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ABSTRACT

Research on the competencies required by effective New Zealand

managers is lacking. This thesis addressed this deficiency by identifying

the competencies managers use to assess the effectiveness of managers

across organisations and industries in New Zealand. The research was

carried out in two parts. First, repertory grid interviews were conducted

with 225 chief executives and senior managers from 75 organisations.

They described the constructs that differentiated their effective and less

effective senior managers. Six independent people categorised the

interview constructs, which were incorporated in a questionnaire. In the

second part of the study, 185 managers from two organisations rated a

manager they regarded as effective on the constructs, as well as their

overall effectiveness. The questionnaire analysis revealed a six-factor

managerial effectiveness model. One main factor (lnterpersonal Skills)

contributed over 4O"h of the variance. The five other factors

(Conscientious and Organised, Strategic Behaviour, Problem-Solving,

Drive and Enthusiasm, and Honest Feedback) contributed between 1.6%

and 6o/o of the variance. The factors were similar to non-New Zealand

competency models and the frequently cited Big Five personality factors.

The implications of these findings are discussed, as well as issues related

to identifying and implementing competencies.
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CHAPTER ONE

AN OVERVIEW

The competencies required by effective managers have been the focus of

much research. Models of management competencies has been extensively

documented in other countries, notably the United States of America and

United Kingdom, but comparable New Zealand research is lacking. The

purpose of this study was to identify the competencies New Zealand

managers use to assess the effectiveness of their senior managers.

Chapter Two discusses current assessment issues, and the personality and

social psychology theories that contribute to our understanding of how

decisions are made. Two rating process models are outlined, along with the

cognitive structures that assist in simplifying and organising the information

we encounter when judging performance. The chapter concludes by

examining the cognitive errors and illusions that occur during the evaluation

process.

The concept of managerial effectiveness is introduced in Chapter Three.

This chapter defines and discusses criterion-related issues, and its

relevance to managerial effectiveness. The term "competencies", which has

been used in the management literature to describe the criterion, is

introduced, and examples of the many, and often confusing, forms it can

take are provided. The terms "managef and "leadef are examined along

with the nature of managerialwork. This is followed by a discussion of the

subjective and objective measures that are used to describe managerial

effectiveness.
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A wide range of job analysis methods has been used to identify

competencies. Chapter Four explores the issues related to competency

identification techniques. The advantages and disadvantages associated

with commonly used job analysis methods are discussed. Approaches that

are used to analyse and group competency information, and the main

sources of job information data, are also examined.

The major competency models that have been proposed in the psychological

and management literature are discussed in Chapter Five. Many of the

models contain similar competencies, although different words have been

used to describe the same competency. A description of the limited New

Zealand research on management competency models highlighted the need

to identify the competencies required by effective managers. To date, no

studies have comprehensively identified the criteria managers use to assess

the effectiveness of their managers. The current study addressed this

research need. lt examined the relationship between the competencies that

are used to assess managers and determined the importance people placed

on the various factors. lt also provided an opportunity to compare a New

Zealand model of managerial effectiveness with some overseas models.

The two stages of the study are described and discussed in Chapters Six

and Seven. Chapter Six outlines the repertory grid interview approach that

was used to collect the criteria chief executives and senior managers use to

assess the effectiveness of their senior managers. A total of 225 chief

executives and senior managers from 75 organisations were interviewed.

They described the behaviours and characleristics that differentiated their

effective and less effective senior managers.

In the second study, reported in Chapter Seven, the managerial behaviours

and characteristics identified in the first study were incorporated in a

questionnaire. Questionnaire respondents rated a manager they regarded
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i disciplines, psychology and management, who are interested in the

as eflective on the various constructs and rated his or her overall

effectiveness. The questionnaire was completed by managers in two

organisations. The anatysis identified the relationship between the

competencies and determined the importance people place on the various

managerialfactors. The results were compared with other managemenl

competency models as well as the lrequently cited "Big Five" personality

factors.

Chapter Eight is a discussion of the observations that were made during the

interviews with the chief executives and senior managers in the first study. lt

provides additional insight into the problems and issues managers encounter

when assessing managers.

Chapter Nine is a generaldiscussion about the issues surrounding the

identification of competencies and the development of generic New Zealand

management competencies. The lack of shared knowledge between the two

competency area is highlighted. Observations regarding the implementation

and identification of competencies are made, as well as suggestions for

future research.
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CHAPTER TWO

MAKING JUDGEMENTS

In the course of our interactions we constantly make judgements about

people. While the nature of these judgements can cover any aspect of

human functioning, one of the most important concerns effectiveness in the

work place. These judgements are made in an informalway, often

unconsciously, on a day to day basis, and formally when staff performance is

evaluated (Jones, Steffy, and Bray, 1991; Landy, 1989).

Performance Assessment

Throughout history psychologists have adopted a strong interest in the

process of measuring and making judgements about people's performance

(Brodt, 1990). Historically, researchers' attentions have focused on the

appraisal device, or form, in pursuit of a seemingly elusive "ideal instrumenf'

or technique. When problems were found in the quality of ratings (e.9., halo

effect), the tendency was to fault the instrument. Researchers experimented

with various methods in an attempt to develop a ubette/'scale. The ongoing

process created what has been described as ua quagmire of methodology''

(Landy, Zedeck, and Cleveland, 1983), which dominated performance

appraisal research from 1930 to 1970 (DeNisiand Williams, 1988). At that

time it focused on the measurement scale or technique (Latham and Wexley,

1994); hence, studies of appraisalwere studies of psychometrics and

scaling.

ln the early 1980s researchers'interests changed dramatically, as a result of

the cognitive revolution and limitations associated with instrument-centred
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approaches to performance evaluation (Austin and Villanova, 1992;

Feldman, 1986). Landy and Farr (1980), in their widely cited review of

performance ratings, shifted the focus of performance appraisal research

from scales and rater training to understanding the rater as a decision-maker

who processes social cues (llgen, Barnes-Farrell, and McKellin, 1993).

Landy and Farr viewed the performance appraisal context as a specific

instance of person perception, where implicit personality views were thought

to play a large role. Many cognitive models of the rater have been proposed

(Borman, 1978; Landy and Farr, 1980, 1983; Feldman, 1981; llgen and

Feldman, 1983; Motowidlo, 1986) in an attempt to understand the dynamic

psychological process of evaluation. The research has attempted to'get
beyond" manipulating rating formats and other psychometric concerns with

ratings, to study in detail the entire sequence that people follow in making

pedormance judgements and decisions (Borman, 1991). The focus has

moved from examining the inslrument to looking at the rater's cognitive

processes.

Many personality and social theories, such as personal construct theory and

implicit personality theory, ars now accepted as an integral part of the

process of performance appraisal (Borman, 1991). Industrial and

organisational psychologists and cognitive social psychologists are

beginning to share their knowledge about the process of person perception

and interpersonal evaluation. The individual decision-maker's cognitive

processes have become a focus of attention, which has set the stage for

recent psychological research on the role of heuristics, or "rules of thumb", in

judgement and decision-making.

Research on decision-making has experienced a revolution, or more aptly, a

counter-revolution, that emphasises inferential shortcomings and the

vagaries of human judgement and decision-making (Brodt, 1990; Wyer and

Srull, 1986). When we better understand how people process and evaluate
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information, we can begin to look at improving human resource management

processes.

Over the last 20 years industrial and organisational psychology has placed a

strong emphasis on understanding how people make judgements and

decisions in the work environment (Austin and Villanova, 1992; Borman,

1991). Researchers have acknowledged the comprehensive role of

cognitive activity in work-related behaviour (DeNisi, Cafferty, and Meglino,

1984; DeNisi and Williams, 1988). The renewed interest in cognitive factors

in the work environment has had a profound effect on research in human

resource management by emphasising decision-making (Motowidlo, 1 986).

For example, personnel selection, traditionally a procedural and

administrative task, has evolved into a highly complex, decision-theoretic

discipline focusing on judgement, prediction, choice, evaluation, and

assessment (Zedeck and Cascio, 1984).

Research that focuses on how people make decisions has spanned many

work environments. The range of research is impressive. lt includes

research on clinical judgement and medical decision-making (Christensen-

Szalanski and Northcraft, 1985; Sisson, Schoomaker, and Ross, 1989), risk

perception and social policy decision-making (Slovic, Fischhoff, and

Lichtenstein, 1982; Thaler, 1988), legal judgement and decision-making

(Saks and Hastie, 1988; Saks and Kidd, 1988; Terpstra and Baker, 1992),

banking (Guttentag and Herring, 1984; Rodgers and Housel, 1987), strategic

planning (Barnes, 1984; Schwenk, 1988) and a large amount of research on

auditing and accounting decision-making (Bailey, 1986; Beach and

Frederickson, 1989; Buchman, 1985; Shanteau, 1989).

One of the interesting areas of this research is the assessment of factors

that influence judicial decisions. Studies of this kind generally use a sample

of legal cases for which judicial opinions are available. The judicial opinions
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are content-analysed and coded using a limited set of factors. They are then

typically regressed on the set of factor values produced by the content

analysis and coding process. The resulting regression coefficients are

indicators of the influence of the respective factors in the decision process.

A number of these studies have shown that judges lack insight into the

factors that influence their decisions, and they tend to overestimate the

number of factors they consider when sentencing people (Roehling, 1993).

Decision-making is also of immense interest to organisations from the point

of view of understanding how people make decisions about the effectiveness

of their work colleagues, particularly their managers. While there have been

numerous books written about the skills required by effective managers, very

few studies have been conducted on how managers make decisions about

the effectiveness of their managers (Lord and Maher, 1989). This might

include the question of how much weight or importance people attach to the

various managerial skills when deciding about their manager's effectiveness.

There seems to be a largely unchallenged assumption that once the skills

required by a manager are defined, people religiously use these skills to

make judgements about managerial effectiveness. Once we can more fully

understand how people make decisions we are then better able to intervene

to reduce rater errors, biases, and inaccuracies (Hedge and Kavanagh,

1e88).

To assist in understanding how people make decisions about the

effectiveness of people, we need to examine some of the fundamental issues

about how we process information and judge performance. The remainder

of this chapter will overview some of the personality theories that have

contributed to understanding how we make decisions, discuss two of the

main models that have been developed to explain the rating process, and

overview some of the cognitive illusions that occur when people are

evaluated.
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Relevant Personallty and Soclal Psychology Theories: lmpllclt

Personality Theory, Personal Construct Theory, and Attributional

Theory

Understanding how people perceive information has been useful in

contributing to the understanding of how they make judgements about

people's performance. The contribution of personality and social psychology

theories has started to be integrated into the performance judgement

process (Borman, 1991). This has resulted in the realisation that focusing

on the scales used in an appraisaltool or its format will not fully explain the

performance judgement process. lmplicit Personality Theory (lPT), Personal

Construct Theory (PCT), and Attribution Theory have provided alternative

frameworks from which to view the evaluation of performance. They help

explain how raters simplify and organise the complex information they

encounter. These theories need to be integrated when conceptualising and

studying the performance rating process (Feldman, 1981; llgen and

Feldman, 1983).

The essence of implicit personality theory is the idea that the perceiver,

without realising it, has a theory about what other people are like and that

this theory influences the judgements he or she makes about them (Baldwin,

1992; Schneider, 1973). This may be shown by some people having a

rather optimistic view of life and judging people as being high in honesty,

sincerity, and responsibility, compared with how other people may judge

them. Other biases are evident when a person perceives that certain

personality characteristics are always found together. For example,

friendliness is perceived by some people as signalling intelligence. A

person with such a bias, who perceives a person as friendly, may also

perceive him or her as intelligent, even though there is no evidence of the

link between these characteristics.
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Studies of implicit personality theory have demonstrated that people's

implicit schemata or theories lead them to notice some types of information

rather than others, and to interpret ambiguous or incomplete information in a

way that is consistent with their expectations. These schemata also lead

perceivers to preferentially recall information that is consistent with, or highly

relevant to, their view of the world (Baldwin, 1992). For example, in one

study subjects read lists of adjectives that described certain types of people

(e.9., extroverts) and then later completed a recognition test. Subjects

falsely recognised words that were not on the original list. The words they

falsely recognised were highly consistent with the category of person that

was described. This result demonstrated the organising influence of

people's implicit schemata (Cantor and Mischel,1977).

Personal Construct Theory explains how we organise and simplify

information (Adams-Weber, 1979; Kelly, 1955). Kelly (1955) obserued that

individuals develop personal construct systems to judge events (or the

activities of other people) and to make predictions about future events.

These construct systems operate as interpersonal filters which influence

observations and judgements about other people. They provide lrames of

reference or sets that make receivers look for selected kinds of interpersonal

information and interpret this information according to their own constructs

(Duck, 1982).

The model of man (sic) which Kelly proposes in Personal Construct Theory

is that of "man as a scientist". This means that individuals try to understand,

to make sense of, and to predict the world they inhabit. Individuals do this

by identifying recurrent themes in their experiences of the world, so that the

events they encounter are seen in relation to similar events. Individuals

develop personal construct systems to help them construe the people,

objects, and events they encounter in their life experiences. Ketty (1gSS)

defined a construct as a way in which two things are alike and thereby
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different from a third or more things. lt is the personal construct system that

guides individuals in their attempts to anticipate and understand future life

events (Bannister and Fransella, 1986). Personal constructs are very similar

to schemata, which in turn are synonymous with categories: they all refer to

reference points used by raters to help them make judgements about people

(Cantor and Mischel, 1977; Werner, 1994; Wyer and Srull, 1986).

The social cognition literature (e.9., Ostrom, Pryor, and Simpson, 1981;

Wyer and Srull, 1986) is compelling in arguing for the existence of these

knowledge structures, schemata, implicit personality theories, or personal

constructs. However, the question might be asked, "How do these

categories function in the performance evaluation setting?". How can these

heuristic notions discussed in the literature be put into practice to determine

more clearly the importance of these notions for influencing performance

judgements at work?

One possibility is to consider what might be referred to as "folk theories'of
job performance (Borman, 1983). Folk theories are performance constructs

used by people familiar with a job to describe its performance requirements

and to differentiate between effective and ineffective performance. An

example of this would be a sales manager reporting that a critical factor to

successful performance of sales people is'having a high level of resilience,

being able to take the knocks, and bounce back after encountering a

setbacK. These firm opinions about job performance requirements, or folk

theories, may be examples of categories or schemata that influence the way

an organisation's members view and interpret individual work behaviour. lt

is also likely that a person's categories or schemata could atfect the

evaluations of their subordinates, peers and superiors.
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The personal construct domain shows schemata significantly affect

performance evaluation, although the exact nature of this impact is unclear.

For example, do raters with different schemata regarding the performance

requirements for a job tend to disagree in their performance ratings? Also,

are these categories and their structure stable over time and in different

work conte)ils? Are categories ditficult to change? Can raters be trained to

rate people against uvalid" categories from a job analysis?

Attribution theory is also relevant to the performance rating process.

Attribution refers to observers or raters assigning causes to behaviour, often

erroneously (Kelley and Michela, 1989). Specifically, the fundamental

attribution error (Ross, 1977) occurs when individuals interpret their own

behaviour as being caused primarily by situationalfactors, yet interpret the

behaviour of others as influenced by their personal characteristics, or

internal dispositionalfactors. This effect has been demonstrated across a

range of settings (Kelley and Michela, 1989).

Results from attribution research most relevant to performance ratings are,

first, that consistent behaviour (performance) is more likely to be attributed to

dispositional factors than is inconsistent behaviour (Frieze and Weiner,

1971). Second, and related to this finding, unexpected performance

outcomes are attributed more to chance than to ability on the part of the

ratee (Zuckerman, 1979). Third, observing behaviour consistent with what is

expected tends to be interpreted as dispositionally caused, whereas

unexpected behaviour is thought to be more situationally determined.

Two studies that demonstrate the usefulness of attribution theory for

understanding performance ratings are, first, Deaux and Emswiller's (1974)

study, in which they found that men's successful performance is more likely

to be attributed to their own doing than to chance, while the opposite pattern

of attribution is evident for women. The second study, by Scott and Hamner
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(1975), required raters to evaluate the performance of videotaped actors

exhibiting mean levels of performance, but with some showing ascending

(i.e., improving) levels of performance and others descending levels. The

actors who showed ascending levels were rated relatively high on motivation

and effort and lower on ability as compared with their descending level

counterparts.

Attribution theory raises the question of what factors raters use when making

performance judgements and how those factors influence ratings. For

example, when raters attribute poor performance to situational causes, do

they give uextra credit", providing higher ratings than warranted on the basis

of actual effectiveness, thus allowing for these situational influences?

Attribution theory provides some alternative ways of thinking about and

studying the performance rating process.

Ratlng Processes Research

The research on rating processes has also contributed to identifying how

people perceive and make judgements about performance. lt provides a

framework for assisting in the elimination of rating errors, biases, and

inaccuracies.

Appraising performance from the appraise/s perspective is construed as a

process of cognitively processing information in order to make judgements

(llgen, Bames-Farrell, and McKellin, 1993). Three critical sets of operations

have been identified. These are: the acquisition of information about the

people being evaluated, the organisation and storage of this information in

memory, and retrieval and integration of the information so a judgement can

be made (DeNisi, Cafferty, and Meglino, 1984; Feldman, lg8l).
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Two kinds of rating process cognitive models, that place slightly different

emphases on the three stages, have emerged in the performance rating

literature (Borman, 1991). The first model depicts the rating process as a

sequence that describes the observation, encoding, and storage of

information, recall of information and the judgement steps (DeNisi, Cafferty,

and Meglino, 1984; Landy and Farr, 1980). The second model is similar but

emphasises and elaborates on the encoding step of the rating process. lt

considers, in some depth, the categorisation process that occurs during the

encoding step (Feldman, 1981; llgen and Feldman, 1983; Lord, 1985). The

principles of the two models are discussed below.

Behavioural Model of Perceivlng and Making Judgements About

Performance

This model has been called a data-driven approach (Abelson, 1981), a

bottom-up approach (Fiske and Taylor, 1984), and a behaviour model

(Borman, 1977,1978) of human judgement. The model developed by DeNisi

et al. (1984) proposes that raters must first observe the behaviour of the

ratee, then form a cognitive representation of that behaviour, store the

representation in memory, retrieve the information needed for the evaluation,

reconsider and integrate the retrieved information with present information

and, finally, assign the formal evaluation.

This model depicts the judgement process as an objective process by which

we accumulate many specific pieces of factual information, then integrate

this information in a logical and systematic way to form accurate judgements

about people (DeNisi et al., 1984; Thornton, 1992). The model assumes we

are capable of attending to details of people's behaviour, storing memories

of specific events, and foming objective judgements based on what actually



14

takes place. The rating sequence, along with fac.tors hypothesised to

influence that process, is provided in Figure 2.1.

The DeNisi et al. (1984) model is detailed in specifying the cognitive steps

that take place during the rating process (see Figure 2.11. Performance

information is sought, coded, and installed first in "individual memory bins"

and then in longer term memory. Before performance is evaluated, the rater

makes judgements about possible external influences on the performance

and how typical this performance is of the ratee. DeNisi et al. (1984)

emphasise that the rater is an active seeker of performance information;

they also note the central importance of memory in the rating process.

While this model views the perceiver as an objective receiver and processor

of information, it is recognised that different raters observing the same

person may observe, encode, store, and recall different information (Tsui

and Ohlott, 1988). Potential sources of error are rampant (Borman, 1991).

These include inadequate sampling of the job behaviour domain, lack of

knowledge or cooperation by the raters, or changes in the job environment.

It is recognised that the distortion of information may occur at any stage of

the perceptual or memory processes (Cantor and Mischel, 1977)

The behaviour model indicates that observers are able to observe and

remember specific behaviours (Hintzman, 1986,1988). Research has shown

that when people observe others they can in fac't remember most of the

social interaction that takes place (Hastie and Kumar, 1979; Locksley,

Borgida, Brekke, and Hepburn, 1980). However, it is acknowledged by most

researchers that it is unlikely that humans are able to perceive and store in

long-term memory allthe stimulithey encounter (Thomton, 1gg2).



15

CDc
C5(r
CDc
E
o
o(L
o
oEo

.+
€o
CD

o
.g
ct)o
=Ec
(d

;to
(U

C)

.9,z
oo

c\|
(t
5
CD

IL

o
6t

.o

clt

o
rct€
.b

e
G'
c)v)



16

One factor that determines what behaviours we observe and record is the

pulpose of the observation (Higgins and Bargh, 1987). In most everyday

social interactions, individuals need to form only general impressions of

other people, so they tend to extract and retain overall impressions, a fact

which supports the schema theory. However, when people are told that the

purpose of the observation is to observe and note in detail what they

observe, as in assessment centres,lhey can in fact do so (Alba and Hasher,

1e83).

Schema Model of Perceiving and Making Judgements About

Performance

This model is described as a schema-driven approach (Fiske and Taylor,

1984). lt has also been called a top-down approach and a cognitive

categorisation model (Nisbett and Ross, 1980). These terms convey the

idea that when we think about people's behaviour we are influenced by our

prior perceptions, memory, and inferences about these people; that we failto

see objectively many detailed behaviours that take place; and that our

memory consists largely of general impressions and broad evaluations of

people.

This model emphasises and elaborates on the encoding step in the previous

model and considers, in some depth, how information is categorised and

processed (Feldman, 1981; llgen and Feldman, 1983; Lord, 1985). This

approach states that we have limited capacities to attend to the vast array ol

environmental stimulithat bombards us, and therefore we are selective in

the events we attend to and have flawed capacities to remember prior events

(Alba and Hasher, 1983; Thornton, 1992).
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The Feldman (1981, 1986) and llgen and Feldman (1983) models contain

the cognitive-based information processing sequence that was described

previously in the behavioural model, with two additional features. First, they

elaborate considerably on the categorisation process, that part of the

process model where encoding takes place. Confronted with the barrage of

performance-related information about ratees, the rater simplifies the

information by categorising it into dimensions that represent, in relatively

simple form, the complexity of the "raW' behaviour observed. Categories are

selected for a ratee behaviour via a matching process between features of

the behaviour (e.9., works long hours) and the category (e.9., hardworking).

When work-related information about the ratee is to be recorded, often the

category is brought up rather than the specific behaviour (Lord and Maher,

1e8e).

The classification schemes we use are devices to help us simplify our

observations and may not be meaningful categories. The categories we

uss, the associations we make among specific behaviours within categories,

and the associations we make among categories may be artificially created

by the implicit personality theories that we hold about people (Cooper,

1981). lf a person believes, for example, that people who speak fluently are

intelligent, then, according to schema theory, these systems of beliefs may

be artificially created and not based on real behaviour.

A second difference between the behavioural and schema model is that

automatic and controlled attentional processes are distinguished. \A/hen the

pattems of ratee behaviour conform with previous impressions, then the

behaviour is "automaticall/ categorised without much conscious effort.

However, when an unexpected or otherwise noteworthy behaviour is

observed, more active categorising, including changing categories for a

ratee (e.9., from uconscientious" to ucareless at times"), is likely to occur.
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Schema-driven theory also states that memories are predominantly

composed of abstract representations or interpretations of events that have

been witnessed (Cooper, 1981; Fiske and Taylor, 1984). This impties that

short-term memory may consist of accurate details whereas long-term

memory consists largely of general categories lacking in detail (Wyer and

Srull, 1986). Furthermore, any detailtransferred to long-term memory

remains there only for a limited period of time. Decay takes place, and this

decay is selective. According to this theory, we tend to retain those bits of

information that are consistent with the general impressions we hold.

As mentioned earlier, categorising performance-related behaviour simplifies

a large amount of performance information that is observed. Research in

cognitive psychology has confirmed the heuristic usefulness of some kinds

of knowledge categories or structures. These categories have been used to

explain social classifications in performance appraisal (Borman, 1987;

Nathan and Lord, 1983), leadership perceptions (Lord, Foti, and De Vader,

1984), threat versus opportunity labels in strategic decision-making (Dutton

and Jackson, 1987), organisational culture (Harris, 1989), goal-related

cognitions (Gioia and Poole, 1984; Lord and Kernan, 1987), and framing

etfects in decision-making (Beach, 1990). These categories are referred to

by many ditferent names, with minor variations in meaning, such as

schemata, prototypes, stereotypes or scripts (Lord and Maher, 1991).

As defined earlier, schemata are virtually synonymous with categories, both

referring to reference concepts used by raters to help make judgements

about people. Prototypes highlight modal or typical features of a category

(e.9., Hastie, 1981) and can be thought of as good examples of schemata.

An example of a prototype, is'Joe is a perfect example of what I think of as

sociable". Stereotypes are similar to prototypes but refer to groups of people

rather than individuals (Hamilton and Gifford, 1976). Stereotypes have been

defined as shared, consensual beliefs about a group (Bar-Tal and
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Kruglanski, 1992). Attributes are assigned to a person solely on the basis of

the class or category to which they belong. In addition, stereotypes tend to

carry a significant affective component, usually negative. Finally, scripts of

events or event sequences are what is remembered as being representative

of a person's actions (Abelson, 1981). They are often abstracted versions of

actual events, with gaps filled in to create a coherent story. In filling these

gaps, actions and other made-up parts of the story are included to be

consistent with what is remembered about the events sequence relating to

the person being evaluated.

According to schema theory, our selective perception operates in a

predictable way, we tend to under-sample relevant observations (Cooper,

1981; Major, 1980); that is, we make relatively few observations that are

relevant to the judgements we must make. In addition, our prior knowledge

of an individual influences our subsequent observations. According to this

view, the observer has a difficuh time withholding judgement and may make

judgements based on little relevant information, instead of taking into

account the abundant information that is usually available. Basically,

schemata and associated hypothesised knowledge structures are used to

reduce the complexhy in social perception. They also result in specific

behavioural information not being retained, which invariably results in errors

and biases in perception.

It is clear that there are two well developed points of view about how we

perceive information and how we make judgements: the schema-driven and

behaviour-driven based theories. There is theoretical and research support

for each theory. The socialjudgement research provides some useful

guidelines on when each of the two approaches is used. lf people are

simply forming general impressions of others, then schemata ars more likely

to affect observations, memory, and judgements (Fiske and Taylor, 1984).

On the other hand, if people are told to obserue details, they can and do
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perceive and retain a vast amount of specific information (Sherman, Judd,

and Park, 1989). lf observers must rely on memory, implicit personality

theories may come to mind, and artificially high relationships among the

dimensions may result (Cooper, 1981). Nathan and Lord (1983) have shown

that if behaviours fit into clear cognitive dimensions, observers are able to

put observations directly into long term memory, but if observers do not have

a clear understanding of the categories, they will not recall real behaviours

and may in fact reconstruct events to fit the general schemata they hold

(Alba and Hasher, 1983).

Thornton (1992) states that neither of the approaches explains what

happens in all instances of interpersonaljudgement. He states that instead

of trying to determine which theory is the most accurate, we should try to

understand when each process occurs, what conditions foster behaviour-

based or schema-based evaluation, and what can be learned to foster better

assessment. In addition, there has also been a callto focus on why raters

often distort ratings (i.e., why some people rate people favourably, when

they regard their performance as poor). These motivational variables are

often not considered in the cognitive processing models (Dipboye, 1985;

Fried, Bellamy, and Tiegs, 1992; Schmitt and Klimoski, 1990).

Cognltlve Structures Used In Perceptlon

Recent perception research has focused primarily on the structures people

use to perceive information. Personality traits are viewed as one of the

many structures people use to make sense of other people (Fiske, 1gg3).

The most popular and enduring taxonomy of personality descriptors is the

Five Factor model (Digman, 1990). Generally, researchers agree that there

are five robust factors of personality that can serve as a meaningful
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taxonomy for classifying personality attributes (Digman, 1990; Mount,

Barrick, and Strauss, 1994). People tend to assess and describe people in

relation to this five-factor model, because they believe these five traits

largely reflect people's goals and predict their behaviour.

This taxonomy has consistently emerged in longitudina! studies from

different sources (e.9., ratings by self, spouse, acquaintances, and frlends);

with numerous personality inventories and theoretical systems; and in

different age, sex, race, and language groups (Digman, 1990; Mount,

Barrick, and Strauss, 1994). Although the names for these factors differ

across researchers, the following labels and prototypicalcharacteristics are

representative: extraversion (sociable, talkative, assertive, ambitious, and

active), agreeableness (good-natured, cooperative, and trusting),

conscientious (responsible, dependable, able to plan, organised, persistent,

and achievement-oriented), emotional stability (calm, secure and not

nervous), and openness to experience (imaginative, artistically sensitive,

and intellectual) (Mount, Barrick, and Strauss, 1994).

People also use stereotypes in much the same way as personality traits to

distinguish among people. Compared with traits, stereotypes have richer

associations, more visual features, more distinctive characteristics, and

operate more efficiently (Anderson, Klatzky, and Murray, 1990). People's

stereotypes are often wellestablished and categorisation happens

automatically (Fiske, 1993). Appearance is frequently used as a basis for

stereotyping people.

One specific type of stereotyped appearance that has recently provoked

considerable research, is the degree to which a person's face is babyish

(Zebrowitz, 1990). Perceivers see baby-faced others (regardless of whether

they are an infant or adult) as needing to be nurtured. Baby-faced adults are

seen as submissive, naive, warm, innocent, and not shrewd. No doubt there
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are some real benefits to possessing a "baby-face'for some occupations

such as salesperson.

A third type of categorisation that has received attention in recent times is

the use of stories to assist in making sense of events where the individual

does not have ready categorisations (Brunner, 1991). People create brief

stories in their head that allow them to make sense of puzzling or conflicting

information. For example, stories could be fabricated to help understand

why an A grade student who had a wide circle of friends and interests

committed suicide.

There are clearly many cognitive errors that can interfere with our

evaluations of people's performance. lntegralto our understanding of the

evaluation process is an understanding of the cognitive errors or illusions

that occur when we make evaluative decisions.

Cognitlve Errors

As mentioned earlier, we rely on simplifying strategies, or rules of thumb,

when making decisions which often introduce a number of errors into the

evaluation process (Bazerman, 1990). The simplifying strategies that we

use to make decisions are called heuristics. They are standard rules that

implicitly direct our judgement. They serve as a mechanism for coping with

the complex environment surrounding our decisions. In general, heuristics

can be useful in that they often provide people with a simple way of dealing

with an abundance of complex information (Bazerman, 1990).

Northcraft, Neale, and Huber (1989) suggest there are three specific biases

that are most relevant to evaluation decisions: availability, saliencs bias and

anchoring, and adjustment. They state that other cognitive errors such as
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hindsight, representativeness, base-rate fallacy, fundamental attribution

error, false consensus, and halo also impact on evaluation decisions.

Availability and Salience bias

When we evaluate people's performance we recall instances of their past

performance. People assess the frequency, probability, or likely causes of

an event by the degree to which instances or occurrences of that event are

readily available in memory fiversky and Kahneman, 1973). Our abitity to

recall information is vulnerable to the availability bias (Downing, 1994).

Often, managers rely on intuitive judgements about the frequency of certain

types of performance to base their overall assessment on the ease with

which instances come to mind.

Underlying this process is the assumption that available behaviour is

frequent behaviour, and is therefore representative of an employee's overall

performance (Brodt, 1990). lf a person, for example, is asked to evaluate a

performer and only instances of poor performance come to mind, they might

conclude that poor performance is more frequent than superior performance

and that the employee is an overall poor performer. Research on the

availability heuristic suggests that samples of behaviour brought to mind are

randomly selected, and the ease with which instances come to mind is not

necessarily indicative of their relative frequency (Iversky and Kahneman,

1973).

There are a number of ways in which the availability heuristic might bias

judgements. First, as Taylor and Thompson (1982) suggest, information that

is salient and vivid captures a disproportionate amount of people's attention

and may therefore bias judgement. Nisbett and Ross (1980) defined vivid as
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'(a) emotionally interesting, (b) concrete and imagery-provoking, and (c)

proximate in a sensory, temporal, or spatialway'(p. 45).

For instance, information about a female senior executive's performance

might tend to be remembered more easily if she were the only female senior

executive. Information about her performance would tend to be more salient

because she would 'stand ouf'amongst an all-male peer group. Often

salient information may be given overdue emphasis (Nisbett and Ross,

1980). Three factors may underlie the relative ease of accessing vivid

information from memory. First, valid information attracts attention so it is

processed more fully than less memorable information. Second, vivid

information often evokes a mental image that facilitates encoding retrieval of

information from memory. Third, people often respond emotionally to vivid

information.

Familiarity also influences how availably the information can be recalled.

For instance, Tversky and Kahneman (1974) gave two groups of subjec{s

lists of names that contained well-known celebrities. One group was given a

list that included more famous men than women, and the other group was

given a list that included more famous women than men. Both groups were

asked to estimate the number of men and women included on the lists. Both

groups overestimated the number of people in the gender category that

included more famous people. Familiarity with the names had made the

information more available, which influenced the frequency estimate.

Recency also influences the availability of information (Tversky and

Kahneman, 1974). Recent instances are more available than instances that

occurred in the past, even though a recent event may be highly atypical.

Often managers recount what a subordinate did that morning, yesterday, and

the day before, as an indicator of their performance. So a mediocre

manager is likely to get a higher performance rating if she or he had recently
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been responsible for completion of a successful project, because of the

recency of the success.

Anchoring and Adjustment

When we make judgements about people we invariably start from a base

point or anchor and then proceed through a series of adjustments as we

receive more information until a linal evaluation is reached (Brodt, 1990;

Switzer and Sniezek, 1991). Hogarth (1988) proposes that this estimation is

an ongoing process. He describes the process of person perception, for

example, as one of incrementaladjustments from an initial impression

(possibly inaccurate) to a state of knowing the individual.

The initial value, or starting point, may be suggested from historical

precedent, from the way in which a problem is presented, or from random

information. Judgements progress incrementally through a series of

tentative judgements or "best guesses" and, presumably, their adjustment

process corrects any inaccuracies along the way. Errors can occur if there

is an over-reliance on an arbitrary anchor, or reference point, or if there is an

insufficient adjustment away from the initial value. When measuring

performance, managers have a variety of potential anchors at their disposal

(e.9., goals, group norms); but they tend to anchor their assessments on

past performance (e.9., "How well did she do relative to last year?").

Neale, Huber, and Northcraft (1987) provide evidence of anchoring effects in

performance appraisal and allocation of resources. They found that

subordinates who had received accolades in the past were significantly more

likely to continue to benefit in the future, compared with subordinates who

had received lower assessments. In particular, subordinates who had

previously received high ratings and who continued to receive positive
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feedback, were rewarded larger pay increases, were high in the probabilities

of promotion, and were less likely to be perceived as in need of training

compared with their subordinates who had received lower past assessments.

In this case the anchor was their previous past performance. Similarly,

Goodman (1974) reported that independent of subordinate performance,

managers who received raises tended to award larger raises to their

subordinates than did managers with lower salaries. The manager's salary

in this case may act as an anchor.

Other llluslons

Brodt (1990) states that the evaluation of performance is also vulnerable to

five other cognitive illusions. They are hindsight, representativeness, base-

rate fallacy, fundamental attribution error, false consensus, and halo error.

Research suggests a "hindsighf illusion, or a "knew-it-all-along" effect can

lead people to over-exaggerate what could have been anticipated when

dealing with a problem (Wood, 1978). This effect refers to people's

tendency to alter their perception of the inevitability of an event once they

know the outcome of the event (Christensen-Szalanski and Willham, 1991).

The view of what actually happened (e.9., a stock market crash) is seen by

people as relatively more inevitable than before it happened (Fischhoff and

Beyth, 1975).

Hindsight bias resuhs in assessors being harsh when evaluating people's

performance, particularly if pedonnance is poor. People believe that it

should be possible to anticipate events much more easily than is actually the

case. This results in successful forecasting being given less credit than it

deserves. Also, the mistakes which people make appear baffling and

obvious in hindsight, because people cannot divorce themselves from the
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outcome and understand what it was truly like for the person making the

decisions, without the benefit of knowing the outcome.

In a typical hindsight study, subjeas are presented with information about a

chance event which has two or more possible outcomes. They are then

informed about which outcome actually occurred and are asked to indicate

the likelihood of that outcome occurring had they not been told what

happened. This results in a hindsight probability estimate being determined.

This is compared with a'foresighf'probability estimate, which is calculated

by giving another group of subjects the same information but not telling them

the outcome. The greater lhe difference between the two probability

estimates, the greater the effect of hindsight bias. When the hindsight bias

is operating, events which have occurred retrospectively are seen as having

been more likely to have occurred and events which did not occur are

retrospectively seen as been less likely to have occurred (Christensen-

Szalanski and Willham, 1991).

The representativeness heuristic allows a rater to assess an employee's

performance quickly by evaluating the goodness of fit between the individual

and a category prototype such as 'a good performef or "a bad performe/'. lt

is a cognitive shortcut that reduces a complex task of evaluation to a "simple

goodness of fif'assessment. Managers use the representativeness heuristic

on a regular basis. They predict a person's performance based on the

category of persons that the focal individual represents for them in their past

(Bazerman, 1990).

In some cases the use of the heuristic is a good first cut approximation, in

other cases, it leads to discriminatory behaviour. Often individuals tend to

rely on such strategies, even when this information is insufficient and better

information exists with which to make an accurate judgement. More often

representativeness leads to serious errors because of the inconsistency
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between the logic of probability and the logic of representativeness. More

research needs to be done on identifying salient categories that people use

to judge effectiveness (Brodt, 1990).

Base rate fallacy occurs when people tend to under-use base rate

information when making predictions, or information about the prior

probability of an event. Conversely, people overemphasise specific,

concrete, and anecdotal information, which is often less valid and reliable

than base rate information (Hamill, Wilson, and Nisbett, 1980; Taylor, 1982).

This is demonstrated in Tversky's and Kahneman's (1973) study. They

asked subjects to read a personality description and estimate the likelihood

that the person was an engineer or a lawyer. For one group of subjects the

individual was randomly drawn from a group of 70 engineers and 30 lawyers,

and for another group the individual was drawn from a group of 30 engineers

and 70 lawyers. Both groups were given identical personality descriptions

for the individual in question. Since the two groups of subjects were given

different base rates (prior odds), different estimates should have been

obtained from these two groups, according to Bayes's rule. However,

subjects from both groups gave the same probability estimates. Tversky and

Kahneman concluded that the base rate information had been ignored

because the subjects based their judgements on the representativeness of

the personality description (i.e., whether the personality description sounded

more "attorney-like" or "engineer-like").

Fundamental attribution error occurs when people attribute behaviour to a

person's disposition and ignore powerful determinants of behaviour (Ross

and Anderson, 1982). Ross (1977\ argues that people rarely analyse

situations as "intuitive scientists" who are in search of the true course of an

action or event; rather people's investigations are biased, generally

overlooking situation factors in favour of personality traits and dispositions.
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For example, a general manager may conclude that the sales managers are

less committed and motivated than the previous year because of a drop in

the number of sales. The manager may be overlooking the three new

competitors that have entered the market, and that allthree were selling

similar products. The general manager's erroneous assumption about the

sales managers' performance is likely to be an example of a fundamental

attribution error. Fundamentalattribution error has been shown to have a

negative impact on the quality of assessments in work situations (Borman,

1e91).

Another error is the tendency to perceive "false consensus". That is, an

individual's own behaviour and responses to situations are considered

typical and appropriate, while other alternatives are considered odd and

inappropriate (Ross and Anderson, 1982). False consensus bias presents

potentially the gloomiest forecast for the future of fair and equitable

performance evaluation. False consensus implies that the manager believes

that his or her choices in behaviour are the norm. As a result of false

consensus, a capable subordinate who excels may be robbed of the rewards

for successlul performance. A subordinate may, for example, excel and his

manager believes she would have behaved similarly to her subordinate,

given the same situation. The manager would reframe the subordinate's

behaviour as commonplace and treat it as such, by not recognising the

subordinate's behaviour. This may lead the subordinate to devalue his

accomplishments and reconstrue the event as being unexceptional. In this

way false consensus can undervalue excellent performance in the work

place.

The halo effect (Thorndike, 1920) is another error that can interfere with the

rating process. lt is probably the most pervasive bias in performance

evaluation. The halo effect occurs when a rater generalises from one trait or

a global impression to all other traits (Murphy, Jacko, and Anhah, 1993; Tsui
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and Ohlott, 1988). An individual is rated either high or low on many factors

because the rater knows (or thinks they know) that the individual is high or

low on some specific or key factor. In other words, the ratings do not

discriminate among different performance factors.

The concept of personal constructs helps shed light on how a halo is formed

by raters (Ostroff and llgen, 1985). The categories used to evaluate people

are based on global traits rather than on specific behaviours observed, and

the rater's belief about trait covariation will affect his or her evaluation of

others. A similar idea is discussed by DeNisi, Caffefty, and Meglino (1984),

who suggest that preconceived notions that the rater holds about the ratee

are one determinant of the kinds of information the rater seeks about the

ratee's performance. These preconceived notions help the rater form the

basis or schema that will be used to interpret incoming stimuli. lf a rater

characterises a ratee in terms of "good" or'bad" schema, the rater will

collect and recall only those pieces of information that are consistent with

the schema.

A common assumption is that increased observation of performance-relevant

ratee behaviour will reduce halo bias and therefore improve the validity of

subsequent ratings. The available evidence indicates, however, that when

raters have a greater opportunity to observe a rater's performance, and are

more familiar with the behaviour to be rated, halo actually increases (Jacobs

and Kozlowski, 1985). Other suggested solutions to the halo problem have

ranged from rater training (Borman, 1975; Pulakos, 1984) to statistical

correction for halo (Holzbach, 1978; Landy, Vance, Bames-Farrell, and

Steele, 1980), both of which have demonstrated mixed success.

In conclusion, a number of factors influence how people perceive and make

judgements about work performance. The focus over the last 20 years has

changed from primarily focusing on the rating form to trying to understand
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people's cognitive processes. In particular, more emphasis is being placed

on examining the categories people use to decide about the effectiveness of

others (Bames-Farrelland Coutkure, 1984; llgen, Barnes-Farrell and

McKellin, 1993).

It is now necessary to locus on issues related to managerial etfectiveness,

such as the criterion, the format and content of competencies, the definition

and nature of managerialwork, and the concept of managerial effectiveness.
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CHAPTER THREE

MANAGERIAL EFFECTIVENESS

The search for the behaviours that capture the essence of effective

managerial performance is not too dissimilar to the search for the Holy

Grail. Much effort has been spent producing lists of managerial skills that

describe what managers must possess or be able to do if they want to be

effective. The search for this elusive list of managerial skills seems

almost out of control, if the explosion of popular management books that

contain the latest essential (sic) management skills is any indication

(Luthans, Hodgetts, and Rosenkrantz, 1988).

The commitment to identifying the criteria for effective managerial

performance, in fact, any workers' performance, has been the focus of

psychologists for a number of years (Austin and Villanova, 1992).

Psychologists well appreciate that measures of criterion performance are

necessary for sound personnel practices in organisations (Borman, 1991).

They are therefore essential for assessing the impact of any personnel

management action on individual and group performance (Schmitt and

Klimoski, 1990).

The Criterlon

There have been many ways in which the criterion has been defined

(Austin, Villanova, Kane, and Bernardin, 1991; Guion, 1993). Austin and

Villanova (1992) in their review of criterion measurement defined it as "a

sample of performance (including behaviour and outcomes), measured

directly or indirectly, perceived to be of value to organisational
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constituencies for facilitating decisions about predictors or programs' (p.

838). The criterion is essentially an evaluative standard that can be used

to measure a person's performance. Psychologists are committed to

defining criteria accurately so they can develop methods for observing

and measuring them, so people can better predict who will be successful

and who will not.

When criteria are discussed they are often referred to as the "criterion

problem" (Campbell, McCloy, Oppler, and Sager, 1993; Cascio, 1991;

Landy and Farr, 1983; Smith, 1976). This term is often invoked to alert

people to the difficulties involved in the process of conceptualising and

measuring performance constructs that are multidimensional and

appropriate for different purposes (e.9., selection, training initiatives,

performance appraisal, etc.). Austin and Villanova (1992) provided a

comprehensive review of the issues surrounding the criterion problem.

They considered the conceptualisations, technical advances, and

controversies in the measurement and use of criteria since the formal

beginnings of industrial and organisational psychology. Recently the

dimensionality of criteria, the combining of criteria, and whether criteria

are dynamic, have been topics of general interest.

Griterion dimensionality is an intriguing and complicating concept in the

area of criterion measurement (Borman, 1991; Ghiselli, 1956). The notion

is that two or more persons on the same job may be equally effective, but

may reach the level of performance very differently in behaviouralterms.

This is likely to be the case in positions that have a reasonable amount of

discretion in the way in which activities can be performed. In a

management job, for example, one manager may lead with charisma and

flair, while another may have virtually no flair or charisma but have a very

participative and caring management style. Therefore, different

dimensions of performance are relevant for assessing the effectiveness of
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these two managers. In positions where different behavioural patterns are

possible for success, this could create a potential criterion problem

(Borman, 1991 ; Cascio, 1991).

Another criterion dimensionality issue is the expansion of the criterion to

include extra role behaviours, those behaviours that go beyond the

requirements of a specified job role (Werner, 1994). Borman and

Motowidlo (1993) suggested that the notion of contextual performance

needs to be considered when considering the criteria required for specific

positions. These extras are not directly involved in task performance but

are similar to constructs such as "citizenship" (Organ, 1988) and

"prosocial organisational behavioul'' (Brief and Motowidlo, 1 986).

Examples of contextual performance dimensions include extra effort,

volunteering for tasks, helping others, and following organisational rules.

