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Management Education and Training

A NEW VIEW

by
T. E. STEPHENSON

(Senior Lecturer and Deputy Head of the Department
of Management, University of Leeds)

This article sets out the main factors in the manage-
ment process and then goes on to consider the educational
implications of that process.

As with so much in management we can start with the
blindingly obvious, the fact that managers operate in sit~
uations; and this paper starts from that position to con~-
sider the education that is required for effective situa-
tional management.

1, Managerial Situations

Managerial situations involve a number of dimensions,
including the followings

. lol Time

Bach situation has a past, present and future and this
requires that every manager should be aware of the history
of the situation in which he finds himself; of its influence
on the present and the joint effect of past and present on
the futuree If managers understand this time sequence and
its influence upon the situations they face, if they develop
a historical sense, they are more likely to make & realistic
appreciation of the problems they encounter.
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1.2 Self

Each manager brings to a situation himself, his own
history including previous experience in other managerial
situations; his DPersonality; his values and beliefs; his
Perception and his intellect. He will also bring his own
DPersonal goals to his job.

le3 The external and internal eﬂ§ironment

The external environment represents the various ele~
ments which are external to the organisation, for example,
competitors; trade unions; educational institutions; sup-
pliers of finance, machinery and raw materials (in the
case of retailers goods for resale) and the government .
These elements affect the way in which the organisation
behaves and how different departments within the firm

operate.

The internal environment for any manager comprises
the other departments in the organisationj other levels
of management external to his own situation - his superiors
and peers and the culture of the organisation.

These external and internal environmental elements all
develop relationships with the firm and its departments,
they represent constraints and contingencies upon the free-—
dom of the organisation and its managers. These relation-
ships involve different degrees of dependency between the
firm and its environment and the manager's unit and its
surroundings. : ‘

le4 The situation’

Within the situation for which the managér is res-
ponsible there are four variables for him to consider.
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First there is the technology - the equipment and
processes through which tasks are performed. In a retail
outles the technology may be that of self-service or
counter service; in the office it may be a manual or & -
machine-based system. :

Second, there are the tasks which have to. be per—
formed within the given technology; these are the actual
jobs that have to be carried oute In the case of the
retail outlet, if the technology is that of self service,
some of the tasks would be shelf-filling and check-out
operating. If the technology is that of counter service
a different set of tasks is appropriate.

Third, there are the people who require the skills
in order to be able to carry out the tasks. The more com—
plicated the technology and the related tasks, the more
diverse might be the skills that are required.

Finally, there is the structure by which I mean the
systems of authority, decision-making and communication.
The structure provides the framework within which the other:
operate.

These four variables are highly interdependent so thai
change in any one of them normally results in change in the
others and, apart from any internally generated change, the]
are subject to change from the external and internal enviror
ments.

The position can be formalised into an input, process
and output model with (a) an input of resources into the
situation from the environment, (b) a process of interactio
between the four variables and (c) an output of goods and
people. ' ' v :
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The situation can be characterised by the following
diagram: » -
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The environment of other levels of management, of
DPeer departments and of the organisational culture.
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2. Managerial Behaviour

The conceptual framework outlined in the first section
is at once a tool for the analysis of the management situa—
tion and a guide to the brocess of management and to manage-
ment behaviour in real situations. This section examines
some of that behaviour. *

2¢1l In the complex situations that face managers,
their behaviour tends to be characterised by a whole series
of relationships which involve an underlying political gkill
Indeed management can be Tregarded as a political process
involving conflict and bower and calling for the ability to
negotiate and trade with others.

‘
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A further aspect of this complex pattern is that man-
agement action aften appears to be varied, shori-term and
fragmented. The significant is interspersed with the
trivial and the manager has to shift moods quickly and
frequently. In a special sense the manager has to be pro-—
ficient at being superficial, he has to deal with a great
many issues at a shallow level. He tends to concentrate
on the current and specific rather than on general long—
term matterse In his work he wants current information,
often unsubstantiated, rather than formal detailed reports.
His time span is short. This picture of management in
action is somewhat removed from the persistent rational
planner and decision maker of the text books. It is all
too easy to condemn this behaviour but much of it is the
result of the complexity of the situation, the pressure
upon the manager to produce tresults' and the punishment/
reward systems of firms which tend to reward him for results
in the 'here and now' rather than for any future contributic
he might make.

