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Infroduction

. the manager’s effectiveness is significantly
influenced by his insight into his own work. *

This book deals with management in general and the basic management process in par-
ticular. It is in some important ways like most other management books and in other ways
like no other management book. It is similar to most other books on management in that it
has the overall objective of developing and improving skills which increase managerial
effectiveness. And like most other books on the subject, it attempts to achieve this objective
by helping develop a better understanding of the management process and its functions.

The approach is unlike most other management books in that it focuses on the real
world management situations faced by most managers rather than the situations faced pri-
marily by high level corporate executives. Many books dealing with the management process
are concerned primarily with high level management in large organizations. We believe that
these books are, for the most part, not helpful in the situations in which most managers
find themselves. While it is true that high level executives and supervisors are all managers
performing the same basic management process, the problems, concerns, and activities of
the two groups are entirely different. The great majority of managers are not concerned
with developing long-run corporate strategy, nor with how the entire organization should
be structured. They are more concerned with planning and getting out next week’s or next
month’s work. We have tried to make this book both understandable and helpful to the
great majority of managers.

The second important way in which this book differs from other books on management
is that it focuses on developing skill through experience. We have found that managerial
effectiveness at any level depends on skills which can be developed. Most books concentrate
primarily on learning about management. The unique aspect of this book is that it provides
the opportunity to learn new concepts of management and to gain experience in their use
in a classroom setting.

THE PROCESS OF SKILL DEVELOPMENT

The development of managerial skill is essentially a process of learning new knowledge
(ideas, information, concepts, as well as techniques and skills) and then learning through
experience to apply the new knowledge and skills. Figure 1 illustrates the process of skill
development. It is, in fact, a circular process; it can begin at any place in the cycle.

*Henry Mintzberg, “The Manager’s Job: Folklore and Fact,” Harvard Business Review, 53 (July-August 1975), p. 60.
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FIGURE 1
Process of skill development
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For the sake of explanation, we can assume that the process starts with the learning of
new knowledge about the process of management--what it is, what its major parts are, and
how the parts fit together. While such knowledge is potentially valuable, it is of little value
until it can be put into practice, and this must be learned through experience. The second
stage of skill development, then, involves application of this knowledge in practical situa-
tions. This is really where true skill and ability begin to develop. The things you learn in
this book will be of little value until you consciously try to use them in a practical situation.
Rarely, however, are people able to apply newly acquired knowledge very effectively the
first few times that they try. If you are to truly improve your skill in application, you must
learn from your experience. Learning from experience requires conscious reflection on that
experience—it means asking and answering questions such as the following: What happened
and why,; What was good and why,; What was bad and why; and What could I have done
differently ? From such reflection, true understanding can develop, and with it, skill. Addi-
tionally, new knowledge about the management process itself is generated from the expe-
rience, thus completing the cycle. This new knowledge again is tested through experience
and the cycle continues.

It is this cycle which must be followed to develop your managerial skill and improve
your managerial effectiveness. There are opportunities built into the book to allow you to
practice and learn through experience to apply the ideas and concepts presented. The
responsibility for learning and development rests squarely on you. No one can develop your
skills for you.

THE APPROACH OF THIS BOOK
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This book has the following four specific objectives:

Enhance awareness of the impact of management practices on achieving desired results.
Broaden understanding of the managerial process.

Improve skills in planning, organizing, directing, and controlling.

Further develop leadership, motivation, and teamwork skills.

WO~

To achieve these objectives, 21 “learning units” (chapters or sections) have been orga-
nized into the five major sections of the book. These major sections deal with introductory



management materials, planning, organizing, directing, and controlling. Each section and
each unit is complete enough to be used independently of the others. Therefore, the learn-
ing units can be used selectively to emphasize one or more of the four objectives. In addi-
tion, two appendixes have been included for optional use. The first appendix is an inte-
grative exercise which provides the student with the opportunity to synthesize the earlier
learnings in planning, organizing, directing, and controlling. The second appendix is a
production management option which may be used to strengthen Units 9, 12, and 18 for
more operations or production-oriented students.

Each of the topic areas—communication, group behavior, planning, organizing, directing,
and controlling—are covered by units which contain both text material and classroom
experience in managing. The pattern of learning for each of the topics begins with an
experience designed to increase awareness of the importance of the topic. Next, individual
prework and in-class teamwork designed to increase understanding of important concepts,
ideas, and approaches is done. At times, this is followed by an additional classroom experi-
ence associated with the topic to provide the opportunity to apply learnings and improve
skills in the area. Thus, each of the learning units associated with each topic provides the
opportunity to experience managerial concepts.

Each learning unit includes the following sections:

GOALS:
A short statement of the learning goals of the unit.

PREWORK ASSIGNMENT:
A statement of what needs to be done by each person before starting a work session.
This typically involves reading the materials in the unit and for some units, answer-
ing multiple choice questions to be used in the learning work session. Doing the
prework before the session is important for the greatest learning to occur.

SESSION INTRODUCTION:
A brief explanation of the concepts to be covered in the work session.

SESSION OVERVIEW:
A brief explanation of what is going to take place during the work session.

STEPS:
Detailed instructions for each part of the work session.

This experience-based approach to learning has been very rewarding and exciting to us.
Its effectiveness in developing managers far exceeds anything else we have tried, or wit-
nessed, to date. We sincerely hope that your experience with this book is rewarding. The
response to the first edition was very gratifying, and we trust that the improvements in this
edition will be beneficial for those continuing to use the book.

Hyler Bracey

Aubrey Sanford
Jim Quick
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Introductory section

The introductory material provides the student with the
basic materials which are instrumental for the later text and
exercise content. Five units of material are contained in
this section of the book.