Research suggests that as much as 30% of a manager's job may be

defined in terms of contextual performance dimensions (Landy and

Shankster, 1994). In addition, it is hypothesised that contextual

performance has a strong influence on personnel decisions (e.9.,

promotion, training opportunities). Gontextual performance issues, such

as helping others, will no doubt attract considerable research attention in

future years.

Another issue that has caused considerable debate is multiple versus

composite criteria (Latham and Wexley, 1994). There are those who

maintain that measures of ditferent aspects of job performance should be

combined into a single overall composite measure, and those who feel

measures of perlormance should be kept separate and used

independently (Schneider and Schmitt, 1986).

\A/hile this controversy has been waged for many years, the solution

appears relatively straightfonruard. Both sides are right in different
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situations. The resolution of the controversy depends on how the criteria

or criterion will be used. lf the goal is to make practical decisions about

staff members, such as in selection or hiring, then computation of some

weighted composite is essential. However, if the goal is to understand the

dimensions of job performance and how they contribute to job success, as

in the case of the identification of training needs, then multiple criteria

should be used.

However, the composite criterion concept is not useful when high

performance on one dimension cannot compensate for low job

performance on another. For example, consider the case of a manager

who has well developed criticalthinking skills but has difficulty

communicating with staff. Clearly, the manage/s analytical ability can not

compensate for the inability to communicate. The idea that lack of good

performance in one dimension can be compensated for by high

performance in other dimensions works for most, but not all, jobs

(Schneider and Schmitt, 1986).

There has been much debate over whether criteria are dynamic and

therefore change in importance over time (Austin, Humphreys, and Hulin,

1989; Barrett and Alexander, 1989; Barrett, Caldwell, and Alexander,

t989; Deadrick and Madigan, 1990; Hanges, Schneider, and Niles, 1gg0).

The dynamic criterion phenomenon could cause certain variables to be

good prediclors of performance at one point in an employee's tenure but

not at another. The dimensions of performance that seem to be

appropriate and valid early in people's careers may in fact be unrelated to

their job performance at a later stage (Cascio, 1991). In management

jobs the standards against which people are evaluated change over time.

The criteria for assessing the effectiveness of a new manager may

concentrate on factors such as trillingness to learn" or'ability to assume
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responsibility'', while at a later time the standards may concentrate more

on the manager's effec'tiveness in achieving organisational goals.

The research studies that have tackled the issue of dynamic criteria have

not as yet produced a definitive answer on whether work performance

criteria are dynamic (Austin, Humphreys, and Hulin, 1989; Barrett and

Alexander, 1989; Landy and Shankster, 1994). A fundamental issue

embedded in the research on dynamic criteria concems how change is

measured. Researchers have at last started to shed light on the dynamic

criteria debate by investigating individual change patterns. The

researchers are keen to establish whether changes in per{ormance are

systematic and, if they are, whether there are inter-individual differences

in intra-individual change patterns (Hofmann, Jacobs and Baratta, 1993).

Hofmann and his colleagues (Jacobs, Hofmann, and Kriska, 1990;

Hofmann, Jacobs, and Baratta, 1993; Hofmann, Jacobs, and Gerras,

1992) have attempted to tackle the issue of how change is measured.

They argue that the apparent stability of performance measures over time

is the result of aggregating the different performance patterns of

individuals. They found, {or example, that after five years, three different

patterns of performance appear in baseball players. One group continues

to get better, one group stays about the same, and another group gets

worse. \A/hile these results play havoc with utility estimates, it does

provide a possible solution to the dynamic criteria debate: both sides are

right (Landy and Shankster, 1994). Some people change and some

people stay the same. This avenue of research is stilltoo new to provide

a definitive answer, but it is an interesting area for further research (Landy

and Shankster, 1994).
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Definition of Managerlal Competencles

Recently, the term "competency''has been used in the management

literature to describe the criterion. The use of this term has led to a

renewed interest in defining the criterion for effective managerial

performance. As with the criterion, defining the competencies required to

be an effective manager should, if identified and described clearly, form

the basis of an organisation's human resource practice (Sparrow, 1gg4).

These competencies can be used to select, promote, and develop future

managers (Lipshitz and Nevo, 1992).

The introduction of the term competencies by researchers and

practitioners has been attributed to two sources, Boyatzis's 1982 book

"The Competent Manager'' (Woodruffe, 1992), and British educationalists

and trainers. In the 1980s, the latter produced a stream of influential

publications and repods attacking Britain's poor management (Sparrow,

1994). The competency approach was seen as the solution to improving

management skills, as it defined in behaviouralterms what was required

of effective managers. One of the attractions of the competency approach

was that it focused on what people "can do" rather than on what they

know (Hogg, Beard, and Lee, 1994).

The increased interest in defining the competencies of effective managers

has been attributed to two main factors (Boam and Sparrow, 1gg2). First,

the realisation that an organisation's effectiveness rests largely with its

managers (Hanson, 1986; Thomas, 1998;Thurow, 1984). Day and Lord

(1989) estimate that the actions of senior management can explain as

much as 45o/o of an organisation's performance. other studies suggest

that a chief executive's performance is the largest determinant of an

organisation's success (Hunter, Schmidt, and Judiesch, 1gg0). While a

small body of researchers assert that a manager's performance is an



38

inconsequentia! determ inant of organ isational performance (Meind I and

Ehrlich, 1987; Pfeffer, 1977), the majority of the research indicates that

managers play a key role in both the success and failure of an

organisation (Hanson, 1986; Whetten and Cameron, 1991).

Second, the failure of large scale change programmes to deliver the

necessary improvements in individual employee behaviour has also

contributed to the recent interest in competencies (Beer, Eisenstat, and

Spectue, 1990; Boam and Sparrow, 1992). These programmes have

often failed to change staff because they have omitted to define the "neuy''

behaviours expected of employees. They have mostly concentrated on

developing quality and cultural change programmes that are heavy on

theoretical concepts, but light on defining the skills employees need to be

effective.

There has been considerable confusion about what is meant by the term

"competency'' (Elkin, 1995; Sparrow, 1994). \l/hat psychological

constructs do competencies describe (e.9., work functions, aptitudes,

attitudes, performance outcomes, etc.)? Are there generic competencies

or are they all organisation-specific? Are they able to be learnt or are

they discriminative (i.e., selectable)?

Spencer and Spencer (1993) defined them as underlying characteristics

of an individual that are causally related to criterion-referenced effective

and/or superior performance in a job. A competency in this instance can

be defined as a motive, trait, skill, aspect of a person's self image or

social role, or a body of knowledge. Criterion-referenced means that the

competency actually predicts who does something well or poorly, as

measured on a specific criterion or standard. Spencer and Spencer

(1993) stressed that a competency is not a competency unless it predic.ts

something meaningful in a realworld environment.
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Houghiemstra (1990) provided a similar definition of competency, by

suggesting a competency is the accumulation of know-how, skills,

standards and values, ideas, qualities, traits, and motives which

successful people bring to their work. Saul (1989) provided a simpler

definition, suggesting that a competency is any characteristic of a

manager that enables him/her to perform successfully in a job. Boyatzis

(1982) defined managerial competencies as underlying characteristics of

a person that differentiate superior from average and poor managerial

performance.

The literature is not helpful in removing the confusion surrounding the use

of the term competency, as it contains a myriad of definitions. On the one

hand, it is said to relate to effective performance, and is definable and

measurable. On the other hand, it can refer to underlying characteristics

which are difficuh to measure (Hogg, Beard, and Lee, 1994). The term

competency has often been used as an umbrella term to cover almost

anything that might directly or indirectly affect job performance

(Woodruffe, 1992).

Competency Formats

There are currently three major perspectives on the format competencies

should take (Gonczi, Hager, and Athanasou, 1993). The first, and

probably the most widely held, is referred to as the task-based, output-

oriented, or behaviourist approach. lt is similar to the Functional Job

Analysis approach developed by Sidney Fine (1971). This approach

conceptualises competencies in terms of the tasks of the job that need to

be performed competently. ln effect the task becomes the competency,

such that, if managers can manage staff, they are said to possess the
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competency of staff management. Evidence for the possession of the

competency is based on direct observation of the task.

The tasks, the focus of this competency approach, have been defined in

different ways (Harvey, 1991). Gael (1988) reported that the definitions

have some common ground, such as: tasks involve an action or series of

actions or elements; these actions are performed closely in time and

usually in the same order; the task has an identifiable starting and

stopping point;task performance results in a meaningful and identifiable

goal, outcome, or objective, and tasks are assignable to individual

positions. The task action verb (e.9., catculate, locate, refer, etc.) is

critical and should be observable and as behaviourally explicit as

possible.

The task based approach has been criticised for ignoring underlying

managerial attributes that contribute to the manager's performance and

therefore not providing a complete picture of the competencies required to

perform the job (Gonczi, Hager, and Athanasou, 1993). To manage staff

effectively, the manager will need to possess managerial attributes such

as perceptiveness, sensitivity, and listening ability. lf a purely task-based

or output-oriented approach is adopted, these attributes would be ignored

because the competencies only describe the tasks that needed to be

performed (i.e., provide feedback to staff) and do not describe the

performance standards that need to be achieved (i.e., feedback is given

on a regular basis). The identification of personal attributes helps to

distinguish between average and superior performance (Boyatzis, 1982).

The ability to provide feedback to staff sensitively, for example, may be a

factor that differentiates average from superior managers.

The second competency model concentrates on the general attributes of

the position holder that are crucial to effective performance. This
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approach has been called an "inputs"-oriented approach to competencies

(Baker, 1991). These competencies are often more behaviourally

abstract than the task-based competency approach (Harvey, 1991).

Such an approach concentrates on the underlying attributes people need

to display to perform a job effectively (e.9., sensitivity, criticalthinking)

and not with the job itself (i.e., staff management). lt takes into account

some of the so-called usoft" competencies like sensitivity and creativity,

which are now seen as increasingly important to an organisation's

effectiveness (Jacobs, 1989). In this model, competencies are thought of

as general attributes. The model ignores the context in which they might

be applied (i.e., what tasks require sensitivity to be disptayed?).

The inputs orientation to competencies has been criticised for its inability

to link the attributes required to perform the job effectively (i.e., sensitivity)

with the tasks or functions that need to be performed (i.e., provide

feedback to staff on their performance). lf an effort is not made to link the

attributes to the tasks, the list of competencies required for a position can

grow exponentially, because no checks are in place to ensure the

attributes are really necessary for performing the tasks. The overriding

criticism to the "inputs" approach is that it is not useful for comparing the

similarities and differences between management positions, because

different terms (i.e., empathy versus sympathy) could be used to describe

the same input competency (Baehr, 1988).

The third approach seeks to marry the input and output approach to

competency development. lt brings together the behaviours people need

to display in order to do the job effectively (e.9., sensitivity) and the

functions and tasks (e.9., staff management). As shown in Table 3.1, it

shows which competency inputs (i.e., attributes) are required for

completing the various managerial outputs (i.e., functions or tasks).
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Table 3.1: Grid Relating Competency Inputs and Outputs

There is no one correct competency format (i.e., input, output, or a

combination of the two). The format of the competency model should be

dictated by the purpose of its application. lf competencies are required

for selection, then the personal attributes (e.9., inputs such as critical

thinking, sensitivity, etc.) that are required to perform the job successfully

need to be defined (Harvey, 1991). This is important in situations where

the person has not had previous experience in the role, and therefore his

or her knowledge of the tasks that need to be performed cannot be

assessed.

The research on validity generalisation is useful in assisting in selection

decisions where a person does not have previous experience. Studies

have shown that a number of predictors can predict performance across

different jobs (Schmidt, Hunter, and Pearlman, 1982). For example,

cognitive ability is seen as a good predictor of performance across a

Competency lnputs

Competency

Outputs

Sensitivity Gritical

Thinklng

Perceptiveness Organisation

Staff

Management

x x x x

Budgeting x

Business

Development

x x

Strategic

Phnning

x x
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range of positions (Hunter and Hunter, 1984). lt might therefore be

expected that cognitive ability will play a significant role in a management

competency model.

lf competencies were required for a job description it would be more

appropriate that the competencies describe the job outputs expected in

the role (e.9., planning, budgeting, etc.)that need to be performed. This

would provide potential employees with the type of information they would

need to make a more informed decision. This would be difficult if a list of

personal attributes were provided instead.

Competency Content

A number of recent competency approaches have started to view

managerial competence as the interactions of behaviours and the

cognitive processes which underlie them (both conscious and

unconscious) (Hogg, Beard, and Lee, 1994). Competency models have

become more comprehensive in their description and more complex.

They can be threshold or differentiating competencies, motive or trait

competencies, and social role or self image competencies (Boyatzis,

1982). In addition, they are otten regarded as dynamic.

Threshold and Ditferentiating Competencles

Competencies can be divided into threshold" and'differentiating"

categories according to the job performance criterion they predict (Boam

and Sparrow, 1992; Spencer and Spencer, 1993). Threshold

competencies describe behaviour that is required to perform a job at an

acceptable level, they do not differentiate between high and low
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performers (Worledge, 1992). A threshold competency for a manager

may be ability to speak English, in an English-speaking country.

Therefore the ability to speak English would be a requirement of all

managers, but is not a competency that is likely to differentiate between

effective and less effective managers. Ineffective managers are likely to

be able to speak English just as competently as effective managers.

Critics of the threshold approach to competencies state that they only

underpin base level performance, and are not causally related to superior

competency performance (i.e., they do not distinguish superior from

average performers) (Worledge, 1992). Threshold competencies are

regarded by some researchers as largely generic, in that these skills will

be required by most managers irrespective of the organisation (Hogg,

Beard, and Lee, 1994).

Differentiating competencies are the competencies that underpin superior

performance and are capable of distinguishing superior from average

performers (Spencer and Spencer, 1993). The ability of the criterion to

discriminate between effective and less effec.tive employees is regarded

as essential if the criterion is to be useful (Cascio, 1991). A manager, for

example, who consistently sets and achieves goals higher than those

required by their employing organisation, is displaying the competency of

'Achievement Motivation". This competency has been found to

differentiate superior from average salespeople (Spencer and Spencer,

1993). Whereas other competencies, such as loyalty, may not

differentiate between effective and less effective managers, both types of

managers could display the same amount of loyalty.

The concept of differentiating competencies can be seen as appealing

from an organisation's perspective, because organisations constantly

search for the competencies that will help identity superior managers.
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However, the quest to identify only differentiating competencies may

mean that many of the threshold competencies, which are still important

for etfective performance, are overlooked because they are viewed as

mundane or urun of the mill".

Some take the view that competency lists should be considered as a

whole, which means that some competencies should not be regarded as

more important than others (Boam and Sparrow, 1992). lf a competency

list described 'self-confidence" as a threshold competency and

'sensitivity''as a differentiating competency, the latter is likely to be mors

valued. However, both are equally important and interact closely. A

sensitive person who is not self-confident may be seen as weak by others;

on the other hand, a self-confident person who is not sensitive runs the

risk of being seen as abrupt, or worse, obnoxious. People should be

assessed on all competencies that are relevant to the job, and therefore

need to be given the opportunity to develop on all of them.

Motlve and Trait Competencles

Competencies can also take the form of a trait or a motive. Traits are

defined as psychologicalfeatures, such as attitudes, emotions, and ways

of perceiving and thinking, that exist inside a person and explain the

recurring tendencies in that person's behaviour (Hogan, 1991). Traits are

often thought of as summaries of past behaviour. McOlelland (1971)

defined motive as a recurrent concern for a goal state, or condition,

appearing in a fantasy, which drives and directs an individual's behaviour.

Motives are said to exist at both the conscious and unconscious levels.
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Boyatzis (1982) states that motives are different from traits in a number of

ways. A motive includes thoughts related to a particular goal state or

theme. People who think (consciously or unconsciously ) about improving

and competing against a standard of excellence are said to have an

achievement motive (Mc0lelland, 1956). Motives cover competencies

such as sense of purpose, commitment, and motivation.

A trait, on the other hand, includes thoughts and psychomotor activity

related to a general category of events. People who believe themselves

to be in control of their future and fate are said to have the trait of efficacy

(Stewart and Winter, 1974). When people with efficacy encounter a

problem or issue, they take the initiative to understand the problem or

resolve the issue (Woodruffe, 1992). Traits cover competencies such as

initiative, flexibility, and self-control.

Competencies in the form of motives and traits are an important

component of effective managerial performance. lt is possible for a

manager to have the necessary skill to perform a task (i.e., provide

feedback to staff), but lack the necessary motive (i.e., commitment) and

trait (i.e., initiative) to perform effectively. Motives and traits address the

issue of whether a manager willperform a managerial function effectively

rather than whether they can perlorm the managerial function. The

distinction is often described as trvill do" versus "can don (Byham and Cox,

1992). Assessment Centres, along with other selection tools, have been

criticised because they often assess a manager's ability to perform a

managerial function effectively (i.e., sensitively give leedback to staff) but

do not assess a manager's motivation to perform the function etfectively in

the work environment. On the other hand, since assessment centres are

able to predict performance, it could be that they are providing some

indication of motivation (Gaugler, Rosenthal, Thornton, and Bentson,

1e87).
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While the concepts of motives and traits provide interesting theoretical

discussion, the ability to differentiate between them is not easy. In

assessment situations it would be ditficult for individuals to differentiate

between the two. lt is impossible to imagine how you would assess

whether the behaviour you were observing was in fact a motive or a trait,

let alone whether the motive was conscious or unconscious. Furthermore,

it needs to be asked whether there is any purpose differentiating the two.

Self-lmage and Social Role Competencles

Competencies have also been differentiated on the basis of whether they

have a self-image or social role function. Self-image refers to a person's

perception of himself or herself and the evaluation of that image. The

definition of self-image incorporates the constructs of both self concept

and self-esteem (Boyatzis, 1982). Woodruffe (1992) statesthat people's

evaluation of the self concept results from a comparison of themselves

with others in their environment. Such that a person's self assessment

might result in seeing themselves as creative and expressive. Their jobs

may require them to be organised and self-disciplined. Consequently, as

a result of feedback, they may see themselves as too creative and

expressive and with insufficient planning ability and self-discipline. Self-

image encompasses competencies such as personal maturity.

Social role refers to the set of social conventions and norms which an

individual perceives as acceptable within the social groups(s) (i.e.,

business, family, church) to which he or she belongs. The particutar

social role adopted by an individual is a combination of the characteristics

which he or she possesses and of how others expect that person to act.

The category includes competencies such as communication skills, social

skills, and leadership skills (Woodruffe, 1992).
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These competencies seem to be defining similar concepts and Boyatzis

appears to be needlessly creating different competency categories.

Again, as with motives and traits, it would be difficult to determine whether

the competency that was being observed was in fact a social role or self-

image competency. lt is difficult to comprehend how this distinction would

be useful in helping a person identify and develop his or her skills.

Dynamlc Competencles

Managerial competencies are also said to be dynamic and changing

(Baker, 1991). This concept of dynamism is slightly different from earlier

discussion about dynamic criteria. The previous discussion focused on

the fact that the dimensionality of job performance changes as a function

of job tenure. Another way in which criteria can be viewed as dynamic

concerns changes in organisational policy about the criteria or

competencies that are important for managerial effectiveness. lf the

importance of managerial competencies do change over time, this

suggests that the construct validity of competencies will also change.

Prien (1966) proposed that changes in organisational goals may lead to

changes in the relative importance of job functions making up a given job.

He cites the example that over time a company may change its primary

goalfrom growth to the development of existing client accounts. ln this

case, the function 'acquisition of new clients and accounts" woutd decline

in importance, while the development function would increase in

importance. What this means is that the weights assigned to various job

performance facets in any combination of these criterion elements would

change. lt has been shown that people in similar types of organisations

may need different competencies depending on their organisation's
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prevailing business strategy (Gupta and Govindarajan, 1984; Szilagyi and

Schweiger, 1984).

An organisation's competencies change to reflect the unstable and

turbulent business environment within which some companies work. As

the world changes, the demands on managers change and they must

adapt to meet the new demands. The competencies required of

managers 15 years ago are ditferent from what is expected today

(Bennett, 1994). Fifteen years ago, many managers spent their careers in

bureaucratic, autocratic, and hierarchical management environments

where effective management hinged on telling subordinates what to do

and when to get it done. The emphasis on the skills managers need has

now changed. They now need to form collegial relationships with their

subordinates and peers, consutt them on a regular basis, and

demonstrate their comrnitment to total quality principles (Limerick and

Cunnington, 1993).

Another school of thought about dynamic competencies is that

competencies do not change, but the titles and definitions used to

describe them do. The changes otten reflect the latest terms used in the

popular business books. For example, the competency that was once

called delegation is now referred to as'empowermenf'or, mors recently,

as the ability to 'zapp" people (Byham and Cox, 1992).

Deflnltion of the Term Manager

The New Zealand Dictionary (Orsman and Ransom, 1989) defines a

manager as "a person who manages, especially a person in charge of a

business" (p. 683). This definition implies that the manager will be

responsible for the performance of people and will need to achieve results
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through people. Others have defined the term differently, For example,

McLennan, Inkson, Dakin, Dewe, and Elkin (1987) define managers as

"essentially anyone who has formal responsibility for the supervision of

other people" (p. 64). Jacques (1976) reported that managers are further

distinguished in that they are assigned more work than they can do, so

are required to delegate work to others.

The term manager can be further defined by examining what managers

do. This is done by classifying employees as managers, on the basis of

the functions and outputs demanded of them (Boyatzis, 1982). ln this

sense, "a person in a management job contributes to the achievement of

organisational goals through planning, coordination, supervising, and

decision-making regarding the investment and use of corporate human

resources" (Boyatzis, 1982, p.16). This is close to the definition offered

by Drucker (1974) of managers as those people who give direction to their

organisations, provide leadership and make decisions about the way the

organisation will use the resources it has available.

The Nature of Managerlal Work

Most research on the nature of managerial work has involved descriptive

methods such as direct observation, diaries, and anecdotes obtained from

interviews (Yukl and Van Fleet, 1992). Reviews of this research have

been published by McOall and Segrist (1980), and Hales (1986).

The typical pattern of managerial activity reflects the dilemmas faced by

most managers. Managers need to make decisions that are based on

information that is both incomplete and overwhelming, and they require

cooperation from many people over whom they often have little authority.
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The descriptive research shows that managerial work is inherently hectic,

varied, fragmented, reactive, and disorderly (Kanter, 1983; Kaplan, 1984;

Martinko and Gardner, 1990). Many activities involve brief oral

interac'tions that provide an opportunity to obtain relevant, up-to-date

information, discover problems, and influence people to implement plans.

Many interactions involve people beside subordinates, such as peers,

superiors, and outsiders.

Research on managerial decision-making, and problem-solving provides

additional insights into the nature of managerialwork (Cohen and March,

1986; Gabarro, 1985; Simon, 1987). Decision processes are highly

political, and most planning is informal and needs to be adaptive so as to

reflec't changing conditions. Effective managers develop a mental agenda

of both short and long-term objectives and strategies (Kotter, 1982a). For

managers to implement plans that require significant innovation, or to

affect the organisation's distribution of power and resources, it is

necessary for the manager to forge a coalition of supporters and sponsors

(Kaplan, 1984). Managers also need to relate problems to each other so

they can find opportunities to solve more than one problem at the sams

time (McOall and Kaplan, 1985).

While considerable progress has been made in understanding the nature

of managerialwork, there is much more that needs to be learned (Hales,

1986). More research is needed to integrate the descriptions of

managerial activities with the pupose of the activities, and description of

the skills required to perform the activities effectively.
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Leaders and Managers

Leadership has been defined in many ways, many of which are similar to

managerial definitions (Yukl and Van Fleet, 1992). After a comprehensive

review of the leadership literature, Stogdill (1974) concluded that there

are almost as many definitions of leadership as there are persons who

have attempted to define the concept" (p. 259). Leadership has been

defined in terms of individual traits, leader behaviour, interaction patterns,

role relationships, follower perceptions, influence over followers, influence

on task goals, and influence on organisational culture (Yukl and Van

Fleet, 1992). Most definitions involve an influence process but appear to

have little else in common.

A similar controversy surrounding the definition of leader continues over

the differences between a leader and a manager (Jacques and Clement,

1994; Kotter, 1990). The degree of overlap between a manager's and a

leader's roles has been a point of sharp disagreement. Some writers

contend that the two are qualitatively different, even mutually exclusive.

For example, Bennis and Nanus (1985) offered a puzzling solution when

they proposed that "managers are people who do things right and leaders

are people who do the right thing" (p. 21). Zaleznik (1977) proposed that

managers are concerned about how things get done, and leaders are

concemed with what things mean to people.

The essential distinction appears to be that leaders influence

commitment, whereas managers merely carry out position responsibilities

and exercise authority. The concept of leadership and management has

been described as three complementary functions: setting a direction for

the company versus planning and budgeting, aligning people to the vision

versus organising and staffing the organisation, and motivating and

inspiring people versus controlling and problem-solving (Kotter, 1gg0).
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The separation of "manage/'and "leade/'has reinforced a tendency to

devalue the importance of the management role. A manager is often seen

as someone who imposes his or her hierarchical authority on others,

whereas a leader gets things done exclusively through his or her "good"

personality, without having to exercise hierarchical authority.

Yukl and Van Fleet (1992) believe that management and leadership are

not separate entities. In their comprehensive review of leadership theory

and research they emphasised the lack of differences between the two by

using the terms manager and leader interchangeably. There is

considerable overlap between the constructs of leadership and

management and there does not appear to be any good reason for

assuming it is impossible to be both a manager and a leader at the same

time.

Effectlve Managers

While much of the management and psychological literature is sprinkled

liberally with the term ueffective managers", most of the literature does not

describe what is meant by the term ueffective" and readers are often

required to draw their own conclusions (Hales, 1986; Sayles, 1979).

Campbell, Dunnette, Lawler, and Weick (1970) conducted one of the few

studies to define managerial etfectiveness. They defined managerial

effectiveness as having four components: individual characteristics,

individual behaviour, organisational outcomes, and internal/external

organisation environment.

The term 'individual characteristics" refers to the personal qualities and

traits that are required for managerial effectiveness (e.9., intelligence,

aptitudes, personality, temperament, etc.). These characteristics have
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been exhaustively documented in managerial trait research (Bray and

Howard, 1983; Stodgill, 1974; Yukl, 1989). 'lndividual behaviou/'

describes the way managers act in response to various work situations.

Organisational outcomes occur as a result of the interaction of the

individual manager's characteristics and behaviour and are often defined

as the level of return for the shareholder, level of productivity, etc. The

internaUexternal organisation environment interacts with the other three

variables. The internal organisational environment represents variables

such as an organisation's tasks, functions, policies, procedures, and the

external environment reflects variables such as market characteristics.

This model of managerial effectiveness is shown in Figure 3.1.

The model implies that a definition of managerial effectiveness should

fulfil at least two requirements. First, it must link the characteristics and

behaviours of the individual manager with the desired organisational

outcomes. Second, it must acknowledge that the pattern of effective

behaviour willvary across different jobs, bosses, organisations and

environments, and in response to the characteristics of the individual

manager (Campbell et al., 1970; Hales, 1986).

It must also be noted that a manager's characteristics and patterns of

behaviour that are effective in one context may not be so in another

(Luthans, Rosenkrantz, and Hennessey, 1985). The effectiveness of the

manager is determined by the degree of fit between the characteristics

and behaviours of the manager and the demands of the particular job

situation.
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Cammock (1991) drew on a number of the effective manager definitions

and developed, 'one who optimises the long term functioning of the

organisation by engaging in the behaviours best fitted to the internal and

external environment in which they manage and to their characteristics

and preferences" (p. 32). He used the term 'optimises" rather than

'maximises" in deference to Seashore and Yuchtman's (1967) argument

that maximisation of outcomes such as profit or growth would generate

imbalances which could be dysfunctional. While the definition

acknowtedges a concern with both performance outcomes (e.9., survival,

productivity ) and with outcomes related to the internal characteristics of

the organisation (e.9., morale, job satisfaction) it fails to refer to the

concept of managing people.

Frequently the terms "effegtive" and *successful" are used

interchangeably in the research (Luthans, Hodgetts, and Rosenkrantz,

1988). Luthans (1988) has been one of the few researchers who have

defined the terms "successful" and oeffectivs". ln their study they

examined the charac{eristics that distinguish effective from successful

managers. "Successful" was defined as managers who were promoted

rapidly and "effective" managers as ones who led high performing units

with satisfied and committed subordinates. Of the managers they studied,

they found only l OYo of the managers were both successful and etfective.

The research showed that successful managers needed different skills

compared with those required by effeclive managers. Luthans (1988)

found that managerial success was more strongly correlated with

networking, and managerial effectiveness was more correlated with the

management of people. However, the ability to network has also been

identified in other studies as being important for the performance of

effective management (Kotter, 1 982a).
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Managerial Effectiveness

A range of objective and subjective measures have been used to describe

managerial effectiveness. The relative advantages of these types of

measures are often hotly debated (Robertson, 1994; Yukl and Van Fleet,

19e2).

One commonly used, seemingly objective, measure of managerial

effectiveness is the extent to which the manager's group or organisation

performs its tasks successfully and achieves its goals (Austin and

Villanova, 1992). Examples of objective measures of performance are

profit growth, profit margin, sales increase, return on investment,

productivity, and production output. Objective criteria are frequently

deficient because they often ignore important aspects of the job and they

only provide a narrow window on a manager's performance. Objective

criteria do not often acknowledge the impact of the manager's behaviour

on his or her unit and the organisation, such as staff commitment to the

organisation. A performance domain needs to include the scope of

behaviours relevant to the goals of the organisation, and not necessarily

be tied to specific job tasks (Guion, 1991). Borman and Motowidlo (1993)

stated that criteria such as organisationalcommitment should be

considered as long as people's performance on those criteria increased

organisational etfectiveness.

Another factor that diminishes the etfectiveness of objective criteria as a

stand-alone measure of etfectiveness is the potential for the criteria to be

contaminated by factors beyond the manage/s control (Campbell et al.,

1970; Nathan and Alexander, 1988). There is little control over factors in

the internaland extemal environment, such as the market in which the

company operates, or increases in interest rates. Objective criteria do not
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often take account of the impact of such uncontrollable factors on the

perceived effectiveness of the manager.

Another type of criterion information is personnel data, the data usually

available in a person's personnelfolder (Landy, 1989). Soms of the

variables that are classified as personnel data include absences,

tardiness, turnover, rate of advancement, salary adjustments, and

accidents. Almost all of these measures tend to affect the well-being of

the organisation, but their global nature makes them inappropriate

measures of managerial effectiveness. They also fall prey to the potential

confounding effects of other variables, such as the unreliable coding of

absences, and the fact that the data is rarely recorded (Toulson, 1990).

The ditficulties that have been raised in relation to the use of objective

and personnel data do not mean they should be disregarded as criteria

(Landy, 1989). Rather, if they are to be useful, a careful analysis of the

relationship between the elements of a manager's job as identified by job

analysis, and the elements of behaviour that reflect effectiveness is

necessary. Even if this is successfully accomplished, there are still many

jobs for which performance will need to be described in terms other than

those provided by objective and personnel data. In many cases this will

mean collecting subjective or judgemental data.

A commonly used subjective measure is ratings of a manager's

effectiveness (Landy, 1989). These ratings are frequently obtained from a

manager's superiors, peers, and subordinates (Cascio, 1991).

Experienced superiors ars a good source of information, because typically

they have seen relatively large numbers of employees working on the job

and therefore have a good idea of different performance levels. Peers are

also a useful source of information as they are often privy to the important

information regarding their co-worker's performance; it is difficuh to hide



59

actualwork performance from colleagues. Subordinates also have

especially relevant information about their supervisor's behaviour (i.e., a

manager's ability to counsel and coach staff) that other work colleagues

are unable to observe.

As highlighted by Borman (1991), there are disadvantages associated

with each of these rating sources. Superiors may not actually observe

much of the day-to-day work performance of their subordinates and often

their ratings, like many other ratings, are confounded by halo. Frequently

superiors give higher ratings to managers they like, regardless of whether

they are performing well (Cascio, 1991; Campbell et al., 1970).

Peers and subordinates often lack experience in making formal

performance evaluations, and the latter are typically in a position to see

only a relatively small portion of their superior's job performance (i.e., they

do not get to see how their manager interacts with other senior

managers). Correlations between superiors' and subordinates' ratings of

managerial performance are often low to nonexistent (Campbell et al.,

1970). The degree to which superiors, peers and subordinates can

provide accurate ratings on performance often depends on the level of

interaction between superiors, co-workers, and subordinates and their

knowledge of the job. In addition, superiors, peers, and subordinates

place a different emphasis on criteria when assessing a manager's

performance and their ratings are otten contaminated with halo and

information processing errors (Campbell, Mc0loy, Oppler, and Sager,

1993; Tsui, 1984).

Another source of valuable information is self-ratings (Levine, 1gB0). A

number of studies have used them as a measure of effecliveness (Lawter,

1967; McEnery and McEnery, 1987; Staley and Shockley-Zalaback,

1986). However, leniency and social desirability are some of the factors
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that have been shown to negatively affect them as a source of

measurement (Anderson, Warner, and Spencer, 1984; Arnold and

Feldman, 1981). Self assessment seems best used in situations where

the negative impact of low ratings is minimal.

In recent years, it has become common for researchers to collect

information on a range of subjective measures that do not fit neatly into a

manager's functionaljob requirements, but are relevant to managerial

effectiveness (Werner, 1994). These include measures such as

subordinate commitment to the manager's proposals and strategies,

commitment to the organisation, and organisational citizenship behaviour

(Organ, 1988). In addition, managerial effectiveness is occasionally

measured in terms of a manager's contribution to the quality and

efficiency of group processes as perceived by fotlowers or outside

observers. Examples of these criteria include the level of cooperation and

teamwork, the effectiveness of group problem-solving and decision-

making, and the readiness of the group to deal with change.

Management effestiveness has been studied in a number of ways,

depending on the researchers'conception of management and their

methodological preferences. These approaches can be classified

according to whether the primary focus is on manager or leader traits and

behaviour, power and influence, or situational factors (Yukl and Van Fleet,

1ee2).

The behavioural approach to managerial effectiveness emphasises what

managers actually do on the job and the relationship of this behaviour to

effectiveness. Major lines of research have included classification of
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rnanagerial behaviours into behavioural categoriee and identification of

behadours rslated to managerial effestiveness. The methods used to

irlentify the skills or compatencies required for eflEetive mqnagerial

performance is the next impoitant issuo to eontemplate.
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CHAPTER FOUR

METHODS USED TO DEVELOP MANAGERIAL COMPETENCY MODELS

ldentifying the competencies required for a position involves the use of one

or more of a large family of job analysis methods. Even a cursory look at

Gael's (1988) Job Analysis Handbook reveals at least 40 different job

analysis techniques that can lead directly or indirectly to the formulation of

competencies. Job analysis is any procedure used to develop insights into

job components: things people do on a job, resources they draw on to do

them, and organisational implications of doing them well or poorly (Guion,

1es1).

Job analysis techniques can range from highly task-oriented methods (Fine,

1971), focusing on precise definitions of the tasks to be carried out, to

methods focusing on the human qualities (i.e., attributes) required to perform

the job (Kandola and Pearn, 1992). Historically, iob analysis methods

assumed that jobs were not changed appreciably by the individual

performing them or by situationalfactors. So early on, only narrative

descriptions of the job's activities (i.e., what activities were performed) were

emphasised (Cascio, 1 991 ). These "job-oriented" approaches concentrated

on workers' accomplishments or achievements rather than their behaviour.

More recently job analysis techniques have attempted to describe jobs in

'worker-oriented" terms (i.e., what skills people need to bring to the job to

allow them to perform the activities effectively) to supplement the job-

oriented approach.

When choosing a method to identity competencies, many writers have

stressed that one source of data is probably insuflicient as each job analysis

method has its strengilhs and weaknesses (Hakel, 1986). A multiple method
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approach will enable the strengths of one job analysis approach to

counterbalance the weaknesses of another (Cook, 1993). The critical

incident job analysis method (Flanagan, 1954), for example, which provides

descriptions of the behaviours that differentiate etfective from less effective

performers, is typically used as an adjunct to other job analysis methods. lt

often supplements methods which provide information on the functional

demands of a position.

The choice of job analysis methods will depend on the objectives of the user,

(i.e., whether the competencies are to be used for selection, job evaluation

purposes, etc.), and other constraints such as organisational size, time

frame for identification of competencies, and budget. White there are

numerous job analysis methods, the three main methods are observation,

interviews, and questionnaires (Ash, 1988).

Observatlon

In this method, as the name suggests, employees are directly observed

performing job tasks, and their behaviours are coded for presence or

absence of a range of predetermined categories. These could include

whether the incumbent is performing certain tasks, the time spent performing

tasks, or whether the incumbent displays certain competencies. Observing

people's work also provides information on important aspects of a job, such

as possible stress or pressure points, and general operating atmosphere.

Observational methods also produce extremely rich qualitative descriptions

of not only lrhat" people do but "hovt''they perform their various activities

(Martinko and Gardner, 1985; Martinko and Gardner, 1990).

Although these aspects of work can be directly reported through other job

analysis techniques, their significance becomes more apparent when
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observed. In addition, research indicates that people's descriptions of their

work behaviour often conflicts with their observed behaviour (Landy, 1989).

The observation approach has been used to collect data on managerialjobs

(Mintzberg, 1973) and the results have yielded a somewhat different picture

of managerial work from that obtained through studies using structured

questionnaires (Martinko, 1988; Tornow and Pinto, 1976).

There are also disadvantages associated with observation. Direct

observation is susceptible to selective attention and biased interpretation of

events by the observer, due to stereotypes and implicit theories (Yukl and

Van Fleet, 1992). Attribution errors also may occur if an observer or

interviewer has information about the performance of the manager's unit

(i.e., whether the manager heads a high- or low-performing unit). However,

these attributional errors are likely to occur across the range of competency

analysis techniques, and are not unique to observationalanalysis.

Observation does not always produce rich, detailed information about

managerial processes. ln some observation studies the observer merely

checks off pre-determined categories in an attempt to classify events rather

than writing narrative descriptions that can be coded at a later time. Highly

struc{ured observation may mean that activities or events that do not fit into

the pre-determined categories may be overlooked (Martinko, 1988). Unlike

narrative description, the use of pre-determined categories tends to reduce

the scope for other researchers to verify the coding or reclassify events in

terms of different category systems, particularly if the original categories are

vague.

One of the disadvantages of direct observation is that it can influence and

distort the way in which the job is carried out, thus resulting in biased data

(Martinko, 1988; Ome, 1962). Furthermore, it may not be possible to

observe all the important or critical aspects of a job directly, such as thinking
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or planning (Martinko and Gardner, 1985; Synder and Glueck, 1980).

Although the output from planning activities is available, it is difficult to

observe the thinking that led to the planning output. lt can also be an

expensive and time consuming way to collect information (Martinko and

Gardner, 1990).

Work Diarles

The work diary is a form of observation, in that it requires job incumbents to

observe and record their own behaviour. lt is a pencil and paper tool that

requires workers to record activities they perform in their job over a specified

period of time. The diary is known by names such as activity log, work

ac'tivities listings, or simply activity list. lt is often used when it is diflicult to

observe the person's work or when little information is available on the

position (Freda and Senkewicz, 1988). lt is an inexpensive technique for

determining the job activities performed by incumbents and the sequence in

which they occur (Martinko, 1988).

The chief advantage of the diary approach is that il is flexible, easy to use,

and, at the same time, produces useful information that can be quantitatively

analysed (Freda and Senkewicz, 1988). Some of the disadvantages are that

managers often forget to fill the diary out and therefore the quality of their

recordings is likely to be affected by memory lapses. Also, the activities job

incumbents record may not reflect what they actually do.

The job incumbents also often find completing a work diary a tedious task.

This would be particularly so for managers, because, as mentioned earlier,

they perform numerous tasks, often simultaneously, that are often very short

in duration. Therefore, accurately recording their activities would be difficult.

As a result, researchers report that there is often a considerable
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deterioration in both detail and accuracy of incumbents'recordings as the

number of days incumbents are required to fill out work diaries increases

(Gael, 1988). A further problem is that the process may not collect all the

important activities that are performed by the job incumbent. This would

occur when the completion of the diary falls within a time frame where

important activities are not performed.

Intervlews

The interview is the most frequently used method of collecting competency

information (Cascio, 1991). lt can be conducted with job holders and others

who have relevant information or viewpoints about the position under

consideration, and a window can be obtained into how people make

decisions about the effeaiveness of their managers. lt can be used to elicit

information about the activities performed in a job or the human attributes

required for effective performance (Baehr, 1991).

One of the key advantages of interviewing people is that it provides an

opportunity to clarify, through direct questioning, their understanding of the

terms they use to describe their work. This overcomes one of the problems

of the less interactive job analysis techniques (i.e., observation, diaries,

etc.). Limitations of the interview method include the reliance on the recall of

the respondent, in that only information that the respondent happens or

chooses to remember is presented in the interview. This can result in self-

serving or biased information (Boyatzis, 1982). The job analysis interview is

also just as susceptible to the sources of bias and distortion (e.9., halo

etfect, influence of non-verbal information, interviewee's appearance, etc.)

that affect other interviews, particularly when the focus is on obtaining

evidence (Cascio, 1991; Landy, 1989).
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Interviews as a form of data gathering have the advantage of being

potentially sensitive to unusual or subtle aspects of a job, in that the job

analyst can ask probing questions to ascertain the competencies required by

the job holder. The interview can be both structured and unstructured.

Outlined below are some of the more common types of structured job

analys is interview approaches.

Crltlcal Incident Intervlews

The critical incident interview technique involves collecting critical incidents

of behaviour which lead to good or poor performance outcomes (Flanagan,

1954). Critical incidents refer to important work events which powerfully

affect work effectiveness. Critical incident data is usually collected by asking

subject matter experts to recall examples of particularly effeciive or

ineffective job behaviour they have witnessed or performed (Harvey, lg91).

To quality as an incident, two criteria have to be met. First, the incident has

to be observable in some way, and second, there should be no doubt about

its relevance to effective or less effective performance (Schneider and

Schmitt, 1986). In order to be critical, an incident should occur in a situation

in which the purpose or intent of the act seems clear to the observer and

where its consequences are sufficiently clear to leave little doubt about its

effects. The technique assumes that the best way to identify competencies

is to focus on differences between good and poor performers.

The strength of the critical incident approach lies in the emphasis placed on

describing behaviours that highlight successful and unsuccessful job

performance. This approach has been criticised because the job anatyst

needs to make a judgement concerning the knowledge, skills, and abilities

that are required of individuals to perform successfully the critical incidents
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that are described (Schneider and Schmitt, 1986). There seems little in the

way of methodology to assist the job analyst to determine the competency

requirements for each critical incident. This invariably means that two job

analysts could listen to the same critical incident (e.9., a description of a

manager who was giving feedback to a subordinate) and identify different

competencies (i.e., sensitivity, judgement, listening ability, etc.) as criticalfor

effective performance.

One of the problems with collecting critical incidents is that the technique

often fails to identify general competency dimensions that are important for

job performance (Caird, 1992; Harvey, 1991). The focus is on competency

as excellence, not adequacy. lt did not, for example, revealthat writing skills

are a requirement for work as a Foreign Service Officer, because they do not

differentiate superior from average performers (Spencer, 1993). ln this case,

superior performers were differentiated from average performers by skills

such as non-verbal empathy, speed in learning political networks, and

having positive expectations of others.

Finally, emphasis on incidents may lead to a fragmented view of what the job

entails. The technique does not provide comprehensive information on the

functions or tasks that are performed. Nevertheless, as mentioned earlier,

the critical incident technique is a useful adjunct to other job analysis

methods.

Behavloural Event lnterviews

A variation of the critical incident technique is behavioural event

interviewing, the prime method used in the analysis of general managerial

competencies carried out by Boyatzis (1982) forthe American Management

Association. The main difference in this approach, compared to the critical
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incident technique, is that the events are analysed in much greater detail so

that a smaller number of "incidents" is obtained.

The method goes beyond Flanagan's interuiew approach by obtaining data

about the interviswees' personality and cognitive style (e.9., what they think

about, feel, and want to accomplish in dealing with the situation). An

interviewee may be required to recallthe actual words used by someone in

an incident they are recounting, so that the analyst has almost enough

information to be able to recreate accurately the situation or event under

examination. ln the interview people are asked to focus on the most critical

situations they have faced in their positions. This produces data on the

most important competencies required by the position. Interviewees tellvivid

'short stories" about how they handled the toughest, most important parts of

their jobs, and, in doing so, reveal the competencies required to do the job

(Spencer and Spencer, 1993).

Some of the advantages of this method are that it is useful for validating

competency hypotheses and for discovering new competencies. Spencer

and Spencer (1993) state that it provides detailed information on

competencies that is free from racial, gender, and cultural bias. lt is difficult

to see how this is accomplished better than by any other job analysis

method. This technique would seem to have similar advantages and

disadvantages to the critical incident technique, although it is probably more

time-consuming because more detailed information is collected about each

incident.

Both the critical incident and behavioural event interview are likely to be

useful in generating information that is relevant to the identification of

competencies. There is still, of course, a gap to be bridged between long

lists of discrete behaviours and the identification of competencies underlying

iob effectiveness, which are judged to be critical (Kandola and Pearn, lgg2).
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A leap needs to be made from the behavioural events and critical incidents

to the formulation of underlying competencies. This is usually achieved

through the more subjective process of having analysts group the

behaviours into competencies or ahernatively the behaviours can be

translated into a questionnaire and subjected to statistical analysis such as

factor analysis.

Repertory Grid lnterviews

Repertory grid interviews are derived lrom George Kelly's (195S) Personal

Construct Theory. As discussed earlier, the ways in which people view the

world are known as personal constructs, and the way these constructs are

elicited is through the repertory grid interview. The repertory grid interview

is now widely used as a versatile and flexible competency identification

technique (Boam and Sparrow, 1992).