2.2 In keeping with the above it has been argued witk
some justification that managers who consistently achieve
good results are notably inconsistent in their solutions to
the problems they face. Conversely managers who are low
achievers tend to be consistent in what they concentrate
upon and in how they set about their work. At first sight
these views appear surprising and Tun counter to much that
is wbitten on management. Perhaps the use of the words
Y consistent' and tinconsistent' appears to be shockings the;
4re meant to be so because Wwe need to look at our precon-
ceived notions of managements It could have been said that
. managers need to be flexible and not rigid, but this form-
ulation does not get to the heart of the matter which I
will now consider.
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For the purpose in hang managers can be divided into
two categories ~ the low achievers and the hi achievers.
This is a simplistic division but it will highlight the
relevant points,

(a) Low Achievers

The main characteristics of the low achievement mana-
gers are as followss~ ‘

(i) They accept, without question, rules of thumb
with little regard for situational change. In times of
little change, 'the way things were done in the past'
might be some guide to what to do in the present but in
time of rapid change, as in modern Tetailing, the past is
no longer a sound guide to what to do now. The value of
the past is in being a yardstick against which to judge how
different things are in the present. History is useful in
different ways in different situations. '

(ii) They give inappropriate attention to detail.
The stress here is upon the word inappropriate. As I men-
tioned earlier managers tend to be involved in details, but
the real question is whether they recognise the limited
nature of details and are conscious of the relationship
between the details and the context in which they occur.
The further point is.that managers can and do pay attention
to inappropriate details, failing to see what is relevant
and what is not. ‘

(iii) They have no control over priorities. These i
are the managers who react to every issue as though they -
were all of equal importance. ‘

(iv) They do not move fast enough when faced with J
important critical situations. They hope that the crisis W
will go away if only they wait long enough. They are the '
sleepers of the lanagement scene who hope they can avoid
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having to make any high-risk decisions which might rebound
on them. They often take the view that it has all happened
before and there is no need to do anything now; they fail

to see that their inactivity in the past has contributed to
their present situation. This is a disease which can afflio
firms which have survived over a long time without a great
deal of change and this indeed is the weakness in some
Co-operative thinking about the problems of the last twenty
yearse

(v) They tolerate ineffective subordinates. Ineffec—
tiveness breeds ineffectiveness, and in this case they
appear to be reluctant to act because it might be uncomfor-
table for them and their subordinates. Underlying this is
a highly personalised view of management and it reflects an
inability to stand back and review the ineffective subordin-
ate within his situation.

Personalised management sees subordinates in terms of
praise and blame, situational management looks at the prob-
lems facing subordinates, how they are coping with them and
how they oan be helped. There is the recognition that
ineffectiveness can be the result of the interaction betweer
the subordinate and his situation and not solely the fault
of the subordinate.

(vi) They do not seek advice or help, believing that
to do so would be to admit weaknesse They appear to be
afraid that to admit ignorance puts their authority at risk
when in fact it reveals a sufficient maturity to recognise
that no one knows everything. Because of this reluctance
to face up to the knevitability of ignorance their approach
to maamagerial decision-making is unbalanced. They believe
that they know everything when they cannot and, in conse~-
quence, fail to recognise thaf decision-making is based
upon incomplete information and for this reason must contail
an element of uncertainty. In turn this means that a
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manager should never be so committed to a decision that he
cannot admit. the possibility that it should be changed.
These low achievers are consistent in these charac-
teristics when the real need is to berceive ‘differences.

They fail to recognise the need for situational management .

(b) High Achievers

‘ The high achievement manager is characterised by
inconsistency in that he behaves in different ways, at
different times and in different places. To the outsider
he often appears to be inconsistent when making decisions,
when apparently faced with similar problems. How can this
inconsistency be justified? The answer lies in the fact
that because he is consistent in his analysis of situations
and exercises self-discipline, he sees significant differ—
ences which are overlooked by the non-analytical low achie-
vers The high achiever utilises, intuitively or otherwise,
the type of framework outlined in the first section.

