ‘mentors’
in an organisation. Stott and Walker not only highlight the need for mentors
but also the resource commitment associated with the correct use of them.
Again the MCI schemes demand mentoring as part of their concentration on
the human relationships aspect of managerial competences.

The authors additionally develop two aspects of the management process
that are essentially personal to the individual manager, whether he or she be
at directorate, general, or sectional level. The management of available time
to the benefit of all is dealt with exceptionally well in Chapter 15, and de-
serves reading for the first time before the main thrust of the book is tackled.
The format of the text lends itself to this approach, which is of advantage to
the average manager. Also, the abilities necessary for managers to express
themselves adequately, and to present their cases and judgements convinc-
ingly, are treated in an excellent manner in the final chapter.

This book, then, is an excellent and practical text for all levels of man-
agement, and an unparalleled medium for use in any form of management
development course, whether it be for a formal qualification via tuition, in-
house work or for distance-learning. The reader will find it an exciting book,
full of interest, stimulus and challenge, regardless of his or her position in
the organisation.

I defy anyone not to find it so!

Charles J. Sammonds
Head of Postgraduate and Professional Studies
Wolverhampton Business School



Preface

We are concerned in this book with a practical approach to manager devel-
opment. We try to draw on appropriate theory to inform effective practice
and then to encourage the reader to consider how this learning might be
applied in the real setting for managerial activity.

Because we believe that skills must be practised and applied, we describe
our exercises as Application Tasks rather than simply exercises, which in-
variably give the impression of detachment from the real context. In our
work we have indeed often been frustrated by such exercises, games and
simulations which may be somewhat removed from the realities of the job.
We have been equally disappointed by many exercises available which de-
mand reference to experience (which may not be present anyway) and then
which leave the matter without any attempt to tie it in with appropriate
management concepts. Experience is valuable, but on its own it can be quite
misleading. We do in fact draw on experience, but we use it as a basis for
reflection. So you will notice, for example, that we use a number of self-
analysis exercises. This is because it is difficult to move along the never-
ending path to development unless we know where the starting point is. The
tasks, which are used as analytical tools therefore to obtain information about
preferred behaviours, attitudes and actions, should be seen as starting points
for reflection and discussion, not as statements of fact or as ends in them-
selves. They do give interesting and useful information, but they need to be
plugged into the other developmental activities if they are to have utility.

We apologise to our female colleagues and readers for our inability to
cope successfully with the difficulties of the English language. After several
clumsy attempts at trying to accommodate both genders throughout, we
eventually followed the lead of most writers and opted for the male pronoun.
This is not intended in any way other than for linguistic convenience.

Our debt of gratitude goes to those colleagues who over the years have
shared their knowledge and experience with one or other of us. In particular,
we would mention Vernon Trafford, Peter Smith and John Davies of Danbury
Park Conference Centre; John Moss-Jones, Bob Peck, Betty Bell, Andrea
Burnage, Terry O’Mahoney and other staff of the Centre for Management
Studies at Luton College of Higher Education; [an Meadows of the Australian
Management College Mt Eliza for his helpful review; Joseph Murphy of
Vanderbilt University; James G. Ward of the University of Illinois; the late
William Walker, former principal of the Australian Management College Mt
Eliza and professorial fellow of the Graduate School of Management at
Monash and Deakin University; Michael Shoefield, principal of Harlow Col-
lege and Michael Mann, senior lecturer in the same institution; colleagues in
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the division at Nanyang Technological University; Jerene Tan, editor at
Prentice-Hall and her colleague, Helene D’Cruz, who were both models of
help and guidance; Bryan Stonehouse for giving insights into the life of a
managing director; Sam Cheah for helping us create ‘Humphrey’; Andrea
for her patience and support throughout the project; and Teh Mui Kim for
her invaluable help in typing and commenting on our imperfect use of lan-
guage as a communication tool. To all these we express our sincerest thanks.

We must however reserve a special paragraph for Charles Sammonds,
former Head of Postgraduate Studies at Wolverhampton Business School,
who, in his initial review of our raw text, gave us the support and encourage-
ment to continue writing. In his detailed review of the finished work, his
meticulous attention to detail and skilful use of the question mark provided
a stimulating challenge to our thinking, and we are particularly grateful to
him for enabling us to complete a text which can give us at least a fair degree
of satisfaction.

Kenneth Stott
Allan Walker
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Introduction

Success is a journey, not a destination.
(Ben Sweetland)

Many managers have an increasingly complex role to play. They are account-
able to multiple constituencies and the tensions created can be difficult to
reconcile. Those at the top of the organisation provide a link with the outside
world, but in some situations there are also considerable expectations of
them as technical experts. Indeed, many actually found their way into their
senior roles, not through management expertise, but through their superior
abilities in the job. Many nurses, for example, who had exemplary ward skills
now find themselves behind desks running the hospital’s administrative
systems. Similarly, some of the most competent teachers now occupy the
principal’s office.

Middle managers face similar problems through their dual roles. On the
one hand they are managers and provide the link with the senior adminis-
tration; on the other hand they are an integral part of the workforce and are
expected to offer effective leadership in this capacity.

This book recognises the complexity of these roles and focuses on the
skills which will help managers cope with their diverse expectations and
which will contribute most significantly to managerial effectiveness. It is not
easy to define in simple terms what effectiveness is, but Stewart (1986 : 189),
in discussing the process of becoming a better manager, helps to draw the
distinction between effectiveness and efficiency:

The manager has to learn to manage himself or herself. Any manager
who is in charge of other people has to learn how to get their com-
mitment. All managers have to work with people other than their
subordinates and have to learn the skills required to get their co-
operation. . .

Managers who want to improve should review both their effectiveness
and their efficiency. Effectiveness is doing the right things. Efficiency is
making the most economical use of the resources. Effectiveness is more
important than efficiency, because one must be doing the right kind of
work. Only then does it matter whether the work is done efficiently.

Learning how to get commitment is indeed central to effective management.
We mention the word ‘commitment’ frequently in this book and highlight
the need to look beyond the superficial acceptance of directives to something
which is much deeper, durable and productive in terms of people’s behav-