The objective of the technique is to uncover the construsts which people use

to structure and understand their environments. lt is an attempt to stand in

others' shoes, to see their world as they see it, to understand their situation,

and their concerns (Fransella and Bannister, 1977). Although the repertory

grid technique can vary with respect to the ways in which constructs are

elicited, all of these procedures require the subjects to rank or rate a set of

environmentalelements (i.e people) or events in relation to the constructs

they identified. Each of the constructs has evaluative bipolar dimensions.

So, if people were asked to describe how their work peers were alike and

different, the bipolar construct might be,'Has a good sense of humour- can

see the funny side to things" versus Takes everything seriously''.
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The repertory grid interview produces a matrix of elements by constructs. By

analysing the constructs that people identify, the construct ratings they

assign to each of their elements, the slructure and content of people's

cognitions can be assessed (Dunn and Ginsberg, 1986; Ginsberg, 1989;

Wacker, 1981). As seen in Table 4.1, there are four steps involved in the

administration and scoring of the repertory grid, as described by Dunn and

Ginsberg (1986).

Table 4.1: The Four Steps Involved in the Adminlstration and Scorlng of

the Repertory Grld (Dunn and Glnsberg, 1986).

Step Description of Step

Element Selection Respondents select element variables

that reflect the domain under

consideration

Element Comparison Elements are randomly divided into

triads and the respondent is asked to

name a way in which two elements are

similar and different from the third.

Element Evaluation Respondents are asked to evaluate the

extent to which each element is

characteristic of each construct.

Grid Analysis The element and construct rankings or

ratings are analysed to yield measures

of the structure and content of the

respondent's cognitive constructs.
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The repertory grid approach has several advantages. lt can generate data

that is often difficult to generate by other means, because it gets to the heart

of the constructs people use to determine the effectiveness of the job

incumbents under investigation. lt deliberately allows the individual or

groups under study to describe ways by which they typically understand,

compare, and contrast people in their work. lt does not impose

predetermined constructs on subjects. lt is a powerful and useful adjunct for

identifying, defining, and establishing behavioural competencies (Kandola

and Pearn, 1992).

One of its main advantages is that it does not ask participants unstructured

questions about how they cognitively organise their world. These types of

questions tend to elicit descriptions of 'espoused theories" rather than

theories that actually govern behaviour (Dunn and Ginsberg, 1986). The

ailraction of the repertory grid approach is that il attempts to go straight to

the underlying behaviours and skills which distinguish between effective and

less effective job performers.

Disadvantages of the approach include the problem that information

collected through the process is often achieved at the expense of a

systematic and detailed picture of the actual tasks that need to be carried

out or the objectives to be met. Furthermore, job analysts can often assume

they have a shared understanding of the words interviewees use to describe

a person's performance and therefore do not ask probing questions to obtain

a clear understanding of the interviewees' performance example. Thus they

may assume they know what an interviewee means when they describe a

person as being charismatic and empathetic, when in fact they do not.

Unless interviewees are probed and prompted, the advantages of the

technique are not apparent. lt is also time-consuming and expensive,

because it requires a reasonable investment in time from both the job

analyst and the person being interviewed.
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Questlonnaires

After the use of job analysis interviews, the second most popular job analysis

method is the use of questionnaires (Yukl and Van Fleet, 1992).

Questionnaires can take many forms. They can range from straightforward

lists of activities ancl/or behaviour, produced by a manager or group of

managers, to highly standardised and elaborate inventories involving several

hundred items that need to be computer analysed.

The more structured questionnaires typically contain the characteristics that

are likely to be encountered in the job under analysis, and require the

respondent to indicate to what extent (if any) they perform the listed tasks or

behaviours, or use the listed knowledge, skills or abilities. ln contrast, the

unstructured questionnaires rely on respondents to describe the tasks they

perform and list the personal characteristics required to perform the job

effectively. Respondents to both structured and unstructured questionnaires

usually include job incumbents, supervisors, and occasionatly job analysts

(Ash, 1988).

Questionnaires can be highly task-focused, worker-focused, or a

combination of the two. They can vary considerabty in the sophistication

required of the user and have considerable potential for quantification and

statistical analysis. When competency information is collected by

questionnaires, experts in the organisation are typically asked to rate

competency items according to importance for effective job performance,

how frequently the competency is required, how much the skill distinguishes

superior from average performance, and how reasonable it is to expect new

hires to have the characteristic, and the like (Gael, 1988).
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Questionnaires are often used to identify the competencies (e.9., tasks that

need to be performed, ailributes required to perform the tasks, etc.) that are

criticalfor effective managerial performance. White the concept of asking

people to analyse and describe the criteria they use to evaluate a manage/s

effectiveness sounds quite simple and reasonable, it is fraught with

difficulties. People do not have great insight into the criteria they use to

evaluate the etfectiveness of other people, as shown in the policy-capturing

studies discussed earlier (Stumpf and London, 1981; Graves and l(arren,

1992). People also tend to overestimate the number of criteria they use to

evaluate people (Graves and Karren, 1992).

The advantages of the questionnaire is that it is a quick and inexpensive

method for collecting sufficient data for statistical analysis. Large numbers

of jobs can be studied efficiently to identify trends in competency

requirements. The completion of questionnaires also allows a large number

of employees to be involved in the process of identifying organisational

competencies, which assists in gaining employee acceptance for the

competencies that are developed (Gael, 1988). Questionnaires can also be

completed at the respondent's leisure, therefore avoiding lost production

time (Cascio, 1991).

One of the potential disadvantages of the method is that there is a reduced

chance of identifying new competencies that may be required for etfective

performance. This occurs because respondents are typically asked to

endorse the competencies that are supplied by the designers of the

questionnaire, and therefore are less likely to generate their own list of

competencies. This is more likely to occur if the competencies covered by

the questionnaire do not comprehensively sample the domain of work under

consideration.



75

Another problem with questionnaires is the vagueness and inaccuracies that

occur with the use of language. People define and interpret the words that

are used to describe managerial competencies differently (Gael, 1988;

Stewart, 1988). The word "integritf', for example, can mean many things to

different people. The huge variability that occurs when people interpret

language seems to have been ignored in the design of some questionnaires.

However, others, such as the Position Analysis Questionnaire (PAQ)

(McOormick, Jeanneret, and Meacham, 1972) provide comprehensive

descriptions of the terms they use to describe work skills.

Questionnaires often provide respondents with the titles of managerial

competencies (i.e., initiative, sincerity, honesty, etc.) and ask them to rank or

rate this list in terms of importance. The problem with this approach seems

obvious, but we still seem to have a misguided belief in our ability to have a

shared understanding of the meanings of these words.

While some questionnaires do provide the title and definitions of the

managerial competencies, these questionnaires can also have their

problems. Often people focus solely on the title and do not read the

definition, particularly if the title is a commonly used managerial term such

as "analytical". Frequently respondents do not bother to read the definition

to see if it reflec'ts their understanding of the competency. This problem

becomes compounded when the managerial competency that is being

described is not clearly observable. The competencies of perceptiveness or

empowering, for example, are not as observable as the competency of oral

communication. Gioia and Sims (1985) found that ratings of leaders'

behaviour were less accurate when the behaviours were ambiguous rather

than concrete and clearly observable.
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People are also often asked in questionnaires to focus on a mythical

manager when completing them, rather than a manager they know. The

process is therefore unlikely to uncover the constructs the respondents use

to assess the effectiveness ol theirmanagers. Focusing on a mythical

manager might make criteria less relevant, if the goal is to get closer to how

a person actually perceives a real manager's effectiveness. The

competencies that are identified are more likely to reflect the fashionable

concepts of managerial effectiveness, rather than the constructs people use

to distinguish good from poor performers

The less structured questionnaires that ask people to generate their own list

of managerial competencies rather than rating a pre-determined list attempt

to get closer to understanding the criteria people use to judge effectiveness.

While the intention is good, this approach faces most of the difficulties posed

by the more structured questionnaires that were discussed earlier. However,

the people analysing the questionnaire are faced with the added problem of

trying to analyse what is meant by the ditferent names given to the

managerial competencies so they can be grouped into dimensions. Factor

analysis could assist in grouping the competencies to identify the underlying

performance dimensions, through mathematically reducing semantic

ambiguity.

Another type of questionnaire is those using computer-based 'expeil"

systems (Spencer and Spencer, 1993). Such systems can pose questions to

researchers, managers, and other experts about the competencies required

of a position. Instead of requiring a job analyst to produce a narrative

description of the skills required for the job, the job analyst or job incumbent

makes ratings of a job on a number of descriptors (i.e., tasks, attributes, etc.)

(Schneider and Schmitt, 1986). These questions are keyed to an extensive

knowledge base of competencies identified by previous studies. The

outputs can range from a list of work functions to a list of work functions and
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corresponding attributes. The expert system manages the analysis process

and provides a detailed description of competencies required for adequate

and superior job performance.

Common generic questionnaires are the Position Analysis Questionnaire

(PAO) (Mc0ormick, Jeanneret, and Meacham,1972\, the Professional and

Managerial Position Questionnaire (PMPQ) (Mitchell and McGormick, 1979),

(Management Position Description Questionnaire (MPDO) (fornow and

Pinto, 1976) and the Work Profiling System (WPS) (Saville and Holdsworth,

1988). The greatest advantage of these instruments is that they efficiently

analyse and identify the required competencies in a fraction of the time of

other competency methods. The main disadvantage is that like any expert

system the quality of the output depends on the quality of the database. The

questionnaires may also overlook specialised or technical competencies that

are specific to certain organisation roles.

Analysls of Competency Data

Managerial competencies are usually analysed and grouped in one or two

ways. They can be grouped thematically or statistically. On a thematic

basis, skills are grouped together if they refer to the same underlying

concept. They are usually sorted individually by independent judges.

Gompetencies are assigned to categories when there is a high level of

agreement among the independent judges on the allocation of the

competency to the category.

The main advantage of the thematic approach is that it is a relatively quick

method for grouping competency data. The disadvantage is that it does not

examine the relationship between how the different competencies relate to

each other, so some competencies may be assessing the same thing or
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there may be a significant overlap in what they are assessing. This method

also produces a lengthier list of managerial competencies than what is

obtained through statistical analysis.

lf competencies are grouped statistically, usually through factor analysis,

information can be obtained on how the competencies relate to each other.

The output also can provide information on how much weight people

aftribute to the various factors. Such that, information can be obtained on

how much importance people may place on technical and interpersonal

competencies when evaluating managers' performance. Managerial

competencies that are identified through factor analysis tend not to be as

lengthy as those grouped thematically. The identification of competencies

through statisticaltechniques is not totally objective, because the naming of

the factors in techniques such as factor analysis is left to human judgement.

Nevertheless, such procedures do provide a quantitative assessment of how

a large sample of people group variables.

Sources of Job Data

One of the most critical decisions made in the course of conducting a job

analysis is identifying the people who will describe the job and provide job

ratings. As Thompson and Thompson (1985) noted, the safest strategy is to

collect information from as many people knowledgeable about the job under

consideration as possible. These sources are usually job incumbents,

supervisors, and job analysts. Subordinates are also able to provide

information on the job under consideration, but are not frequently used as it

is often not politically acceptable to ask subordinates to comment on the

requirements of their managers' jobs. They also have a limited perspective

because they can only comment on the parts of a manager's job they are

able to observe.
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Job incumbents, given that they are involved in the day to day performance

of the job in question, are among the most frequently used sources of job

information (Goldstein, Zedeck, and Schneider, 1993; Harvey, 19gl). The

main drawback to using incumbents is that they may harbour motives that

are in conflict with the goal of obtaining an accurate and complete

description of the job under consideration. They may, for example, perceive

an advantage in exaggerating their duties, particularly if the data is used for

compensation purposes.

Supervisors can also provide valuable job competency information. There is

usually a high level of agreement between supervisors and incumbents on

the tasks that need to be performed in the incumbent's role (Comelius and

Lyness, 1980; O'Reilly, 1973). However, supervisors and incumbents tend

to disagree about the attributes required to perform a role. In general,

supervisors and incumbents provide among the best sources of job

information, particularly when the information is obtained using techniques

(i.e., structured interviews) that allow the job analyst to probe the validity of

their statements.

The use of job analysts to collect data also has a number of advantages.

They are able to produce the most consistent competency ratings across

jobs because of their familiarity with the competency method (Harvey, 1gg1).

This is especially true for standardised job analysis questionnaires,

particularly when the questionnaires use terms that are unfamiliar to job

incumbents or their supervisors.

However, there are drawbacks associated with using extemaljob analysts.

They can be expensive, particularly for positions that are unfamiliar to the

job analyst. Considerable time and effort may be required by the job analyst

to become lamiliar with the job. Problems can also occur if a job analyst is

familiar with a type of position, because an analyst may rely on his or her
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pre-existing knowledge of similar positions, that may or may not accurately

describe the iob at hand.

In conclusion, there are many job analysis methods for deriving

competencies. Choices between them must be made to suit the purpose of

the competency derivation exercise. lt is now important to consider the main

management competency models that have been proposed in the

management and psychological literature.



81

CHAPTER FIVE

MANAGERIAL EFFECTIVENESS MODELS

Over the last 50 years there has been an exponential growth in the

managerial and leadership research that has attempted to identity the

competencies required by managers (Yukl and Van Fleet, 1992). Models

of management competencies have long been espoused in the popular

literature and taxonomies of effective managerial skills are extensive

(Baldwin and Padgett, 1994). The purpose of this chapter is to overview

and compare some of the major models. Models of leadership

competencies are included when the models refer to the competencies

required by managers.

Management Competency Models

lGtz (1955) and Mann (1965) proposed some of the earliest managerial

skilltaxonomies (Yukl and Van Fleet, 1992). Their taxonomy contained

three basic categories of skills: technical skills, human relations skills, and

conceptual skills.

Technical skills include knowledge of products and services, knowledge

of work operations, procedures, and equipment, and knowledge of

markets, clients, and competitors. Human relations skills include the

ability to understand the feelings, attitudes, and motives of others from

their words and actions (empathy, social sensitivity, etc.), abitity to

communicate clearly and etfectively (speech fluency, persuasiveness,

etc.), and ability to establish effective and cooperative relationships (tact,

diplomacy, etc.). Conceptual skills refer to the ability to analyse complex
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events and perceive trends, recognise changes, and identity problems

and opportunities; develop creative, practical solutions to problems; and

conceptualise complex ideas and use models, theories, and analogies.

Katz (1955) and Mann (1965) proposed that leaders needed these three

skills to fulfil their role requirements, but that the relative importance of the

skills depended largely on the leadership situation. They stated that the

skills required by leaders were in part dependent on the manage/s

position in the organisation (i.e., middle manager, senior manager, etc.).

While they did not produce data to support their claims, their propositions

were subsequently supported in later research (Yukl, 1989). Both

researchers did not attempt to ascertain the relationship between the

three skill categories and managerial effectiveness.

Ohlo State Leadershlp Model

The most significant early work on dimensions of leadership behaviour

was conducted by Shartle and his colleagues at Ohio State University in

the 1950s (Fleishman, 1973; Shartle and Stogdill, 1953). They sought to

understand what leaders and managers actually do on the job and the

relationship of this behaviour to leadership etfectiveness.

They developed a questionnaire that contained a range of leadership

behaviours which subordinates of leaders completed. Factor analysis of

the questionnaires revealed that subordinates perceived the behaviour of

their leader primarily in terms of two independent categories, one dealing

with task-oriented behaviours (initiating struc'ture) and the other dealing

with people-oriented behaviours (consideration). The questionnaires

based on these two categories dominated leadership and managerial

research for the next two decades. The simple two-factor model of task-
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oriented and people-oriented behaviour provided a good starting point for

conceptualising leadership behaviour. This model received a high level of

acceptance because it was easy to understand and contrasted with the

exhaustive list of competencies that were being developed by their fellow

researchers (Clark and Clark, 1990).

However, a number of researchers felt that the behaviours were too

broadly defined and too abstract to be useful for managers to understand

the specific role requirements facing them (Campbetl et al., 1970; Clark

and Clark, 1990). In addition, the two-factor modelwas criticised because

it did not take into account the situational relevance of leader behaviours

(Yukl and Van Fleet, 1992). lt is recognised that some task-oriented and

people-oriented behaviour is necessary for any leader, but the relative

importance of specific forms of this behaviour varies from situation to

situation (Yukl, 1989).

It is not enough for a leader to show high concern both for task objectives

and relationships with subordinates; the specific behaviours selected by

the leader to express these concerns must be relevant to the task, the

organisationalcontext, and the subordinates. The clarifying of

subordinates'work roles by leaders, for example, is necessary, but the

appropriate amount, form, and timing of the behaviour depends on the

complexity and the uniqueness of the task and the competence and

experience of the leader's subordinates. Ineffective managers may be

unable to determine what behaviours are appropriate for the situation, or

they may recognise what behaviour is appropriate but lack the skills or

motivation to carry it out (Yukland Van Fleet, 1992).
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Mi ntzberg's Management Model

According to classical management theory, effective managers excel in

executing the managerial functions of planning, staffing, coordinating,

organising, and controlling (Barnard, 1938; Gulick and Urwick, 1937;

Koontz and O'Donnell, 1964). This notion was dispelled by Mintzberg

(1973), who observed five chief executives and found that the classical

functions seemed irrelevant to much of what they actually did.

Specifically, Mintzberg and other researchers found that managerial

behaviour work is characterised by "brevity, variety, and fragmentation"

(Martinko and Gardner, 1990; Mintzberg, 1973; Stewart, 1g8g).

Mintzberg (1973) reported that, 'lf you ask a manager what he (sic) does

he will most likely tell you that he plans, organises, coordinates, and

controls. Then watch what he does. Don't be surprised if you can't relate

what you see to these four words" (p. 49). Mintzberg's research

suggested that classic management theory, with its emphasis on

proactivity, analysis, and comprehensiveness, appeared to be mors

folklore than fact. Mintzberg (1973) proposed that what managers

actually do is best captured by three interpersonal roles (figurehead,

leader, and liaison ), three informational roles (monitor, disseminator, and

spokesman) and four decision-making roles (entrepreneur, disturbance

handler, resource allocator, and negotiatofl.

However, difficutties with Mintzberg's work have been noted in the

literature. The rationale for the tripartite division and the assignment of

the ten roles is unclear, information is not provided on how the roles are

carried out, and what skills are necessary to perform them (Carroll and

Gillen, 1987; Robertson and lles, 1988; Shapira and Dunbar, 1980). In

addition, his descriptions of the ten roles are global, which makes it

difficult to highlight differences in roles across managerialjobs
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(Schippmann, Prien, and Hughes, 1991). The small sample of chief

executives he studied also raises the question about the generalisability

of the results.

Kotter's Managerial Skllls

Kotter (1982b) proposed an alternative conceptualisation of the skills

required of general managers. According to Kotter, managers face two

basic dilemmas: "figuring out what to do", and "getting things dons". He

regarded them as dilemmas because managers work in an environment

that is highly uncertain, they are often faced with information overload,

and there is often a gap between the power managers have and the

power they need to fulfil their responsibilities.

Kotter states that etfective managers overcome these dilemmas by

developing loosely connected agendas of goals and plans, which they

implement opportunistically, and by building a network of relationships

with people who are important for implementing their agenda. He found

that they do two main things. First, they create agendas. Managers

spend time observing and working out where they want the organisation

to go. Second, they build networks of contacts. As their agendas take

shape, they can create links with the people who can help them. Two

factors that are particularly important for working effec'tively in this fashion

are establishing a track record of success and having a comprehensive

knowledge of their organisation.

One of the major criticisms of Mintzberg's and Kotter's pioneering work

concerns the critical question of the relationship between managerial

behaviour and managerial effectiveness. Mintzberg failed to consider this

question, and Kotter observed a small sample of effective managers who
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were not compared with ineffective managers. Both researchers

conducted little in the way of statistical analysis, which would have

allowed them to examine the relationship between the different

managerial competencies (Robertson and lles, 1988).

However, these problems are not unique to these researchers (Hales,

1986; Martinko and Gardiner, 1985). More recent studies have focused

on the relationship between the various managerial competencies and

their relationship to managerial effectiveness (Boyatzis, 1982; Luthans,

Hodgetts, and Rosenkrantz, 1988; Powers, 1987).

The Amerlcan Management Assoclatlon (AMA) Competencles

Perhaps the most widely publicised recent effort to systematically identify

a taxonomy of managerial competencies is described by Powers (1987),

who reports on a study commissioned by the American Management

Association (AMA). The AMA is the largest management-related

organisation in the United States, with approximately 90,000 members.

AMA commissioned researchers to find out what makes managers

competent and to design a programme where managers could develop

these competencies.

The researchers interviewed 2000 managers in 41 different types of jobs

in 12 different organisations. The findings are published in the book, The

Competent Manager, A Modelfor Effective Performance" by Richard

Boyatzis (1982). Using the Job Competence Assessment methodology

pioneered by Boyatzis (1982), the research identified 18 competencies

which clustered into five groups, as shown in Table 5.1.
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IaE!g.!Ll: AMA Management Gompetency Model

1. Goal and Actlon Management Cluster- thls duster deals with the managefs hltatlve,
image, problem-solvlrg skills, and goal orlentalion

Etffdency Orteilation- Concem with dolng something better (in compadson with prevlous
personal performance, others' peilomarrce, or a standard of excellence).
Proacilvity - Dispositlm toward taking ac{m to accomplisfr somethlng (e.9., Insligatlng actvity
lor a specific purpos€).
&nem with Impct - Concem with the symbols and lmplements ol power in order to have
impact on others.
Dlagnosflc Use of Conepts- Use ol a p€rson's previously held concepts to elplaln and
interprcl sihntons.

2. Dlrectlng Subordlnates Cluster- Thls cluster involves a manage/s lreedom of eltpresslon
both in terms of gilving dlrec,tives and orders, and ln giving leedback to help develop
subordnates.

Us of Unllatenl Power - Use of forms of Influence to obtain compllance.
Developlng Others - Ability to prcvlde peilormarrce feedbadc and other needed help to lmprove
perlomance.
Spontanel$ - Abllity to expess oneself freely and easily.

3. Human Resourcsg Management Cluster- Managers wlth these competencles havs
poaitve expec{atons about othes, have rsalistc vlews of themselves, hrild netwod<s or
ooalitions with others to arcomplish tasks; and stlmulate c-ooperation and pride In woft gro{rps.

Ac.ura,te Se/f Assessmenf - Reallstlc and grounded vlew ol onesdf.
Selt Cmtrd - Abllity to inhibit personal needs ln orderlo seMe organisailonal goals.
Stamina aN Adaptability - The energy to sustain long hours of wofi and the flexibility and
odentaflon to adaS to changes h llle and the oryanlsatornl envlronment.
Percophal Oblecflvlty- Abillty to be relaWely obJecWe, ratherlhan be llmlted by excesslve
subjeclivlty or personal biases.
Posidve Regard- Abllltyto e)ersss a podt.ve belief In others.
Mamging GroW Process - Abllity to stlmulate others to work eflec{vely In a group setling.
Us of fulallsd Power- Use cf lnfluence to bulld alllances, networks, orcoalilions.

'f. Ledenhlp Cluetcr - THs clusiler reH€s€nts a manage/s ablllty to dlscem the key ls$res,
pattems, or obJecfives h an orgardsation, ard to then condwt themselves and communlcate In
a sbong fashlon.

Hf Confrdqoe - Ability to corsistently dlsplay decisiveness or prss€rne.
futrytuallstbn- Use ol concepts de rpvolo ldentify a pattem In an assoffnent ol
Informaton.
Loglal Tlnught- A hought pro€ss ln $/hich a person orders eventrs In a causal s€qu€ns.
Us of Onl Prcsntafrons - Abilrty to make eft€c-tive oral presentratiors to others.

5. Speclallsod Knowledge

l_
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While the list appears comprehensive the independence of some of the

competencies is debatable. lt is difficult to see, for example, how the

competencies'Diagnostic Use Of Concepts" in the Goaland Action

Management Cluster is different from "Conceptualisation" in the

Leadership Cluster.

A number of the competencies listed under each of the competencies

would also appear to fit under some of the other competency clusters.

For example, the "Managing Group Processo competency in the Human

Resource Cluster could also fit under the Directing Subordinates and

Leadership Clusters. Some of the competency definitions also appear

vague and ditficuh to understand (e.9., "use of concepts de novo to

identify a pattem in an assortment of information" and 'concern with

symbols and implements of power in order to have an impact on others").

Boyatzis also drew a distinction between ditferentiating and threshold

competencies, and other types of competencies such as motives and

traits and self-image and social-role competencies. The value of these

distinctions, as discussed earlier, is questionable.

Boyatzis's research, on which the AMA modelwas based, set out to

determine which characteristics of managers are related to effective

performance in a variety of management jobs and organisations. Boyatzis

found numerous significant differences in the characteristics of competent

managers between sectors (public versus private), levels (entry, middle,

executive), and functions (marketing, manufacturing, personnel). He also

found differences in the degree to which the competencies were relevant

to the different managerialfunc.tions. Competencies were found to be

required to a greater and lesser extent depending on the function being

performed by the manager across the five functions of planning,

organising, controlling, motivating, and coordinating.
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Hogg, Beard, and Lee (1994) noted other limitations to Boyatzis's

research. First, they felt that the results, contrary to Boyatzis's opinion,

could not be generalised to managers in small companies because the

managers who were involved in the research were nearly all drawn from

large organisations (i.e., Federal Depadments). They felt that the skills

required of managers in smaller organisations were significantly different

from those required in larger organisations, although they failed to provide

any research to support their view. Second, they felt that comparisons

could not be made between the skills required by managers in different

functions and levels because some of the small sample sizes (i.e., six

poor performing managers were compared to four superior performers at

the lower management level). They state that this may have resulted in

significant differences between groups of managers being obscured.

Boyatzis himself (1982) admits that caution needs to be taken in

generalising his findings and conclusions, and that they should be

considered exploratory and not definitive.

Management Charter Initiative Competencles

In 1981 the British government established the National Councilfor

Vocalional Qualifications to develop national employment qualification

standards. A component of this programme was the establishment of the

Management Charter Initiative (MCl) whose brief was to "derive a list of

generic management standards", similar to the exercise undertaken by the

AMA.

The Training Enterprise and Education Directorate, funded by the

Government, defined the behaviours required to perform managerialjobs

at the junior and middle management level, irrespective of functional

specialisation or industry sector (Hogg, Beard, and Lee, 1994). The
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competencies were developed from interviews and workshops designed

to elicit the views of managers. The MCI middle management

competencies are shown in Table 5.2 (Middle Management Standards,

1ee2).

Table 5.2: MCI Middle Management Competencies

Key Roles Units of Competence

Manage Operations (1) Initiate and implement change and improvement

in services, products, and systems.

(2) Monitor, maintain, and improve seruice and

product delivery.

Manage Finance (3) Monitor and controlthe use of resources.

(4) Secure effective resource allocation for activities

and projects.

Manage People (5) Recruit and select personnel.

(6) Develop teams, individuals, and self, to enhance

performance.

(7) Plan, allocate, and evaluate work carried out by

tsams, individuals, and self.

(8) Create, maintain, and enhance effective working

relationships.

Manage Information (9) Seek, evaluate, and organise information for

action.

(10) Exchange information to solve problems and

make decisions.
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The Management Charter lnitiative (MCl) is now identified as the leading

body for management competency standards in Britain. lt is responsible

for encouraging the implementation of the Training Enterprise and

Education Directorate's competency standards in British organisations

and for providing the necessary support to implement the competencies.

The process used to elicit the competencies is similar to functional job

analysis (Baehr, 1991; Fine, 1971), but expands on the process by

describing, in detail, the performance standards linked to the various

functions. The competence model works from key broad purposes,

breaking these down into constituent parts (i.e., units and elements of

competence) until performance criteria and range statements are defined.

An illustration of the competency model components are shown in Table

5.3.

Table 5.3: Example of a MCI Middle Management Gompetency

Gomponent Example

Key Purpose To sustain and enhance the performance of the

organisation to meet its objec'tives.

Unit of Competence Exchange information to analyse problems and

make decisions.

Element of Competence Lead meetings and group discussions to analyse

problems and make decisions.

Performance Criteria The purpose of the meeting is clearly established

with others from the outset. Any decisions taken

fallwithin the group's authority.

Range Statements This covers type and size of meeting (informal or

formal); content of the meetings (e.9., group

decision-making); and attendees.



92

The implementation of the MCI competencies has not been very

successful (Reed and Anthony, 1992; Sparrow, 1994). Organisations who

had developed and implemented competencies in their organisation were

surveyed to determine their satisfaction with their competency model

(Personnel Management, 1990). Of the organisations sampled, only 437o

chose to use the task-based approach. Of these organisations, 857o

reported that they would not use the information for promotion decisions,

91% were negative about its usefulness for recruitment, and 70%left rt

had not influenced the way they trained and developed managers.

MCI competencies have been criticised by people (Canning, 1990; Hamlin

and Stewart, 1990) who feelthat management competencies are not

generic and therefore a single list of management competencies cannot

be applied across industries. Other researchers, on the other hand, have

shown that there are large areas of commonality and overlap in the

competencies required by managers across a range of different

organisations (Dulewicz, 1 989).

The functionaljob analysis approach is also seen to promote reductionism

and sanitising of managerial roles and performance to fit neatly into a

preferred classificatory system (Baehr, 1991). Baehr (1991) states that

this approach does not acknowledge the richness of managerial work.

These criticisms seem to be unfounded. Regardless of the job analysis

approach, functional or otherwise, the competencies will invariably be

grouped in some type of classification system. lf the functional job

analysis is comprehensive, it is likely that the diversity of the challenges

faced by managers will be captured.
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In addition, Hamtin and Stewa't (1990) believe that the model only

describes average performance and not the skills required by superior

managers. Unlike the AMA study, MCI emphasises that its focus is not on
nexcellent practice" nor with what is simply uadequate" but on 'what you

might realistically expect a good manager to be able to do" (Training

Agency, 1990).

The criticism levelled at MCI competencies (Hamlin and Stewart, 1990) for

not being representative of a superior manager's performance is harsh. lt

is difficult to imagine what additional behaviours managers would need to

exhibit to be seen as superior. The competencies seem comprehensivs

and cover the major management functions. The reason people may

dislike the MCI competencies may not be a disagreement about the

performance level at which they are pitched, but rather a dislike for the

behavioural manner in which they are described. Some researchers

prefer to describe managerial competencies in a more trait-based rather

than in a func'tional or activity-based way (e.9., Boyatzis, 1992; Powers,

1e87).

Whetten and Cameron's (1991) Model

Another model of managerial etfestiveness is presented in a popular text

by Whetten and Cameron (1991). Their managerialskill model is the

most widely taught in undergraduate and graduate education in the United

States (Albanese, 1989). The authors interviewed highly effective

managers in a variety of firms and industries and extracted the ten most

frequently mentioned management skills, as shown in Table 5.4.



94

Table 5.4: Whetten and Cameron's (1991) Model

1. Verbal communication (including listening)

2. Managing time and stress

3. Managing individual decisions

4. Recognising, defining, and solving problems

5. Motivating and influencing others

6. Delegating

7. Setting goals and articulating a vision

8. Self-awareness

9. Team building

10. Managing conflict

The authors analysed the data and clustered the skills into four main

groups. However, information is not provided on how this was done. One

group of skills focused on participative and human relations skills (e.9.,

supportive communication and team building), while another group

focused on just the opposite, that is, on competitiveness and control (e.9.,

assertiveness, power, and influence skills). A third group focused on

innovativeness and entrepreneurship, such as creative problem-solving,

while a fourth group emphasised quite the opposite type of skills, namely

maintaining order and rationality (e.9., managing time and rational

decision-making).

A review of the lour groupings of skills indicates that effective managers

are required to demonstrate quite paradoxical skills. That is, the most

effective managers are both participative and hard-driving, and nurturing

and competitive. They are able to be flexible and creative while also
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being controlled, stable and rational. lt appears that to be an effective

manager one needs to master diverse, and at times, seemingly conflicting

skills. The need for managers to exhibit these conflicting skills seems to

reflect the reality of a manager's demanding job.

Whetten and Cameron (1991) stress that management skills are

interrelated and overlapping. No effective manager can perform one skill

or one set of skills independently of others, so in order to motivate others

effectively, skills such as supportive communication, influence, and

delegation are also required. Effective managers, therefore, develop a

constellation of skills that overlap and support one another to allow

flexibility in managing diverse situations.

This view supports the earlier argument about a composite criterion not

always being applicable for managers, except cases where promotion or

selection decisions need to be made. High pedormance on one

dimension is unable to compensate for poor performance on another.

Managers need to achieve a balance between the various managerial

competencies, because many of them complement one another.

Luthans, Hodgetts, and Rosenkrantz's (1988) Management Model

Luthans, Hodgetts, and Rosenkrantz (1988) were one of the few

researchers to identify the differences between effective and successful

managers. Most studies do not separate the two, which suggests that the

criterion identified may lack construct validity. As stated earlier, a high

percentage of the studies conducted on managerial effectiveness do not

define what is meant by the term "effective".
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Successful managers were defined as managers who were promoted

rapidly, and etfective managers were defined as managers who headed

high-performing units with satisfied and committed subordinates.

Luthans, Hodgetts, and Rosenkrantz (1988) looked at how successful and

effective managers differ from unsuccessful and less effective ones.

Detailed observation of 44 managers from a variety of organisations

indicated there were 12 behavioural categories associated with

managerial success and effectiveness. The authors subsequently

clustered the behavioural categories into the four managerial functions, as

shown in Table 5.5.

Effective and successful managers were compared to determine the

amount of time they dedicated to these four activities. Table 5.6

illustrates the differences between them in terms of how they allocate their

time.

Effective managers engage in more routine communication, traditional

management activities, and human resource management than successful

managers and spend considerably less time networking than successful

managers. The successful managers spend just under half their time

networking.

It is noteworthy that the cluster of traditional management includes some

of the func'tions identified in classical management theory. The

communication cluster is equivalent to Mintzberg's informational roles and

the human resource cluster expands Mintzberg's interpersonal role.

Lastly, the cluster'networking'corresponds to Kotter's notion of building

a network of relationships. This study supports Mintzberg (1973) and

Kotter (1982a) in its emphasis on the importance of 'networking" and face

to face politicking to managerial success.
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Table 5.5: Luthans, Hodgetts, and Rosenkrantz's (1988) Management

Model

(1) Communlcatlon

Thls actvlty consists of two behavioural calegories, excharglrg Infomaton and papenroft. lts

observed behaviours indude ans,vering procedural quesdiom, reoeiving and dsseminatng

requested information, conveying the results cil meetings, gfuing or receiving roLnine Infomation

overtp phon€, processlng mail, reading reports/memoMetters, routine financial reporting and

book keeplng, and gernraldesk woft.

(2) Trdltlonal Management

THs adfulty conslsts cf plannlng, declslonmaldng, and controlllng. lts observed behavlonrs

Include s€tting goals and objec'lives, deflning tiasks ne€ded to accornpllsfr goals, scfredullng

enployees, assigr{ng tasks, provlding rouline Instructlons, defrring problems, handling day-to

day operatlonal crises, declding whatto do, developlng new pro@dures,lrspec-ling wofi,
mordtoftg performance datia, and doing preventrative mainlenance.

(3) Human Resource Management

Thls actlvlty corslsts of motfuatlng/relnlordng, managing conflict Saffing, and

tralnlng/developlng. lls observed behavlours Include allocatng fomal rewards, asklng for lrput,

conveying appreclatlon, dMng credtwhere due, listening to uggestms, gMng positfue

fe€dbad(, group suppoil, resolvlng c.onflict between subordinates, appeallng to lrlgher

auttrodties orlhird pades to resdve a dispule, developing Job descdptons, reviewing

appllcatlons, lntervlewlrB appllcants, filling In where ne€ded, ananging tortralnlng, ctarifying

roles, oacfilng, mentorlng, and walklng subordlnates through a task.

(4) Networldng

Thls acifuity consi$s ol socialisingfiollticking, and interading wltr ontslders. lts observed

behaviours lndude non*otk related 'cfrlt chaf; hformalJoklng aromd; dlscnsslng runouns,

hearsay and tte grapevlne; oomplalning, grlplng and ffing otherc doum; politkJdng and

gnrnesnanshlp; deallrp with customers, slppliers and vendors; attendng exlernal meetirgs;

and <lolng/attending community seMce wents.
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Table 5.6: Comparison of the Contributlons of Each of the Four

Managerlal Activlties to Managerial Etfectiveness and Success.

Yukl, Wall, and Lepslnger's (1990) Management Model

Yukl, Wall, and Lepsinger (1990) developed one ol the most

comprehensive competency models (Hogan, Curphy, and Hogan, 1994).

They conducted a series of studies to identify and measure categories of

managerial behaviour important for managerial effectiveness which

spanned over a decade. They have created an integrated taxonomy that

consists of 11 managerial categories of behaviour, as shown in Table 5.7.

Managerial
Activity

Relative
Contribution
to
Manager
Effectiveness

Relative
Contribution
to
Manager
Success

Routine
Communication

45% 28o/"

Human
Resource
Management

27o/o 11o/"

Traditional
Management

15o/o 13o/o

Networking 12% 48o/o
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Table 5.7: Yukl, Wall, and Lepsinger's (1990) Management Model

(1) Plannlng and Organlsltg: determlning long-term objectives and strategles lor adaptlng to

envlronmental change, determlning how to use personnel and allocate r€sorlrc€s to acoompllstr

oblec'lives, determlnlng how to lmprove the effldency ol operaUons, and delermining how to

achleve coordinaton udttr other parts of the organlsatlon.

(2) Problem rolvlng and Dlsturbance Handllng: ldentifylng wofi-related problerns, analysing

prcblens In a timely but sydematlc mannerto ldentiff causes and llnd solutions, and acting

declslvely to implement solulions and rcsolve lmportant prcblems or crises.

(3) Monltorlng Operatlons and Envlronment gathefing lnformaUon about wofi actvltles,

checking on the progr€ss and qualiU ol the wod( evaluatng the perlormance of indlviduals ar,d the

organlsatlonal unit, and scanning the envlrorunent to detect lhreats and opportunitles.

(4) Motlvathg: using lnlluencs techniques thal appeal lo emotlon, values, or loglc to gernrate

enlhuslasrn forwork, oommitment to task obiectlves, and compllance wtth requests for

cooperatlm, asslstance, support, or resouroes;; also setting an example of proper behaviour.

(5) Recognlshg and Rewardlng: providing praise, recogniton, and reurards lor eflectve

performance, signiflcanl achiwements, and special contdbutlons.

(6) Informhg: dlsseminating relevant inlormation about decisions, plans, activities to people that

need to do thelr wo*; answedng r€quests for technical informaton; and telling people about the

organlsatonal unit to promote lts reputaton.

ff) Clarllylng Roles and Oblectlves: as$gning tasks, provldlng direcUon In how to do the wod<,

and cornmurlcafing a dear undenstanding olJob responsibillties, task o$eciives, deadllnes, and

perf ormanoe epectatlons.

(8) Suppoilhg and Mentorhg: acling ldendy and considerate, being palient and helpful, slrowing

sympdhy and suppott, and dolng thlngs to facilftate someon€'s skill development and car€€r

advancemenl.

(9) Conzultlng and Delegathg: checking wfth people before making cfianges that affecl them,

encouraglng suggestons forlmprovement, lnvltrg particlpaUon ln declslon-maklng, lrrorporatng

the ldeas and stggestlons of others In dedsions, and allowlng them to have sub$antial

responsibllity and dlscrstion ln carrying out work acffvitles and making dedsims.

(10) Conllht Management and Team BulHlng: enoouraglng and facilitating the oons{rrctive

resoltttlon of mnflic.l, and encouraging cooperation, teamwork, and identification with the

organisatlonal mit.

(11) Networklng: socialising Infomally; developlng contac'tswlth people who are a sourcE of

infomaton and support; maintaining contac'ts hrotgh periodic Interaclion, Indudlng vlsits,

tslephons calls, conespondenoe, and attendance at meetings and soclal €venls.
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The main method used to identify the managerial skills in this research

was a questionnaire, but it was also supplemented with diaries, interviews

and integration of behaviour categories found in other work on managerial

effectiveness. The behaviouralcategories in the taxonomy have been

developed into a questionnaire called the Managerial Practices Suruey

(MPS) and have been shown to be related to independent measures of

managerial effectiveness (Yukl and Lepsinger, 1991;Yukl, Wall, and

Lepsinger, 1990).

They conducted a series of studies which validated the MPS and

examined the relationships among various managerial practices and

managerial effec{iveness. The results showed that the importance placed

on the various management practices varied across different manager

populations. They found that the relationship between managerial

behaviour and effectiveness was context-dependent. For example, they

found ditferences between the management competencies required in

civilian and military conteLts.

Yukl et al.'s study is noteworthy because of its comprehensive data

collection techniques, its large sample sizes and lengthy research into the

predictive validity of the various managerial skills. Yukl and his

colleagues were thorough in describing the managerial skills in language

that is clear and free of jargon, a point that is often ignored by recent

managerial competency researchers. He and his fellow researchers are

continually testing and refining their eleven managerial competencies

(Clark and Clark, 1990).
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The Spencer and Spencer (1993) Management Models

Spencer and Spencer's 1993 book called "Competence at WorK

summarised 20 years of research using the McOlelland/McBer job

competency assessment methodology. They analysed the management

competency models that had been developed since Boyatzis developed

the management competency model for the AMA. They designed a

generic model by reviewing the competencies in more than 250 jobs.

They reviewed competency models from a wide range of management

levels (first-line supervisors to general managers) in a number of

functions (production, sales, marketing, human services, educational,

etc.) and environments (military, educational, health care, industry,

financial services, etc.).

Spencer and Spencer (1993) found that superior managers of alltypes

and levels share a general profile of competencies. They also found that

managers of all types are also more like each other than they are like the

people they manage (i.e., salespeople, factory workers, human service

professionals, technical professionals). Table 5.8 shows the generic

competency modelthat was developed. Spencer and Spencer use the

term lreighf in Table 5.8 to refer to the ability of the competency to

distinguish between superior and average managers. lt seems that the

competencies'lmpact and lnfluence" and "Achievement Orientation" are

the two most distinguishing competencies in this case.

Their resutts are very similar to the original work conducted by Boyatzis

(1982). The differences seem to be in the names that are given to

competencies, rather than the content. For example, what Boyatzis called

"Managing Group Process" and'Conceptualization", Spencer and

Spencer called "Team Leadership" and "Conceptual Thinking".
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There appears to be a great deal of overlap between a number of the

competencies in their model. Analytical and conceptualthinking and self-

confidence and directiveness/assertiveness, for example, seem to be

closely related. lt would be difficult to assess whether behaviour being

observed should be attributed to the "self-confidence" or

"di rectiven ess/asse rtiveness" com peten cy.

Table 5.8: Spencer and Spencer's (1993) Generlc Management

Competency Model

Weight Competency

XXXXXX lmpact and Influence

XXXXXX Achievement Orientation

XXXX Teamwork and Co-operation

XXXX Analytical Thinking

XXXX Initiative

XXX Developing Others

)fi Self-Confidence

XX D i rect i ven ess/Asse rtiven e ss

)fi lnformation Seeking

XX Team Leadership

)fi Gonceptual Thinking

Base Requirements Organisational Awareness
and Relationship Building

Expertise/Speciali sed
Knowledoe
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The method they used to cluster the competencies may have contributed

to the overlap in the competency descriptors, although it is ditficult to

ascertain their clustering approach. They state the competencies were

clustered on the basis of "underlying intent, which is a levelof analysis

between deep underlying social motives and superficial behaviours. An

intent is specific to a particular circumstance and has a more ephemeral

and surface quality than an underlying motive or disposition" (Spencer

and Spencer, 1 993, p. 22)

Spencer and Spencer (1993) have not considered in any depth the

relationship of the competencies to one another. They state that some

competencies are ulinked" or prerequisites to other competencies (e.9.,

Information Seeking is a prerequisite for ConceptualThinking) but do not

provide any details on the practical implications of how this "linking"

information should be taken into account. Furthermore, it is ditficult to

assess from their research how they objeclively determined the

weightings they assigned each of the competencies in Table 5.8. or how

these weightings can be used.

New Zealand Management Competency Models

Few studies of managerial competencies have been developed in New

Zealand. Most of the management models used in business and in the

universities are based on American and United Kingdom models.

The Canterbury Management study (Dakin, Hamilton, Cammock, and

Gimpl, 1984) was ons of the few studies to examine the characteristics of

New Zealand managers. This study set out to answer four main

questions: What do chief executives do? Who are the chief executives?
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How do chief executives develop? and Can New Zealand grow chief

executives more quickly?

While the study did not specifically set out to identify the characteristics of

effective chief executives, a small section of the study was devoted to

assessing the personal qualities needed in a general manager (this term

was used interchangeably with chief executive). The chief executives

rated a list of personal qualities which had helped them succeed. Their

live most important personal qualities were: a strong need to achieve,

strong social skills, a good sense of priorities, good planning and

organising abilities and entrepreneurial flair. Not too many conclusions

can be drawn from this section of the research because the Chief

Executives were only provided with a small number of personal qualities

to choose from when identifying the qualities that related to success.

Cammock (1991) conducted a study to identify the characteristics and

behaviours of effective versus ineffective managers in a large public

sector organisation fl-he Department of Social Welfare). He interviewed

89 managers using the Repertory Grid approach and then surveyed 365

managers using the construcls identified in the interviews. Factor

Analysis of the 20 questionnaire scales, that described effective and less

effective managers, revealed a two factor managerial strusture. The two

factors that made up the structure indicated that the managers required

Conceptual and Interpersonal skills.