In more detail the characteristics of the high achievez
are as followss ‘

(1) He performs a careful analysis of the situation
facing him, recognises the complexity, obtains those facts
which seem significant but at the same time appreciates
their limitations. He is able to see cause~effect relation—
ships and recognises that problems are generally multi-
caused. Purther he grasps the strategic realities of the
situation, that is, the sources of constraints and of con-
tingencies around him.

This is not to say that the high achiever is so con-
cerned with analysis that he is unable to make decisions.
Through practice he becomes skilled at analysimg problems
quickly. His whole management style is suffused with an
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analytical outlook so that it becomes second nature to him.
Analysis is simply the start' of his management process, he
moves to decision-making and then to action which, in turn,
leads to analysis to see whether the decision was correct
and if not, why not.

(i1) He develops an operating strategye Every mana-—
ger who is successful develops a sense of direction, purpose
and objectives. A strategy is more than a choice of objec-
tives, it involves the means of achieving them, of deciding
what is diffioult, of making agsessments of favourable and
unfavourable factors and of recognising strengths and
weakne ssese )

An operating strategy can never last very long, it
needs to be re-analysed every few months and this the high
achiever will do because he recognises the fact of change
and accepts the uncertainty it generates.

(iii) The high achiever recognises the classic man-
agement dilemmas; he is aware of the fact that his problems
are common to most operating managers but is conscious that
gsolutions will be different. Examples of these dilemmas
include, first, the new post situation, when it is recognise
that in a new job, for the first few weeks or months, the
manager will be sized up by his subordinates and that he wil
be sizing them up. In this gituation the signals each send:
out are very important, standards set in the early stages
become precedents for the future. Second, there is the
information void, when the operating manager needs infor-
mation but is cut off from it because his superiors have
not communicated with him. He needs to know what is expec—
ted of him by his chief who may not be able to tell him
because he himself does not know. Third, & diléemma can
ocour over the problem of knowing when and how to challenge
higher level policies and when %o accept them, when simply
to run the system and when to challenge it. In these and
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many other classic dilemmas the high achiever seems to be
able to rise above the habitual response and handle each
situation on its merits, recognising that, while the prob-
lems are common, the situations in which they occur are
very different and need very different treatment.

(iv) The high achiever uses a wide variety of manage-
ment techniques and never gets too attached to any one. It
should be clear that the range of situational problems fac—~
ing any manager is so great that no one set of responses or
choice of techniques is wholly adequate. The manager needs
to understand that there is a wide range of tools and tech—
niques available to him and that discriminating choice must
be madee.

The low achiever tends to settle on a single limited
number of techniques and when they fail to meet his needs
he feels frustrated. This is an understandable response,
for when managers are too close to their problems they lose
their sense of perspective and shut out the constructive
rossibilities offered by the techniques at hand. The key
to effectiveness is to know which techniques to apply in
which situations.

(v) The high achiever recognises that in any situa—
tion there exists a key operating task which must be given
priority and must be dealt with in a specific manner. This
calls for self-discipline expressed through a readiness to
analyse the problem and to reject the notion of 'the one
best way'.

Lessons from the high achievers are asg follows.
First, employ the practice of analysis with discipline and
consistency; second, motivate subordinates and satisfy
superioprs - both are crucial to the management of a situas
tionj third, manage oneself to avoid consistency when it is
inappropriate; and finally, focus on one task of Prime impor-
tance at a time while setting it within its overall context.
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3. The Implications for Management, Education and Training

The first section of this paper produced a basic
framework for analysing different facets of a management
situation while the second section, through its contrast of
two different types of managers, highlighted the need for
managers to develop partioular skills, such as, analysis,
decision-making, communication and coping with uncertainty
as a result of accepting change.

3.1 The prime need is to educate managers to be able
to use analytical skills in complex situations. One way in
which this can be achieved is through educating managers to
develop a basic open—-system approach such as that outlined
in section one. Using this basically simple but powerful
tool managers come to recognise the problems of complex sit-
uations involving issues of relationships, of dependency,
of choice, of cause and effect, of search, of limited ratior
ality, and of power and conflict. The aim must be to develc
the ability to conceptualise, %0 think abstractly in order
to stand back and see the constituents of the problem and
their relationship to the situation in which the manager
operates.