Unit 1: Orientation

Unit 2: Understanding the management process
Unit 3: Understanding motivation and behavior
Unit 4: Understanding communication

Unit 5: Understanding group behavior






Unit

Orientation

GOALS

1. Form into work groups.
2. Get acquainted with team members.
3. Become oriented to the program.

PREWORK ASSIGNMENT

None.

SESSION INTRODUCTION

This session will involve you in operating as a member of a team. During this work ses-
sion, you will have the opportunity to get to know your team members. Later, an orienta-
tion and introduction to the program will be given.

SESSION OVERVIEW

Step 1: Form into teams (5 min.).

Step 2: Interview a partner (10 min.).

Step 3: Introduce your partner to the team (15 min.).

Step 4: Getting acquainted with the instructor (15 min. optional).
Step 5: Orientation to the program (10-30 min.).

Step 6: Self-evaluation and individual learnings.

Step 1: Form into teams (5 min.)

(Teams are formed by the instructor.)

Step 2: Interview a partner (10 min.)

This program is conducted differently in that you will be working together to learn
various concepts and to develop management skills. During the program, you will be work-
ing with the members in your team. Your ability to work together and learn from each
other will be enhanced if you get to know each other quickly. Consequently, we are going
to do a get-acquainted activity in a little unusual way; and, during this “‘get-acquainted,”
you're going to have the opportunity to work on your interviewing and listening skills.

3



Step 3:

Step 4:

Step 5:

You need to join one other person in your group whom you know the least. (In case of odd
numbers, form one triad.)

(After pairs are formed:)

To work on your interviewing skills during the next 10 minutes, you and your partner
are to interview each other and really get to know one another (5 minutes for each partner
interview). Your job is to really push yourself to get to know your partner because later on
you will introduce your partner to the other members of your team. It is okay to ask such
questions as: Where were you born? How many children do you have? and so forth, but
it is important that you go beyond the more superficial information and really get to know
what kind of person your partner is—what are his or her characteristics? Really push your-
self to practice your interviewing skills.

A real important communication skill is active listening. To work on that skill during
the interview, no note taking will be allowed. So it is important that you really listen for
understanding and ‘“‘stand in the shoes” of the person you are interviewing. You need to
remember the key points from the interview so that you will be able to introduce your
partner to the members of your team later on.

If you are the person being interviewed, don’t volunteer any information; make the
other person work to get to know you. Be open and honest, but just respond to the ques-
tions they ask and don’t volunteer information.

Introduce your partner to the team (15 min.)

You now will introduce your partner to the other members of your team. Each person
is to volunteer his or her partner in 1 or 2 minutes. When you volunteer, stand behind your
partner, and it is helpful if you put your hands on his shoulders and introduce the person
by speaking as if you were him. So you would start the introduction with, I am (your
partner’s name). (I...) Continue to speak as if you are your partner for the remainder of
the introduction.

If you’re being introduced, just listen to the information and impressions your partner
picked up from you. Remain silent while you’re being introduced and after the introduc-
tion, you may add or clear up any matters that you wish.

If you are one of the team members listening to the introduction, it is important that
you do two things. One is to actively listen, trying to get to know your other team mem-
bers. You will be working with them during the program, and it is important that you
know each other so that you can work together and leam from each other. The other job
you have is to help enforce the ground rules. If someone does not speak as the other person,
in the spirit of being helpful, remind them of the ground rules.

When all team members have been introduced, the team may ask each other questions,
talk about reactions to the experience, and so forth. Since different teams will finish at
different times, take responsibility to utilize any extra time you have in a productive way.

Getting acquainted with your instructor (15 min.—optional)

Orientation to the program (10-30 min.)
A. Goals of the program.

1. Enhance awareness of the impact of management practices on results.
2. Broaden understanding of the management process.



3. Increase skills in planning, organizing, directing, and controlling.
4. Further develop leadership, motivation, and teamwork skills.

B. Learning model.

Direct
experience

s

New knowledge <«———————— Systematic review
and skills of experience

C. Norms to be followed in your work/study group.

1. Participation.

2. Responsibility.

3. Openness.

4. Experimentation.

5. Focus on useful skills.

D. Administrivia.

Step 6: Self-evaluation and individual learnings

Spend some ‘‘alone” time and think about what occurred during the last experience.
Focus in on two or three things that affected you or that seemed significant to you. These
may be positive or negative elements of the experience. What learnings can you draw from
this reflection and what does this mean to you? Don’t be concerned about what you ought
to have learned but rather focus on what you did learn and what it means to you.

Based on your reflection over the experience, complete the following statements several
times:

1. 1learned that. ..

2. llearned thatl...

3. Ican apply my learnings by . ..

Unit 1/Orientation 5






Unit

Understanding the management
process

GOALS

1. Create an understanding of the overall managerial process.
2. Increase awareness of the communication process.

PREWORK ASSIGNMENT

Read the following material on ‘“Management—an overview” for understanding. Answer
the 10 prework questions at the end of the material.

MANAGEMENT-AN OVERVIEW

Managers, executives, and administrators are re-
sponsible for the proper use of enormous resources,
both human and wmaterial—their decisions, their
power, and their leadership have vital consequences
for society as a whole.!

This reading is intended to be an overview of and introduction to management. Conse-
quently, the remainder of this reading is devoted to identifying the role of management in
organizations, introducing the concepts of management process and managerial effective-
ness. The information is organized under the following three topic headings:

Management in organizations.
The nature of management.
Managerial effectiveness.

Each topic is discussed in detail.

MANAGEMENT IN ORGANIZATIONS
Managing and management are terms which are familiar to almost everyone, but both
terms tend to be used rather loosely in practice. People speak of managing time, managing

! Rosalind C. Barnett and Renatu Tagiuri, “What Young People Think About Managers,” Harvard Business Review
(May-June 1973), p. 106.