While this study provides information on how managers and staff assess

managerial effectiveness in a government department, the applicability of

these results to the wider New Zealand business environment is

questionable. In addition, a number of high loadings were observed on

both the factors, which suggests that that the factors were not totally

independent. For example, the dimension Problem-solving loaded .78
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and .50 respectively on Factor One and Two, and Prioritising loaded .71

and .46 respectively on Fac{or One and Two.

A review of the skills identified in Cammock's conceptual factor also

contain some quite disparate concepts. For example, the level of drive a

person possesses falls under the same category as the skillthat is

described as overview (i.e., the ability not to get bogged down in detail so

as to maintain the big picture). His combination of what appears to be

quite ditferent dimensions is not comparable with the overseas research

describing managerial skills.

Page, Wilson, and Kolb (1994) conducted one of the few New Zealand

studies that purported to identify the skills required by effective managers.

They asked several groups of managers to generate descriptions of

management competencies, cluster similar competencies together, and rate

them in terms of importance. They clustered the competencies using a

procedure called concept mapping which produced a visual representation

of the relationship between competencies. Each concept map contains an

assortment of shapes and colours which represent the relationship between

competencies. Each group of subjects developed its own competency

model.

The similarities and differences between the competencies generated by

each group is ditficult to determine because the relationship between the

different competencies was presented pictorially. lt is therefore almost

impossible to make sense of the competencies that were developed, let

alone compare this study with others.

The authors developed a list of 46 management competencies that are

required by effective managers, but they state that the list is far from

comprehensive. The competencies are not presented in any order of
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importance and no information is provided on the relationship of the

competencies to each other. An overview of them indicates there is a

high degree of overlap in their list. lt is difficult to distinguish, for example,

between "logical/rational thinking" and "analyticaUcritical thinking" and

'high stamina/energy''and'persistence". They did not seem to address

the issue of the relationship between the competencies. ln addition, the

authors made the assumption that the skills managers say they use are in

fact the ones they use on a dai[ basis. lt is difficult to see how this study

furthers our knowledge on the competencies required by managers in

New Zealand.

Comparlson of Managerial Competency Models

In reviewing the recent work on management models, several

observations can be made. First, though there are some notable

differences between competency models, certain competencies appear

time and time again. In general, the research supports the conclusion

that technical skills, interpersonal skills, and administration skills are

necessary for most managerial positions (Bass, 1990; Boyatzis, 1992;

Hosking and Morley, 1988). Specific skills within these broad categories

are useful for all managers (e.9., analytical ability, persuasiveness,

empathy, tact, etc.).

Yukl and Van Fleet (1992) note that the relative impodance of these skills

probably varies greatly depending on the situation. Unfortunately, only a

limited amount of research has examined how situational differences

moderate the relationship between managerial competencies and

etfectiveness. Dulewicz (1989) notes there is a "high degree of

commonalit/ across competency lists in different organisations for similar

levels in management. He estimated that 7Oo/o ol competencies are
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general requirements of management, whilst the remaining 30% may

represent organisationally specific factors. Dulewicz did not elaborate on

the type of skills that would be organisationally specific.

From studying managers' ratings of their managers attending the general

management course at Henley Management College, he found that the

factor analysis of 40 basic competencies produced 12 independent

dimensions of managerial performance (referred to as supra

competencies). These fall under four main headings as shown in Table

5.9.

Table 5.9: Dulewlcz's (1989) Management Gompetencles

(1) Intellectual

Strategic Perspective

Analysis and Judgement

Planning and Organising

(2) Interpersonal

Managing Staff

Persuasiveness

Assertiveness and Decisiveness

Interpersonal Sensitivity

Oral Communication

(3) Adaptability

Adaptability and Resilience

(4) Results Orientation

Energy and initiative

Achievements- motivation

Business sense
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A criticism that is often levelled at managerial competencies is the failure

to identify specific behaviours. Indeed, there is still a tendency for some

work to fall prey to the type of imprecise trait labels and global

behavioural descriptions which researchers have long lamented

(Campbell et al., 1970). However, despite some overlap and cases of

hazy descriptions (Boyatzis, 1982), a significant contribution of recent

management competency models is that they are more precise in the

behavioural specification of competencies (Yukl, Wall, and Lepsinger,

leeo).

A review of these models indicates that many of the competencies are

relevant to all work. These characteristics are called "universals" (Smith,

1994). A characteristic in the universal domain is defined as one which

enables effective performance in g0 per cent of jobs. lt is postulated that

there are probably only three subdomains within the universal

characteristics: cognitive ability, vitality, and the importance people place

on work.

Cognitive ability, a characteristic fairly close to the concept of intelligence,

is probably the most widely recognised universal skill (Hunter, 1986;

Hunter and Hunter, 1984; Schmidt and Hunter, 1981). Work requires

people to expend energy, this energy is often described in terms of

vitality. lt encompasses both physical and menta! energy. lt is postulated

that vitality is linearly related to performance, particularly in situations

where performance is measured over an extended time period (Smith,

1994). The third universal, work importance, is similar to work centrality

or work ethic (Rabinwitz and Hall, 1977\. This universal may also be

related to the personality factor, the will to achieve", which has been

repeatedly identified in personality studies (Digman, 1990).

The competencies that have been developed recently appear to be more

complicated. They are now discussed in terms of base level or threshold
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skills, motive or trait level, or social-role or self{mage dimensions

(Boyatzis, 1982). Advanced competency approaches have viewed

managerial competencies as the interaction of behaviours and the

cognitive processes which underlie them, both conscious and

unconscious (Lee and Beard, 1994). This can create practical problems

as competencies are broken down to such a fine levelthat it is not

possible to observe them.

Many of the managerial competency models that are used in New

Zealand, as mentioned earlier, are based on United Kingdom or United

States models. No New Zealand studies have identified the

competencies people use to assess what constitutes an effective senior

manager across industries in New Zealand. So it is clear that a large

scale New Zealand study would help identify what constitutes effective

managerial performance in this country.
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CHAPTER SIX

THE DERIVATION OF THE COMPETENCIES

The purpose of this study was to identify the competencies people use to

assess the effectiveness of senior managers. lt was carried out in two parts.

In the first study, chief executives and senior managers in 75 organisations

from 8 industries were interviewed using the repertory grid interview

approach to identify the competencies they use to determine the

effectiveness of their senior managers. The repertory grid technique was

used because it provided the opportunity to capture the constructs people

aciually use to assess the effectiveness of their managers. Therefore a

framework of predetermined managerial constructs was not imposed on the

subjects. In addition, differences between industries and the different-sized

organisations in the competencies required of etfective managers were also

determined.

In the second study, the managerial competencies identified in the first part

of the study were incorporated into a questionnaire and administered to

senior managers in two organisations. The questionnaire required

respondents to rate an effective senior manager on a range of questionnaire

constructs and rate his or her overalleffectiveness. lt identified the

relationship between the competencies and determined the importance

people place on the various managerial factors. lt also provided the

opportunity to compare the model developed in this study with overseas

competency models.
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Study One: Repertory Grld Intervlews

Sublects

The subjects were a sample ol ?25 chief executives and senior managers

from 75 organisations. In each organisation interviews were sought with the

chief executive and two of their senior managers.

A total o1227 chief executives and senior managers were invited to

participate in the study. Two of lhe 227 people who were approached, one

chief executive and one senior manager, declined to be interviewed, which

resulted in a response rate of 99.1%. Twenty nine of the subjec'ts were

femafe (12.9% of the total sample) and 196 were male (87.1% of the total

sample). Seventy four of the subjects were chief executives and 151 were

senior managers. Only one of the chief executives was female.

The mean number of employees in the managers'organisations was 1195

(Std dev = 1639). The managers had been in their current position for a

mean of 3.91 years (Std dev = 3.98).

Selection Crlterla and Rationale for the Selectlon of Sublects

Organisation size, industry classification, and managers'position and tenure

were used as the key criteria to selec{ chief executives and senior managers

to participate in the interviews. Subordinates of senior managers wers not

interviewed in this study, because the interview procedure required the

subjec{s to be familiar with the behaviour of three effective and three less

effective senior managers in the organisation. While they would be familiar

with the behaviour of their senior manager, it was unlikely that they would
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have had the opportunity to observe first hand the behaviour of five other

senior managers.

For the purpose of this study, senior managers were defined as the

managers who report directly to the chief executives in organisations with

150 or more employees. Organisations with 150 or more employees are

more likely to have a senior management level as they have clearly defined

functional areas with at least four levels of management. A management

leveltypically occurs when people have responsibility for managing staff at a

lower level.

To be eligible to be a subject, senior managers and the chief executive in

each organisation needed to have been in their current position, or have

previously held a senior managerial position in their employing organisation,

for a minimum of 12 months. This was to ensure they had a basic level of

knowledge of their senior manager's performance. This was because they

wers required to discuss the behaviour of six of their senior managers during

the interview.

Rationale for the Selectlon of Organlsatlons

The organisations targeted in the study represented eight of the nine major

industry groups as defined by the New Zealand Standard Industrial

Classification (1991). The number of organisations selected in each industry

group was determined on a proportional basis by the number of people

employed in each group. For approximately every 25,000 people working in

each industry one organisation was targeted (see Table 6.1).

Initially the Mining and Quarrying Industry was included in the study. This

industry was eventually excluded because, according to industry employers,
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mining organisations often employed substantially fewer than 150 people. In

addition, employers stated that it was difficult to define the industries' senior

managers.

Table 6.1: Organisatlons Sampled and Number of People Intervlewed ln

the Eight Industry Groups

lndustry
Grouplng

No of people
employed

Organisations
sampled

No. of chiel
executlves and
senlor managens
intervlewed

Agriculture,
Hunting, Forestry
qnd F.l_s_hing _

23,U3 2 6

Manufacluring 280"238 15 4
Electdcity, Gas
and Water

13,037 3 I
Bullding and
Construction

83276 3 9

Wholesale,
RetailTrade,
Restaurants and
Hotels

280,896 15 4

Transport,
Storage and
Communbat'ron

87,626 4 14

Financing,
Insurance, Real
E$ate ard
Bushess
Servic.es

.l41,184
15 45

Gommunity,
Social
ard Perconal
Services

311.637 18 an

'illf,T0BlA ui:lYlqiirv
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Strategies Used to ldentify and Obtain the Cooperation of

Organlsations

Pafiners of the researche/s employing organisation were asked to contact

clients and friends who held chief executive positions in the target industries

to see if they would participate in the study. The partners were provided with

a one page description of the study (see Appendix 1) to assist them in

persuading chief executives to participate.

Referrals to chief executives from family and friends and from people the

researcher met on planes were also obtained. All the chief executives who

were approached, with one exception, agreed to participate. The chief

executive who declined to be interviewed stated he did not wish to

participate as he felt his competitors might access the information and in turn

obtain a competitive advantage. The networks that were available to the

researcher contributed to the high level of participation of chief executives

and senior managers in the interviews.

Oversampling occurred in a number of industries because people who were

initially asked to contact chief executives continued to solicit more subjects

to participate in the study after they had been told by the researcher that no

more subjects were required. In addition, organisations contacted the

researcher directly to see if they could participate.

When a chief executive agreed to participate she or he was sent a facsimile

outlining the purpose of the study. When the researcher completed the

interviews with the chief executives they were asked to nominate two of their

senior managers in the organisation who could also be interviewed. Allthe

senior managers who were referred to the researcher by the chief executive,

with the exception of one person, agreed to participate in the study. The one
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senior manager who refused to pafiicipate stated that he was unable to

spare the time because of his overseas commitments.

Repertory Grid lnterview

Rationale for the Selectlon of the Repertory Grid Interview

A repertory grid interview based on Kelly's (1955) work on personal

construct theory was chosen as the method for identifying how managers

make decisions about the effectiveness of their colleagues. As mentioned

earlier, it is an effective procedure for uncovering the constructs which

people use to structure and understand their environments (Kandola and

Pearn, 1992). lt helps a researcher understand how subjects perceive their

environment. lt has been a widely used method for identifying managers'

cognitions (Fransella and Bannister, 1977; Ginsberg, 1989; Stewart and

Stewart, 1981). In summary, the repertory grid interview has several

advantages.

First, the technique minimises the degree of influence and input the

interviewer has on the interviewees' responses (Stewart and Stewart, 1981).

The structured nature of the interview focuses the interviewer on eliciting the

meanings of their constructs, so they can be recorded and rated. This

means that the interviewer has less opportunity to share his or her own

construcls with the interviewee. This in turn reduces the chance of the

interviewer influencing the interviewee's responses.

Second, the repertory grid interview does not ask participants how they

cognitively organise their perceptions, since such questions tend to elicit

descriptions of "espoused theories" rather than theories that actually govern

behaviour (Ginsberg, 1989). lt therefore helps capture the constructs people
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really use to assess the effectiveness of their managers rather than what

they believe they should be using.

The technique can also provide quantitative data that can be analysed

statistically and provides results that can be replicated and validated (Dunn

and Ginsberg, 1986). The quantitative data is collected when interviewees

evaluate their elements (i.e., people, events, etc.) on the constructs they

have developed through the procedure of comparing elements. The

approach provides a qualitative and quantitative representation of an

individual's mental map of the topic under discussion.

Similar to an open ended interview, it also provides the opportunity for the

interviewees to describe managerial characteristics (integrity, charisma, etc.)

in their own words. This is important because people do not have a shared

understanding of words that are frequently used to describe managerial

skills (i.e., delegation, empowerment, leadership, etc.).

Managers also find it an intriguing and novel data collection technique. lt is

novel because the interviewees are required to write the names of three

effective and three less etfective managers on six cards. The cards become

the focus of the interview, with the interviewee being asked to select three

cards and discuss what makes one of their three managers more effective

than the others. The interview takes on average an hour and a half to

complete so it was criticalthat managers enjoyed the interview so they did

not terminate the interview prematurely, and were willing to nominate two of

their peers to be interviewed.
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Repertory Grid lnterview Instructions

The interview progressed through a number of stages as outlined below.

Introductlon

Subjects were initially thanked for participating and were given a brief

overview of the study and information about the feedback they would receive

as a result of participating (i.e., feedback on the criteria other organisations

use to assess the effectiveness of their managers). They were told the

purpose of the interview was to find out how they decided whether senior

managers in their organisation were effective or less effective. lt was

stressed that there were no right and wrong answers. They were asked a

number of general questions (i.e., length of time in current role, number of

employees in the organisation, and their organisationaltitle).

Labelllng of Cards

Subjects were shown six cards which were labelled A to F in the bottom right

hand corner. On cards A, B, and C they were asked to write the names,

initials, or nicknames of three current or past senior managers in their

organisation they regarded as effective. On cards D, E, and F they were

asked to write the names, initials, or nicknames of three current or past

senior managers in their organisation they regarded as less effective. lt was

stressed that they should only write down the names of the senior managers

with whom they were familiar because they needed to describe their

behaviour. They were told the cards would remain their property and the

researcher was not interested in the names on the cards.
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Generating Descriptlons of Effective and Less Effective Behavlour

The cards labelled B (i.e., effective manager), D, and E (i.e., less effective

managers) were placed in front of the subject. They were asked

'Thlnk about how these three managers pertorm thetr lob. ln what way

ls one or two of these managers more effectlve than the other(s) ln the

way they pertorm thelr job?".

The subject indicated which of the three managers on the cards were more

effective and described the skillthat made that person or persons more

effective.

Two completed repertory grid examples are shown in Figure 6.1. This

example form was available to the subjects to refer to during the interview.

The form contained the question and rating scale the subjects used to rate

their senior managers.

The subjects were asked a number of questions in an attempt to elicit

behavioural descriptions of the skill they were describing. So if the subject

said that one of the managers was more effective because she or he

exhibited 'leadership'they were asked questions such as, 'What would I

see him or her doing that would tell me he or she demonstrated leadership

ability?' or 'How would I know that person had leadership ability?". The

positive behaviour they described was written in the column labelled, "How

are one or two people more effective?". A copy of the complete repertory

grid form that was used to collect the competency information is provided in

Appendix 2.
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After the subject had described the positive skill of the effective manager(s),

they were asked what the less effective manager(s) did that indicated that

they did not have the same level of skill as the other manager(s). The

description of the negative behaviour was written in the column headed,

"How are one or two people less effective?" on the repertory grid form. The

description of the negative behaviour provided the opportunity to clarify and

enhance their description of the positive behaviour. The researcher

recorded the exact words the subject used to describe the positive and

negative behaviours and repeated these back to the subject to ensure they

had been accurately recorded.

lf ths subject described a number of skills (e.9., leadership, intelligence, self

confidence, etc.) rather than one skillthat differentiated between the

effective and less effective managers, these were noted and dealt with

separately. The subject was asked if they were talking about the same thing

when they grouped behaviours together (i.e., 'ls leadership the same thing

as intelligence?'). lt was then explained to the subject that each behaviour

would be discussed one at a time.

Rating Performance on ldentified Constructs

Once the positive and negative dimensions of the behaviour had been

described the subject was asked to place all six cards in front of them. They

were asked to rate all six of their managers on the skillthey had just

described, with the scale point (1) representing the positive end of the

effestive behaviour and the scale point (6) representing the negative end of

the effective behaviour. Subjects were told they could allocate the same

ratings to two or more people. They were told that in many cases the

managers that they initially categorised as less effective might score quite

well on a number of the behaviours and that the reverse might occur for
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some of their effective managers. This was said to ensure that the subjects

felt that they didnt feel obliged to consistently rate their etfective managers

high and their less effective managers low.

Once the subjects had a clear understanding of the instruc'tions, the process

outlined above was repeated. The researcher asked them each time to take

three predetermined combinations of cards (i.e., C, F, and D) and describe

how one or two of the managers on the cards were mors effective than the

other(s) in the way they performed their job.

The researcher recorded their positive and negative descriptions of the

behaviour on the repertory grid sheet. The subject was then asked to rate

all six managers on the behaviour that had just been discussed. This

process continued untilthe subject was unable to describe any more new

behaviours that differentiated the effective from the less effective managers.

Ratings of Construct lmportance and Overall Effectiveness

When the subjects were unable to identify further constructs, they were then

asked to rate the importance of each of their constructs on a six point scale

as shown in Figure 6.2.

Floure 6.2: Repertory Grld lmportance Scale

1 ? 3 4 5 6

Extremely

lmporlant

Not

lmportant
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The subjects were then asked to rate each of the six manager's overall

effectiveness on six point scale shown in Figure 6.3.

Fiqure 6.3: Repertory Grid Overall Etfectiveness Scale

Subjects were then thanked for their time and asked if they had any

questions. lf the subject was a chief executive he or she was asked for the

names of two senior managers who could also participate in the study.

Pllot Testlng and Revlslon of the lntervlew Procedure

The interview methodology was pilot tested to identify whether the

instructions were clear to participants and to ensure that the interview

lechnique collected the required information efficiently and effectively. The

repertory grid interviews were pilot tested in five organisations with five chief

executives and ten senior managers. The organisations were selected from

three of the eight industry groups (i.e., Community, Social, and Personal

Services; Financing, Insurance, Real Estate and Business Services;

Electricity, Gas, and Water). The pilot organisations were selected because

they were current clients of the researcher's organisation and they were

willing to participate in the pilot study. Outlined below are the three changes

made to the initial repertory grid interview procedure based on the findings

from the pilot study.

1 2 3 4 5 6

Etfective

Senior Manager

Less Effective

Senior Manager
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First, the term 'less effective manage/'was used instead of "ineffective

manage/'. lnitially when the subjects were asked to think of poor performing

senior managers, the term 'ineffective managers'was used to describe

them. This term produced quite negative reactions from the people who

were interviewed and they became quite reluctant to assign managers to this

category. In two organisations managers appeared to be personally

affronted that the researcher thought that their organisation would harbour

managers who were'inetfective'. Pilot interviewees felt that the term

'ineffective" was too extreme and they felt highly uncomfortable classifying

people whom they regarded as poor performers to this category. Managers

felt more comfortable identifying and allocating managers to a "less effective

manage/'category.

Second, the number of effective and ineffective managers identified by the

subject was broadened to include past as well as current managers who

worked in their employing organisation. The pilot study highlighted that

asking subjects to nominate only three effective and three less effective

managers who currenflyworked in the organisation was too narrow. A

number of interviewees found it difficult to do this because managers in

three of the five organisations said their less effective managers had

recently been made redundant. The criteria that subjects used to select

managers were therefore changed to include managers who had left the

organisation.

Finally, the number of people interviewed in each organisation was limited to

three people (i.e., the chief executive and two senior managers). ln the pilot

study each chief executive was asked if alltheir senior managers could be

interviewed. Four of the five chief executives stated they would consent to

two senior managers being interviewed, but felt uncomfortable about the

amount of time the organisation was investing if the numbers exceeded two.

So limiting the number of people interviewed in each organisation to three
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increased the researcher's chance of organisations agreeing to participate in

the study.

Data Analysis and Results

lnteMew Constructs

A total of 2299 constructs was identified during the interviews and entered

onto a database. The mean number of constructs that was generated by

each person was 10, with a minimum of 5 and a maximum of 18. A four step

procedure was used to group the constructs collected during the interviews.

First, the constructs were checked for accuracy. This was done by checking

23 of the handwritten interview response forms (10% of the sample) with the

qualitative and quantitative information that was entered on the database.

The data were carefully checked for accuracy.

Second, the researcher then grouped the constructs into categories.

Constructs were allocated to a category when the same or similar words

were used to describe the same concept (i.e., "Can articulate vision of

organisation to staff so they can understand if'was put with the construct
.Able to interpret the vision and policies of the company and put it into a

message that is understood by all"). Each category was assigned a

numericalcode.

Third, six individuals not involved in the interviews then independently sorted

each of the constructs into categories. They coded each of the constructs

using either the categories developed by the researcher or, if they felt those

categories did not capture the essence of the construct, developed new

categories. lf they were unable to determine what was meant by the
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constructs they were left uncoded. This typically occurred when the

definitions were very brief (i.e., "is bright", "knows his stuff'), or when

conflicting information was presented in the same statement (i.e., "ls fair -

but they can really put the heat on their people if they think they are being

slacK') and when two concepts were described in the one construct (i.e.,

"able to deliver on all his commitments and is very good at communicating in

social situations").

Finally, constructs were assigned to categories when four or more of the

seven raters agreed on the construct category to which the construct

belonged. In cases where more than three people disagreed the construct

was not assigned to a category. There was a high levelof agreement

between raters on the assignment of constructs to categories. All seven

raters assigned constructs to the same category 66% of the time. Four or

more of the raters agreed 89.2% of the time on the assignment of constructs

to categories. Eighty two of the 2299 constructs were not assigned to a

category and were discarded. The final construct category list is shown in

Appendix 3.

Analysls of Ratlng Scale Distribution

An analysis was conducted on the distribution of the respondent's responses

on the three rating scales (i.e., construct ratings for their six managers, their

manager's overall effectiveness rating, and construct importance rating).

The scales were assessed for their degree of normality. The mean and

standard deviations for the three scales are shown in Table 6.2.
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Table 6.2: Rating Scale Gharacterlstlcs

Scale Mean Standard
Deviation

Construct Rating Scale 2.97 1.s3

Overall Effectiveness
Scale

3.12 .90

Construct lmportance
Scale

1.78 .80

A frequency count of each variable construct was completed to identify the

constructs the subjects mentioned most often. As shown in Table 6.3,22

constructs accounted lor 5O.4h of allthe constructs that were identified.

The construct 9.01 Delegation was the most frequently mentioned, at 5.37".

The 20 most frequently mentioned constructs in each of the eight industries

are shown in Appendix 4.

A one way analysis of variance was conducted to determine whether

ditferent industry groups regard some constructs as more or less important

for managerial effectiveness. This statistical method compared subjects'

ratings of construct importance in each industry, when ten or mors

constructs had been mentioned in each industry. There were no significant

differences at the p<.01 or p<.05 level between the industry groups on the

importance they attributed to the various constructs.
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Table 6.3: Frequency of Constructs That Were Mentioned by Subjects

Another one way analysis of variance was conducted to find out whether the

subjects' rating of importance for each construct varied as a function of their

organisation's size. The organisations were put into four groups. They

were: up to 500 employees (n= 110), between 501-1000 employees (n=38),

1001-2000 employees (n=44), and more than 2001 employees (n=33).

Again, to be included in the analysis, each of the four groups needed to

contain ten construct ratings. There were no significant differences at the

p<.01 or p<.05 level between what the different size organisations regarded

as important constructs.

Construct
Title

Frequency Pct Cum Pct

Delegation skills
Strategic vision
Communicates well
Technicalskills
Planning and organising
Can deliver
Weights factors appropriately
Decisive
Focuses on organisation's agenda
Empathy/Sensitivity
Passes on informalion
Open and honest
Build a team
Gonlinuous improvement focus
Knows how all parts of the organisation function
Intelligerrce
Pitches communication correctly
Approachable
Makes and takes the tough decisions
Conf idence/Co nviction
Persuade/lnfluence people
Consultative

117
79
65
al
62
59g
52
49
46
45
45
4!
41
41

40
39
39
37
37
33
32

5.3
3.5
2.9
2.9
2.8
2.7
2.4
2.3
2.2
2.1
2.O
2.O
1.9
1.8
1.8
1.8
1.8
1.8
1.7
1.7
1.5
1.4

5.3
8.8
11.7
14.6
17.4
20.01
22.5
24.8
27.0
29.1
31.1
33.2
35.1
36.9
38.7
40.5
42.3
4.1
45.8
47.5
49.0
50.4
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Analysls of ths Constructs That Predict a Manager's Overall

Effectiveness

A stepwise linear regression was conducted to determine the impact of the

individual constructs on the subject's perception of their managers' overall

effectiveness. This multivariate technique analyses the relationship between

a dependent or criterion variable and a group of independent or predictor

variables. Multiple regression was considered an appropriate tool for this

study because of its recognised robustness (Harris, 1985; Klecka, 1984;

Tabachnick and Fidell, 1983) and the extensive descriptive data it provides.

As Harris (1985) puts it, multiple regression is nothing more than the familiar

Pearson correlation between an outcome measure or dependent variable

and a linear combination of a subject's scores on a number of predictor

variables. A measure of the accuracy of prediction, or strength of linear

association, is the ratio of explained variation in the dependent variable, Y,

to the total variation in Y, or R2 lEdwards, 1984).

The contribution of predictor variables to a linear association described by

regression coefficients is generally reported as BETA weights, or

standardised regression coefficients. Standardisation allows a comparison

of two or more independent variables when these variables are measured in

ditferent units (Kim and Kohout, 1975). The etfect of an additional predic-tor

variable being added to an equation can be described by a change in R2.

R2 is a part corretation coefficient which describes the relationship between

the dependent variable and the additional predictor, wilh the linear effects of

the variables already in the equation removed (Norusis, 1993).

In stepwise regression, the first variable considered for entry into the

equation is the one with the largest positive or negative correlation with the

dependent variable. lf the variable fails to meet entry requirements, the
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procedure terminates with no independent variables in the equation. lf it

passes the criterion, the second variable is selected based on the highest

partial correlation. lf it passes the entry criteria, it also enters the equation.

After the first variable is entered, the first variable is examined to see if it

should be removed according to the removal criterion (i.e., a minimum F

value). Variables with a value less than the minimum F value are eligible for

removal. In the next step, variables not in the equation are examined for

entry.

After each step, variables already in the equation are examined for removal.

Variables are removed until none remain that meet the removal criterion.

While it is recognised that there is no one best variable selection procedure

(e.9., forward, backward) (Norusis, 1993), stepwise regression is the most

commonly used as it is less likely to result in a distortion of significance

levels (Cliff, 1987).

The independent variables were the constructs people used to rate each

manager's performance and the dependent variable was the overall

performance rating subjects gave each of their managers. In this study only

the predictor variables (i.e., constructs) that were mentioned by five or more

subjects were included in the analysis. This cut-off point was adopted to

eliminate analysing'one-off'constructs that were unique to an individual

and did not relect the more frequently mentioned constructs.

Thirty three constructs entered into the equation and an R2 of .71631, and an

adjusted R2 of .70905 was obtained. Based on the adjusted R2 , S}yoof the

variance can be explained by the 33 constructs, as shown in Table 6.4. The

constructs in the equation contribute between 2Yo and 4.7% of the variance.
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Table 6.4: Multiple Regression Summary Table

Dlscusslon of Study One

The purpose of this first study was to produce a comprehensive set of

statements that described effective managerial performance across a range

of New Zealand industries. These statements form the basis of the suruey in

Construct Title Beta
Weioht

o/o

Variance
F p

Technicalskills
Can deliver
Delegation skills
Focus on organisational end goals
Weights factors appropriately
Clear and srccinct communicator
Decisive
Strategic Vision
Persuade/infl uence people
Build a team
Conf idence/co nviction
Passionate about work
Gets on with everyone
Open and honest
Can translale vision
Empathy/sensitivity
Pitches communication correctly
Knows own strengths and weaknesses
Continuous improvement focus
Passes on infornation
Knows rnarkeVirrdustry
Factors that affect vision
Leams new skills
Well prepared before communir:ating
Long term goals are top of mind
Knows how all parts of the organisation
functlon
Satisfies customers
Approactnble
Inlere$ing presentation style
Make and take the tough decisions
Erpects high standards
Intelligence
Does researdr

0.123059
0.121293
0.113104
0.107398
0.105937
0.105512
0.100733
0.094575
0.091674
0.090677
0.089321
0.086973
0.081975
0.07793rt1

0.0Tm5
0.074985
0.074969
0.072151
0.071058
0.070022
0.067122
0.066051
0.065825
0.w242
0.063751
0.063601

0.062804
0.0626Z/
0.061866
0.058179
0.057525
0.054047
0.051762

4.6780
4.6109
42995
4.0826
4.0271
4.0109
3.8293
3.5952
3.4849
3.M70
3.3954
3.3062
3.1162
2.9624
2.9565
2.8s05
2.8499
2.7427
2.7012
2.6618
2.5516
2.5109
2.5029
2.4421
2.42U
2.4177

2.3874
2.3826
2.3518
22116
2.1867
2.0545
1.9677

251.850
282.U4
312.481
185.768
1&4.835
228.510
147.135
329.813
160.103
177j23
170.122
210.480
155.378
128.144
131.142
125.281
137.510
140.359
197.549
151.176
108.978
119.457
106.750
116.569
143.640
1U.218

122.375
113.964
111.482
104.759
102.636
100.655
98.704

<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001
<.001

<.001
<.001
<.001
<.001
<.001
<.001
<.001
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the second study. As can be seen in Appendix 5, a comprehensive list of

statements of both effective and less effective managerialperformance was

captured through the repertory grid interview process.

The words managers used in this study to describe their effective managers

appear to be more straightfonrard and less'dressed up" than the words

used to describe effective managerial performance in many competency

models (Boyatzis, 1982; Powers, 1987; Spencer and Spencer, 1993). For

example, the majority of words used in this study (e.9., can deliver on what

they promise; is open to new ideas and change in the workplace; realistic

and accurate when estimating the resources required to meet objectives,

etc.) are clear, and easy to understand. These descriptions contrast

markedly with some of the competency descriptors (e.9., use of concepts de

novo to identity a pattern in an assortment of information; use of socialised

power; use of unilateral power, etc.) used in other models.

The differences in the use of language may have occurred for a number of

reasons. First, the popular management books that describe management

skills are in the business of selling books, and therefore they ditferentiate

their books by giving new names to familiar management skills (e.g.,giving

the competency "empowering" the new name of 'zapping") (Byham, 1994).

They often go to great lengths to "mysticise" the concept of competencies by

using a variety of techniques, such as describing the competencies required

by managers as occurring at a conscious and unconscious level and using

complicated language to describe simple concepts (Boyatzis, 1982).

Second, the data collection technique used in this study minimised the

demand characteristics on managers to use the latest "politically correcto

terms that litter the popular management press. The repertory grid approach

captured the terms managers actually use when evaluating the effectiveness

of their managers, rather than capturing the terms they feel they should be
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using to show they are up to date with current managerial trends. Third, it

may well be that New Zealand managers use simpler language than those

from other countries.

The number of behavioural descriptors identified through the interview

process seem to be larger than other studies. The reason for this was that

the purpose of the first part of the study was to develop a comprehensive set

of descriptors to cover the domain of effective managerial performance. This

was beneficial in that it allowed a more stable factor analysis to be

conduc{ed in the second study (Gorsuch, 1983).

Many of the managerial behaviours identified in this study were similar to the

behavioural groupings identified in the non-New Zealand management

competency models, although different words may have been used to

describe the same skill. For instance, the managerial skills that are present

in most competency models (i.e., interpersonal, analytical, adaptability, etc.)

are captured in the present study. There are also some novel behavioural

descriptors identified in this study that do not appear in other competency

models (i.e., "knows when to stop partying", 'plays or has played sport", "can

manage own personal finances", etc.).

There were no significant differences at the p<.01 or p<.05 level between the

industry groups on the importance they attributed to the various managerial

constructs. This partially supports Dulewicz's (1989) view that 70% of the

skills required by managers are similar across organisations and industries.

So, strategic vision, delegation, and communication are needed by all

managers. This study would suggest that a higher percentage of managerial

skills were common requirements across industries.

While a number of people disagree with this view (Canning, 1990; Hamlin

and Stewart, 1990), the main source of disagreement seems to be the words
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that are used to describe essentially the same skill; for example, what is

called delegation in one organisation may be called empowerment in

another. While there were no differences identified between industries in

the behaviours that were regarded as imporlant for managerlal

effectiveness, the number of people sampled in each industry was not large

enough to be sensitive to differences. lt would be interesting in the future to

expand the second stage ol the study by surveying statf across a range of

industries to identify whether there are differences in the importance placed

on the various competencies.

The competencies regarded as important for effective managerial

performance also did not ditfer as a function of the size of the organisation.

Again the difference between organisations may not have been truly

determined because of the small number of managers who were interviewed

in each organisation. lt may be important to determine whether the

competencies that were valued by organisations did vary as a result of the

organisation's size. This could be another avenue for future research.

The multiple regression output demonstrated that technical skills were the

highest contributor to a manager's perceived level of overall etfectiveness.

This appears to contrast with the majority of other research, which states that

technical skills are not highly valued at the senior management level

(Thornton and Byham, 1982). As managers'careers develop and they get

promoted, their technical, specialist skills supposedly become less important

as they adopt a more generalist approach at senior management levels

(Dakin and Hamilton, 1986; Mahoney, Jerdee, and Caroll, 1965).

Highly valuing technical skills at the senior management level may be a

function of the New Zealand culture (i.e., the colonial spirit). New Zealand

senior managers may be expected to be more versatile and able to

demonstrate a high levelof skillacross a range of areas, including technical
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skills. Placing such a high value on technical skills may also mean that

senior managers may not fully appreciate the importance of spending time

managing people. The more time managers spend doing this invariably

means they spend less time in their technical area of expertise.

However, the multiple regression results in this study need to be interpreted

with caution, as many of the constructs may in fact be describing the same

competency. The fac'tor analysis in the second study assists in identifying

the relationship between the constructs.

The descriptions of effective managerialbehaviour identified in this study

have provided the data to determine how the various construct descriptors

group together and how much importance is placed on the different construst

groupings, which willnow be considered.
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CHAPTER SEVEN

THE DEVELOPMENT OF A MANAGEMENT

COMPETENCY MODEL

The purpose of this study was to develop a model that described the

competencies required by effective senior managers in New Zealand. This

was achieved by developing a managerial effectiveness questionnaire that

contained the descriptions of effective and ineffective behaviour that were

identified in the first study. After the questionnaire was piloted it was

administered to senior managers in two industry groups. The questionnaire

identified the relationship between the descriptions and determined the

importance senior managers place on the various competencies.

Study Two: The Managerlal Effectiveness Questionnalre

Selectlon Criterla and Ratlonale for the Selection of Questlonnalre

Partlclpants and Organlsations

The main criteria for the selection of subjects was that they had worked

closely with senior managers in their employing organisation. This was

critical as they needed to have observed a wide range of the senior

managers' behaviour in order to accurately complete the questionnaire.

Another factor that influenced the selection of organisations to participate in

this study was the degree of influence the researcher had in the targeted

organisation. The researcher was operating on the premise that the more

influence she had in the organisation, the higher the response rate to her

questionnaires. As mentioned earlier, senior managers are often very
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reluctant to complete questionnaires, particularly lengthy questionnaires,

therefore it was important to select organisations and managers who were

sympathetic to the study.

The subjecls were drawn from two organisations, the New Zealand Police

Service and KPMG, a business advisory firm. The New Zealand Police is

classified as belonging to the Community, Social, and Personal Services

Industry and KPMG to the Financing, Insurance, Real Estate, and Business

Seruices lndustry.

KPMG was chosen as a suitable organisation because it was the

researche/s employing organisation and she was able to follow up

questionnaire participants personally in an endeavour to achieve a high

response rate. The New Zealand Police was selected because they were

committed to ongoing research into the effectiveness of their senior

managers. The researcher had also worked closely with many of their

senior managers in developing a managerialassessment and development

centre for Assistant Commissioners. The Police were interested in

incorporating the results of the questionnaire in the design of their future

assessment and development centres. In addition, the Police is one of New

Zealand's largest employers, and therefore has a large number of senior

managers.

The researcher's discussions with senior managers in KPMG indicated that

people who held the position of Senior Consultant or above would be able to

comment knowledgeably about a senior manage/s performance. Senior

managers in KPMG were classified as people who held the positions of

Manager, Senior Manager, Director/Associate Director, and Partner. All

these positions were responsible for managing statf. The researche/s

discussions with staff in the Human Resources section of the New Zealand

Police indicated that people who held the rank of Inspector and
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Superintendent would be able to assess accurately senior managers who

held the rank of Superintendent.

Subfects

At the time of data gathering KPMG employed 256 staff and The New

Zealand Police Service employed 6500 staff. A total of 80 managerial

effectiveness questionnaires were distributed to KPMG staff who held Senior

Consultant, Assistant Manager, Manager, Senior Manager, and

Director/Associate Director and Partner positions. The participants worked

in either one of three divisions of KPMG (i.e., management consultancy,

audit seryices, or business services). The majority of participants (73.2%)

had been in their current role for a period of three years or more. A total of

56 questionnaires were returned, resulting in a response rate ol7QYo.

A total of 298 questionnaires were sent to New Zealand Police Service

employees who at the time of the questionnaire distribution held

Superintendent and Inspector positions. The questionnaire participants held

positions in one of three branches (i.e., General Duties Branch, Criminal

lnvestigation Branch, or Traffic Safety Service Branch). Just over half the

subjec'ts (57.8o/o') had been employed in their current role for six years or less

and 42,2% had been in their roles for more than six years. One hundred and

twenty nine questionnaires were returned, resulting in a response rate of

43.3%. In total 185 questionnaires were received from KPMG and the Police

Service, resulting in a overall response rate of 48.9%.

Additional demographic details on the questionnaire participants were not

collected. The pilot study highlighted the importance of keeping the

information requested about questionnaire participants to a minimum

because of its potentially sensitive nature. Two of the participants in the
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pilot study were concerned that their responses about the effectiveness of a

manager in their organisation could be linked to them.

Questlonnalre Design and lmplementation

The questionnaire was designed to achieve two purposes: First, to allow

identification of the underlying factors of managerial performance, and

second, to assess the impact or importance of these factors on managerial

effectiveness.

The questionnaire incorporated the constructs that were identified in the

repertory grid interviews and asked participants to evaluate a senior

manager they regarded as effective and knew well. A copy of the

questionnaire is provided in Appendix 7.

Questionnaire items were developed in a number of stages. Firstly, three

independent psychologists reviewed the construct descriptions in the

repertory grid construct list (see Appendix 3). This review was carried out to

ensure that the constructs that contained different concepts were not

included in the questionnaire in their raw form (i.e., as one questionnaire

item).

For example, lhe definition for construct (1.01) is

"Demends high standards of self and others - does not accept wor? of
average quallty or second best. ls very thorough In all work slhe does

and attends to detall (,e., "crosses the t's and dots thelr l'su)'
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This construct description was perceived by the three independent judges as

containing three slightly different concepts within this one construct. lf the

construct description was included in the questionnaire in the form shown

above, it would have been confusing for the questionnaire respondent. In

this case, a senior manager could theoretically demand high standards of

their work colleagues but not be thorough in their own work and not attend to

details in a work situation. Construct (1.01) therefore needed to be split into

three parts before it could be included in the questionnaire, as shown below

in Table 7.1.

Table 7.1: The Components of Construct (1.01) That Were Included In

the Questionnalre

lf two of the three people assessing the construct list felt the construct

contained statements with slightly ditferent meanings, the construct was split

into separate questionnaire items, as shown in Table 7.1. Appendix 5

contains a list of how the original constructs were separated.

A negative construct pole was created to accompany each of the positive

descriptors. A negative pole was created either by putting the word "doesn'f

in front of the positive statement or incorporating the negative behaviours

Positive Behaviour Neqative Behaviour
Demands high standards from
work colleagues.

Doesn't demand high
standards from work
colleaoues.

Sets high standards for self to
achieve.

Doesn't set high standards
for self to achieve.

Thorough in their work
approach and attends to
detail (i.e., crosses their t's
and dots their i's).

Not thorough in work
approach and takes short
cuts.
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captured during the repertory grid interviews that reflected the opposite

behaviour. When the negative behaviour for a particular construct contained

a very specific example, as shown in Table 7.2,i|became a component of

the negative construct, not a feature.

Table 7.2: Example of a Positive and Negatlve Gonstruct

So the negative pole changed to, 'Doesn't present feedback in a way that

promotes development (i.e., talks in generalisations)". These changes were

made so the questionnaire respondent was able to rate his or her manager

on the full spectrum of the scale. lf these changes had not occurred the

subject may have feh inhibited rating their manager on the negative pole

because they may not have exhibited the specific behaviour mentioned

(talks in generalisations), but were in fact not good at giving behavioural

feedback.

The references to gender in the construct descriptions were taken out and

substituted with a neutralterm such as theirs" or'she/he". Grammar was

also changed to assist in the ease of reading. ln addition, the word

"business" was changed to "organisation" because the word business was

not relevant lor The New Zealand Police. In most cases the words that were

used to describe the positive and negative behaviours of managers in the

repertory grid interviews were retained. The construct items in the

questionnaire were allocated on a random basis.

Positlve Negative

Able to give behavioural
feedback to staff so is able to
help their develooment.

Talks in generalisations
- so is no good at
develooino oeoole.
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Questionnaire Rating Scale

The subjects were asked to think of an effective senior manager they knew

well or had known. They were asked to use this person as a reference point

when completing the questionnaire. lt was important that they knew the

person well because they were required to rate the person on a wide range

of behavioural constructs.

The subjects indicated on a seven point scale the degree to which the

questionnaire items were descriptive of their effective manager. The scale

was positioned between the positive and negative questionnaire construct

items. The scale that was used is shown in Figure 7.1.

Floure 7.1: Questlonnalre Rating Scale

This would indicate that you think
the senior manager you have in
mind, usually manages meetings
effectively

This would indicate that you think
the manager you have in mind
doesn't ever demonstrate a genuine
interest in people
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The word "manage/'that is used in the scale was substituted for

'Superintendent" in the Police questionnaire. On completion of the bipolar

construct items the subjects rated the manage/s overall effectiveness on a

five point scale, see Figure 7.2.

Fioure 7.2: Managerlal Effectiveness Scale

Pllot Testlng and Revislon of the Questlonnalre

A pilot study was conducted to ensure the questionnaire instructions were

clear and the questionnaire items were unambiguous. The study was

conducted on five people in KPMG and three people in The New Zealand

Police to identify any amendments that might be needed. As a consequence

of the pilot study the following changes were made:

First, the question that asked participants to state their gender was deleted.

Female participants felt that they could be personally identified if this

question was asked. They felt their anonymity was not assured because of

the relatively small numbers of female managers in both organisations.

They perceived it would be easy to trace responses back to participants.

Please rate the manager's OVERALL performance by placlng a tlck ln the box that best
descrlbes thelr overall performancc

E:rhemely
Elfecdve

E
Effective

tl
Not

Effecd
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Second, the pictures of a female and male face that accompanied the

request for the questionnaire respondent to think of an effective

Superintendent was modified as a result of the pilot study. The picture of the

female face in the Police questionnaire was substituted with a male face.

This change was made because there were no female Superintendents at

the time of the questionnaire administration and therefore the picture of the

female face was not realistic.

Finally, the positive and negative construct items were not reversed

throughout the questionnaire as in the pilot study version. The participants

stated quite strongly that they would be reluctant to fill out the questionnaire

if the item polarity was reversed because they felt it would take significantly

more time to complete.

Eight construc'ts were removed from the Police Questionnaire because they

were not relevant to their work. The positive pole of these constructs is

listed in Table 7.3. Appendix 7 contains a copy of the KPMG Questionnaire.

Table 7.3: Constructs That Were Deleted From the Pollce Questlonnalre

Gonstructs
Has a good mix of entrepreneurial and financial skills (i.e.,
knows what will make monev and what won't).
Looks the part (i.e., is well qroomed).
Has business or commercial acumen - can understand what is
required for a business to be successful.
Technically very competent in own specialist area (e.9.,
marketino. financial manaoement. etc.).
Can manage own personalfinances.
Able to attract clients that reflect the future strategy of the
oroanisation.
Able to identify business opportunities the organisation could
oet into to oive it a comoetitive advantaoe.
Able to close a deal and sell a product or service.
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Questlonnalre Admlnlstratlon

KPMG questionnaire respondents were sent a copy of the questionnaire

through the internalmail system. A handwritten note from the researcher

accompanied it urging them to complete it. They were asked if they could

complete the questionnaire within two weeks and return it to the researcher

through the internal mail. The anonymity of their replies was assured.