If management education starts from this position it
can avoid the ever—present danger that there will be an
over—emphasis on one variable in a situation at the expense
of the others. Too often management education has concen—
trated on a single variable and as a result we have seen
management education as a thing of fads and fancies. In
some cases the emphasis has been on organisational structur
and on the search for the best structurej sometimes, the
stress has been laid on human relations ~ people—centred
management education long held the fieldj while in other
cases, attention has concentrated upon tasks and technology
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Often these individual variables have been studied in terms
of closed systems; little or no attention has been paid to
the environments in which the variables operated. In con-
Sequence of these shortcomings, management education has
failed to take account of the complexity of the problems
and situations facing managers. On occasion it has resulted
in disillusionment as managers have Tecognised that the
single-minded purpose of the educators within their own
speciality has been far removed from the manager's world.
It might be that study in depth of one of these variables
could have developed in managers a general analytical skill
but often the possibilities of wider application have been
lost through Over—emphasis on particular specialisations,

32 Whilé’there are firm grounds for the education
of managers through the development of analytical skills,
the difficulties should not be underestimated.

First, there is the Prier need for management students
to understand the nature of theory. Theory and categorisa~
tion are aids to analytical thinking and the manager has to
recognise that both are abstractions from reality and as
such tend to simplify its complexity. This means that man-
agement students must not equate theory and reality and
think that categories are more than devices to help people
organise information. The danger is that students do not
appreciate the limitations of theory and seek to apply it
directly to real situations as though it was an accurate
reflection of them. This problem is often exacerbated by
the 'text book' approach to management education which can
only lead to disaffection, ' -

Second, all concerned have to recognise an important
tension within management education. Managers have limited
bime, they work under Pressure and want complex problems
simplifieds. The unfortumate result is that managers often
.pply simplifigd.solutions,_based upon limited theory, to
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complex situations. The further result is that they
become disillusioned with management educators. This
means that a preliminary task of the educator is to
clearly state the nature of his contribution to manage-
ment effectiveness, the rationale behind it and its
limitations. Management educators have to avoid the trap
of Qverselling'thgir wares. o

» 3¢3 If we think situationally we see that managemen
pas to take account of areas which do not receive a great
deal of attention in the bulk of management literature. I
refer to the historical dimension and the consequent need
to develop an historical sense, and to the notion of manag
ment as & political process. Further, there is the need t
exemine more fully the nature of personal values with &
view to establishing their influence in any situation.

3¢4 If we accept the view of management and of man-
agement education outlined in this paper it becomes eviden
that the important factor in the educational process is
less the content tham the manner in which it is presented.
What are called for are manners and methods which encourag
and even force people to think about the content. There
needs to be a concentration on the "why' type of questions
and approach rather than en the thow' approach. It has to
be basically analytic rather than descriptive. What shoul
be olear is that a concentration on techniques of manage-—
ment is a failure to recognise the prierity of thought in
the management process. It should also be evident that
educational techniques which come between the management
student and the education of his thought processes, tech~
niques which amuse, interest but spoon-feed the student,
will not contribute to the improvement of management perf
mancee _ .

A problem in this approach which has to be squarely
faced is that people in general, and managers in particuls
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believe that thinking is &s natural as walking and eating
and that it does not have to be learnt. This means that
there is an initial barrier to be overcome; there is res—

as of right,

Another problem ig that many hanagers come to manage-
ment education expecting to be given answers or the latest
techniques. They want to be helped directly and quickly
and the temptation for the management educator is to respond

Such activity will not deal with the real problems of man-
agement, at best it is a palliative which €ives the patient
what he wants without curing him.

While 8ppreciating the pressures On managers and their
own desire for Qumick help, the tasks of management educators
are clear. They have to convince managers of the basic
requirements for effective management, as laid out in this
baper, and then they have to educate managers to meet those
requirements. Management education must be rooted in the
basic academic virtues coupled with a deep understanding of
the situational Problems of management «
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