The New Zealand Police respondents were sent a copy of the questionnaire

along with a letter signed by the Commissioner of Police (see Appendix G)

encouraging them to complete the questionnaire. The questionnaires were

sent through the internal mail and returned in the same way. An lnspector in

the Human Resources section of the New Zealand Police coordinated the

distribution and collection of the questionnaires.

Data Analysls and Results

The accuracy of the questionnaire responses entered on the database was

checked for clerical accuracy. This was done by comparing the responses

from 19 questionnaires (10% of the sample) with the information that was

entered on the database. A frequency analysis was completed to identify

data input errors.

The data from the KPMG and Police questionnaires was combined. The

eight construct items that were deleted from the Police questionnaire (refer

Table 7.3 ) were not included in the analysis. A fac'tor analysis was

condusted on the questionnaire responses to identify the relationship

between the questionnaire constructs.
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Factor Analysls

Factor analysis was used to explore the ways in which the managerial

constructs identified in the repertory grid interviews interact, and to develop

a model of managerial effectiveness. Exploratory factor analysis was

chosen as a suitable analysis technique because it minimises the number of

variables, while also maximising the amount of information produced in the

analysis. Cluster analysis was also performed, but it did not provide the

richness of data because loadings of variables on each cluster are not

provided and the clusters are not as conceptually clear as the factors

produced by factor analysis (Gorsuch, 1983).

When performing a factor analysis four heuristics have been recommended

to assist in ensuring a stable factor structure (Fergusson and Cox, 1993).

These heuristics are: a minimum sample size of between 100 and 200

(Comrey, 1978; Kline, 1986); a minimum ratio of subjects (n) to variabtes (p)

of between 2:1 and 10:1 (Gorsuch, 1983; Kline, 1986; Nunnally, 1978); a

minimum ratio of subjects to expected factors and variables to expected

factors of between 2:1 and 6:1 (Catell, 1978).

The present study meets allthese requirements except the minimum

recommended ratio of subjects to variables. In this study it was recognised

that many of the items in the questionnaire were not discrete variables (i.e.,

ditferent words had been used to describe similar concepts) and therefore

the heuristic recommending a minimum ratio of subjects to variables was

less relevant. The relative merits of these four heuristics have been

discussed by Guadagnoli and Velicer (1988), who concluded that sample

size is the most important heuristic and that a minimum of 100 subjects is

required for factor analysis.
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A principal components factor analysis with varimax rotation was used to

analyse the questionnaire data. Varimax rotation was chosen because it

attempts to simplity the columns of a factor matrix. lt tries to get variables to

load high or low on factors. The factors are orthogonal in varimax, which

aids interpretation, and consequently it is the most widely used rotational

procedure in the psychological literature and is recommended as the best

rotational procedure to adopt (Fergusson and Cox, 1993). While oblique

solutions are possible, they are often difficult to interpret as they allow for a

degree of correlation among factors, which makes factors difficult to interpret

(Gorsuch, 1983).

The Factors That Were Extracted

Factors are determined by the size of the construct loading on each of the

fac'tors. A measure of the degree of generalisability found between each

variable and each factor is calculated and referred to as a factor loading.

Factor loadings reflect quantitative relationships. The further the factor

loading is from zero, the more ons can generalise to that variable from each

factor. A high faclor loading implies that the construct variable can aid in the

interpretation of the factor, and in turn can provide some information about

how the variables were used.

Clearly statistical significance alone cannot be used to determine the

salience of a loading, because with large samples, loadings so small as to

be uninterpretable may be statistically significant. ln factor analytic studies

absolute values of 0.3 are popular as the minimum loading required for a

variable to be adequately interpreted (Velicer, Peacock, and Jackson, 1982).

This can have problems when a variable loads highly on several factors,

because the meaning of the variable must be split between factors when an

interpretation of factors is attempted. This can make it ditficult to interpret a
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factor and can make it necessary for a high loading of a variable to be

discarded if it does not aid interpretation. What may be an interpretable

salient loading for one variable may not be an interpretable salient loading

for another.

The initial procedure in interpreting the factors was to extract them with

eigenvalues greater than one. An eigenvalue gives an estimate of the

amount of variance associated with any factor. lt is the most commonly used

method of extraction. As shown in Table 7.4, 49 factors passed this criterion

level. The 49 factors accounted for 85.5% of the total variance. Factor One

cfearfy contributed the greatest amount of variance at 43.3o/o. Overall the

first 12 factors contributed 64.9% of the total variance.

Factor analysis was also performed on the individual KPMG and Police data.

The factors that contributed one percent or more of the variance for both

sets of data, are shown in Appendix 9. In the Police data the {irst 18 factors

accounted for 83.8% of the variance, and in the KPMG dala22 factors

accounted lor 97.60/o of the variance.

There appears to be no clear cut answer in the literature as to how the

number of factors in the final solution is determined (Gorsuch, 1983),

especially when the scree test does not suggest a natural cut off point. The

number of factors in this study's competency model was determined in two

ways. First, by identifying the factors with the greatest contribution to the

overall variance and second, by identifying the factors that contributed the

greatest degree of variance in the multiple regression analysis. Multiple

regression was used to determine how much importance people placed on

the various factors. This analysis was conducted by regressing the factor

scores for each of 49 factors on the overall effectiveness rating the

questionnaire respondent gave his or her manager.
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Table7.4: The 49 Factors That had an Eigenvalue Greater Than one

Factor Elqenvalue Pct of Var Gum Pct
1

2
3
4
5
6
7
I
I
10
11

12
13
14
15
16
17
18
19
20
21
2.
z3
24
25
ai
27
2g
N
30
31
3A
*l
u
35
36
97
38
s)
40
41
42
4il
4
45
&
47
48
/tg

130.59896
19.05078

7.89553
6.05705
5.04367
4.72889
4.37669
4.22752
3.59689
3.25926
3.21424
3.09153
2.72244
2.68199
2.55759
2.47042
2.39988
2.38998
2.26241
2.17988
2.171ffi
2.05001
1.93761
1.92559
1.83859
1.82299
1.7534!r
1.69860
1.64104
1.62913
1.55056
1.54109
1.49876
1.43251
1.38812
1.37374
1.36523
1.33&f0
129948
126748
1.22167
1.20197
1.14639
1.11723
1.10848
1.98536
1.05995
1.02648
1.00937

43.4
6.3
2.6
2.O
1.7
1.6
1.5
1.4
1.2
1.1
1.1
1.0
0.9
0.9
0.8
0.8
0.8
0.8
0.8
0.7
o.7
0.7
0.6
0.6
0.6
0.6
0.6
0.6
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.5
0.4
0.4
0.4
0.4
0.4
0.4
0.4
0.4
0.4
0.4
0.3
0.3

43.3
49.7
52.3
54.3
56.0
57.6
59.1
60.5
61.7
62.8
63.9
64.9
65.8
66.7
67.5
68.3
69.1
69.9
70.7
71.4
72.1
72.8
73.4
74.O
74.6
75.2
75.8
76.4
76.9
Tt.4
Tt.9
78.4
78.9
79.4
79.9
80.4
80.9
81.3
81.7
82.1
82.5
82.9
8:t.3
83.7
84.1
84.5
84.9
85.2
85.5
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Using these guidelines, a six factor solution was developed. The

questionnaire items that loaded on each of the six factors are shown in

Appendix 8. The following section describes the factor analysis and multiple

regression results.

Interpretlng the Factors

The next step in interpreting the factors was to highlight all questionnaire

items that loaded 0.3 and above on each of the factors after varimax

rotation. The first 12 factors which contributed 1% or more of the variance

will be discussed in the following section.

One hundred and eighty eight questionnaire items loaded 0.3 and above on

Factor One. Table 7.4 shows Factor One's 20 highest loading questionnaire

items. After considering the loadings and content of the questionnaire items,

it seemed appropriate to call the factor "lnterpersonal Skills", since all the

variables were related to interacting and communicating with people. The

highest 20 loadings are clearly interpersonal in nature, with the exception of

questionnaire item 193 (Can laugh at themselves, and doesn't take self too

seriously), as they relate to managers' interactions with people.

The second factor had 69 questionnaire items loading 0.3 and above. Table

7.6 shows Fac'tor Two's 20 highest loading questionnaire items. After

reviewing the content and loading of the questionnaire items on Factor Two

it appeared appropriate to name the factor "Conscientious and Organised".

The questionnaire items describe the actions of managers who are

organised, conscientious, thorough, and focused in their work.
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Table 7.5: Factor One's 20 Hlghest Loading Questlonnalre ltems

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

Takes a oenuine interest in oeoole .84376 80
Makes an effort to make people feel at ease
when talkino to them

.83621 221

ls consultative with staff .83414 166
Sensitive when dealinq with staff .83293 212
Empathetic when dealinq with staff .83121 208
ls accessible to their staff .81092 197
Treats all peoole as their eoual .80327 114
Easy to speak to, people feel comfortable
beino around them

.79751 14

Takes time to build relationships and
understand their staff

.78093 165

Open to othe/s ideas even if they are
different to their beliefs or views

.77898 222

Makes people feel comfortable when they
communicate with them

.77468 36

Makes an effort to communicate with
everyone in the oroanisation

.77324 240

Gets on wellwith everyone in the
oroanisatlon

.76875 126

ls comoassionate when dealino with staff .7641',| 173
Can laugh at themselves, and doesn't take
self too seriouslv

.75046 193

Able to relate wellto a wide range of people
(e.o.. manaqlno direc'tors. clerical staff . etc.)

.75645 147

Able to respond and deal appropriately with
staff membe/s feelings (e.9., depression,
anoer)

.74626 282

ls a team player - can work as a member of
a team

.74288 154

Has a harmonising effect on people, can
draw people toqether, who are polarised

.73965 30

Has a basic respect for all staff in the
oroanisation

.73762 79
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Table 7.7: Factor Three's 20 Hlghest Loadlng Questlonnaire ltems

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

ls focused on the strategic direction of the
oroanisation

.70629 167

Their planning reflects the organisation's short and
lono term ooals

.66396 263

Puts the organisation's interests first - is focused
on achievino the ooals of the oroanisation

.65584 168

Has an appreciation ol how and where the
organisation fits into the wider environment (i.e.,
NZ context)

.6s396 203

Their actions reflec't the direction of the
oroanisation's strateoic olan

.63430 258

Focuses on achieving both their own area's goals
as wellas the qoals of the oroanisation

.62485 124

Able to achieve a balance between focusing on
long and short term goals when developing
strateoic olans

.61229 267

Keeps up to date with the latest developments in
the oroanisation's area of business

.59090 187

Has a qrasp of the issues facino the oroanisation .55769 29
Has strategic vision - able to see where the
oroanisation needs to oo in the future

.54559 219

Able to articulate the organisation's strategic
vision for staff so staff know how they can
contribute to the oroanisational vision

.54551 269

Strives to do things better in the woft place (1.e.,
work oractices) and imorove on the status ouo

.54807 254

Their own Individual goals are aligned with the
oroanisation's ooals

.53s01 261

Has an in-depth knowledge of what is happening
in others oarts of the oroanisation

.53280 159

Has comprehersive knowledge of the industry the
oroanisation ls In

.s2891 160

Has a strong loyalty to the organisation and will
support or defend the organlsation's or
manaoement's views and decisions

.518/.2 178

Accepts the need to implement organisational
initiatives that thev mav not aoree with

.sl808 304

Has a good appreciation of all the func,tions of the
organisation, what the different areas do, and how
thev Interac't

.50507 86

Their actions su pport the o rganisation's policies
thev oromote to their staff members

.48122 16

Has a oood oeneral knowledoe .45864 200
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A review of the questionnaire items suggest it is appropriate to name the

third factor "Strategic Behaviour''. The first 11 items describe the behaviour

of a manager who is able to plan and behave in a way that reflects the

organisation's strategic goals. In some of the lower loading questionnaire

items an underlying sense of loyalty to the organisation's strategic goals

becomes evident (i.e., "Has a strong loyalty to the organisation and will

support or defend the organisation's or management's views and decisions"

and uAccepts the need to implement organisational initiatives that they may

not agree with"). Questionnaire ltem 200 ("Has a good general knowledge")

does not seem relevant to the faclor.

The fourth factor accounted lor 2Yo of the total variance. Twenty five

questionnaire items loaded 0.3 and above on this Factor, Table 7.8 shows

this fado/s ten highest loading factors. A review of these questionnaire

items suggest it can be named "Problem-Solving". Allthese items retate to

solving problems independently, decisively, quickly, and in time-pressured

situations.

The fifth factor accounted lor 1.7"/o of the total variance. Eighteen

questionnaire items with loadings of 0.3 and above loaded on this factor.

Table 7.9 shows Factor Five's 5 highest loading factors.

A review of Factor Five's questionnaire items suggest that it would be

appropriate to name this factor'Drive and Enthusiasm". Allthe items relate

to people achieving results through their personal drive, enthusiasm and

energy.
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Table 7.8: Factor Four's 10 Highest Loading Questlonnaire ltems

Table 7.9: Factor Flve's 10 Hlghest Loading Questlonnaire ltems

Positive Questionnaire ltem Factor
Loadinq

Questionnaire
Item

Can make decisions independently without
deferrino to others

.81908 141

Abte to make decisions in the absence of
ouidelines or rules

.80243 139

Able to make decisions in time pressured
situations

.77870 140

Can think ouicklv on their feet .54999 152
Can make links between issues or patterns
that are not obvious

.54150 142

Able to analyse conflicting or incomplete
information

.s3908 134

Able to analyse and synthesise a wide range
of information in a short time frame

.s3430 297

Able to think conceotuallv .50321 170
Able to see the big picture when analysing
information

.49131 295

Able to solve comolex or new oroblems .46643 151

Positive Questionnaire ltem Factor
Loadinq

Questionnaire
Item

Has a hlgh level of drive and energy to
achieve results

.7033 207

ls enthusiastic and passionate about their
work

.6676 210

Has a stronq drive to succeed .6638 202
Enthusiastic when persuading or influencing
others

.6307 211

Has an energetic approach which motivates
others

.6043 95

Takes personal responsibility for making
thinos haooen in the oroanisation

.5998 112

Has a strong work ethic (i.e., dedicated and
hard workino)

.5171 84

They set high standards for themselves to
achieve

.5141 106

Has definite views on subjects - prepared to
voice ideas and opinions (i.e., says what
thev think)

.5132 236

Has a sense of urgency about them -
understands what needs to be done todav

.4779 105
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Seven other factors contributed between 1 .7 and 1.O o/o of the variance. The

questionnaire items that loaded 0.3 and above on these factors are shown in

Table 7.10.

Table 7.10: Factor Six, Seven, Eight, Nine, Ten, Eleven, and Twelve's

Highest Loading Questionnaire ltems

Factors six to twelve only contribute 7.2o/o ol the total variance. Only a small

number of the questionnaire items load on these factors. A review of them

suggests that suitable names are; Factor 6: "Honest FeedbacK'; Factor 7:

"lnteresting Presente/'; Factor 8: "Financial Management Skills'; Factor 9:

Positive Ouestionnaire ltem Factor Factor
Loadinq

Ouestionnaire
Item

Gives regular negative feedback and
constructive criticism to staff if they are
not performing to the required level
Provides accurate and honest feedback to
staff about their oerformance

6 .75531

.45149

26

20

Able to capture an audience's attention
due to their varied and interesting
interpersonal sWle

7 .54597 163

Has well developed financial skills
Can bring a financial focus to problem-
solving
Thorough in their financial planning and
the monitorino of their budoets

I .76904
.59477

.57932

161
I

218

Has a thirst for knowledge
Can oick-uo and learn thinos ouicklv

I .61125
.41476

85
137

Works to achieve win-win outcomes in
conflict situations
Prepared to question information - doesn't
take information at face value

10 .7083

.3498

45

53

Strikes a balance between being a
perfectionist and producing results in the
reouired time frames

11 .63571 192

Their personal presence demands
attention
Aggressive, forceful, and hard-hitting
when negotiating - takes a no
comoromises aooroach

'12 .62601

.39693

262

215
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"Knowledgeable"; Factor 10: "Tenacious"; Factor 1 1 : "Realistic"; Factor 12:

"Personal lmpacf'.

It is interesting to note, that the factor structure for the individual KPMG and

Police data was similar to the factor profiles derived from the combined data.

In the Police data four of the five largest factors (lnterpersonal Skills,

Conscientious and Organised, Problem-Solving, and Drive and Enthusiasm)

were the same as the main factors identified in the combined data. The

factor that was not evident in the Police data was "Strategic Behaviour".

The top five factors derived from the KPMG data contained all five of the

largest factors(lnterpersonal Skills, Conscientious and Organised, Strategic

Behaviour, Problem-Solving, and Drive and Enthusiasm), although Drive and

Enthusiasm and Problem-Solving presented as a combined factor. However,

the KPMG data needs to be interpreted with caution as it did not contain the

recommended minimum sample size of 100 to perform a factor analysis

(Fergusson and Cox, 1993). The highest factor loadings for the Police and

KPMG's first five fac-tors are shown in Appendix 10.

Multlple Regresslon

A stepwise linear regression was conducted to determine how much

importance or weight people place on the various factors when determining

the overall effectiveness of their managers. The independent variables were

the factor scores derived from the 49 factors with an eigenvalue of one or

more. The dependent variable was the overalleffectiveness rating the

questionnaire respondent gave his or her effective manager. The range of

responses on this scale was restricted because subjects were only rating

effective managers.
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Table 7.11 shows the degree of variance each of the factors contributed to

questionnaire respondents' perception of their managers overall

effectiveness. An R2 oI .77827 and an adjusted R 2 ol .75785 was obtained.

Based on the adjusted R2 ,57"/oof the variance was explained by 14 factors,

with the first two factors contributing 36.69% of the variance. The factors

contribute between 2.98 and 21.59% of the variance.

As mentioned earlier, the linal factor solution in this study is determined by

identifying the factors with the greatest contribution to the overall variance

and secondly, by identifying the factors that contributed the greatest degree

of variance in the multiple regression. A review of Table 7.4 and 7.11 would

suggest that the six largest factors should make up the final factor solution.

Table 7.11 indicates that these six factors are the main factors that are being

used to assess performance.

Table 7.11: Multlple Regresslon Summary Table

Factor Beta
Weiqht

t/o Variance F p

1 ) Interpersonal Skills 541 143 21.5947 78.48928 <.001

2) Conscientious and Oroanised 374383 15.0993 75.37882 <.001

3) Strateoic Behaviours 243571 9.8347 67.10125 <.001

4) Problem-Solvinq ,247387 9.9926 66.31552 <.001

5) Drive and Enthusiasm 238394 9.4692 69.41396 <.001

6) Honest Feedback 1 18365 4.7821 62.38359 <.001

42 124201 4.9993 57.75275 <.001

12 1 031 52 4.2420 49.79787 <.001

41 094417 3.779'l 49.79787 <.001

21 090946 3.5943 46.96738 <.001

24 085241 3.4491 44.43677 <.001

15 078688 3.1933 42.04149 <.001

34 075095 2.9883 39.85442 <.001

16 074463 2.9812 38.10904 <.001
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Discusslon of Study Two

The purpose of this study was to identify the relationship between the

various managerial characteristics and behaviours identified in the first

study, and to determine how much importance people place on the various

managerial skill groupings. This study provided the opportunity to develop a

framework of managerial competencies that captured the words and

concepts New Zealand managers use to determine the effectiveness of their

senior managers. lt also provided the opportunity to compare a New

Zealand model of management effectiveness with overseas models.

The factor analysis identified one main factor, Interpersonal Skills, that

contributed just over 40o/o of the total variance. The five other factors:

Conscientious and Organised, Strategic Behaviour, Problem-Solving, Drive

and Enthusiasm, and Honest Feedback, contributed between 1 .60/o and 6oh

of the variancs. The identification of a general factor and a range of smatler

factors indicates that people do not construe managerial effectiveness in

terms of large numbers of discrete factorial dimensions that are provided in

the popular competency models (Boyatzis, 1982; Powers, 1987; Spencer

and Spencer, 1993).

The results of this study indicate that managerial effectiveness is assessed

by a small number of factors. The competency models that contain a smaller

number of competencies (Cammock, 1991; Kotter 1982b, 1990) appear to

reflec't realistically how people conceptualise managerial etfectiveness. The

fact that competency models are often listed as a number of independent

factors reflects the way in which the competencies were developed.

Competency models are often developed through manually grouping similar

concepts rather than statistical grouping. As mentioned earlier, when

competencies are grouped manually, people tend to overestimate the

number of discrete competencies they take into account when evaluating
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others, which often results in a significant overlap in the competencies

(Graves and Karren, 1992).

The fact that the main factor was Interpersonal Skills is not too surprising,

given that a large component of a manager's job involves interacting with

people. Allthe competency models discussed in Chapter Five had the

competency Interpersonal Skills, in some form, as a component of their

models. Many of the models split interpersonal skills into a number of

discrete interpersonal categories or competencies.

The results lrom this study suggest that people view interpersonal skills as

one construct when they assess people. This would indicate that the

competency models that go to great lengths to isolate the different

interpersonal skills, conflict with how we actually assess interpersonal skills.

However, that is not to say that separating competencies into distinct

categories is not useful. Research has shown that when we are specificatly

asked to observe discrete competencies, we can (Alba and Hasher, 1983).

It is just that we are probably not so vigilant in our day to day interactions.

One of the reasons that Interpersonal Skills is such a large factor may be

because it is one of the critical skills required by managers. lt may also be

mors prons to a halo effect than other competencies. For example, if

managers were seen as being friendly and accessible to staff, it is often

assumed they exhibited the other interpersonal skills such as being

compassionate and sensitive to individual needs. During the repertory grid

interviews it became quite evident that people often classified their senior

managers in a rather black and white way when discussing their

interpersonal skills. They were either seen as a "people person" or not a

"people person". The majority of the items in Factor One capture the many

descriptors respondents used to describe the skills or behaviours people

need to dealwith people.
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The importance placed on interpersonal skills in this study may reflect the

changing emphasis in the skills required by managers, a pervasive theme in

current organisational literature (Baldwin and Padgett, 1994). For example,

a manager's ability to influence people by using a wide range of

interpersonal skills has become more important in today's organisational

environment. Keys and Case (1990) suggest that increasing team

interdependence and widening spans of control are diminishing the

effectiveness of formal or line authority and, therefore, the ability of a

manager to persuade people through influence is becoming more important.

The ability to influence and persuade peers, subordinates, and superiors is

strongly linked to the interpersonalskills described in Factor One.

A review of the questionnaire items that loaded highly on Factor One

indicates that many of the items describe character or personality traits. For

example, the ability to be empathetic when dealing with staff, the ability to be

approachable and easy to speak to, and the ability to laugh at yourself. The

fact that many of the skills described in Factor One describe the

characteristics of people's personality and nature has interesting

implications for people who train and develop current and future managers.

Many of the behaviours and characteristics that make up Factor One are

ditficult to teach successfully. They are areas in which people find it hard to

achieve long term behaviour change (Hellervik, Hazucha, and Schneider,

1992). There would be some difficulty teaching a manager to take a genuine

interest in people or teaching managers to be perceptive at reading and

understanding the needs of statf.

Factor Two, contributing 6.3% of the variance, also contains statements that

describe a number of inherent personality characteristics (e.9., has a strong

results orientation and delivers on what is committed to in the required time

frame, can be relied on to follow through on what they promise, etc.).

However, it also contains a number of managerial activities that are more
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amenable to leaming (e.9., manages meetings effectively, researches

information before making decisions, etc.).

A Comparison of the Main Factors With the Big Five Personality

Factors

The results of this study indicate that managerial effectiveness is closely

linked to a number of personality characteristics. A number of studies that

have investigated the characteristics of effective managers indicate that

personality factors are regarded as an important component of managerial

effectiveness (Campbell et al., 1970; Clark and Clark, 1990; Hogan, Hogan,

and Murtha, 1992). A considerable body of research (Aronoff and Wilson,

1985; Clark and Clark, 1990; Megargee and Carbonell, 1988; Stogdill, 1948,

1974) suggests that a particular combination of personality characteristics

(e.9., self-confidsnce, assertiveness, ambition, and energy) is reliably

associated with high-rated performance across organisational type and

managerial level. While some people oppose this trait approach to the study

of managerial effectiveness (Stogdill, 1948, 1974\, developments in

personality research and managerial effectiveness have led to a renewed

interest in the relationship between personality characteristics and

managerial and leadership effectiveness (Clark and Clark, 1990; Hogan,

Hogan, and Murtha, 1992).

A number of the more significant factors identified in this study would appear

to fit quite closely with the Big Five model of personality structure endorsed

by personality psychologists (Digman, 1990; Goldberg, 1993; Hogan,

Hogan, and Murtha, 1992; McOrae and Costa, 1987). Factor One

"lnterpersonal Skills" fits extremely closely with the personality dimension

"Agreeableness" and Factor Two closely matches "Conscientiousness" as

well as a number of the statements in "Emotional Stabilitf. A number of the
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dimensions in Factor Three match the characteristics in "lntellectance",

whereas a number of the dimensions in the fifth factor'Drive and

Enthusiasm" reflect components of the dimensions 'Extraversion" and

'Conscientiousness". The fourth largest factor identified in this study,

Problem-Solving, is the only main factor that is not adequately covered by

the Big Five personality dimensions. This is, however, not surprising

because it is probably linked more closely to cognitive ability than

personality.

It is noteworthy that the main factor in this study, Interpersonal Skills, which

matches closely the dimension of "Agreeableness", has been identified as

the dimension with the greatest predictive potential (Tett, Jackson, and

Rothstein, 1991) and the dimension "Conscientiousness" has been lound to

predict alljob performance criteria for all occupational groups (Barrick and

Mount, 1993). The results of this study suggest that the Big Five model

provides a useful framework for identifying how people conceptualise many

of the concepts of managerial etfectiveness (Hogan, Curphy, and Hogan,

1994). lt appears that the Big Five dimensions can be regarded as cognitive

prototypes (Cantor and Mischel,1977) or cognitive schemata (Fiske and

Linville, 1980) that people use to evaluate the effectiveness of managers.

This would suggest that much of a manager's job is to do with personality

It is noteworthy, that, Barrick and Mount (1993) found, that jobs that are high

in autonomy, such as managers' jobs, have stronger links between

personality constructs and overall performance. This is in line with the

generaltheoretical proposition that individual difference variables, such as

personality, will exert more influence in situations where people are not

constrained by rules and regulations (Adler and Weiss, 1988). This study

suggests that personality traits predict managerial performance.



163

Comparlson of the Gompetency Model Developed in This Study With

Non-New Zealand Competency Models

The competency model developed from the current study contains most of

the key competencies described in the competency models presented in

Chapter Five, although it uses slightly different words to describe them

(Boyatzis, 1982; Luthans et al., 1988; Powers, 1987; Yukl, Wall, and

Lepsinger, 1990). The earlier models (Mintzberg, 1973; Shartle and Stogdill,

1953) contained a number of the behaviours described in the larger fac'tors

in this study, although they differed in that the competency of Strategic

Behaviour was not evident. This may be because the term "strategiC'was

not in vogue or was not regarded as a critical part of a manage/s job at that

time.

The model identified in this study differs because of its heavy emphasis on

the behaviours and characteristics of effective managers rather than

descriptions of the managerialfunctions or activities they perform. lt

appears that people tend to think and evaluate a manage/s effectiveness

predominantly in relation to a number of personality characteristics and

behaviours, rather than thinking about a manager's effectiveness in relation

to the content of their jobs (e.9., information management, clienUcustomer

relations, etc.). A high percentage of the personal characteristics (i.e.,

loyalty, drive, etc.) identified in this study impact on the various managerial

activities (i.e., delegation, management of resources, etc.).

As mentioned earlier, the main difference between the non New Zealand

competency models and this study's model is the emphasis on the

manager's interpersonal skills, which are largely a product of their

personality. This model also ditfers from a number of the overseas models

because it contains one general lactor and a number of smaller factors,

rather than a long list of independent competencies.
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While there are differences between the factor structure and words used to

describe managerial effectiveness, there are similarities between the

behaviours and characteristics described in this study and other models.

This would indicate that there are common perceptions of what is regarded

as'effectiveness" in a manager across cultures, industries, and

organisations.

Comparlson of the Competency Model Developed in This Study With

New Zealand Competency Models

It is usefulto compare the results of this study with others that have been

developed in New Zealand. As discussed earlier, the most comprehensivs

study that has been conducted is Cammock's 1 991 study (Cammock, 1gg1).

He identified the behaviour and characteristics staff use to assess the

effectiveness of their managers in a large public sector organisation.

He found that staff used two factors (i.e., Conceptual and Interpersonal

Abilities) to differentlate between ineffective and effective managers. The

Interpersonal factor matches quite closely the Interpersonal factor identified

in the current study. However, the Conceptual factor is not similar to the

other factors in this study. lt seems to represent a composite of some of the

concepts in Factor Two: Conscientious and Organised; Factor Three:

Strategic Behaviour; Factor Four: Problem-Solving; and Factor Five: Drive

and Enthusiasm, as well as a number of the concepts identified in the

smaller contributing factors. A review of the skills identified in Cammock's

Conceptualfactor contains some quite disparats concepts. For example, the

level of drive a person possesses falls under the same category as the skill

that is described as overview (i.e., the ability not lo get bogged down in

detailso as to maintain the big picture). This combined factor may have

been a function of the two-factor solution he adopted.
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This study built on and captured a number of additional behaviours and

characteristics that were not identified in Cammock's study. The most

obvious differences are evident in the third factor, Strategic Behaviour. The

items in this factor reflect more of an emphasis on the strategic direction of

the organisation and the individual manager's implementation of the

strategic direction, than some of the more general items covered in

Cammock's conceptual scales. For example, the factor items describe a

manage/s ability to develop plans that reflect the short and long term goats

of the organisation, the ability to focus on achieving both their own area's

goals as well as the goals of the organisation, and the ability to articulate the

organisation's strategic vision, so statf know how they contribute to the

vision. This factor also describes a manage/s ability to have an

appreciation of the organisation's industry as well as how and where the

organisation fits into the wider New Zealand environment.

In addition, the skills that loaded highly on the fourth problem-solving factor

(i.e., the ability to make decisions in the absence of guidelines and to make

decisions independently without deferring to others) were not captured in

Cammock's Conceptual factor. This may be because the managers he

surveyed in the public sector organisation did not have to make many

decisions that did not have established guidelines, or were not required to

make significant decisions without deferring to others. Financial

Management skills represented in Factor Eight were also another dimension

that was not present in Cammock's list.

The additional behaviour and characteristics that were identilied in this

study, that were not evident in Cammock's study, are likely to be the result of

sampling managers across a range of organisations, rather than sampling

managers in one organisation. In addition, some of the additional

competencies identified by lhe current study, such as the emphasis on

strategic planning, may reflect the managerial levelthat was the focus of the
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study. Cammock interviewed and surveyed managers and statf across a

range of organisational levels, whereas only the views of chief executives

and senior managers were canvassed here. A manager's ability to

implement the strategic vision of the organisation would therefore be more

crucial for this level of manager.

The lmportance Placed on the Varlous Managerlal Factors

Limited research has been conducted overseas and in New Zealand on the

importance people place on the various managerialfactors. As seen from

this study (see Table 7.111, people place most importance on interpersonal

skills when evaluating the overall etfectiveness of their managers. This

result is similar to Luthans, Hodgetts, and Rosenkrantz's (1988) findings that

a managefs communication is the major contributor to managerial

effectiveness. Their uCommunication" is similar to this study's "lnterpersonal

Skills" dimension.

In summary, this study proposes a six-factor model of managerial

effectiveness. lt consists of one large faclor called "lnterpersonal Skills" that

contributes 43o/o of the total variance. Five smaller factors contribute

between 1.6 and 6.3% of the variance. These six factors describe the main

factors people use to assess a manager's effectiveness.
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CHAPTER EIGHT

OBSERVATIONS FROM THE REPERTORY GRID INTERVIEWS

Many observations were made during the interviews with the 225 chief

executives and senior managers. While these depart from the parameters

usually associated with conventional field experiments, they do provide

some additional insights into the assessment of managers in the work

environment.

The Elicltation of the Competencies

During the course of the interviews it became obvious that many of the

chief executives and senior managers were reluctant to elaborate on the

terms they used to describe certain managerial skills. A number of them

appeared quite exasperated and annoyed when asked to describe what

they meant by such terms as'leadership", 'initiative','charisma', etc. ln

response to the request for further clarification they often just repeated

their initial one-word definition.

The manage/s frustration with the quietly persistent line of questioning

appeared to stem from three sources. First, their belief that everyone has

a common understanding of the words used to describe managerial

competencies (e.9., intelligence, charisma, etc.). This proved to be far

from the truth. A diverse range of definitions were provided for many of

the managerial competencies. Second, a number of the chief executives

may not have been used to people questioning them or asking them to

explain themselves. This appeared more likely for managers from
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traditional hierarchical organisations. Third, the managers may not have

previously considered how they defined the managerialterms they use.

The difficulty managers experienced describing the managerial

competencies could potentially have quite serious ramifications for the

management of people in their organisation. lf they are unable to define

the managerial competencies they think are important, it is unlikely that

their staff and peers will receive clear behavioural feedback about the

areas in which they need to improve. one chief executive, in particular,

said he was quite exasperated at the lack of 'leadership" shown by his

senior managers. When asked to elaborate on what he meant by

leadership, he was unable to define it and kept repeating phrases such as

You know it when you see it" or You get this feeling in your gut about a

person". No doubt this chief executive will continue to be frustrated with

the lack of 'leadership" until such time as he can articulate what he means

by the term.

The responses from some chief executives and senior managers

indicated they considered a narrow range of competencies when

comparing their managers. A few managers found it difficutt to generate

more than three or four managerial competencies that differentiated their

etfective and less effective managers. lt appeared that some managers

tended only to assess their peers and subordinates on one performancs

dimension (i.e., communication ability). In these instances the three or

four competencies they generated tended to be variations on a theme; for

example, they discussed their managers' ability to communicate

informally, formally, and in writing.

During the interviews a number of managers attempted to recallthe "latest

terms" that were used to describe managerial competencies in the popular

management texts (e.9., synergistic team member). They wanted to use

these terms, rather than use the words they would normally use to
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describe managerial performance. The interviewees wanted to be seen

as 'up-todate". Interestingly, in cases where the popular textbook terms

(e.9., empowerment, etc.) were used many of the managers were unable

to state what the term meant.

A number of the managers, when describing the competencies displayed

by their managers, would sometimes group disparate competencies

together and say that they were the same competency. So if a manager

were skilled in a competency (i.e., intelligence), it was assumed he or she

was similarly skilled in another competency (i.e., oral presentation skill).

Interviewees wers asked in these circumstances whether the

competencies they were describing were different, because a manager

could be intelligent but not demonstrate effective oral presentation skills.

It was indeed surprising when interviewees said that disparate

competencies were the same thing. lt appeared that some managerial

competencies had an inherent halo effect. Effective oral presentation, for

example, was often linked with a number of positive managerial

competencies (e.9., strategic vision, intelligence, etc.).

On occasions it was difficuh to elicit competencies from some managers

because they rambled. They were unable to describe the effective or less

effective constructs without describing in detail alltheir experiences with

that person. ln such circumstances it sometimes took over ten minutes to

generate one construct.

The level of openness with wtrich people discussed their etfective and

less effective managers was surprising. The managers did not appear to

be inhibited about discussing them by name. In most interviews they

wrote the full names of the managers they regarded as effective and less

effective on the repertory grid cards.
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It was surprising the number of managers who were able to describe in

great detail, and with much confidence, behaviours they had never

observed. On a number of occasions the interviewees were asked if they

had actually observed their peers performing the behaviours they were

describing. This line of questioning was prompted because it seemed

strange that the interviewees could talk so vividly about their managers'

competencies that would have been difficult to observe first-hand for all

six managers (i.e., the manage/s ability to conduct a performance

appraisal review). Again, it appeared that a manager's ability in one

particular area created a halo effect. So again, if someone was perceived

to be a friendly person, he or she was also thought to be effective at

conducting performance appraisal reviews.

A few of the managers asked that some of the competencies they

described not be recorded. They felt that their replies were not "politically

correct" criteria to be judging managerial performance. Competencies

such as, This manager is more etfective because they look the part", "l

like them more because they are easier to talk to', 'They are able to talk

knowledgably about a range of sport', 'They have presence when they

walk into a room', They have represented their province at sport" are

examples that were vetoed by some managers.

Often during the interviews managers talked about leadership and

management as being ditferent competencies. While many managers

saw them as being different, the content of their replies indicated they

were unable to distinguish between the two. Regardless of whether they

were talking about management or leadership, they still discussed

competencies such as communication, planning, analytical ability, etc. A

strong impression was gained that having "leadership" ability, whatever it

was, was regarded as more desirable than possessing "management'
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ability. This was evident when people described a manager as being

ineffective because she or he was "More of a manager than a leade/'.

A Comparison of the Competencles ldentified In the Intervlews With

the Competencles Developed for the Subject's Organlsatlon

At the outset of the interview, when subjects were told its purpose, about a

quarter of the managers attempted to locate a list of the managerial

competencies that had been developed for their organisation. The

subjects were asked if they would mind leaving the organisation's

competency list to one side until after the interview, so that the information

on the list did not bias their responses. On completion of the interview the

chief executives and senior managers compared their responses with

their organisation's competency list.

In most cases the competencies generated by the managers during the

interview did not resemble their organisation's competencies. The

manager's organisationalcompetency list was often long and contained

imprecise and vague language to describe the competencies required of

managers. Many of the competencies, like "conceptual integritf and

'interpersonal versatilitt'', were difficult to understand in behavioural

terms.

A number of organisations seem to have lost sight of the intended

purpose of managerialcompetencies (i.e., to help managers understand

what competencies they need to exhibit to be effective and to provide a

sound basis for the organisation's human resource practices). lt was

evident that in many organisations the language used to describe

managers'competencies had become an exercise in uword smithing"
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rather than a toolto help managers understand what they need to do

differently.

ldentlflcatlon and Dlscusslon About the Organlsatlons' lneffectlve

Managers

A number of the managers were embarrassed about the ease with which

they could identify their ineffective managers and the numerous examples

they provided of their poor performance. At the conclusion of some ol the

interviews managers said quite sheepishly, "You are probably wondering

why we have these ineffective managers working in the organisation".

From discussions with managers it appeared that few of their less

effective managers had been told their performance was not of the

required standard. This has serious implications for the effective

functioning of the organisation and its individual managers. As people are

more likely to improve if they are given accurate and timely feedback, it is

an important part of the learning process.

From discussions with the managers, there appeared to be a number of

factors that inhibited people from resolving performance issues with their

ineffective managers. These factors included such things as the

manager's friendship with the inetfective manager, the long length of

organisational service by the ineffective manager, the fact that the person

was a "nice" person, and the burdens they faced in their personal life

(e.9., their partner had psychiatric problems). lt was surprising that in

times of massive restructuring, managers who wers often described as

incompetent managed to retain senior management positions.
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The Llmlted Number of Female Sublects

The lack of female senior managers encountered in the organisations that

were sampled was disappointing. The one chief executive and 28 senior

managers who were interviewed contrasted with the 196 males who were

interviewed. While the focus of the study was not to identify potential

gender differences, it would have been interesting to assess whether

there were differences between female and male senior managers in how

they evaluated the effectiveness of their colleagues. The researcher

attempted to boost the number of women in the sample by asking each

chief executive at the conclusion of the interview whether at least one of

the senior managers they nominated to be interviewed could be female.

In the majority of cases the chief executives stated that women did not

hold senior management positions in the organisation. They were often

embarrassed and frequently volunteered explanations. These included

such things as, it was difficult to recruit females who were senior

managers, that females didn't appear to stay long in the organisation, or

they recounted an experience where a past female employee "hadn't

worked out". lt is noteworthy that the number of women in the sample

(12.9%) would seem to be an over-representation of the number of

females in senior management positions in New Zealand. A recent study

indicated that 7.8% of people employed in senior management are women

(McGregor, Thomson, and Dewe, 1994).

Comments on the Intervlew Process and Research Study

A number of the managers told the researcher they found the repertory

grid process excellent for clarifying how they made decisions. They said it

was useful, because they rarely had time to think about the criteria they
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used to judge the effectiveness of the organisation's managers. In one

instance the interviewee thanked the interviewer because it had helped

him determine why he wanted a particular manager dismissed!

During a number of the interviews the managers expressed an "anti-

academic" feeling and stated they were initially reluctant to participate in a

"university-type studf. Many of the senior managers and chief

executives felt the skills taught at university were of little use to business,

and that the universities emphasised the theoretical at the expense of

practical skills. One manager illustrated this by saying, You get taught

the different motivational theories at university, but you don't get taught

how to sit down and talk to your statf to see what motivates them". lt

appears that the concems they raised were often precipitated by their

experiences of staff who had received excellent grades at university, but

had lailed at work because they had poor interpersonal competencies or

lacked what they perceived to be "common sensen.
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CHAPTER NINE

DrscussroN

Summary of Research Findlngs

This research project set out to develop a New Zealand model of

managerial effectiveness. lt presents the managerial competencies that

chief executives and senior managers use to determine the effectiveness

of their senior managers. This research was carried out in two parts.

In the first part, a comprehensive list of the behaviours and characteristics

New Zealand managers use to assess their managers was developed.

Chief executives and senior managers in 75 organisations across 8

industries were interviewed using the repertory grid interview approach.

This approach provided the opportunity to capture the criteria used to

assess the effectiveness of their senior managers.

ln the second part, a New Zealand management competency model was

developed. The behaviours and characteristics identified in the first study

were incorporated in a questionnaire and administered to senior

managers in two organisations. Factor analysis and multiple regression

was used to identify the competency factor structure and assess the

importance managers attributed to the various fac'tors.

In short, the results showed that managers use a small number of factors

to assess their managers' performance. A six-factor competency model

was proposed. The factors are: Interpersonal Skills; Conscientious and

Organised; Strategic Behaviour; Problem-Solving; Drive and Enthusiasm;

and Honest Feedback. Interpersonal Skills is the most influential in
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determining managerial effectiveness. Five of these factors have strong

parallels with the Big Five personality lactors that people use to assess

personality. lt is now important to consider more general issues that

relate to these results and the management competency research.

The ldentification of Competencies in the Current New Zealand

Envlronment

Over the last five years many organisations, parlicularly public sector

organisations, have been consumed by the trend to identify the critical

competencies for their staff and organisation. Discussions with managers

interviewed in this study suggests that consultants have been widely used

to assist in the identification of competencies. Numerous seminars have

been run (e.9., Developing Managers: Managing Development, 1993;

Competency-Based Management Development, 1994) to educate people

about identifying and implementing management competencies.

Discussions with managers and reviews of the literature suggest that the

growth of the management competency area has occurred for a number of

reasons.

First, some organisations saw "competenciesn as the answer to long-

standing staff performance problems. They felt that if they could tightly

define the criteria used to describe effective performance, they could rid

themselves of poor performing employees. The competencies would

assist them to refocus their training initiatives and improve their

performance evaluation and selection proced u res.

Second, a number of organisations felt that competencies could help in

the implementation of their organisational culturalchange programme. As

mentioned earlier, this is a frequently cited reason for developing
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organisational competencies (Hogg et al., 1994; lles, 1992; Sparrow and

Bognanno, 1993). Competencies were seen as an integral part of change

programmes because they specified the behaviours expected of people in

the new culture (i.e., team based culture, quality service culture, etc.).

Sponsors of cultural programmes felt their initiatives had previously failed

because the behaviours expected of people had been described in vague

ways or had not been desuibed at all.

One chief executive, for example, described why his organisation's quality

seruice change programme was unsuccessful. They spent thousands of

dollars on a "glossf quality customer service campaign that involved

motivationalspeeches on the importance of customer service, nailing the

organisation's five customer service values to most office walls, and

numerous newsletters and video clips outlining the virtues of customer

service. This campaign was not effective because they did not define

what staff needed to do to demonstrate the new values of the organisation

(i.e., "customer dedication"). There were negligibte changes in staff

behaviour.

Third, the New Zealand Government introduced The lndustry Training Act

in 1992 (Government Printing Office, 1992), which was designed to

increase the quality, relevance, and amount of industry training in New

Zealand. Funding was made available to assist industries conduct

training needs analyses, develop and implement training programmes,

and purchase externaljob training. The availability of funds to enhance

industry skills provided the impetus for organisations to identify the

competencies relevant to their industry.

Finally, it appears that some organisations sought outside assistance to

develop competencies, because they wanted to be seen to embrace the

popular competency approach. Often these organisations had not
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thought how they would implement the competencies once they had been

developed. The development of a competency list was seen as an end in

itself.

Over the last year, organisations have now begun the process of

integrating competencies into their Human Resource systems. They are

used to enhance performance appraisal systems, and in particular are

being used as the basis for developing and selecting managers in

Assessment Centres. Many organisations feelthe most effective way to

reinforce their managerial competencies is to assess managers against

the competencies and draft development plans that specify the required

behavioural changes.

The Development of New Zealand Management Competencles

The New Zealand Qualification Authority (NZQA), who are responsible for

accrediting the unit standards developed for training industries, have

been trying for the last two years to develop a generic New Zealand

model of management competencies. Their mandate was to develop the

core competencies required by all managers, regardless of organisational

age, size, structure, and sector. The management competency model is

intended to be similar to the MCI competencies developed for United

Kingdom managers.

Their initial endeavours have been largely unsuccessful. Discussions

with managers suggest there are several reasons why this has occurred.

First, many organisations find NZQA's competency format unappealing. lt

divides a job into units that describe outcomes (e.9., management of

human resources), elements that describe the competencies to be

acquired for each unit (e.9., providing leedback to staff members), and
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performance criteria which specify the standards to which the activity must

be performed (e.9., feedback is given in a timely manner, etc.) and for

which evidence must be gathered (NZQA, 1992).

It appears many organisations were happy with NZQA's format for lower

level jobs (i.e., tradespeople, factory workers), but felt that it did not

capture the essence of managerial positions. Problems with the format

centred around the lack of personality descriptions (e.9., integrity, self

confidence, etc.) that people feel are critical for effective managerial

performance. As shown in the present study, people tend to think about

the effectiveness of managers mostly in terms of personality

characteristics, and to some extent, cognitive ability. Therefore, NZQA

are in the unenviable position of trying to sell a competency format that is

foreign to the way people think about managerial performance.

The current NZQA competency approach does, however, provide an

appropriate way to assist in the identification of training needs. Many of

the personality characteristics that are impodant for effective managerial

performance arg in the performance standards. So, a performance

standard for providing feedback may be, "gives negative feedback in

private", which implies that the manager needs to possess sensitivity. lt is

certainly a more useful way to identify training needs than if people are

assessed on the competency'sensitivity'', which could be open to a wide

range of interpretations. Furthermore, it would be a difficutt task to

instruct people to improve their sensitivity without having the competency

framework that described the behaviours they needed to exhibit. No

doubt this would further heighten managers' reluctance to give accurate

and specific feedback.

Second, it is possible that organisations find the NZQA competency

format inappropriate because people think of managers' jobs as different
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or special, and therefore the format that is used to describe other jobs is

not seen as appropriate. To some degree there appears to be a status

issue associated with managers' jobs. This attitude is similar to the

different names that are given to training courses targeted at the

supervisory, middle, and senior management levels. Frequently, the

training content is similar, but in order to sellthe courses to managers,

they are called quite different names to emphasise and recognise the

"specialness" of the management levelthat is being targeted. So a middle

management course might be called "Managers for Tomorrou/'or

"Visionary Managers" whereas a similar senior managers'course may be

calfed "lndustry leaders" or "Strategy tor 21st Century Leaders'.

Third, because there was little funding for developing the management

competencies, as it is not a recognised industry, little consultation

occurred in the initial dratting of the managerial competencies. This

resuhed in a low level of acceptance from industry managers as they saw

it as an academic exercise unrelated to the business environment.

NZQA appear to be in a difficult position. lf they consult widely with

industry managers they are unlikely to please everyone. The managers

they consult are likely to be disappointed if they don't see the exact words

they used to describe certain competencies. As shown by this study,

managers use different words to describe the same concept, and

managers are often strongly attached to the words they use to describe

managerial performance. Some managers dismiss some competency lists

because they do not contain, the words lhat they use, to describe a

particular competency.

NZQA will have difficulty gaining acceptance for a generic management

competency modelfor much the same reasons that have been found

overseas (Canning, 1990; Hamlin and Stewart, 1990; Personnel
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Management, 1990; Sparrow, 1994). People feelthat the skills required

by their managers are different from the ones required by other

organisations. Few organisations see the benefit of generic competency

descriptions because they see them as overly bureaucratic, unspecific,

and irrelevant to the tray we do things round here". For this reason, no

amount of selling will convince some managers that a single list of

managerial competencies is applicable to all organisations, or even parts

of the same organisation. This view was prevalent when conducting the

repertory grid interviews. Quite a few of the managers said that the

managers in their organisation needed skills that were unique to their

organisation, yet they went on to describe the same skills that people in

other organisations had mentioned (i.e., critical thinking, oral presentation

skills, etc.).

There is no simple answer to NZQA's problem of developing a generic

management competency modelthat has high acceptance by industry

managers. Although NZQA could resolve some of their problems by

developing a modelthat more closely matches how people assess

managers performance, as identified in this study. lt seems that people

do not think about managerial performance in terms of discrete functions,

as proposed by NZQA, but rather they evaluate people using personality

traits. NZQA could therefore combine their functional approach with the

managerial effectiveness framework proposed in this study. This model

will fit more closely with how managers think about and evaluate other

managers' performance. NZQA's approach needs to be flexible enough

to develop a modelthat reflecls how people actually assess managers

and that meets the needs of New Zealand business. At present they

seem reluctant to do this.
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The Relationshlp Between Management and Psychology Dlsciplines

In the ldentification and lmplementation of Competencies

There is often a lack of shared knowledge between disciplines. As far as

competencies are concerned, management and psychology researchers

are pursuing the same issues without an awareness of the efforts of the

other discipline. For years, psychologists have been investigating and

rigorously debating the issues that management researchers are currently

tackling. A considerable amount of psychological research has been

conducted on what has been termed the'criterion problem", which, as

mentioned earlier, deals with the same issues that are faced by

competencies (Austin and Villanova, 1992).

A great deal of psychologically based research has been done on a

number of topics pertinent to competencies, such as, multiple and

composite criteria (Schneider and Schmitt, 1986), the dynamic nature (or

not) of criteria (Austin, Humphreys, and Hulin, 1989; Barrett and

Alexander, 1989; Barrett, Caldwell, and Alexander, 1989; Deadrick and

Madigan, 1990; Hanges, Schneider, and Niles, 1990), and the expansion

of criterion to include extra-role behaviours (Brief and Motowidlo, 1986;

Organ, 1988). The lessons that have been identified through this

research have been largely ignored in the management competency

literature.

Management researchers in the area of competency identification could

have, for example, built on the psychological findings that examine how

people process information. A number of studies have shown that

decision-makers have limited insight into their own decision processes,

that people have a poor ability to estimate the type and number of criteria

they use when evaluating people (Graves and Karren, 1992; Stumpf and

London, 1981; Zedeck and Kafry, 1977). Given that this information is
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available, it iS surprising that management authors (e.9., Page, Wilson,

and Kolb, 1994) continue to assume that people have excellent insight

into their own rating style. Management researchers seem to accept

uncritically self reports of assessment.

Another example of psychological research that is largely ignored in the

management literature is the work conducted on selection methodologies.

Managers who work in the human resource area are often quite oblivious

to the extensive psychological research on the validities of selection

approaches (Hunter and Hunter, 1984; Robertson, 1994; Robertson and

lles, 1988). Managers'beliefs about the accuracy of selection predictors

are often not consistent with the extensive psychological selection

literature. New Zealand research has shown that when managers who

make recruitment decisions are asked to rank the usefulness of selection

procedures (e.9., cognitive ability tests, interviews, etc.) their responses

indicate they had an inaccurate view of the validities of the different

predictors (Dakin and Armstrong, 1989).

The fact that some management researchers do not embrace

psychological research can in part be attributed to how the research is

conducled. Often the results appear to lack relevance because it is

carried out in the laboratory, often with first year students, or using

hypothetical subjects, which are commonly referred to as "paper people"

(i.e., written vignettes of mythical employees) (Sackett and Larsen, 1990).

An experimental policy capturing design, for example, is often used to

assess the decision policies of selection interviewers.

Policy capturing requires each interviewer to evaluate candidates who

vary along several criteria. The interviewe/s evaluations of the applicants

are then analysed to determine his/her decision rules for evaluating

candidates. In these experiments, profiles of hypothetical applicants are
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created by manipulating a number of criteria in a balanced factorial

design (Graves and Karren, 1992). While the key advantage of this

approach is that correlations between criteria are zeto, the principal

disadvantage is that hypothetical profiles may not offer a representative

simulation of real profiles and may lack externalvalidity (Hobson and

Gibson, 1983; Lord and Maher, 1989).

It is often felt that the inferential leap from laboratory-based samples to

field applications is seldom warranted (Bernardin and Villanova, 1986;

Campbell, 1986; Landy and Shankster, 1994). While the desire to control

for a number of variables in experimental studies is laudable, the

relevance of the findings to work settings is sometimes limited (Landy and

Shankster, 1994; Sackett and Larsen, 1990). Once psychologists

acknowledge the importance of obtaining a balance between field and

laboratory studies, management researchers and practitioners will no

doubt start looking more keenly at the results of these studies. However,

management researchers can also be accused of not achieving a balance

between field and laboratory studies, as they are predominantly field-

based. ldeally, both field and laboratory studies need to be carried out,

as it is unlikely that the answers to research questions will be addressed

exclusively by either one.

Another reason why valuable information from psychological research is

not used is because psychologisls are poor at disseminating and

advocating their research (Smith, 1982). They do not appear to consider

it part of their professional role, whereas management researchers appear

to be more inclined to promote their research findings.

As a result ol management researchers "repackaging" criterion analysis

as competency analysis, organisations have started to recognise the

importance of defining the skills required by their statf. lt is difficutt to
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imagine that any amount of pleading by psychologists about the

importance of criterion analysis would have led to the intense interest in

organisational competencies. Psychologists lament the lack of interest in

applying the lessons learnt through psychology, but they may have

themselves to blame (Smith, 1982). When psychologists start simplifying

the applicable lessons from research (e.9., validity coefficients for

selection instruments, utility analysis, etc.) so they are better understood

by people in business, psychological principles will start to be integrated

into management practices (Boudreau, Sturman, and Judge, 1994).

lssues Related to the ldenlification of Management Competencles

There are many issues that cloud and complicate the identification of

management competencies. First, they are multidimensional so a number

of criteria can contribute to successful performance. Consider the

competency "problem-solving", an often-cited management competency.

A number of facets of problem-solving need to be considered when

assessing a person's ability in this area. lf only accuracy of problem-

solving is measured, this would lead to a partial assessment of a person's

ability on this competency. Factors like speed of problem-solving also

need to be considered to give a balanced picture.

Second, difficuhies are encountered in determining the right amount of

competency that a person needs to be effective. Recent research on

leaders'traits and skills has introduced the concept of "balance" (Yukl and

Van Fleet, 1992). This concept means that the optimal amount of some

competencies may be a moderate amount, rather than a very low or very

high amount of the competency. Managers need self-confidence to be

effective in influencing others, but high levels of self-confidence are likely

to be seen as detrimentalto performance. Overly confident managers are
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likely to be unresponsive to feedback and are unlikely to actively seek the

views of others.

However, there are also competencies, such as intelligence, which are

generalisable across alljobs (Hunter and Hunter, 1984). Measures of

general intelligence provide the single best predictor of job success

across alljobs (Ree and Earles, 1993; Schmidt and Hunter, 1993),

although there are some studies that suggest that excessive intelligence

is a handicap rather than an asset to management (e.9., Most, 1994).

Managers with an extraordinarily high intelligent quotient may lack

patience with their less intelligent work colleagues and may rely too

heavily on their analytical powers rather than seeking important sources

of information or accepting advice from their peers (Wagner and

Sternberg, 1991).

Similar to the uamount" of competency is the "combination" of

competencies that are required for effective performance. Most research

on managerial effectiveness has focused on individualcompetencies,

rather than examining how effective managers use combinations of

specific competencies to achieve their agendas (Yukl and Van Fleet,

1992). lt is likely that specific competencies interact in complex ways and

that managerial effectiveness cannot be understood unless these

interactions are studied. A manager is not likely to be etfective at

planning, for example, unless she or he has reasonable analysis skills,

which often requires that she or he gather information through networking

and consuhing activities.

Third, another ditficulty that occurs, as mentioned in an earlier chapter, is

that quite different managerial styles and corresponding behaviours can

lead to equally etfective outcomes. Therefore, no one set of
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competencies is likely to provide the ideal formula for the successful

manager for one position.

Fourth, the domain for describing the competencies required to be an

effective manager has expanded. When people describe effective

managers, they often describe skills that are not directly related to

effective performance in the managers'specific positions. They often

discuss behaviours that are described as organisational citizenship

behaviour (Organ, 1988), prosocial organisational behaviour (Brief and

Motowidlo, 1986), and 'fit" with the cultural and behavioural norms of the

organisation (Bowen, Ledford, and Nathan, 1991; Judge and Ferris,

1992). These additional behaviours have expanded management roles.

A further difficulty encountered when defining management competencies

is the use of language. As shown in this study, the words that are used to

describe managerial competencies are often imprecise and mean different

things to different people. Where possible this can be overcome by

providing a comprehensive definition that describes the behaviours

represented by the management competency name. However, this

suggestion assumes that people will read the definition, and not assume

they understand the definltion without reading it.

When developing competencies, in addition to the language used,

thought needs to be given to the competency format (i.e., number of

competencies that need to be assessed, whether they are organised

along work functions or personality factors, etc.). lt is useful to identify

and use formats that are compatible with the effective observation and

evaluation of behaviours. ldeally, they should be structured so that the

operations required of raters reflect their natural cognitive structures

(Borman, 1991). This results in more efficient and effective processing of

information.
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The results from this study suggest that people assess managers largely

in relation to traits and therefore it may be usefulto group managerial

competencies along these lines. The closer the competency framework to

the way people assess behaviour, the more accurate their assessments

will be (Lord and Maher, 1991). Memory researchers have consistently

found that the retrievalof information from long-term memory is much

more likely when the retrieval conditions, or cues, match the conditions

underwhich information was encoded (Schacter, 1989). Therefore,

intervention techniques, such as competency frameworks, are most

effective when they match the way people encode information. The

ultimate goal is to describe performance requirements in a way that is

cognitively compatible, so raters can make accurate performance

judgements (Borman, 1991).

lssues Related to the lmplementation of Management Competencles

There are a number of barriers and issues related to the successful

implementation of competencies in an organisational setting. First, as

discussed earlier, people possess and use different schemata or

categories to assist in the simplification and processing of information

(Fiske, 1993). When managers assess the performance of their staff

against organisational competencies, their schemata may interfere with

the manager's assessment. While some managers'schemata may match

closely the organisational competency list, others may not.

A manager, for example, may value statf who are cautious and

methodical, which may contrast with the competencies valued by the

organisation, such as risk-taking. To assist managers use the

organisation's competencies consistently, rather than their own faulty

schemata, it would be worthwhile helping people gain insight into their
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own schemata. This might enable people to exercise conscious control

over their decision processes and apply criteria, such as competencies,

consistently across staff members (Graves and Karren, 1992).

An issue related to the implementation of competencies that has not

received much attention is the distortion of staff members' ratings by

deliberately inflating or (albeit to a lesser degree) deflating ratings (Fried,

Bellamy, and Tiegs, 1992; llgen and Favero, 1985; Longnecker, Sims,

and Gioia, 1987). Raters often seem more concerned with how ratings

best serve their interest as managers rather than their accuracy (Fisher,

1989; Latham and Wexley, 1994). Schuler, Farr, and Smith (1993)

captured the essence of the problem when they said that despite the

technicalgains in designing performance appraisal systems, the political

realities of corporate life supersede goals of accuracy and honesty when

managers are asked to complete performance appraisals.

Conversations with managers in this study suggest that the problem is

pervasive across organisations and industries. This inability of employers

to assess their managers honestly makes the implementation of

organisational competency models problematic. To ensure competency

models are implemented effectively, more attention needs to be spent on

helping managers to overcome the difficulties associated with giving

accurate feedback and motivating them to give honest assessments

(Schuler, Farr, and Smith, 1993). This topic rarely seems to be tackled in

rater training.

A third issue is the need for organisations to appreciate that some

competencies are best assessed by certain people. For example, the

ability to give constructive feedback to subordinates is best evaluated by

subordinates rather than superiors. To be effective, performance

evaluation systems need to use multiple rating sources (i.e., peer,
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superior, and subordinate feedback) (Fletcher, 1994; Wohlers and

London, 1989). A review of multiple rating sources cited the value (e.9.,

increased reliability, fairness, and ratee acceptance, etc.) of using raters

from different sources (Harris and Schaubroeck, 1988). While many

organisations talk about the benefits of "360 degrees feedbacK' (i.e.,

feedback from peers, subordinates and superiors) few appear to have

effectively implemented it.

ldeally, organisations should also use one comprehensive competency

modelto meet the needs of their human resource initiatives (Baehr,

1991). This means an organisation would use it to perform such functions

as remunerating, selecting, appraising, and training staff. The

development of a competency modelthat meets the needs of a range of

human resource func{ions has the major advantage of continually

reinforcing the competencies that are valued in the organisation. In

practice this rarely happens as a result of the long-term investment in cost

and time associated with such a project. Separate competency models lor

the different human resource systems are usually developed in isolation

(Caldwell and O'Reilly, 1986). When different competency models are

used to select, train, remunerate, and appraise people, conflicting

messages are often conveyed about the importance of the different

competencies in each of them.

Another contentious issue, illustrated by the current results, is that the

etfectiveness of managers is largely assessed on personality dimensions.

This has strong implications for managers and people who develop

managers. Given that personality traits are thought to be relatively stable

over time and situations, it is unlikely that developmental activities will

bring about relatively permanent changes in these areas.



191

Some personality characteristics are more stable and less likely to change

over time (Hellervik, Hazucha, and Schneider, 1gg2). The establishment

of empirically based hierarchies of changeability has important

implications for training and selection applications. So, individuals could

increase the return on their training by targeting characteristics with a

reasonable chance of success, and organisations could select people on

the basis of skills that are trainable.

While a number of researchers have started to examine the level of

changeability of a number of human characteristics, it has not progressed

far (Mount, Barrick, and Strauss, 1994). Conley (1984) made a major

contribution to documenting the relative stability of intelligence,

personality, and self opinion (ie., with the latter being defined as variety

of state measures of satisfaction and wellbeing). Howard and Bray (1998)

found the'Need for Order" was the most stable, and the "Need for

Atfif iation" the most changeable over a 20 year time span. Given the

extraordinary amount of money spent by organisations developing and

training managers, this topic is worthy of additional research (Baldwin and

Padgett, 1994; Wexley and Baldwin, 1986).

Problems are likely to be encountered with teaching people to behave in

ways that do not fit with their natural style of behaving. This can cause

problems, as the managers who adopt artificial styles or follow practices

that are not consistent with their personalities are likely to be viewed with

suspicion by their staff (Livingstone, 1971). An alternative option is to

provide managers with the opportunity to gain insight into their strengths

and weaknesses. This would allow them to manage in a way that is

consistent with their own personalities, or take steps to move into a role

that better suits their personalities.
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The results of this study indicate that personality variables have an

important role in determining managerial effectiveness. This suggests

they would be useful predictors of managerial performance. The

effectiveness of individuals is dependent, in paft, upon people's

personality characteristics. However, as mentioned earlier, discussions in

the last decade suggest that mental ability is the only really well

established and important predictor, and that measures of general mental

ability prove sufficient for many jobs (Gottfredson, 1986; Hunter and

Hunter, 1984).

Historically, a large number of different personality constructs have been

used in personnel selection research (Robertson, 1994). Until recently

there were few generalisable findings and the prevailing climate of opinion

amongst researchers was in line with the view expressed by Guion and

Gottier (1965), that there was no evidential basis for recommending the

use of personality testing In selection decisions. Part of the difficulty in

evaluating findings and organising research into the criterion-related

validity of personality constructs lay in the lack of clear consensus about

the nature and strusture of personality dimensions (Robertson, 1994),

although this seems to have been largely overcome with the identification

of the Big Five personality lactors (Digman, 1990). Recent research into

personality and work performance looks more promising, as it has

u ncovered lin ear relationsh ips between various pe rsonality constructs

(i.e., conscientiousness) and work performance (Barrick, Mount, and

Strauss, 1993).

Another implementation issue that needs to be considered is why some

competency models are successfully implemented and others are not.

There has been limited research on the reasons for the success and

failure of organisational competency programmes. Developing a

competency modelthat is successfully implemented is difficult. A fine
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balance needs to be achieved between developing a modelthat is

practicalto use (i.e., has a limited number of competencies, uses the

words people use to describe effectiveness, etc.) and is politically

acceptable to staff (i.e., the competencies acknowledge the'specialness"

of the positions that are being targeted, complex terms are used to

describe the competencies, contains long lists of competencies, etc.).

The model in this study may in fact be resisted by managers as it contains

a small number of factors and does not describe the competencies in

complex terms.

Discussions with managers indicate that their organisational competency

models have met with mixed success. Three of the greatest stumbling

blocks are not consulting widely with staff in the organisation on the

competencies required by the groups being targeted, not developing a

competency format that meets a range of needs (i.e., can be used for

recruiting staff, identifying appropriate training programmes, etc.), and not

agreeing with statf at the beginning of the competency project on the

format of the competencies. This includes whether the competency list

will describe managerial activities, personality characteristics, or a mixture

of the two.

Consulting with staff on the competencies required by the organisation is

difficult. \A/hile it is important to canvass people's views, often the process

creates unrealistic expectations. A fine balance needs to be made

between producing a long list of competencies that captures everyone's

words and producing a shorter more practical one. Agreement also needs

to be reached early on in the competency identification process about the

format of the competencies. People can easily reject a competency list if

discussions are not held on the format of the competency model (i.e., list

of activities, performance standards, personality characteristics, etc.).
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Limitatlons of the Research and Possibilities for Future Research

The main limiting factor of this research was the sample size in the

second study. lt would have been interesting to see if any differences in

the overall factor structure would have occurred if more organisations had

been sampled. In addition, the managers who were interviewed were

predominantly male and European: it would have been desirable to get

more of a cross-section of society. The results and experience of

conducting the research suggests a number of possibilities for future

research. These suggestions are related to the managerial effectiveness

modeldeveloped in this research and the competency movement in

general.

First, it would be interesting to administer the Managerial Effectiveness

questionnaire to managers and chief executives across a range of

industries to assess the robustness of the factor structure. This would

provide the opportunity to confirm, or negate, the existence of a generic

management model. Analysis of the individual KPMG and Police data

indicated that the fac'tor structure was very similar, even though the

organisation's structure and culture are different. As mentioned earlier,

the size of the sample for the questionnaire could be perceived as a

limiting factor. lt would be interesting to assess whether the factor

struc{ure and importance placed on the factors varied as a function of a

number of variables such as the organisation's industry, size,

questionnaire respondents position, and gender. Afthough the latter may

be difficult, given the researcher's earlier comments about the limited

numbers of senior women managers.

A second possible line of research would be to compare whether the

competencies required by senior managers, as identified in this study, are

different from the skills required by middle managers and those who hold
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more junior management or supervisory positions. Discussions with

managers during this study suggested a range of views. Some felt that

the competencies required by senior managers were very different from

other levels of management, while others felt that similar competencies

were required. The strong Interpersonalfactor identified in this study

suggests that it is likely to be a requirement of all managers with statf

responsibility.

Third, the stability of managerial competencies over time could also be

examined. While much research has been done in the area of dynamic

criteria, the studies have not focused on managerial competencies.

Although there is scarce empirical data, many people are of the view that

competencies are dynamic (Boam and Sparrow, 1992; Peters and Quinn,

1988). lt appears to be uncritically accepted that new competencies are

required when the organisation changes its business strategy. However,

little research has been done on the "shelf life" of competencies, and

whether they in fact do change over time. These results would have

implications for organisations who want to know if, and when, they should

update their competencies.

A neglectsd area of research is the managerial competencies required by

the small business manager. Management competency research tends to

focus predominantly on large organisations. Given that a high percentage

of New Zealand businesses are small businesses (i. e., they employ less

than 10 staff ), understanding the skills required by these managers may

assist in reducing their high failure rate (Business Activity Statistics 1992-

1993, 1994). While it is recognised that the failure of these small

businesses cannot be attributed purely to the managers'skills, research

into the competencies required by these small business managers would

be a useful starting point.
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Another more general area of research is assessing and quantifying the

value of competency models to organisations. The literature suggests

content and process benefits occur when competencies are implemented

(Sparrow, 1994). Content benefits are defined as specific improvements

to the content of human resource management practices, such as defining

the standards by which potential employees are assessed in a recruitment

interview. Process benefits ars general improvements associated with the

implementation of organisational competencies (e.9., involvement of line

managers in the identification process results in high ownership of the

resufts).

However, many ol these benefits, such as more effective succession

planning, better decisions about the organisation's structure, and more

appropriate selfselection, are untested. Empirical investigations of such

claims are being carried out (Mabey and lles, 1993; Robertson, lles,

Gratton, and Sharpley, 1991), but it will be many years before the impaci

of the competency-based approach on human resource processes can be

truly assessed. Indeed, the fact that competency-based approaches are

used in conjunction with organisational changes makes systematic

assessment of benefits problematic, as well as the obvious danger of the

variable quality of the competency analysis and identification process.

In conclusion, this study has a number of practical implications for the use

of management competencies in organisations. Organisations need to

minimise the vague and often flowery terms they use to describe

managerial performance and use the descriptions managers actually use

to assess performance. They also need to be less concerned about using

the latest terms in the popular management literature and use words that

managers understand. Consideration also needs to be given to adopting

a framework that matches closely the way in which people assess

managerial effectiveness. ldeally, the cognitive demands on assessors
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should be limited, by restricting the number of competencies that

assessors need to assess.

Competencies are useful, in that, like the criterion, they help focus people

on the requirements of positions. However there needs to be further

integration between the psychology and management literature so both

can bEnefit from each other. ldeally, competencies should be the

foundation of an organisation's Human Resource systems. Clearly mors

research is needed on the effectiveness of competency identification and

implementation strategies, so organisations can make more informed

decisions. However, the competency approach offers the promise of

integrating a large number of Human Resource management initiatives

that in the past have been developed in a piecemealfashion.
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Ahpend]I i: Degcrlptlon of the study That uvas s-ont ts Pedns|t to
,Asslsft ThFm Fareuade Peopleto Partlcfpale In the$tudy



BRIEFING NOTES ON SHARON RIPPIN'S DOCTORAL RESEARCI{
ON MANAGERIAL EFFECTIVENESS

. Wut is tlw study all about?

- Identifying the criteria chief executives and senim managem use to judge the effectiveness of
their senior managers.

- Identifying whether the skills required by senior managers are the same or different across

indusffies.

To date limited research has been conducted in New 7*alarlrd to identify the oiteria used to assess

manageri al effecti venes.

r Who docs Sharon nced to futemicw to collzct her data?

The chief executive and two senior manageni who report to her/him in an organisation that has one
hundred and fifty or more staff The chief executive/senior managers need to have been in their
current position for at least a year.

! Wwt types of organlsatiotslindwffies is Sharon targeting?

On the attached page are some of the indusEies that are being targeted, along with the names of
potential oganisations she would like to contact This listis starting poinl Sharon would be

interested in the names of otlpr organisations that fit under the various industry groupings.

t What will cach chief encutivelsenlor nanager be reqrhed tu do?

Meet with Sharon to go through a struch[ed interview process. During the interview they compare
their effective and less effective senior managers. It is a fun process and most managers enjoy
discussing the criteria they use to assess effectiveness

t How long does Sharon necd with cach chief cxecutivclsenior maruger to callcct her dala?

1.5 hours

t Chicf executiveslsenlor mrrragers arc vcr! busy. How can I sellthcm on the idca?

They will receive information on the criteria managers in their organisation use to make judgements

about effecdve and ineffective performance at the senim management level.

In addidoru they will receive information on the competencies ottrrindustries and mganisations use

to make judgements ahut managerial perfmmance. This will provide them with the opptrtunity to
comparc themselves with other industries and organisations in New Zealand

P.S. I'm prepared to fit into anyone's time sctpclules (i.e., late at night, euty in the morning,
weekenft, etc.,) to ry and accommodate busy diaries.
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Apoendix 2: Repertory Grid Form
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Aooendlx 3: Repertory Grid Interview Construct Categories
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Aooendlx 4: The 20 Most Frequently Mentloned Constructs In Each of

the Elght Industrles



lndustrv: Agriculture, Hunting, Forestry & Fishing

Industrv: Manufacturing

Construct Title Frcquency Percent Gum Pct
Delegatlon skllls
Strategic vision
Planning & oqanising
Persuade/lnfl uence people
Weig hts fac{ors appropriately
Can deliver
Technicelskills
Prepared before communicating
Listens
Gets on with everyone
Passes on information
Builds a team
Focuses on organisation's agenda
Knows fac'tors thet affeci vision
Communicates well
Makes smalltalk
Perceptive
Charismatic/holds attention
Can tnanslate organisational vision
Encouraqes others

5
4
3
3
3
3
3
2
2
2
1

2
2
1

1

1

1

1

1

1

9.1
7.3
5.5
5.5
5.5
5.5
5.5
3.6
3.6
3.6
3.6
3.6
3.6
1.6
1.E
1.E
1.8
1.8
1.E
1.E

9.1
16.4
21.9
27.4
32.9
38.,f
43.9
47.5
51.1
il.7
58.3
61.9
65.5
67.3
69.1
70.9
72.7
74.5
76.3
7E.1

Conrtnrct Title Frequency Percent Gum Pct
Delegation skills
Planning & oqanising
Technicalskills
Gan deliver
Gets on with everyone
Open and honesl
Strategic vislon
Communicates well
Knotw how all parts of the organisation fundion
Gontinuous improvement focus
Weights faclors appropriately
lntelligence
Decisive
Confidence/Conviction
Pitches communication conectly
Appmachable
Can build a team
Empathy/Sensitivi$
Pessionate ebout worlr
Adaptable to chanoe

17
14
11
13
12
11

10
10
I
6
E

E

8
E

7
7
7
7
7
7

4.2
3.4
3.'l
3.2
3.0
2.7
2.5
2.5
2.2
2.0
2.0
2.0
2.0
2.0
1.7
1.7
1.7
1.7
1.7
1.7

4.2
7.6
11.0
14.2
17.2
19.9
22.1
24.9
27.1
29.1
31.0
33.1
35.1
37.1
38.8
40.5
42.2
43.9
,05.6

47.9



Industrv: Electricity, Gas, and Water

lndustrv: Building and Construction

Construct Title Frsquency Percent Cum Pct
Communicates rvell
Approachable
Technicalskills
Strateglc vision
Listens
Delegation skills
Uses the dght analysis framework
Intelligence
Decisive
Gen deliver
Focuses on organisation's agenda
Copes with pressure
Pitches communicaUon coneclly
CharismaticJtrolds attention
Accessible to staff
Sense of uqency
Honest feedback
Passes on information
Open and hones{
Sees what motivates oeoole

3
3
3
2
2
2
2
2
2
2
2
2
1

1

1

1

1

1

I
1

5.3
5.3
5.3
3.5
3.5
3.5
3.5
3.5
3.5
3.5
3.5
3.5
1.E
1.8
1.8
1.E
1.E
1.8
1.8
1.8

5.3
10.6
15.9
19.4
22.9
26.4
29.9
33.4
36.9
40.4
43.9
47.1
19.2
51.0
52.E
54.6
56.4
56.2
00.0
61.E

Construct Title Frequency Percent Gum Pct
Persuade/lnfl uence people
Gonfidence/Convlction
Commercial skills
Communicates well
Approachable
Perceflive
Gha rismatic/trolds atte ntion
Pesses on information
Weig hts factors appropriately
Strategic vision
Delegation skills
Makes and takes the tough decisions
Gen build a team
Empathy/Sensitivity
Positlve about problems
Intelligence
Sees what needs to be done
Focuses on oqanisation's agenda
Adaptable to change
Technicalskills
Expects high standeds

I
1
1
3
3
3
3
3
3
2
2
2
2
2
2
2
2
2
2
2
I

4.8
4.E
,f .E
3.6
3.6
3.6
3.6
3.6
3.6
2.1
2.4
2.4
2.1
2.1
2.1
2.1
2.1
2.1
2.1
2.4
1.2

4.E
9.6
11.1
18.0
21.A
25.2
2E.8
32.1
38.0
3E.4
40.8
13.2
45.6
,18.0

50.,0
52.E
55.2
57.8
00.0
62.4
63.6



Industry: ll\lholesale, Retail Trade, Restaurants & Hotels

lndustrv: Transport Storage, and Gommunication

Con3truct Frequency Percent Cum Pct
Delegation skills
Decisive
Can dellver
Continuous improvement focus
Focus on oqanisation's agenda
Technicalskills
Planning and organising
Strategic vislon
Generates creative solutions
Honest feedback
Can build a team
Empathy/Sensitivi$
Passionate about wort
Focuses on olganisation's agenda
Approachable
Can translate organlsational vision
Makes and takes the tough decisions
Open and honeS
Conceptual skills
lntellioence

22
15
13
12
12
12
10
10
10
9
I
I
I
I
E

E

E

E

8
8

tl.9
3.3
2.9
2.7
2.7
2.7
2.2
2.2
2.2
2.0
2.4
2.O
2.O
2.O
1.6
1.6
1.8
1.6
1.E
1.8

,1.9

8.3
11.1
13.8
16.5
19.2
21.1
23.6
25.E
27.E
29.8
31.8
33.E
35.E
37.6
39.'f
11.2
43.0
4,t.8

'16.6

Construct Title Frequency Percent Gum Pct
Strategic vision
Delegation skills
Open and honesl
Technicalskills
Weights faciors approfi ately
Can dellver
Financialskills
Planning and organising
Gommunicetes well
Listens
Sees what motivates people
Decisive
Eleects high dandads
Conlinuous impmvement focus
Empathy/Sensitivity
Focns on organlsation's agenda
Approachable
I nteresti ng prasentation
Gan translate vision
ldentifies what skills are needed

7
7
7
6
5
5
5
1
I
1
1
1
3
3
3
3
2
2
2
2

5.0
5.0
5.0
4.3
3.6
3.6
3.6
2.9
2.9
2.9
2.9
2.9
2.2
2.2
2.2
2.2
1.1
1.4
1.1
1.4

5.0
10.0
15.0
19.3
22.9
26.5
30.1
33.0
35.9
3E.E
11.7
4.6
'fE.E
49.0
51.2
53.4
54.E
56.2
57.6
59.0



Industrv: Financing, Insurance, Real Estate and Business Services

Industrv: Community, Social, and Perconal Services

Construet Title Froquencv Percent Cum Pct
Delegation skills
Strategic vision
Communicates well
Focuses on organisation's agenda
Empathy/Sensitivity
Planning and organising
Can build e team
Pitches communication conedly
Passes on information
Persuade/lnfl uence people
Weights factors appropdately
Technicalskills
Can deliver
Knovus how all parts of the organisation func-tion
Approachable
Honesi feedback
Makes and takes the tough decisions
Intelligence
Decisive
Confidence/Gonvic{ion

25
19
18
15
11
12
12
11

11

11

11

11

10
10
I
E

I
I
E
E

5.5
1.2
3.9
3.3
3.1
2.6
2.6
2.4
2.1
2.1
2.4
2.1
2.2
2.2
2.O
1.8
1.E
1.8
1.8
1.E

5.5
9.7
13.6
16.9
20.0
22.6
25.2
27.6
30.0
32.4
34.8
37.2
39.4

'[1.6
43.6
45.4
47.2
t19.0

50.8
52.6

Construct Title Frequency Percent Gum Pct
Delegation skills
Strategic vision
Communicates well
Planning and oqanising
Weights facilors appropriately
Passes on information
Consultative
Pitches communicetion coneclly
Decisive
Focuses on organisation's agenda
Knows how all parts of the oryanisation funciion
Technicalskills
Can deliver
Continuous improvement focus
Makes end takes the tough decisions
Open and honest
Can translete the vision
Empathy/Sensitivity
Does research
lntellioence

97
25
20
19
17
16
15
13
13
13
13
13
12
11

11

11
10
10
10
10

6.4
4.3
3.5
3.3
2.9
2.E
2.6
2.2
2.2
2.2
2.2
2.2
2.1
1.9
1.9
1.9
1.7
1.7
1.7
1.7

6.4
10.7
11.2
17.5
20.1
23.2
25.E
28.0
30.2
32.4
34.6
36.8
3E.9
40.8
12.7
u.6
t06.3

'0E.0
49.7
51.,1
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Aooendlx 5: Breakdown of Repertory Grld lntervlew Gonstructs That

Were Used In Queetlonnaire



l.0l

Demands high work standards from colleagues Doesn't demand high work standards from work
colleaeues)

Sets hictr standards Doesn't set hieh standards for selfto aclueve

Thorough in the work that s/he does and

attends to detail (i.e., orosses his/trer "t"s and
dots their uius).

Not thorough in the work that Vhe does and
takes short cuts

2.Ol

t.o2

2.05

2.23

Strives to do things better (i.e., work practises)

and improve on the status quo
Tends to stick with the status quo rather than
look for wavs to do thincs better

Questions and challenges the efficiency and
effectiveness of current work practises

Doesnt question the effectiveness and efficiarcy
of current work oractises

Is open to new ideas and change in the work
olace

Is not open to new ideas and change - focuses
on the oroblems created bv introducine chanee

Encourages staffto identify and implement
ways to improve work place practises

Does not actively encourage staffto identify
and implunent ways to improve work place
oractises

Planned and organised in their work approach Is not planned and organised in their work
aoproach - takes each day as it comes

Establishes current and firture priorities so as to
meet deadlinedcods

Doesn't establish current and future priorities

Effectivelv manaces their time Has difficulw manacinc their time eflectivelv
Anticipates problems and develops strategies to
resolve/minimise them

Does not anticipate problems and therefore
doesnt dwelop strategies to resolve/minimise
them

Realistic and accurate when estimating the
resources required to achieve obiectives

Unrealistic and inaccurate when estimating the
resources requird to achiwe obiectives

Does not over-commit self to responsibilities
that thw can't deliver on

Over commits self to achiwing responsibilities

Sets objectives that are challenging but I Sets unrealistic goals/objectives for staff
achievable for staff



2.06

2.to

Focused on strategic direction of the
orcanisation

Focused on day-to-day activities

Aaions reflect the direction of the strategic plan

orcanisation's
Actions do not reflect the direction ofthe
orcanisation's strategic plan

Planning incorporates both short and long term
organisational goals

Planning focuses purely on short term goals
rather than also addressing long term
orsanisational coals

Involves statrin the strategic planning process I Doesn't involve staffin the strategic planning

2.21

2.22

2.24

Has strategic vision - able to see where the
orcanisation needs to co in the future

Focuses on the here-and-now, or short term
coals. lacks stratesic vision

Can see the bigger pictr"rre and can rise above
the detail

Can not see the bigger picture - tends to get
boceed down in the detail

Able to achieve a balance between long and

short term coals when developinc strateeic plan
Unable to achiwe a balance between long and
short term soals when developinc strateeic olan

Takes into account a wide range of information
when develooinc the stratecic olan

Does not consider all possible information when
developinc the stratesic olan

Can identify future trends that will impact on
the oreanisation

Does not identrfy funrre trends that will impact
on the orcanisation

Understands how the wider environment (i.e.,

NZ, International markets) impacts on the
orcanisation

Does not have a good understanding of how the
wider environment impacts on the organisation

Has a grasp of iszues facing the business Does not have a gasp of issues facing the
business

Able to attract clients who reflect the future I Unable to attmct clients who reflect the future
of the oreanisati ofthe orcanisati

2.25

Does not



Knows where they are going and knows how I Does not knowwhere they are at in relation to
far they have progressed at any point in time in I their end goal
relation to their end

3.03

6.01

6.1I

Able to anticipate the likely reaction of people
when presenting information and is not thrown
bv their cuestions

Unable to anticipate the likely reaction of
people when presenting and is likely to be
thrown bv their questiong

Researches topic area before presenting to
oeoole

Does not research topic area thorougbly before
presentinc to people

Admits if they don't know an area when
oresentinc to peoole

Does not admit when they dont know an area
when nresentinc to people

Is articulate when communicatinc Doesnt soeak clearlv and mumbles
Is concise and zuccinct when communicatinc Wafly. and not focused when communicatinc

When communicating is up front and direcg
oeoole know where thev are is comins from

When communicating is not up front and direct,
oeoole don't know where thev are cominc from

Checks that other people understand what they
arc communicating

Doesnt check that people understand what s/he
thw are communicatinc

Presents and frames information in a logical and

'easv-to-follou/' mann€r
Presents and frames information in a confirsing
and "difrcult-to-folloC' manner

Pitches communication at the right lwel so it is
understood bv the intended audience

Doesnt pitch communication at the correct
level so is not understood bv hiVher audience

6.t2

lvlakes people feel comfortable when they
communicate withtherr

Teods to be stiffand formal - does not make
people feel comfortable

Able to see the situation from the other person's

oersoective
Unable to sec the situation from the other
person's persoective

Can adapt style to meet audiences needs when
they are communicating

Tends to have the same approach when dealing
with people, regardless ofwho they are talking
to

Keeps message simple when communicating Doesnt keep rnessages simple when
communicatinc

Can answer questions onthe spotwhen
presenting information

Cant answer questions on the spot

Has the ability to translate technical and
complicated issues into simple terms that can be

understood

Is ovcrly complor or technical or oomplicated
when orplaining irformation



6.15

6.16

6.33

6.3r

Written communication is clear, logical and can

be understood by the reader
Written communication is confusing illogical,
and not easily understood by the reader

Written communication is focused so the reader
is clear about the purpose of the communication

Written communication is vague so the reader is
unsure about the Durpose of the communication

Is firm and direct when communicating Is not direct or is confrontational when
communicatinc

Assertive when communicating, they say what
thev thittk

Timid when communicating they say what
others want to hear

Able to converse on a wide range of topics
when socialisinc with peoole

Tends to just talk about work when socialising

Able to mahe "small-talk" and engage people in
conversation

Has difficulty making and engaging people in
conversation

Makes an effort to make people feel at ease I Not very good at making people feel at ease

whentalkinc to them whe,n talkinc to them

6.34

Does not speak about people in disparaging I Talk about people in a derogatory, moaning,
tenru I and/or

6.35

Has an open and natural style (i.e., nwhat you
see is what vou cet")

IIas a closed communication style, difficult for
oeoole to read

BodY lanruage is welcominc Bodv lanrnrage is not welcominc
Extroverted and exoressive intenrersonal stvle Introverted and flat oersonalitv stvle
Is relaxed when communicatinc Is not relored when communicatinc
Makes an effort to communicate with everyone
inthe orcanisation

Tends only to talk to people that will help their
caus€

Ease to speak to, people feel comfortable being
around them.

Difficult to talk to, people feel uncomfortable -
is not aooroachable

Crets on well with everyone in organisation Gets on well with certain people in the
orcanisation



6.36

6.37 Able to relate tolgain rapport with a wide range of people. This includes gaining
rapport with people from different cultureVsettings/situations

6.38

6.39

6.40

Listens to people and takes in what they are

savinc
Doesn't liste4 often tries to dominate a
conversation

Asks questions if they dont fully understand

what has been said

Doesnt ask questions if they don't understand

Able to relate well to a wide range of people

6.e.. Manaeinc Directors to operational staff)
Has difficulty relating to a wide range of people

Cur relate to people from cultures different to
their own.

Has difficulty relating to people from cultures
different to their own

Can establish rapport with people quickly Has difficulw establishinc raDDort with oeoole
Fits in easilv Doesnt fit in well with others.
Strong at establishing/maintaining relationships
with people

Not strong at establishing/maintaining
relationships with people

Is perceptive and reads people well, can see

wherethet're comincfrom
Doesnt read people well, doesnt pick-up where
thev are coming from

Is aware of how they impact on people and
modifies their approach to reflect the needs of
the situation

Doesn't adapt/modify their approach as they are

unable to read the situation

Can read betwe€n the lines and form an

accurate picture ofwhat is not beinc said

Cant read between the lines and pickup on
what is not beinc said

Can take a "back seat" or lead depending on
what is most appropriate for the situation

Unable to take a "back seat", tends to want to
lead in most situations

Conffibutes at meetincs Alwavs wants to control meetines
Is a team player and can work as a member of a
tesm

IIas difficulty working in a teanr, is a
loner/individuali stic

Has a sood sense ofhumour Lacks a scnse of humour
Can laugh at themselves, and doesnt take self
too seriouslv

Is too serious, doesnt take anything light
heartedlv



6.51

6.52

9.01

9.04

Effective at representing the organisation to
outside crouDs

Is not effective at representing the
orcanisation to outside grouDs

Able to hold audience is attention when
oresentinc

Doesnt hold audience attention when
oresentinc

Able to capture an audiences attention due to
their varied and interesting presentation style

I{ave difEculty capturing an audience is
attention due to their monotonous or boring
oresentation sf,vle

His/her personal presence demands attention lfidher personal presenoe doesn't demand
attention

Able to motivate and lead people due to their
stronc oersonalitv

Lacks personality and is not inspiring

Delegates clear objectives that are understood
by the person receiving them

Doesnt delegate clear objectives - individuals
arc unsure ofwhat is beins deleeated

Specifies expectations of performance when
deleqatinc obiectives

Fails to specify orpectations of performance
when deleeating obiectives

Gives the necessary authority and resources
when delecstinc obiectives

Doesnt give ruthority and resources required
for obiectives to be effectively canied out

Ensures that delegated work is reasonable in
terms ofthe demands placed on staff

Places unreasonable work demands on staff

Does not dictate the process of how delegated
obiectives should be achieved

Dictates the process of how delegated
obiectives should be achieved

Monitors tasks that have been delegated
without getting "hands on"

Does not monitor tasks that have been
delegated or gets "too hands on" when
monitorinc work

Delegates to assist in dweloping new staff Delegations do not focus on dweloping statr
Achieves a balance betrneen doing "hando.on"
work and delecatinc work to others

Doesnt delegate work or delegates everything

Prepared to "muck in' to help out their stafr | Not prepared to nmuck inn to help out their
work in pressure sihrations I statr in preszure situatione

Able to articrrlate the organisation's *rategic
vision for statr(i.c., th€y know how they
contribute to the orcanisational vision)

Unable to articulate the strategic vision for
staff-staffare unsure of how they fit into the
stratecic vision.

Able to sell the strategic vision to staffand get
them to "buv into" it

Unable to sell the strarcgic vision to staffor get
nbuv in"

9.05



Has a high lwel of personal contact with statr-
makes the efficrt to interact with staff"face-to-
face"

Does not have a high lwel of personal contact
with staff

Is accessible to staff Not accessible to staff
Takes time to build relationships and

understand their staff
Invests little time building relationships with
statr

9.07

9.06

9.r I

Has a sense of urgenry about them - | Doesn't s€em to have a sense ofurgenry
understands what needs to be done

9.t2

I l.0t

Gives regular negative feedback and
constructive ctiticism to stafrif they are not
oerformins to the reouird level

Does not give negative feedback and
constructive criticism to staffif they are not
performine to the required lwel

Gives recular positive feedback to staff Either gives no, or irregular, positive feedback
Provides accuratc and honest feedback to staff
about their performance

Does not dways give accurate feedback about
how hidtrer staf are oerforminc

Does not make premature judgernents about
oeoole's oerformance urd their abilitvto achiwe

lvlakes premature judgunurts about people's
performance and their abiliw to achieve

Gives informal feedback about performance and

doesnt wait until performance appraisal time
Only gives feedback at performance appraisal
time

9.50

Regularly discusses projected work load with I Rarely discusses projected work load with staff
statr

Encourages staffto adopt e holistic view ofthe
organisation - (i.e., see all aspects ofthe

Unable to get staffto adopt a holistic view of
the organisation - (i.e., focuses on their own

Is good at selecting the urightu people for
positions in the organisation

IIas difficulty selecting 1p ilrightu people for
positions in the organisation

Able to identify the mix of skills required for the
team/orcanisation when selecting stafr

Selects inappropriate staffas doesn't identi$ the
skills required for a position

Selects people into the organisation on the basis

oftheir skills
Is poor at selecting people as they focus on
whether they like or dislike a person - not on
whether thev have the relwant skills



Gives feedback to staffin a way that assists

staffdevelop (e.9., describes what they need to
do to develop in the future)

Doesn't present feedback in a way that assists

staffdevelop (e.9., does not describe specific
behaviour)

Their staffare clear about what is expected of
them

Their staffaren't clear about what is expected
ofthem

Encourages staffto develop their potential and
provides opportunities for them to develop

Doesn't encourage staffto develop their
potential or provide opportunities for them to
dweloo

Develops individuals past their initial
omectations oftheir own abiliw

Doesnt dwelop individuals past their initial
oroectations oftheir own abiliw

tt.o2

I1.03

I1.04

Fosters a learning environment where staffare I Doesnt foster a learning environmeng punishes

encouraged to dwelop and view mistakes as I staffif mistakes are made

11.05

Recognises when there is a problem with staff
member's oerformance

Doesnt see when there is a problemwith a staff
mernbeds oerformance

Dwelops and implements solutions to resolve
staff o erformance oroblems

Tends to ignore problems with staff
performance

11.06

Staffdevelopment plans bdance short and long
term needs of the hdividual with those of the
orcanisation

Staffdevelopment plans do not achieve a good
balance between needs ofthe individual and the
orcanisation

Puts in place individual derrelopment plans Doesnt put in place individual development
plans

Personally puts time into coaching and I Doesnt put time into coaching and mentoring
inc hiilher staff his/her staff

I1.07

Gives credit to staf for the work they do Doesnt give credit to staffwhere it's due, or
takes credit for the ideas of others

Supports their staffwhen interacting with
others

Doesnt support their staffmembers when
communicating with others

Shows appreciation to indMduals for what they
do

Doesnt appreciate individuals or thank them for
whatthwVe done



11.08

Can accurately assess their staffs skills and I Cant accurately describe the skills and abilities
abilities I oftheir staff

tt.2l

Prepared to make and implement the tougMard
decisions in the appropriate time ftame (e.g.,
make people redundant. dismiss staffmembers)

Puts offmaking and implementing the
touglr/hard decisions in a timely manner

Makes decisions that may be unpopularwith
staff

hrts offmaking decisions that may make them
unoooular and tries to make e\reryone haoov

Collaborates with other divisions in the
orcanisation

Competes with other divisions of the
orcanisation

Can deal with conflict situations Tends to walk away from conflict avoids
g€tting involved

I l.3l

11.32

Proactive in passing on information to peers,

staffand superiors that will impact on them or is
of interest or use to them

Does not pass on information to peers, stafi,
and superiors

Keeps pe€rs, stafi, and superiors informed on a
regular basis about information that is of
interest so thse are no nsurDrisesn

Doesnt communicate regularly with peers, stafi,
and zuperiors

Is politically aware and has a good idea of how
behaviour mav offend people

Is not very politically aware and does not have a
cood idea ofwhat mav offend people

Opon when communicating withtheir staffon a
regular basis so they are firlly informed about
what is happeninc in the orsanisation

Is not open when communicating with his/her
statr

Sieves out inappropriate information before
passing it on to colleagues

Passes on information without thinking whether
it is appropriate to Dass on to colleacues

Is consistent in what thev sav urd do Will sav one thinc and do another
Will treat people fairly I{as favourites urd therefore does not treat all

people equallv
Actions support the organisation's policies they
Dromote to their staffmernbcrs

flo not always adhere to the policies they
Dromote

Treats all people as equds Speaks down to people and doesn't treat
everYone as their eoual

IIas a basic respect for all staffin the
orcanisation

Treats people differently - depending on their
lwel in the orsanisation

l1.33



Is oreoared to saY what they think Verv cautiouVnnrarded when communicatinc.
Prepared to put forward a view that others may

disacree with
Doesn't commit selfto a view if others disagree

Is open and honest when communicating
doesn't have hidden asendas

Has hidden agendas when communicating

l1.35

I1.36

rt.37

Assesses people and situations objectively Has a number of stereotypes and prejudices
whioh distorts their abilitv to be obiective

Able to relate to women as a Deer or as a boss Has ditrculw relatinc to women as an eoual

tt.52

Co-operates with others in the senior
management grouD

Does not co-operate with others in the senior
manacement crouD

Takes an interest in peers' areas of
resoonsibilitv

Only considers owtr area of responsibility

Shares ideas with peers so as to assist in their
work

Keeps ideas to self and doesn't share them with
Dgers so as to assist in their work

Shares resouroes with othe,r parts ofthe
organisation to assist in the wider goals of the
orqanisation

Doesnt share resources with other parts ofthe
organisation

Takes on a range of organisational tasks over
and beyond their positional requirements (i.e.,
orcanisetional initiatives)

Does not takes on a tasks that fall outside their
position responsibility

Proactive in developing relationships with
people in other oarts ofthe orsanisation

Does not take the time to dwelop relationships
with people in other Darts of the orcanisation

Works to achieve'\ilin-win" outcomes in
conflict situations

Does not workto achieve "vu"t-win" outcomes
in conflict situations focuses on winninc for self

tt.72

Knows what motivates their indMdual staff
members

Unaware ofwhat motivates their individual staff
members

Uses a range of reward and recognition
approaches to me€f, the various needs of staff
members

Terds to use the same motivational approach
regardless ofthe staffmemb€rs they are dealing
with

IIas an energetic approach which motivates
othem

Doesnt motivate others through their energetic
ssvle



lt.74

11.75

11.91

tt.92

tt.76

I{as a harmonising effect on people, can draw
tocether oeoola who are oolarised

Tend to polarise people urd provoke violent
reactions

Able to leadftuild teams and get people
working together for a common purpose

Unable to leadftuild teams - their people work
in different/ftagmented directions and not
towards common goals

Ensures everyone in the team has the
oooortunitv to oarticioate/conribute

Does not ensure ev€ryone in the team has the
opoorhrnitv to oarticipatdcontribute

Is consultative with staff Is diaatorialwith staff
Able to take people along with them to achieve
coels

Doesnt take people along with them

Behaviour demonstrates ability to be perceptive
to team dvnamics

Has difficulty understanding their team
dvnamics

Able to perzuade/influence people to gain co-
ooeration

Has difficulty perzuading or influencing people
to cain co-ooeration

Can sell his/her ideadapproaches to others Unable to sell ideadapproaches to otlrers
Enthusia*ic when persuading or influencing
others

Lacks enthusiasm when persuading or
influencing others

Inspiredmotivates people because of their
enthusia*ic style - can generate enthusiasrr in
others

Lacks enthusiasm and doesn't inspire/motivate
people.

Inoks at situations in a positive light - has a

knack ofturnine necatives into oositives
Only focuses onthe problems in situations

Understands the zubtleties ofthe nogotiating
Drooess

Unaware ofthe subtleties ofthe negotiating
Drooess

Ie street-wis€ and not overlytnrstingurhen
necotistinc

Is very trusting and naive whe'n negotiating

Able to accurately judge the strengths and
weaknesscs of the other oartv wlren necotiatinc

Unable to judge the strengths and weaknesses
ofthe othq orrtrr when necotiatinc

Demonstrates a flqrible approach when
necotiatinc

Demonstrates an inflexible negotiation approach

When negotiating is able to look at a sitraation
from other people's perspectives while still
holdinc ownview

When negotiating is unable to look at a
situation from other people's perspectives -
tends to foctrs only on own position



When negotiating knows how to make things I When negotiating does not know how to make

move forward to reach agreement I things move forward to reach

I1.93

Knows the final position they want to get to I Does not have a firm idea oftheir final position
when negotiating (i.e., knows needs or "wish I when negotiating

11.94

Aggressive, forceful and hard-hitting when
nesotiatinc- takes a no comDromises aooroach

Not aggressive or forceful or hard-hitting when
necotiatinc

When negotiating doesn't show their *hand"

too eady
When negotiating shows their *hand" too early

I1.95

When negotiating works to achieve "ul'dwin"
solutions for both parties

When negotiating does not try to achieve
wivwin solutions for both parties - other party
feel "shafted"

14.00

Emoathetic when dealinc with statr Lacks empathy when dealine with staff
Sensitive when dealinc with statr Lacks sensitiviw when dealinc with staff
Able to deliver bad news in an accurate, honest
and sensitive way so staftfe€l they have been
treated well

Delivers bad news in a blunt way - stafffeel
they have not been treated well

Adapts owrr approach to reflect the needs of the
staffmembers therr are dealins with

Doesnt adapt own approachto reflect staff
member' s needdconcerns

Is comoassionate Is not compassionate

Doesnt pry into staff member's problems, but
willinc to listen to assist them

Pries into staff member's affairs

Takes a genuine interest in people Says the "right wordsn but doesnt have a

cerurine interest in neoole
Able to put thernselves in the "shoes" of others
and see where thev are cominc from

Unable to put themselves in other peoples'
ttshoegtt

Encourages staffmember's to come and see

them ifthey have a problem
Not interested in staffmember problems

Takes an active interest in staffmembe/s lrfe
outside work

Is only interested in the time staffspend at work

14.32

Open to others ideas even ifthey are different
to his/her belieft or views

Not very tolerant of other people's beliefs or
views which are different from their own



14.51

Encourages two-way/open communication with
staff

Communication tends to be one way with staff-
is directive and tells oeople what to do

Encourages active staff participation at
meetincs

Doesnt encourage active staffparticipation at
meetincs

20.01

20.o3

20.o7

20.08

Knows how, wherq and who to consult with to
achieve maximum results and organisational
coals

Doesn't really know how, wheq and who to
conzult with

Takes a consultative approach when analysing
information and makinc decisions

Doesnt take a consultative approach when
analvsinc information and makinc decisions

Consults with the organisation's outcome in
mind

Tends to consult to deat[ as she,/he doesn't
reallv have an end coal in mind

Achieves the right balance benreen being
inclusive and exclusive of others when
consultinc

Either conzults with too many or too few
people

Establishes and maintains a wide range of
network relationships to gather information

Doesnt establish and maintain a wide range of
network relationshios to sather information

Able to plug into informal networks in the
orcanisation to obtain information

Unable to plug into informal networks in the
orcanisation to find out what is goinc on

Researches information before making decisions Wiling to make decisions based on little or no
information

Knows when enough information has been

cathered to make a decision
Gathers to little or too much information when
makinc a decision

Thorough and focused when researching an

issue
Not thorough or focused when researching an

issue

Can justify decisions wen in the face of
opposition as the decisions are well researched

Unable to justify decisions due to the lack of
research

Knows when and how to consult people to gain I Doesnt know when and how to consult people
of ideas to gain acceptance of ideas



20.22

21.01

2t.02

21.04

Asks the right questions to identify the issues

even those outside own af,ea of expertise
Doesnt ask the right questions to get to the
heart of the issue

Prepared to question - doesn't take information
at face value

Doesnt always question - accepts information
at face value

Able to think conceptually Is more of a "concrete" thinker
Able to solve complex or ne$' problems I{as ditrculw solvinc comolex or nelil problems

Can make linls between issues or patterns that
are not obvious

Has difrculty making links between issues or
Datterns that are not obvious

Able to analyse conflicting or incomplete
information

Has difficulty analysing conflicting or
incomolete information

Can identify main and important issues when
analvsinc information

Focuses on irrelevant or unimportant issues

when analysing information
furalvses information obi ectiveh Is subiective when analvsinc information
Able to analyse a wide range of information
when making decisions

Tends to focus on a narrow range of
information when makine decisions

S/he makes decisions based on what the issues

are and is not inappropriately swayed by what
other oeoole think

Tends to be inappropriately swayed by what
other people think when making decisions

Quick to see the overall picture when analysing
information

Doesnt always see the overall picture when
analvsinc information

Able to see the "big picture" when analysing
information

Very focused on the detail, cant see the'\*'oods
for the trees"

Able to look at both the "big picture" as well as

the daail
Focuses on the detail or the bigger picture -
doesn't achieve a balance between the two

Achieves a balurce between using common-
sense and theorv

Tends to be too theoretical or only use
common-sense when makinc decisions

Uses the appropriarc framework(s) (i.e., big
picturg detail, common-scnse) to assist in
analvsinc information

Doesnt use the appropriate fiamework to
analyse information (e.g., focuses on the detail
when a biccer oicture view is required)

2r.06

Weights the impact decision will have on people I Doesnt consider the people issues when making
when malcinc decisions decisions



21.o9

Able to see how decisions made in own af,ea

will impact on other areas of the organisation
Doesn't always consider how decisions made in
own area will impact on other areas ofthe

2t.2r

Learns and draws on past orperience to help
develop current and firture strategies

Doesn't see links between past expenses and
curreNrt situation when solving problems or

inc information

21.23

Is creative/innovative when oroblem solvine Is not creativdinnovative when problem solvinc
Able to generate new solutions to old problems IIas difficulty generating new solutions to old

problems

21.41

Has a positive and optimistic approach to
problem solving and sees problems as

chdlences and onoortunities not obstacles

Has a dogmatic and pessimistic approach to
problem solving and focuses on the barriers to
resolvinc oroblems

Willing to tacHe difficult or long standing
oroblems

Unwilling to tacHe difficult or long standing
problems

2t.42

When presenting problems to superiors they When presenting problems to zuperiors only
solutions. or no solutions.

21.61

Able to work on a range of iszues at the same I tlas ditroilty working on a range of issues at
time I one time

Is intelligent, logical, and clear thhking Lacks intelligence, is not logical, and clear
thinkinc

Able to analyse and synthesise a wide range of
information in a short time frame

When analysing information has difrculty
uulysing and synthesising a wide range of
informationwithin a short time frame

Can pick-up and learnthincs quicklv Has difficulry learning new information quicHv
Can think ouicHv on their feet Has diffictilW thinkinc quicHv on their feet

2t.62



22.01

22.02

Decision making is consistent "in lind'with
decisions they have previously made

Tends to be inconsistent when making decisions
(i.e., they make different decisions on similar
situations)

Logical when making decisions Tends to be zubjective and not logical when
making decisions

Is decisive and timely when making decisions Is indecisive when decisions are required or
does not make decisions when needed

22.O3

Can dwelop realistic solutions to problems I Unable to develop realistic solutions to

22.M

22.05

Able to make decisions in the absence of I Has difEculty making decisions in the absence
idelines or rules I of cuidelines or rules

22.06

Prepared to change approach or decisions to
accommodate important or better ideas

Reluctant or doesn't change approach or
decisions in light of important information or
becer ideas

Is open to ideas that oppose own view on an
issue

Attscks people who have view points which
differ from their own

22.07

Considers a range of options when solving
oroblems

Tends to see only one option when solving
problems

Considers other vieuryoints when solving
oroblem

Doesn't always consider other viewpoints when
solvinc oroblems

Is florible when makine decisions Is ricid when makinc decisions
Prepared to admiVacknowledge when they have
made a mistake/bad decision and will make the
necessarv chanees

Tries to cover up mistakes/bad decisions



22.09

Able to make decisions in time pressured I Has difficulty making decisions in time pressure

situations I situations

22.1O

Sticks to decisions once they make thern Does not stick to decisions once they make
them

Willing to take responsibility/ownership for
their decisions

Unwilling to take responsibility/ownership of
their decisions - Dasses the buck

22.t2

Makes decisions without defening to others I IIas difficulty making decisions without
inc to others

22.13

When making decisions takes into account I Does not shape decisions to ensure political
political issues that wi[ afu the acceptability I acceptability
of the decision

25.01

25.03

Demonstrates confidence and conviction when
dealfury with people does not falter when
ouestioned

Lacks confidence and conviction when dealing
with people'tends to falter when questioned.

llas a strong drive to succeed Lacks a strong drive to zucceed

Has definite views on zubjects prepared to voice
ideas and ooinions fi.e.. savs what thev think)

Reluctant to put forward ideas and opinions -
doesn't have definite views on subiects

Perseveres in the frce of adversity and refuses I Tends to give up when ever the going gets
to be beaten

25.06

Has a strong results orientation and delivers on
what they commit themselves to in the required
time ftame

Doesnt deliver on what they commits to

Can be relied upon to follow through on what
thw oromise

Can not always be relied upon to follow
throueh



Is enthusiastic and passionate about their work Lacks enthusiasm or oassion for their work
Has a high level of drive and energy to achieve
results

Lacks drive and energy

Puts in lonc hours to achieve rezults Works pretty much to the required hours
Work priorities are of prime importance in their
life - they put personal priorities on the "back
burnef'

Personal and life outside ofwork are of prime
irnportance - work priorities are often on the
"back burne/'

Has a strong work ethic (i.e., dedicated and

hard workine)
Doesnt have a strong work ethic

25.07

25.08

Has the capacity for a high workload (i.e., can I Doesn't have the capacity for a high workload
churn through the work and achieve quality

25.O9

Focuses on tasks at hand and doesnt go offon
tancents or lose track of their oriorities

Doesn't focus on tasks at hand and goes offon
tangents and/or loses track of their priorities

Achieves a balance between achieving the
organisation's short and long term obiectives

Doesn't achieve a balance between achieving the
organisation's short and lonc term obiectives

Strikes a balance between being a perfectionist
and producing results in the required time

Is too much of a perfectionist

Has a controlled sense ofurqencv Dithers or moves at a million miles an hour
Focuses on the work that needs doing Focuses on the aspects of work that are

enioyable

25.10

Good role model - acts how people should I Poor role model - does not set a good example
behave in the oreanisati

25.1 1

Achieves a balance between their work and I Does not achieve a balance between their work
life I and personal life

25.t2

Has a high lwel of integrity/tronesty and doesnt I Doesnt have a high lwel of integrityAonesty
to fiddle the system I and mav try to fiddle the



25.20

Takes personal responsibility for making things I Doesnt take responsibility for making things
in the orcanisati - waits for others to make

25.21

Is a self starter and can identify what needs to I tsnt a self starter and needs guidance to get
be done and does it without beinc told I coi

25.23

Is accountable take responsibility for what
happens in own work area (i.e., their own
actions and actions of

Isnt accountable - is not prepared to take
responsibility for what happens in own work
area

26.01

Focused on organisational4genda or goals and
can be relied upon to put the organisation's
interests fust

Focused on personal agenda or owtl goals and
puts own interest first

Personal agendas don't inappropriately influence
decision makinc Drocess

Personal agendas inappropriately influence
decision makinc Drocess

Focuses on achieving both division and
orcanisation soals

Focuses on achiwing goals for own area

26.02

Individual goals/agenda are aligned with I ndviduat goals are not aligned with the

26.04

Encourages others to work together to achieve I Is an individualist and doesnt encourage people
the best rezults I to work

26.O5

Crets on with hiVtrer work - does not get Gets involved in the politics of the organisation
involved in the politics ofthe orcanisati - spends time building internal liaisons

Is adaptable to change in the work environment I UnaUte to deal with or adapt to

26.21



26.22

Takes calculated risks to achieve an advantage I Avoids risk
for the orcani

26.23

Man4ges the change process so as to minimise I Unable to manage the change process to
resistance or negative impact on staff | minimise resistance or negative imnact on staff

27.02

Learns nerr skills and keeps up-to-date with
changes in own area ofwork

Doesnt learn new skills and adapt to changhg
work needs

Has a thirst for knowledge Doesn't have a thirst for knowledce

27.2r

27.24

Can apply their skills across ditfferent
organisational areas

Unable to transfer skills and pickup a nehr area
ofthe organisation that they are not farniliar
with

27.40

Has a clear understanding of their role in the I 
g.r 

" 
poor understanding of their role in ttre

isation and what is required ofthem and what is reouired of them

27.41

Is proactive in seeking feedback about own
performance from peers, subordinates, and
superiors so they can make improvements

Doesnt seek feedback about own performance
from peers, zubordinateg and zuperiors

fs aware of and honest about own strengths and
wealcnesses

Is unaware of or dishonest about own strengths
and weaknesses

nKnows what they dont know" and admits
when therr need assistance

"Don't know what they dont know" and doesn't
admit when thev need assistance

Selects staffthat af,e strong in areas that they
are weak in

Selects staffwho are clones ofthemselves

Has an in-depth knowledge ofwhat is
happening in other parts ofthe orcanisation

Has little knowledge ofwhat is happening in
other parts ofthe organisation

Has an in-depth knowledge ofwhat is
happening in their olvn area of the organisation
(e. c.. their staff concerns)

Lacks an in-depth knowledge of what is
happening in their own area of the organisation
(e. g., their staff concerns)



27.42

27.43

27.44

Has a good appreciation of all the functions of
the organisatiorl what they do, and how they
interact

Has a narrow knowledge of business and tends
to focus just on own are& - doesn't see

ionVrelationships with other areas

Keeps up to date with the latest developments
in the oreanisation's business

Is out oftouch with the latest developments in
the orsanisation's business

Has an appreciation of how and where the
oreanisation fits into the wider environment

Lacks an appreciation of how and where the
orcanisation fits into the wider environment

Is aware of customers and makes it obvious that
customers are an integral part ofbusiness

Doesn't treat customers as they should be
treated - as an inteeral part of business

Has comprehensive knowledge ofthe industry
the orcanisation is in

Has superficial knowledge of the industry the
orcanisation is in

Has a Lacks a

27.46

Has a history of doing things right in previous I Doesnt have a history of doing things right in
l.

27.47

Has worked their way up from the bottom and

understands the work of those they supervise
Hasnt worked their way up from the bottom
and doesn't understands the work ofthose they

28.21

Is calm in stressfirl situations Is not calm in stressful situations - tends to be
volatile

I{as the ability to control extreme emotions
(e.c.. ancer. oassion)

Doesn't control erdreme emotions (e.g., gets
very angry) verv depressed

Doesnt have real highs and lows and seems to
be on an wen keel

Tends to have real "highs or lows" and never
seems to be on an "gven keeI"

Gves a consistent and stable performance in I The quality of his/her performance drops offin
situations I oressure situations

28.22



28.41

Accepts personal criticism without becoming
defensive

Tends to either freeze, retreat become
ive. or verv ernotional when criticised

28.42

Able to respond and deal with staffmember's Unable to respond and deal with staffmember's

Has a strong loyalty to the organisation and will
supporVdefend organisation/management
viewVdecisions

Is not loyal to the organisation and will not
support/defend organi satior/management
views/decisions if thev do not acree with them

28.43

28.44

Able to accept the need to do something that
they do not agree with

Whinges and whines and is unable to accept the
need to do something that they do not agree
with

28.45

Has a positive approach to all work they do Tends to have a black view of the world and is
always negative - tends to think ofthe things
that will

28.46

Has a high level of self control (i.e., knows I Has a low level of self control (i.e., keeps
when to stop "partying" as their work will be | "partying")
afued

29.00

Is computer literate Has limited

29.01

Technically very competent in own specialist I Only has a superficiaUshallow knowledge in
area I own technical area



29.02

29.04

29.O5

Has financial management skills IIas very limited knowledge of financial systems
and implications of financial decisions

Thorough in financial planning and in
monitorins budeets

Not thorough in financial plaming and in
monitorinc budeets

Can bring a number/financial focus to problem
solvins

Cant bring a number/financial focus to problem
solvinc

Has a good mix of entreprenzurial and financial
skills (i.e., knows what will make money and

what will not)

Doesn't have a good mix of entrepreneurial and
financial skills

IIas business/commercial acumen - can
understand what is required for a business to be
successfirl

Lacks business/commercial acumen

Able to identify opporhrnities that the
organisation could "get into" to give it a
comoetitive advantase

LJnaware, or unable to identi$ business
opportunities for the organisation

Able to close a deal and sell a product/service I Unable to close a deal and sell a product/service

29.06

Understands customers - knows how to
maintain crrstomer relationships and satisfy or
service clrstomer needs

Doesnt understand customers - doesnt know
how to maintain customer relationships and
satisfv or service customer needs

Able to think like a customer Has difficulty putting themselves in the
customers shoes

29.07

Has well skills I Does not have skills

29.08

IIas a strong s€nse ofbusiness ethics, a clear I Does not have a strong sense ofbusiness ethics
serue ofricht and

29.09

Able to predict or plan orpenditure and I Has difficulty predicting or planning
maintain budeet levels iture and often exceeds budeeted limits



29.tO

Able to identify and articulate issues in I Has a haphazard approach to marketing
ine situations

30.01

Looks the oart Doesn't lookthe oart
Is well croomed Is not well croomed

31.00

Is trustworthy - you can rely on them to do the
richt thinc bv vou

Is not trustworthy

Keeps both company and personal information
confidential (i.e.. doesn't break confidence)

Discloses information and breaks confidence

32.00

Can manace own Dersonal finances Personal finances af,e not in order
Plavs or has olaved soort Doesnt and hasnt played sport
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Aooendk 6: Letter fiom the Commlssloner of Pollce Asklng Targeted

Stafl to Complete the Questlonnalre



Date

ASSESSMENT CENTRE DEVELOPMENT

As you will be aware, the New ZealandPolicy currently operate an Executive Assessment

Centre which seeks to identify potential in Superintendents who aspire to higher rank.

I have deoided to build on our successful experience with the Executive Assessment Centre

by authorising preliminary development work toward the identification of competencies for
Senior Management Assessment Centre. This Centre would aim to identify potential i4 as

well as development opportunities for, Inspectors who aspire to Superintendent rank.

I must emphasise that a decision has not yet been made on the establishment of a Senior

Management Assessment Centre. Further work is currently underway on the feasibility of
establishing such a Centre. It is expected a proposal will be considered by the Police

Executive Conference in early 1994.

In the meantime, the enclosed questionnaire is being distributed to a sample group of
Superintendents and Inspectors to obtain their views on what it takes to be an effective

Superintendent. It is critical that you follow the instructions closely and respond to the

items as accurately as possible. Your answers will assist in defining the managerial skills
required by Superintendents to be effective. Once completed, it should be mailed to
Inspector Lindsay Duncan, Coordinator, Assessment Centres, Ifuman Resources Planning

Unit at Police National Headquarters. Please ensure your questionnaire is return by l0
December 1993.

Thank you for your assistance.

R N Macdonald
Commissioner ofPolice
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i 
*: Study Two's Questionnaire (KPMG's Verslon)



What do you think it takes to be an
effective Senior KPMG Manag er?

A QUESTIONNAIRE TO IDENTIFY
THE SKILLS KPMG MANAGERS

NEED

ffiPeat Marwick
Organlsatlonal Peychology GroupNovember 1993



HOW TO COMPLETE THE QUESTIOI{NAIRE

Please take some time to familiarise yourself with these instructions. The questionnaire is easy to
complete but it may appear quite different to other questionnaires that you have completed.

Look at the example below. You can see that each item in the questionnaire contains a pair of
statements, with a seven point scale between them. For each itenr, think about which statement best
describes the senior manager you have in mind and then put a tick in the appropriate box.
For example:

This would indicate that you think the
manageryou have in mind, usually
manages meetings efiectively This would indicate that you think

the manageryou have in mind
doesn't ever demonstrate a genuine
interest in people

BEFORE YOU BEGIN....

Please think of an effective senior KPMG manager (Partner, Director, fusociate Director, or Ssnior
Manager):qr-knEUlpll or have known. Use this manager as the reference point for completing the

entire questionnaire.

PLEASE NOTE

. You need to be very frmiliar with the senior manager you choose

. Do not put the manager's name anywhere on the questionnaire

. The manager you choose nray Dot necessarily be the most effective
manager you know, but the ooe you lnow best



wrrAT Is THE PIJRPOSE OF THIS QLJESTIOT{NAIRE?

The results of this questionnaire will be used to;

. Jdenti$ the skills seniorKPMG nunagers require

. Assist with the development of a performance appraisal system for senior KPMG management

KPMG will then have a comprehensive basis for selecting appraising and developing its current and

future managers.

In additior! it will also help me complete my Ph.D.........

IMPORTAI{T POINTS ABOUT THE QTJESTIONNAIRE

. The results of this questionnaire are CONFIDENTLAL. Do not put your name an1+vhere on this
questionnaire.

. The questionnaire will take about I hour to complete. I appreciate the time you are investing.

WIIAT IF I IIAVE A QUESTION?

Ifyou have any queries about the purpose of the questionnaire or any items in the questionnaire
itself, please contact Sharon Rippin on extension 8618.

wHo Do r RETLJRN THE QTJESTTOhINATRE TO?

Please place the questionnaire in the envelope provided and send it through the internal mail to
Sharon Ripprq Organisational Psychology Unit by 22nd November 1993.

Thanks

,tl

'7w'
Sharon Rippin



^A COI]PLE OF POINTERS

. Everybody has strengths and wealmcsses. It is unlikoly that the menager you have in mind
will receive similar ratings on all ofthe itenrs.

. You may find your attention beginning to wander after working on the questionnaire for a
while. Take abreak and comebackto it.

. You rnby notica that tlere are a number ofthe questions in the questionnaire seem similaf,.

These have been included to ensre all "shades'ofmeaning are repr€sented.

. If a $atement doesnt apply to the manager you 8re using as a reference - please leave it
blank.
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rvttol hos bsen soidivtrol hc been sold I 2 5 ,

5a \sks the right qustions lo ldenlify rrftot the reol
ssu€B ore ev€n \^rh€n deoflng $iith sl.bjech
ruhide lheh ovrrn ctr€o of oxp€rlb€

)oan't o* the dght quetlons to 96l to lhe
l€orl ot the lsgleI 2 5 6 I

5: lhecks thot olher poode und€rSond lh€
nsog€ lh€y hove bogn cornmunlcofkrg

)offr't ch€ck thot oeode understond lhe
I 2 3 I 6 I nessoge they hcwe b€en conmunicofing
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m arprl

[|n gsr.h.yr
b.luc||ll|Ltd.

lt n g.r rh,ayl
E|.nrllk ihl.

tm{c.f.ndr to
Dd|rv.llt filr

5' lmneof*/cdlaFnrrrlx wilh alhar mrlq af
he orgonbolion I 2 S a 5 6 tf lh€ orgonisollon

F' tamr*, ta mrt foruad o vlru lfiol olh*
lsogree with I S a 5 6 Jbogreewith il

g stotf. ond s.nerficrs inf.mtri )n*n'l commt rniaala ranr ilarlv
'€gr-{or bosis oborrt informollon lhof b of
ntEr6i, so lhsf€ ore no sup.is6

I 5 6 md sup€riors

6t lomidea the lmpocl thot th€ir d€cidons wtl
Xtveonp€@l€

Do$n't condder the lmooc't thot thek decidors
I a , n(l/€ on p€opl€

6t Acttvev coniriurta ot meellngs Doesn'l contribute much ol me€tings
I 2 a

6i {os lh€ obilifu lo conlrd extrenle ernoflm
e.9.. onger, podon) 3 5 6 7 r'€ry ongry, very depressed)

5/ )elsooles clsor obiectlves lhof ora unde*tood )oeot rlalaarrla almr

ar

ry lhe person receMng them I 2 5 6 7 xe un*rre of whot ls behg delegoted

\chiev6 o good bolonce belween dolrp
Ends-on work ond delegoting wo* lo oth€rs

)oesnt delegote work oppropdotely or
Jelegoles everything

&

I 2 t a 7

Jos d strono resulhs o.ienlrrilm onrl rlelivas
vfiol ihey cornmit themselve to ln the roq.Jr€d
lmefiome

I 2 3 a 5 6 o

5i )emonds hlgh work stondor* fiom work
]olleogues

Doesnl demond hioh wsk siondords from work
I 5 6 7 :o[eogues

a )ev€lop6 stoff mernbas post stotf mernb€{s'
nitiol e)peclqtldr of thsir own obnfy

)oesnl develop stoff m€mb€rs post Etofi
n€mbss' Initiol e)a€cloflors of their own obilitv

6l

I 5 6

hcourooe oeoole ln lhe oroonbollm lo woft
ogolher lo ocHeve ihe bed rec.fts I 5 6 o work logelher to ocl"iane lhe bsl resrtts

1 3ncouroges ocllve stof portlcipotlon ot
n€€tin€s I f 5 5 7 cl meelings

,r ncourogs sloff to develop their polentiol ond )oen't enca.troge siofl to develop iheir
)otentiol or provide opgorlunifiei fof them torovid* oppor|tnitls for ltem lo d€\rolop 2 a 5 I
,€velop

n ncouog$stoft memb€Blo cofiie orrc see
hern if they hwe o prottem

.)os't

73

I xoblsnswithlh€m

boblisfres ond mcinloirs o wlda rmoc of
ptwork relotlonshlps so os lo poss on ond
lolher hfomollon

I 6 6 rtwork relollonshlps so osto poss on ond
lolhd hfomotlon

7 Sobllshes cr.lrenl ond fi.lltre priorlll€s so os lo
n€€t d€odlnc/giods

)ogrt xtoHkhr
I 5 ,

t! -ocrJ36 on tcrsks of hond ond doesn'l go off on
'ong€nb or loge lrock of lhelr prbrili€s

)osrt fom on tacJc rrt hmd ond m aff
I 2 3 I 5 , onq€nts oncuor losslrock of ih€lr orloritles

7t -6tEs o l€orrSng orwitonment wtrere slotf ore )oryt'l fclel a lmmino envirmmanrl d hi.h*
tncouroged fo dsvdop qnd vle\r mlstoke os
eornlng opportunilles

t 2 3 a 5 7 foff lf mBiokes or€ mode
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Im|e.t
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n 3ives credit lo stoff for the wod< lhoy do )oecnT gtue credlt lo stoft rithe.e it's due, or
loke credit for fhe ldeos of othecI 5 6

,t Siveslhe necessory qJthorily md resourceslo
reople \ah€n d€legoiing oq€cfus

)owrl give the necsory outhority ond
'eourcs to people nrhen ddegofing oqocfives2 I 5 1

7l los o bosic r€sDect for otr sloff h lhe
)rgonisotion

)oent hwe o boic rsoect for oll stoff. Treots
reople dlffgently - depending on thok level h
h€ oroonbolion

3 a 5 7

ct loke o genudne Interest h people )omt hove o demina lnldsl ln mmla
a 5 7

EI

TE

E:

E

fi^amkrl
filb (1.e., knor*: wtrol will md(e monsr/ ond
r,fiot won'i)

I 2 t 1 5 6 inonclol skllls

'los o Hgh lwel of lnlegrtty or honeoty ond
Joesn't try to fiddle fhe qatem

)o6n't hove o higrh lwd of Integdly or honeaiy
rnd moy lry lo fiddle the q/stemI 2 a 5 6 I

'los o history of doing lhlngs dghf h prevlotr
lq*lions

)osr'l hove o hlstory of dohg thin€F right in
nwious positiorsI 2 a 6

{c o drmo work elhlc fi.e.- dc<fcrrlxl ond )osnt hove o strong wo.k €lhic
rord working) I 2 5 6 7

8( {os o ll"Srst for knowledge )o€sn't hove o thirst tor browledge
I s 5 ,

E' {os o good oppredotbn of oll lhe funcllons of
he orgonlsotlon, u/hdt thg dfterenl oreos do,
rnd how th€y htsroct

Dosrt hove on oppreciollon of ihe ditferent
funcfbrr In lhe orgonisotion - iends to focus on
own ot€o

I 2 t 1 5 7

0t loslh€ copocily for o high worklood (1.e., con
:fium ihrough ihe work ond ochieve quollty
xrtprrts)

)oemt hore the copocily for o high worklood

8t

I 3 I 5 7

nwlve thdr doff h lhe stolegic plonning
xoc6 I

)oen'l hvolve lheir stoff in the slrolegilc
tonning processt I 6 ,

8{ (eeps msoge imple uhen communicotirg )oeent keep messoges slmfle when
:ommrnlcolingI t a 6 7

t[ (nos when md how lo comrlt mmle lo mh md l^

:cceplonce of ideos 3 a 5 6 7 o goin occeptonce of ldeos

9l -eorns new skils drd k€e$ Lp.todote wllh
:hong$in own oreo of work

Dosnt leorn neur d<ills lo keeo them uo'ic'ddt6
2 tts 5 6 7 rtith chongtng wo* needs

fr J$ers fo peo$e ond tokes h wtrol lhey or€
|oylng

)oryt'l lidsr. oflen tries lo dominots
2 5 6 7 :orwsrsglion

g .ooks fhe port (.e.. ls well groomed)
I 2 t a 5 5

9. vlok€s 6ld Imdements th€ lough/hord
Jecidors ln lhe ggopdote tirne frome (e.9..
:ourB€llhg p€odE otd)

)oestr't mdke ond imolmmt lhe la rah/hord
a 5 lecHors ln lhe @p.opdole tkne lrome (e.9.,

:ourB€llhg p€ople otrt)

9l {os on eneroelic oDorodch \/hich m.tlv.tt*
tfra(s 2 5 6 )€rsonol si/e
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9{
Indersf ood bV the intended cndienc€ a 5 6 evel, so ls nol olwoys urdeotood by lhe

nlended oudlence

n <ldll )n*n1 nr*anf ler*raalr ln n wrulhrrl misls
Jevelop (e.9.. dactibes whot th€V n€€d to do
o devdop lh€lfCdb)

J til? 'a ll5 itoff develop (e.9.. does not descdbe whot slofl
rwe to do lo imgore In lhe ft.ltwe)

9t

9l

tq

rersonolly puls ttne into coocfihg ond
nenlorhg theirdofl

)omt ru rl llma lrrio cmchina ond manlodno
I tfl2 1 5 fielr stotf

)ogl'l guetlon ond chollengs lh€
rtf€ctlv€n€s ond efllclenry of o.n€nt wo.kaffectfuens of cwent wolk proctbeo I l2 1 5
roctb6
]asrl rmel aaan{o wcll

ivtrere lhq/re cornkrg from ! ll? I 5 6 , xe coming from

t0l howt how.when, md yrho to conejt wiih to
rchieve fhe bst resutts

)osn'l reolV know how, when. ond who to
:ors.ft wtth lo ochieve the bst resjls

lt!

! Jl? . ll5 116 llt

eltEdamelo hC6 Dom'i sm [n&c hnlwam orrl anm/nm* onrl
levelop cunenl ond frrLre strotegi€s I 2 5 7 cunenl dhptlors wh€n solvlng problerrs ol

molvdno hformsfion

IG
nember's performonce I ll2 6 I m€mber's osrformoncg

to fas{fnnL thair
]u/n p€rformonce fiom peers. abordhois,
rnd superios so lh€!/ con lmprov€ lhsir

! iil? 6 lertomonce frorn p€ers. subo.dlnqte, ond
ilp€rlors so os to lmprons fheir performonce

ilr

10.

{os o serse of urgeney obor-ifhem -
.ndersfonds whol needs to be done todoy

)os'f hoa al rl

I 2 5 lh€rn

lhey sel hlgh stordords for ihenrelve to
rchiev€ 6 trt

)om'l si Hah siondords la thmdvs lo
I ll2 Jchiev€

t0:

td

t(x

ihor* fhair rxn rc* fi a slrrff anr dmmtl .)am'l chara lhair rear ram wiltr othar divisiox
dih othsr dM$orc lo osisf in ochlwing the
Mder oools of fh€ orctonhcrtlon

I il2 6

s orliculole wh€n corimunlcollng )oesnt speok cleorV ond is nol orficr-dote
l? 6 I

ilnmrls lhair datf whm inlermlino with othm Dosnt srpporl lhelr stofl membes when
commwricolirg wfth othem lrsU6 ond outddensid€ ond oddde lhe orgonisolion I il2 6 ,
th€ orgortdlion

ilt 'cd(€s o con*.dtqtiv€ oFrooch brh€n trtol! r'ng
nformotlon ond moldng decHoris

lodlt tcd(s o consulfolfu€ opp.ooch wh€rl
mohrCng informotion ond moklng decisiorsI ll2 6

ill \ble lo loke peoplo olong b,ith thern to ochiev€ )osrt toke people olong wilh them lo
rchieve gools

ilz

il3

lools I 2 a 5 7

'okea oers()nol rGt]orail'rillfu t6r moklm lhlnm )oesnt loke respordUlity for mokjng things
roppen -woils for others to moke ftings hoppenEppen h the o.gonbolion I 2 5 I

of ct-rslomers ond mdk€s li obvldr th.rf )cren'l lrcrri a slmm as lhcv +to ilal fF
:6tom€.s ore on H€grol port of budness I 2 a 5 7 reoted - 6 on integol port of bnr*ns

ill reots oll peofle osfheir equd )oesnt heot or€lyon€ os lheir equol ond
peoks down to p€ople| 1il2 6
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ffi,iffi.ffi IJt $r.lw.yr
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il! lnz{arimde cr rlm* - kms h6w lo mnintain )oml r ndersfmd cr rlmx - r{mrf know
xsiomer relotiorships ond sotbff o. seMc€ I s 5 lowlo molnloin cuslornet r€lollorships ond

olisfr or seryice cr.stomea n€€ds>r.tstgner needs

ila ,bes the oppropdote fiomewotk(s) (e.9., big
lcture. dsioil, cornmon*nse) lo oslsf h
rnolvsino hfomdflon

)oesnl use ihe oppropdot€ tromewo.k lo
rnolWe hfomotlon (e.9., focrc€s on th€ dsloil
rh€n o bigger picfur€ vlet/ b requlred)

I t 5

I rt Achiwesthe dght boktnc€ bstw€en b€ing
nchrsiv€ ond exdufve of olherc wh€rr corrdtlng

3ther corButts wllh too mony oa too few people
I a 5 7

ill 3ives regulor podltue leedbock tostoff Jthar divar hadr lo or na nmillw fmdFnrk
I 3 1 5 7 toff

I lr ipecife whot ls €xp€ct€d of people when -olls to specify whol is ergected of people
rtren delegoting ohj€ctvs

la

lelegotkrg obj€ctfues I a Il5 7

rnolyslng hformollon 2 a 5 I r'fi en onotying Inf ormolion

t2: :octlses on the wod< thol needs doing
a 6

FocGes on the ospecls of work lhot ore
snjq/obl€

lz

tz

lzt

tz

tz

lfr

ta

Able lo lmL ol Lrolh lhc Ha dc*r well rlafall
he deloil when onolydng informotion. Con
rchieve o bolonce between the two.

I t 5 7 onoltdng hformotlon - doesn't ochiev€ o
bolonce between lhe two

ooks ol rrll sihrcrlim h o miflve lloH - hos :ocGes on lhe n€gotive foctors ln mosf
ituofiorE(nock of tumlng negcrtiv€s Into poitiv€g I 5 7

ml.rlarlm h^lfr
IJools os well os lhe goob of lhe orgonisotlon 5 7 '€cpoftslblity - do€snl focus on ochleving wider

rrgonlsqtionol gools

I 2

(nouwhm anonh Inlomrrllm lrm Fram lrrthan laa litlla ro laa mr rah Infrymrtfian
Tothaed to mok€ o d€cHon 5 7 noking o decislon

:ah 
^n 

uall rrrl+r oworum in lha 3els on well wilh cerloln people in lhe
)rgonisotionI 2 5 7

lals on with thah wdk - dG not dal 166 3ets loo hvolved in the politbs of ih6
rgonbotion - sp€nds too much lime building
ntemol lloisorE

nvolv€d in lh€ politics of the orgor$soilon I 2 5 5 7

.lc o nmilivc m.J ozfimislic dmrodch to
toblem soMng trd s€6 Fobl€rns os
:hollenges ond opportur*tl* nol obdocles

I 2 3 a 5 5 7 xoblsm solvino ond foctse on the boriers lo
eolMng probl€rns

IA 'los on op€n ond notuci styl€ (1.e., whot yor,r

isE b \a'hof you get)
{* o cleed commtrnicotlon shl|e - lhev

l{

I t 3 1 5 6 7 ifffcrjt io reod

hlnh lrual af call mnlral 1l

o stop portying oslhek v/ork wfll be ofiected) I 2 3 a iltg. , )or$ng €v€n lhough lh€ir wo.k will be effEcte$

t3l

t&

Asxes m6da ond siftntimc.tlllactfuCv

!..j|.?. 3 1 5 6 7 vHch dlstortsthdr oblfrtyfo be o$ectfuewhen
tssesshg p€opl€ ond sifuotiors

ios d d6or undarslondim of lhelr roh ln lhe
xgdrlsoliicn ond whot b requhed of fh€m I 3 5 6 7 xgonlsotion ond h'hot b requfed of ltlem

t3i los on outoolno ond emrsive lnlaroamnol
ty'e I 2 3 5 6 7
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I

t
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l3l

t3e

t3a

Flos difficufi onolydng confllcilng or
ncomdeie infomolionnformolion I 2 t a 5 6

rlllflar rthr *iahllchlm ramnrl urllh
r ll2 t a 5 6

ql ilInm lo dd 
^r.{alam<

-lac riffia rlfu aaprrlinn nru qh illmc
I ll2 3 a 5 6 I loblems

ts: )on dckrp ond leom fhln€B qricldy los difflcultv leornino new lnformotion ouicklv
I ll2 5 6

l3r Abla la moke mal lolk onri enoddc mde h -las difllartfu mokind dnrl macoino omrje in

:onvoFotion IH2 a s :onversolion

t3{ r{ehimc kr l}ra ahcanaa af .lat diff,ar rJhz maLinn
guldelines or ndes ! ll_? a 5 rf guidelines or rules

t{

t4'

t{

I tl:

lhla la maka dmidm ln llma Ited .{ac dffia rtfu malrinn dmk{mc ta lima rurc rrad
iituoflons r ll2 1 5 7 itusflors

ldn mdke decidom lnriemnd*dlv wiihad Hnc.liffarlfu mokind deelidm wiihoril dafenim
Jefoning to othds I ll2 a 5 7 lo others

r€ not obvior,a r ll2 1 5 7 cottens thoi or€ nol obvioLrs

lffeclivdy monoges ltt.eir ltne
I 2 1 5 7

l4

l4

14

Abl6 to ber3udde cr lnllu€nce oemle lo ooh Haq dlffa rlfu om toclhro o lnlft rmclno nmrrle
:ooperoilon I a 5 , lo goln cooperc'tlon

Alrla lo ry*jlcf or ohn armndih rra dn.l warL aliffia rlfv nranlialihd d 616^^ih6 ah6.ll+r
r,vithin budgets 2 s a 7 ond often o(c€€ds budgeted lhnits

oUrle to think lke o c$lomer Hos ditffculty putting lhemsetue In lhe
cusfomers shoes ond thlnking llk€ o c(Jslorrrer3 a 6 I

I 'll
or,lclo lo relote wel to o rrdde rong€ of p€ople
1.e.. Moroglng Dr€clo.s. cledcolstoff, etc)

{os difflculty relofing lo o wide rong€ of p€ople

t{t

I'tt

t5(

t

:dn a€ldle to D6ooa€ frdn cltlus dtfsml lo {or dlfltcu}ty relothg to people fiom culfures
dffersf to lhdr ornheir o/n 2 a I

)crlrrlx lo lha omodla
elote to the oppodte sex cts o p€€, or cE o boct ! iil? 1 6 I 3quol

s good oi s€l€ctk|g the dght people lor
>ostllons In lhe orgonbotion I ll2 I 6 )odilorE In ihe orgonbotion

t5l \ble lo sofue corndsx or nsr/ problems
t

{os difffcuffu soMnd comdor o. n€r., oroblerns

t5i

I ll2 6

lon think qulcldy on lhek feel {os dlfflcufilhinklng qulckly on fhelr feet| |il2 3 a 6
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ts

l3

s perceptive lo l€om dlnomics {rB diffculfu und€rsidndlnd t6dm dvnomics
I ilz I s til6

! 1il2

Jos difficrrtly worldng ln o teom - ls o
oner/indMduolbtic'€om 5. Jil{

t5l Abl€ lo wo& on o rong6 of bEJ6 ot lh€ sorne
im€

{os dffficutVworHng on o ronge of isuies ot lhe
iqnetimet? a Lll{

I5{ freots people foldy {os fovourite ond therefore does not heot oll
I ll2 1 5 6 7

'lotf 
folrV

t5t s open ond honest when cornmunicsting {os Hdden ogendos whst communicoting

l5l

t5!

t6(

loesnt hov€ hidden ogendos 2 I 5 5 7

s compuler llterole {os llmtled computer knowledge
IH2 a 6 7

Hos on indepth knorledge of rArhot b
roppenlng In othe. ports of th€ orgonlsollon

liftla knasladca af rlhal lc hammina ir
I 2 a 6 7 oiher ports of ths orgonisoflon

Hos comryeh*fua knowlxioa of ltre lnclrrlru
2

Hos s|mrficirrl knanle<iae of ihe lnrJrxlru lha
ihe orgonisofion b In I a 6 lN7 orgonisotion ls In

l6l {os well developed finonciol monogernent *lls {os very fmifed knowledge of flnonclol systems
md knolicolions of llnondol decHors

t&

t6t

I ,

.ndeslonds lhe work of lhco lhq/ monog€ I 5li l5 he orgonisoflon ond doen't u'rderstondsthe
,votk of thce they monoge

{blc lo corrh ra m arllmc's rrtlanllm .fi h lo
I

{ove dffffcutty copfuhg on oudlences
rttentbn due io lhek monotonous o. boringhek voried crd intercflng pr€s€nlqtion s$o t a lc ll l6
resenlolion styie

t& (eeps both orgonisollonol ond personol
nlotmotion obort stofl conlldentlol 0.e., doesnl
xeok confldence)

nooorooricrtelv discloses informotlon obor.rt Etotf

t6{

t6a

I . lls ll 6 rnd breoks confiderce

bkes lime io bliH relotionships ond
nderstond theh stoff I 2 I slf6

s cors.rltofive with dotf s dic-foloriol toword stoff
I 2 a 5lq 6

t6: s focwed cr the sholaglc dhectlon of lhe
)rgonisolion

s focued on dql-todoy oclivilies roiher lhon
fte $rotegic dkection of lhe orgonisotion

t6l

I 2 . l|s 116 7

trts ths o.gordsotionb inl€r*fs lirst - b focued
rn ochieving the goob of lhe orgonisotion

l'lrair am mnzrl aaazla
I 2 I 5 116 , pdg rother fhon lhE orgonisstlon's ogendo

t6r dmhlva orrl llmelvulrm maklno daddm
I 2 I a ll5 ll6 ,

l7( arbb to lhink conc@tuolly s more of o concrefe lHnker
I 2 3 4 ll5 1il6 7

t7t \serllve when communicsfing C.€.. they sqy
r'trot they thirk)

s not ossertive when communicotino - thev
I 2 I a s 116 , rhot others wonl lo heor
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s colm ln slrgssfrl| sltusflons
I

s not colm In sh€ssful situoflons
s .ll5 ll6 I

s composionole wher deollng with stoff elaallnn wittr daff
I ll2 s . lN6 Itq. ,

ffi
ml aerrflva/|nmvrrlfua uiran nroFrlam olvino

I ll2 . lN5 7

ffi
ffi

s frm ond dkeclwhen cornmuricol'ng s nol dksct or is conftontoiionol when
sommunicolingI ll2 r lls 5 ,

mioffaaliwa
)uNde goups .lls 6 7 io outdd€ groups

ffi
s logricol. ond cleor lflrthg s not bgicol, ond cleor thlr*hg. lls 116

ffi
M

{ds d shond lov.rtfu lo lhe dddnhdiion dnd will s not loyol io the orgonisotlon ond will noi
:lway: g.rpport or defend the orgonlsotion's or
nonooemenll Veva ond decidors

upport or defend lhe orgonbotkrn's or
nonogementl vle\ra ond dedCons

I 3 . ll5

lds< lhr* 
^.a 

..llffar6l frm lhair
utsr/ on on FEJ€ I 2 . lls 7 )ohts \ahlch dlffer frorn fheir orvn

-rsoH

W
W

lo nru lrlms anrl r*nnna ln lha wrylr
toca I 2 . lls work ploce - focuses on the proUerns creoted

by introduchs chonge
)|onned dnd drrdnlsad'h lheh work orx'rrmah ml nlmna.l nnrl aaanicsl ln lfrrir walz

I 2 . lN5 f pprooch - lok€s eoch dry os il comes

orodctive ond s not prooctive or open \a,h€n communicoting
*ith theh stoff so lhey ofien do nol know whot isffi rith lheir stoff so fherrr ore fi.dy hfomed obord

rthot ls hopparing in lhe orgonisotion
I 2 3 . ll5 I

roooenino in the oroonlsolion

i6g

W

s r€lo(€d wh€n canmurdcolhg s noi rdqed wh€n cornmunicotlng
I ll2 1il3 ll. lls 6

tnslworltw - fh6v con be rolled on lo do lhe s nol tnshrrorlhy - will nol do the right thing by
r'ouffi lghtthing byyou I 3 . lls 5 I

Tffi ooliflcolfu otlore ond hos o oood ldeo of how s nol very politicolly owore ond doe not hsve
I good ideo of how the*r behoviotn is
rrcelved by olhe.s

W
fhek behovlour b perceived by othec I t 5 I

foks on lnleresi ln stdft mernb€rs llfe olrtddo onli, intdsta.l ln lha llma <.trrff

ffi raofx I I . lils I nol inlsrgled ln whot stoff do ouNde of wo.k

ffi
s out of louch wllh lhe lot6l d€v€lopmenls in
he orgonisolionl oreo of btstren fhe orgor$sollon's oeo of br.dns I I ll5 I

ffi
Jos lhe obillty fo fronstofe fechnicd ond
>orndlcotod bEr* Into Cmplelerms lhot con
)€ und€rstood by most people

I 2 I ll5 6 7 :ompllcofed bs.rcs

rreH: iel€cls p€ople Into lhe orgdgsotion on lhe bosb of sdectlno Deode ds lhd fcr
rf their skils 2 I ll5 6 vttether iheyllke or cfidlke o person - not on

vheiher lhey hwe iho relwor$ skils

r90Hl flerble ufien moking decidors s dgld when moldng decidons

ffi a lls 6
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l9l Vrollae Informqtlon oqecflv€ty s subjective uthen onoffig Informotlon
I 2 3 1 5 6 I

itrikGo bddlce between belng o perfeclbnH
xrd produdno recrJls In lhe teqdred flme ftome

s loo much of o oerfecfionist
I 2 5 5 6 7

lan lar rrrh rrt lhamrEJvtr ond dmmt lrile sll s too s€riot.ts, doem't toke onylhing fight
r€orte<Xy'oo s€nqJ$y I 2 3 5 6 I

I It2l9l s honst obout lhek olm str€ngfhs ond
,/€oknNi6

g unowore of ot dishoned obout lhek own
fiengthsond weoknsea F5 H6 tt7

ssheet*&e ond not weiltrusting uhen
regotloi'ng I a 5 6

qlf <irrfe onrl cm idmllfu urhrrt mtric i6 o'l o slf dorts - naerlq a rldanca la nel ooinc
>e done ond does it wlttput belng tdd I 5

6
t9: r occesdHe to thelr stotf

a
sn't occesslUe io lheir doff

tnlalrla - lalrx r*nmdhllilw far wfrrrl
roppers in om work oreo (.e., for thek o*n
:ctbns ond lh€ octiom of thek stoff)

I 3 a s 5 I 'esponCcifity for whot hopperr in own work oreo

t9t ihors ideos with lheir peers so fhce hdviduob
:on beneltl fisn fhem

(eeps ldeos to self ond doesnt strore iheir ideos

MI

I 2 3 5 5 I dith lh€ir p€€rs so lhey con benefit frorn them

{os o good gmerd knowledge ocks o good genaol knowledge
I 2 3 5 5 7

'los o good sense of hurnour ,ocks o serse of hurnout

,fl.

I 2 a 5 rt 7

rlos o slrong dive lo $cce€'d Loc-ls o strong ddve lo snccEed

2IX

I g 5 6 7

{os m oooreciotion of how ond where the d.lt dn dmrmi.fi6n 6f he onrl whrya ltra
r{gonlsoiion fifs Frto lhe wider envirmment (.e., I 5 6 I ofgonisolion fih hto lhe wlder environment G.e.,
W cmtext) t€ conferd)
.{os m ln-.{arrltr lrnanlarlaa af urlrrrt

mt

roppenlng In lhelr oun oreo of the orgonbotlon
lE.g.. th€k sloft conc€ns)

I ll2 5 6 roppening in lheir own oreo of the orgonisolion

Jos hdnsss or cornmerciol ocllnen - con
.ndestond \ihst b required for o b.rines lo bs

anlrc hr nlnm ar ^Mmdri^lI tN2 5 6 ,
uccsli.d

n )emorstofe confidence ond convlctlon rrfren -ocks contid€nce ond corMclion when deolho

m

Jeolingwith peoplo dtd do6 noltolferwhsl
ru€sfloned

I 2 I , rith peode - tendsto toli€r wh€n q,jction€d

{os o Hoh l€v€l of ddve cnd enerovlo ocHeve .ocks drive ond trr€rgylo ochl€ve re$rls

t(t

6.lh I 2 3 a 5 7

rnpolhefic when deollngwith Sofi .ocb empoltry*fien deotrng *dfh stotf

,OK

I 2 5 I 5 7

nsokos/molfuarles mmle becar m ol lhir -ocks enthrdosrn ond doenl Fspke/motivot€
)€oplenthdostic sty'e - con generote onlhudosrn In tg 2 3 a 6 7

)th€rs
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enlhus'oslic ond posdonote 6out lhefu wotk enthudosrn or posdm forlheirwort

sordtivity r^/hen d€ollng with stoff

droiegic vHon - obl€ lo s€€ $,h€re lh€
n€eds to go In lh€ futUIe

stroiegic vblon - lends lo focr.s on ihe

forcefti, ond hordhitting urhen
- lok6 o no cornpromb€s opprooch

oggrsive, forceful, or hord*ritting urhen

to mucl In lo help oti thek stoff
work in prNre situolions

pr€pored to muck in to holp theh stoft in

in thek finoncid donning ond the thorough In lhelr frnondol plonning ond the

ln lheirwork opprooch ond ottends lo
(.e.. crees lheir Ts ond dots fhek ls)

thorough h thek work opprooch ond fokes

ond focued urhen r€s€orchlng on lhorangh or focusod whon re€orching on

on efforlto moke people feel qt eose very good of moklng people feel oi eose

io othss ldeos wen lllhey ore ditferenl l.lottleryloleronl of oth€r peod€l belleft or
viev/s if lh€y ofe ditferent fiom tl"pir oln

Tokc on inieresl ln lheir senlor monogars (.e., conide.s own oreo of respordtllity. b not
in lheir peers oroos of r€cponsibility

intormol feedbock to stoff oboul thelr gfue feedbock to stolf ot pertormonce

v€ry compsf€nt In orn spedollst
(e.9.. mcrketlng, llnondol monogement.

hos o suptrlldol or shollow knovlodgs in
teclrrlcol oreo (e.9., morkethg, finonclol

not o\rsrommit self to r€€oorsbilitie thof cornmtfu s€lf to ocHwlng reoporslbilities
is lhsefore unou€ lo dellvef on wfiot they

prloriile ore of pdm€ knportonc€ In fh€ir ond lfe ouNde of work ore of p.ime
- work prlodtles ofe often on ih€

finonces ore noi In order



i:lililLi

::ii:itr
t(ii:iii

.'il:iir

:iirii\i

-

si$'d*t$Hi$ 'ri'Ifi,Ei *i ffi$$tisB ulN,*$ii +.1#5$a* $$r$I*r$$isif#illu'i*u
IJr.gartar$rto
b.ha\r.||t ttrL $

Xrtagat
dafioodrn r

rnaq|.l
dldl

U.mg.rrhy!
b.hv.r llt lhL

Hmager rlunyr
D.firv.r [L thb

Irn gprtcrd. to
bdr|F nh.ftL

h$re thol delegoted work ls reosonoUe h
efirs of the dernoncb ploced an dofi t iNz lilr a

?rvwl rala marlal - [c a m.l aydmnla 6t h6w )mr rala marlal - .le h^l
oeofle $ould ocl h the otgorirotlon 5 6 I )f how p€ople shodd oct in the orgonisofion

2tl rresenls qrd fromes Informotlon In o loglcd ond tssenls ond from6lnformolion In o confisino

,x

rosfiefollow momer 5 5 7 :nd ditffcr.dt-to-follow monn€r

urilllro to lkfan lo slaff mmbs's uoblems Yes hlo slotf members' offois or lsnl willlng to
rslen fo sloff m€rnbe/s oroblems,ithodpMng 2 ltg 5 7

l,rdLae.ltrlddc
ioff I r iilr- 5 7 Jnpoprior

)mr rladv r{lc s rydmlxl wrrlr lmd uilh
foff I 2 I I 5 6 7

lepoed io chonge hiflol opprooch or
leciCons to occommodcri€ lmporlont
ntormotlon or botter ldeos

rclonl ar r{r,raq\l ahama inlllrrl

nl

I 2 lts a 5 5 , lecisions h lighl of lmporioni informqtion or
)€iter ld€os

{os delinite vlem m grblecfs -ormored lo lCt rclml lo n il louard iclmc arwl orinlmc
rolce ld€os ond opinlons (1.e., sol6uhotlhey I 2 lH3 a 5 5 I lowt'l hove definile vlerrs on sr.rhjects
hlnk)

23i ielects stoff thot ore slrmg In oreos thot they ielecls sloff who ore dones of fhsrns€fu€s

BI

lre w€oK rn I r iil9 1 5 5

iets obJeciivs ihot ore chollonging blt
rchl€voHetdstoff

bh r nrmllcllc aaalq/nl.Jaaliw* la dafl
I ll2 ltr 5 9_Jl r

N )oes not sp€d obout oeoole ln dsoorooino lolks obotrt people in o derogotorywoy

tl

'€rrxt I r lils a 5 6

vlaks on affrvl to cmmr rnicrrla wiltr

,t'

n the orgonlsotion I L.|fl.!-. I )€od€ h lhe orgonbotion

/lokes decidoro brs*i on whrrl llra ts
nd b not inoppfopdotelysroyed bywfiol
>ther people tHr(

I I lfls 1 5 rther peopln lhink when moking d€cidorrs

t4 )edslon moking b comistent ond In lin6 wilh
Jeclsions they how preMor.rdy mode

tft

r lfls a 5 I i.e., they moke ditferenl decisions in similor
iiiuoilons)

Cbjective when molCng declions

a/

I iils a s 7 moking decHors

\chle\r6 d bddnce balween udm
i€rs€ ond lheory ufien moklng declCons I r lls a 7 tens€ wh€ri moking dgcidons

24 lorEids.s o ronos of oolions when sohrho Tends to cadder 6nfu one mlim whan mfulno

an

)roblglns I !..Ifle. a 6 p.ottems

\cceots oersonol critbkrn withod becornino
I

Icvlc ln ail*ra
lefensive defendve, or v€ry emoflonolwh€n criticlsed

,A'NAble to amlrc o wlrle roma af inlmrrHm I€rds lo focus on o nonow ronge of
nformotlon when moklng decidors$ffiwhen moking declCors I 2 :gs a 5

ffi
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24 )amvgas in l{rc fcce ol odv*ifu md refr lendslo give up *rhen lhe going gets tough
'o b€ b€qten I l2 a 6 7

ztt {os o podttue oppfooch lo oll wotk thq/ do
1

fends to hove o block Vew of lhe wodd ond is
Cwoys negoffue - lgnds lo lhink of ths things
holwill oowong

I 2 6

E

25t

16 hldhc

(s€l I 2 a t!5 5 7 pernsto be on on €l./en ks€l

:m ddorti qlrr€ to mml orrdiffic needs urtran fendslo har€ the scne opprooch rlhen
Jeollng with people, regordless of who lhey ore'h€V ors communlcotlng I 2 t . lls 7
'okino io

%2
I I

fends to lgnore problems wilh stoff
lsrformonce;tof f perf ormonce problems 2 tfl3 il{ ls

25t Able to lolk m o wide ronge of lopics wtr*r
pcloliCng with people I l2 r ll5 5 7

EI )hiv* io do things better In fhe work doce 0.e.,
,vo* proctlces) ond improve on lha stofts quo

'ends to stick wilh the slstr.s quo rofher lhon
ook for wq)6 to do ihings better in ihe work
toc6

I 12 a ll5 ll6

NA ls* c rcnoe of affimr:latr lo molivola lfreiir mrJe
rtoff vrhicn reffeclslhelrstoff members needs I 12 a tl5 ll6 Itpir stoff members regordless of whothey orE

Jeollno with

u1 lon deol wiih conflici ifuoiiors
I ! llq ll5 nvofued

8i livm a cmelclan* anz{ dafrla nefmnnaa in

xEssJre ChJoliorrs I a ll5 116 r€ssJrs dlustlorB

E h€ir dcliom rcf*t tha dirmiirm of tha lhair aaliam da ml raf,ar* l*ra r{ir*lim
)tgonisoiion's slrotegilc don 2 . ll5 116 crgonlsotlonl slrolegic fl on

%1 lrCr l'rehavior r dmarrlrrrle lfrcir cmmllmml
o EEO ghciples 2 I !,llq ll{ :ommitment lo EEO pdnclples

2A Ihek orn ogendo doesnl Inoppropriqtely
nfluencE lhek decblon moking I l2 s a lNs 116 7 heh dedCon moking

261 Ihek own hdrylduol goob ore oligned with th€
xgor$solion's gools

hek own individuol oools ore nol olloned with

252

ilt 12 I . lls 116 , he orgonisotlon's gools

Ihelr agsr:nol oressrca dernonds ottentlon lhair namnal nreo.a rkr*nt zlmnnd

28

26/

I ll2 l a ll5 116 I rtl€nlion

fltalr nlannina rafianlc tfra aamkvrliaa'c chrvl
. lls 116md long l€rm gools | !t2 , cnd nol lh€ orgonbotlon's krng t€rm gools

hir slofl ore alaar al-m rl urhrri k aymal*l af lhdr stoff oren'i deor obor.i wtrol ls e)aecled
tflhsmh€rn I 2 . 116 116 ,

264 hek sloff members' developrnenl plors
)okJnc6 fhe *lort ond long i€m n€ods of the
nclividuol with ihGe of the oroordsstlon

lhelt stoff mqnbas' developrnerd plors do nof
rchieve o sood bolonce b€tw€€n neeG of lheI 2 t lls lle f

I ll2

nclviduol ond ihe orgonisolion

2t hqy aeote plors lo develop eoctr of their
ndividuol stotf memb€ni s llr lls llc

they don'l cteote plom to dovelop eocfr of their
ndvlduol stotlmembers
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26i orble fo ocfrlwe o bokrnce b€tw€€n foctskrg
m lono ond *rort fem oools when developim

Jnoble to ochleve o bolonce belween long &
hort lerm gools uhen dweloping sfotegic
Jon - focr..res pwely on eilher short oa long term

I N2 3 a 7
;trctegic don
orble to onliclpsle tha lkely r€ocfion of p€od€
rhen presenllm Infomotion ond b not fhrowrr

krd{a lo anllcr'mlc l'lra lllzahr ranallnn af
I 2 I a 7 reoplewhen presenfins informotion ond is lkely

rythelr quellons ooe

2gt qbb fo orficrjote fh6 oroorissllonl stoteoic Jnobl€ to orticulote the strotagic vislon to stoff -

toff ore ursure of lhe port they ploy In lhe
xoonb<rtion's slroteolc vislon

ddon lor stoff rc sloff knoh, how lh€y con
rntribut€ lo the orgonisctflond vidon

I 2 s 5 7

{|r|c lo crfhocJ cl*rts wfn ra'll*J l{ra h ft re lmHa la rrflrar:f .ll*ri. wh6 raf,a^l
irotegy of the orgonbollon I 2 t 5 6 ftotegy of the orgonisotlon

271 \ble lo clce o deol ond sel o product or Jn6lelo cloce o d€ol ond s€ll o oroduct or

,v

ioMce I N2 5 5 ieMce

dddnlohrle lo .+6M€ h tha wdk mvk(mst Jnoble to d€olwith or odopt to
ncertointy or chonge h lhe work environrnent

,7!

I 12 a 5 6

:on dwdoo reolsllc sduliors to oroblafirs hotrlc lo davdm redlidlc scrft rtlm la ruohlamc

t7t

I lz a 5 I

hco rooas slr:fl to nrloot o hcliqllc vlaw af tlra

url

xgonisotlon - (1.6., fo soe oll ospects of lhe I 2 1 I he orgonisotim - (1.e., stofit€nd lo focLA on
roonisotion) heh orm division or 0160)

Ablc lo occtrrrlcfu hnloe thc slrmrrihs on<l

271

rreoknesse of lhe olher portywhen n€gotiofhg 2 3 a 7 of the other portywh€n negotioling

3on justfi decHom ev€n h lhe foce of
lppooitlon 03 the d€ddorE ore wdl ressorched

ftoblo tojrJsttty decidons h thE foce of
)ppodtion due 1o the lock of reeorchI ,

2n Able to leodlrudd leoms ond get peope
rofing together lor o common prrpce

lhdle lo leod/build tesms - do€snT g€t
ceople worldno looether to ochlsvo common

nt

12 6

tools
\4onooes lhe dronoe orocees so os lo mlnimhe halrlc fn mnmaa l{ro

275

zAl

'Gistonca or nogcrlfue knpoct on sioff l2 5 6 dory|'t mlnlmbe relslonce or negotive imooct
on Soff

qJtb to motlvqte ond l€od people due lo thei
frong pecanolity

lncbla lo
I 2 5 6 7 the& personolity

\ble to pug hto Informol nelwor*s in the
>rgor{sotion lo oHoin hformstion

Jnoble fo plug inlo informol networks in the
rgonisolian to find out whst b going onI 2 s a 5 6 7

28r Ablo lo prri thornsetve h the shos of othea
rnd sss where thq|/ cne comlng liom

Jnoble fo pr.f iherrs€lve in olher people'
hoes - hos dlfficulty seeing where lh€y ore
:omho fiom

2&

I 2 3 a 7

qbl6to t6ond md dml mdooddfCvwilh
;fotf mernberb f€€lin$ (€.9.. doprsdon. ong€r) I 2 S a 5 6 , iloff mernbeft feellngs (e.9.. dep.eesidr, onger)

281 lrlole to see o dfuolion fto.n lhe other oerson's
)€rspecfv€ I 2 I I 5 6 7 r€|spec{fu€

2U lon sell thefu ideoVooorooche fo olhgrs hahla la qll lrlm</anruaaalre
I 5 6 ,

nt lrble to sell lhe strotegic vislon io slolf ond gel
hem to buylnlo il

hahla ln qll lha cfralmla vlcim
I 5 6 7 )uy in
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28t loka o fndr srrl c larrl dmmc{m lnrrl'rla la laka d fh.L c*t - ts.{(
rtl'rot b most opproprlote tof fhe dfuoflon I ll2 s . ll5 6 ood h most sifuotlorE

2I,2 lon effectfudy opflyttrct *lts ocr6 dlffor€rd
rgonbotlonol oreos (1.o., ls oble to work

Jnoble lo tronder lhek skllls ocross
tgonisslionol oreos

8t

I ll2 I .Hs
uccessfullv In other crecB of tho oroonistlon)

lnddstdnds ltg sbflelie of ltp moliolim Jnowor€ of tlte s{rbfletles of the negotlothg
tocgs)tocs I it2 a ll5 ,

7
lrdarcim.k whrrl motfurrl* lhir inrirriri rrl cloft

xn

nsrrb€rs r ll2 ,3 llS ngTro€fs

\bla lo ir{entifu lrrdn* m.rfrrnitlx lha .hovcre. or tnoblo lo identify buiness
)pporfunitl€slh6 o.qonistion could oet Inloxgonlsotbn could gef lnto to gfue ll o

)omo€tltfue ocirqrtooe
I . ll5 t 7

291 leolstic ond occrJrole vrh€n estimolino lhe Jrredistlc ond inoccurdlo when edimotino the
8ourc6 requirsd lo oclid/s obj€cliv6 I t il1r. 6 7 courcs requked lo ochleve o$ectlves

zin Mling to lockle dlfficult or long stonding
xoblems 5 6 I rou€ms
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Please rate ttre menager's OVERALL performrnce by placing a tick in the bor that best describes
their overdl perfomence

Extremely
Effective

E
ffec{ive

E
Not

Effective

Are you a: tl Parirer

or other

ADDITIONAL INFORMATION: Pleese tick the following boxes.
This infonnation will b€ us€d lo identiS whether the various managerial positions in KPMG require dillereat skills. The
question that as&s you how long you have been in your cuneot role will identi! whethcr yorr perception ofwhat it
takes to be elfective is ellected by how long you bave beeo in yornposition.

tl
tr
tr
tr

Was the menager
youretede: tr

E
tr
tr

tr
tr
tr
tr
tl
tr
tr

Partner

Director/Associarc Director

Senior lvlanager

Itlanager

tr Director/AssocideDirector

Senior ldanager

Ivlanager

Assistant lvlanager

Senior Consultant

(Pleese write in the titlc of your position)

How long heve
you been in your
current role?

Up to one year

I -2 years

2 -3 years

3 4 yean

4 -5 years

5 { years

6 years & over

Please list below any additional skills not mentioned in the questionnaire that you feel KPMG
managers need.

Thanks for your help.
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0.15153
0.23532
0.17035
0.3/1586
o.25521

u.zl 133
o.27125
o.12412
0.35627
0.01901
0.13485
0.15974
0.1E396
o.22U1
0.33305
0.33423
0.337311

0.18913
0.25EE9
0.3'1475
0.23768
0.25100
0.40076
o.1E{/.7
0.20356
0.'11987
0.41E89
0.33318
0.34809
o.32621
0.23106
0.20E66
0.357E7
0.1E615
0.29759
0.33501
0.23302
0.25740
0.33134
0.32227
0.2e907
0.33338
0.70023
0.08it0c
0.055t4
0.05t96
0.63430
0.024t5
0.31221
0.59090
0.567C0
0.6lccs
0.64t61
0.5itt07
0.63501
0.632t0

u.rJ('u6z
0.35479
0.2$21
o.207E/,
4.11372
0.06,117
0.15793
0.'01355
0.2,tEEg
0.3191E
0.1686E
0.23605
0.25268
0.30t094
0.257E8
0.18581
0.19360
0.1E003
0.10376
0.2E09'{
0.20235
0.40031
0.'t123E
o.295//.
o.nn1
0,41357
0.21369
0.07313
o.271E/o
0.12966
0.1/1576
0.27099
0.38035
0.32783
0.36370
0.11902
0.19043
0.12616
0.232E9
0.llE70
0.24163
0.(n728
0.12590
0.3:1614
o.2u2E
0.26510
0.'t1943
0.15706
o.23327
0.09489
o.272s3

u.z3r/t4
0.1E6E2
0.16094
0.25573
0.03460
0.082E2
-0.08436
0.25573
0.27897
0.1411/.
0.14589
0.17026
0.21E70
0.25009
o.10228
0.08782
0.20E90
0.31713
o.2073/d
0.248E0
0.21152
0.0090/t
0.21790
o.27719
0.08554
o.279E7
0.3'1304
o.2E272
0.32590
o.1?'321
0.13710
0.11621
0.39020
o.11077
0.1El t7
0.25855
0.260'15
0.21608
0.2163'f
0.19669
0.0E152
0.35721
0.17272
0.14749
0.2'+05't
0.0E621
0.lE2E9
0.16707
0.?2'€,81
0.19258
0.105'+1

o.1I t13
0.u740
-o.02522
0.04830
0.19169
0.097'03
0.19575
0.18751
o.01287
o.0d'372
0.02709
-0.03993
-0.00343
0.05763
-0.0'f9/00
0.23901
o.27101
0.06940
-0.04367
o.02102
0.1,f883
0.05971
0.o7s22
-0.03325
0.02081
0.05054
0.0'fE90
o.22122
0.39912
-o.12792
0.27E21
0.0E735
0.13086
o.02217
-o.02977
-0.05023
0.20256
0.13129
0.10075
0.15899
0.03893
0.O,|OE1

0.01499
0.07036
o.02736
0.10280
0.09296
0.l(Xl6,l
0.1E491
-0.05950
0.11361



uuesuonna|]E
Item Fector { Factor 2 Factor 3 Factor tl Factor 5 Factor I
160
lfE
30't
t6
t8

200
211
lf
285
23
u
l6.l
245
173
90
111
139
140
162
112
t34
297
170
295
t5t
195
171
278
308
5

171
200
276
176
207
210
202
211
95
112
r4
t00
233
105
2tt
70
132
82
196
a7
2n

0.14985
0.22388
o.21ffi
0.2995E
o.19972
0.26053
0.'15112
0.36987
0.42009
o.32167
0.3E361
0.31660
0.3E641
o.37752
o.21761
0.20il2
0.23E03
o.22g1g
0.3649E
o.32112
0.37573
0.27659
0.25952
0.27980
0.28554
o.12233
o.123,a,2
0.3/t950
0.3321E
0.3609E
0.289Et
0.39047
0.3'1539
0.134,13
0.19346
o.fr9/'2
0.05310
0.38844
0.'l1rl9E
0.30ElE
0.28135
0.2253E
0.001/t0
0.12157
0.39831
o.12132
0.27056
0.1803.1
0.23838
0.22950
0.17531

0.22650
0.21E96
0.36920
0.13791
0.42911
0.30650
0.216/37
0.2u35
0.36295
o.22755
0.11487
0.38611
0.34440
0.21606
0.23601
0.16437
0.165'tg
0.21E6E
0.21894
0.31473
0.37337
0.3790E
0.23298
0.19958
0.41E33
0.03E70
0.20183
0.44559
0.32872
0.16E99
0.18371
0.23235
o.27U7
0.2E616
0.28963
o.21719
o.?f,0T7
0.15E42
0.3130E
0.20509
0.35E7't
0.5067'.'
0.03226
0./17760
0.31062
0.1E52,1

0.28018
0.27559
0.3579't
0.42350
0.370't7

o.ozutl
0.61t't2
0.5ltot
0.50507
0.8122
0.45t8rt
0.45tf4
0.45557
0.127U
0.{16'3t
0.407tt
o.aot07
0.f0003
0.39365
0.37893
0.19211
0.1/t939
0.12890
0.20091
0.sn81
0.31397
0.292E7
0.36E52
0.4E913
0.2€€,21
0.10000
0.17568
0.25932
0.19273
0.24106
0.29617
0.20EE1
0.21/76
0.1E709
0.22170
0.30756
0.27U1
0.2159E
0.154:11

0.28770
0.21385
0.16614
0.1dt21
0.15997
0.1290'l
0.25832
0.4401E
0.18131
o.27$il
0.198'13
0.25579

g.z:talz
0.03,t81
0.23258
0.17956
-0.03601
0.217E1
0.13263
0.21857
0.13552
0.1$n
0.13417
0.03260
0.31E3'f
0.24E99
0.17957
o.fi00t
0.t0243
0.t7870
0.54039
0.54150
0.6390t
0.634t0
0.50321
0.40ltr
0.{00'13
0.48500
0.{5270
0i5053
0.480E0
0.4291t
0.42E32
0,{o055
0.35491
0.3/t!'10
0.36121
0.12072
0.29159
o.27En
0.211F,2
0.1'1468
0.10088
0.1E492
0.32771
0.1E312
0./12508
0.00tEl
0.10702
0.13000
0.38563
0.20532
0.33195

o.l /530
0.36397
0.0569E
0.11353
0.15617
0.13186
0.0E675
0.16778
0.1E46E
0.16651
0.23681
0.0900E
0.21?,.5
0.21E11
0.269/-7
0.158E2
0.1E886
0.21221
0.2240
0.01E58
0.0,t518
0.16999
0.10726
0.18273
0.05710
0.09907
0.30923
0.1326'l
0.1E037
0.10607
o.229m
0.3252E
0.29698
0.278*
0.70t30
0.0c70{
0.663t7
0.03073
0.c04i!0
0.599E3
0.6t71'f
0.51{tt
0.6tt22
o.+w
0.4523G
0.'f5l6il
0.1422
0.4'Btg
o.1,,2{,t
0.'123t3
0.12075

-o.12110
-0.qx51
-0.00934
o.1n22
0.01613
-0.0E955
0.06105
0.11620
0.19103
0.029s4
o.22150
0.16769
0.0251E
0.02750
0.28743
-0.03583
0.01972
-0.02882
0.15109
0.06106
0.1m00
0.10'115
0.01092
0.105E7
0.13029
0.15079
0.22559
0.13392
0.09047
0.04015
0.10358
0.10610
0.18653
o.20762
0.1330'l
0.08E82
0.03797
0.11s72
0.10423
0.12750
0.09068
0.0'1589
o.11217
0.02344
-0.00045
0.02511
-0.0073'l
0.064{17
-0.02001
0.10607
0.08519



quoa$onnatlB
Item Factor I Factor 2 Factor 3 Factor t[ Factor 6 Factor 6
307
28
20

t0t
163

21t
85
137
f5
53
t92
262
215
5E
22
88
172

t5E
302
at

84

55

77

237
73

27

tt

3t
107
127
l0'l
7

fi3
2t0
233

u.;zz1cc
0.2E156
0.'12553
0.172il
0.09646
0.07260
0.07643
0.19962
0.34997
0.4E576
o.11171
0.31510
0.36239
-0.1E3E3

0.'lgOE7
0.177il
0.31219
0./t1837
0.2s324
0.25813
0.0607f
0.34692
-0.015/+8
0.32296
0.10609
0.1831E
0.'t5€66
0.32265
0.30915
0.20293
0.24654
0.0222E
0.33307
0.02663
0.3601/t
0.11995
0.22177
0.1380.t
0.17494
0.38038
0.3/1563
0.'06676
0.51684
0.33677
0.25978
0.37152
{t.01206

IJ.31/50
0.13706
0.1235E
0.21681
0.21712
0.17Efi)
0.49255
0.35976
0.2E769
o.132E2
0.32089
0.15444
0.121E6
0.07062
0.1'f701
0.16E94
0.33692
0.35410
-0.0,1631

o.gn72
0.40123
0.22595
0.12E53
0.20369
0.123,10
0.30'179
0.1693'f
0.0'1869
o.11276
0./18107
0.21657
0.2'1136
0.24078
0.32991
o.gn17
0.2'1919
0.1'1978
0.97277
0.14066
0.37919
0.28137
0.34779
0.21105
0.14E01
0.32705
0.14574
0.2&28

o.zzc60
0.11023
0.0E953
0.117E7
0.17'165
0.2380,0
0.32091
0.27',111

0.25502
0.13771
0.14388
0.2027E
0.15253
0.0.108,0

0.19121
0.19227
0.10203
0.15799
0.0E994
0.19052
0.11038
0.21s17
0.263't5
0.06025
0.17969
0.29716
0.10938
0.17045
o.12721
0.26E96
0./1319'l
0.20020
0.26785
o.19232
0.17E97
0.5079E
0.1218
0.n702
0.2m07
0.13538
0.21049
0.20657
0.0669'l
0.07E02
-0.01436
0.0Et!62
-0.01518

u.t 900 /
0.09802
0.1'f570
0.26357
0.209E4
0.26'136
0.10982
0.1E380
0.11102
0.11063
0.26559
0.32107
0.2340/0
0.26616
0.1E376
0.01E9,1

0.04973
0.21'158
o.28217
0.1s99E
0.23839
0.35'187
o.21792
-o.02775
-0.04213
0.17538
0.13802
0.17362
0.221t99
0.20170
0.34073
0.320qt
0.12359
0.061E4
0.12091
0.25280
0.07538
0.2658E
0.,10E62

0.1'1551
0.13991
0.06125
-0.m693
0.4203
-0.0013E
0.27E40
0.32997

o.ll156!
0.17071
0.2u15
o.21679
0.10775
0.15637
0.06739
0.26087
0.20131
0.106E5
0.16951
0.07012
0.27651
0.2E11E
0.09872
0.1u52
-0.00871
o.og712
0.15659
0.21954
0.1/t299
0.1fi)34
0.25045
-0.04947
0.00930
0.28771
0.15033
0.10051
0.35765
0.19'037
o.12271
o.22137
0.161e4
0.31144
0.11665
0.02904
o.21gu
0.00159
o.12go2
0.10106
o.21/,92
0.0E421
0.18sE0
0.1856E
4.281U
0.30589
0.19649

{r.06200
0.75531
0.45t49
0.02830
0.02E30
0.09720
0.11135
0.07398
0.07997
0.01903
0.17628
-0.00225
0.0E469
0.26169
0.01232
0.06035
0.04697
0.U82'l
0.11s07
-0.03622
0.12112
0.13396
0.14188
0.03423
-0.00560
0.06586
0.1,tl99
0.11716
0.05641
0.09091
0.16950
0.16023
0.0E828
0.07296
0.091E4
0.11810
0.05,011
-0.07705
0.06573
0.02106
0.06321
0.0169E
0.23825
0.06120
0.092E0
0.06879
o.25377
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AooenClE 9i The lRrctsru That Contrilbttred one Psrcent or More sf the

Vaflanse for the Po=llcg and KpMG Data



The 18 Pollce Factors That Contrlbuted one Percent or More

of the Varlance

Factor Eigenvalue Pct of Var Gum Pct
1

2
3
4
5
6
7
I
I
10
11

12
13
14
15
16
17
18

132.1107
26.33402
12.79672
10.85669
9.89735
7.58719
7.09953
6.16335
5.49999
4.74302
4.42909
4.17204
3.92753
3.70711
3.37320
3.26313
3.19595
3.09568

43.9
8.7
4.3
3.6
3.3
2,5
2.4
2.O
1.8
1.6
1.5
1.4
1.3
1.2
1.1
1.1
1.1
1.0

43.9
52.6
56.9
60.5
63.8
66.3
68.7
70.7
72.5
74.1
75.6
77.0
78.3
79.5
80.6
81.7
82.8
83.8



The 22 KPMG Factors That Contributed one Percent or More

of the Varlance

Factor Elgenvalue Pct of Var Cum Pct
1

2
3
4
5
6
7
I
9
10
11

12
13
14
15
16
17
18
19
20
21
22

113.65654
39.48242
20.42506
13.50055
11.85162
10.65256
9.97728
8.72646
8.38400
7.57945
6.51006
6.17147
5.9058

5.61839
5.36855
5.10726
4.49539
4.26701
4.12972
9.75778
9.27295
3.20710

36.8
12.8
6.6
4.4
3.8
3.4
3.0
2.8
2.7
2.5
2.1
2.4
1.9
1.8
1.7
1.7
1.5
1.4
1.3
1.2
1.1
1.0

36.8
49.6
56.2
60.5
64.4
67.8
70.9
79.7
76.4
78.8
81.0
83.0
84.9
86.7
88.4
90.1
91.5
92.9
94.3
95.5
96.5
97.6
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Aooendlx 10: The Loadlngs of the Questlonnalre ltems on the Pollce and

KPMG's Flrst Flve Factors



Factor One's Hlghest Loading Questionnalre ltems for the Police

Data

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

Makes an effort to make people feel at ease
when talkino to them

.88066 221

Achieves the right balance between being
inclusive and exclusive of others when
consultino

.84752 117

Empathetic when dealinq with staff .84356 208
Knows when and how to consult people to
qain acceotance of ideas

.83352 90

ls comoassionate when dealino with staff .82955 173
Open to othe/s ideas even if they are
different to their beliefs or views

.82854 222

ls consultative with staff .82607 166
ls open and honest when communicating,
doesn't have hidden aoendas

.82358 157

Understands customers - knows how to
maintain customer relationships and satisfy
or service customer needs

.82294 115

Able to relate wellto a wide ranoe of oeoole .82018 147
Sensitive when dealino with staff .80997 194
Takes time to build relationships and
understands their staff

.80886 212

ls trustworthy - they can be relied on to do
the rioht thino bv vou

.80587 165

Can ouicklv establish raooort with oeoole .80559 184
ls accessible to their staff .84377 135
Has a basic respect for all staff in the
orqanisation

.80324 197

Treats oeoole fairlv .80193 79
ls relaxed when communicatino .80115 156
Able to see a situatlon from the other
oerson's oersoec'tive

.80107 183

Has an open and naturalstyle (ie what you
see is what vou oet)

.79469 283



Factor Two's Hlghest Loading Questionnalre ltems for the Pollce

Data

Positive Questionnaire ltem Factor
Loadinq

Questionnaire
Item

Thorough and focused when researching an
issue

.90430 220

Researches information before making
decisions

.88320 306

Can identify main and important issues when
analvsino information

.83545 120

Thoroughly researches topic area before
conductino presentations on the topic area

.80343 40

Knows where they are going, and knows
how far they have progressed in relation to
their end ooal at anv ooint in time

.77494 35

Able to analyse and synthesise a wide range
of information in a short time frame

.77027 297

Written communication is clear, logical, and
can be understood bv the reader

.73813 308

Presents and frames information in a logical
and easv-tofollow manner

.73493 231

Thorough in their work approach and attends
to detail

.72861 219

Has a strong results orientation and delivers
on what they commit themselves to in the
reouired time frame

.72675 66

Able to see the big picture when analysing
information

.71779 295

Makes decisiors based on what the issues
are and is not inappropriately swayed by
what other oeoole think

.71597 241

Able to analyse a wide r€lnge of information
when makino decisions

.70823 247

Able to predic{ or plan expenditure and work
within budoets

.70s19 145

Has a grasp of the hsues facing the
oroanlsation

.70413 29

Able to analyse conflicting or incomplete
information

.70182 134

Focuses on the work that needs doino .69948 121
Underslands how the wider environment
imoacts on the orcanisation

.69760 28

Sticks to decisions once thev make them .69758 42
Able to look at both the big picture as well as
the detail when analysing information. Can
achieve a balance between the two

.69604 122



Factor Three's Highest Loading Questionnaire ltems for the Police
Data

Positive Questionnaire ltem Factor
Loadinq

Questionnaire
Item

Has an energetic approach which motivates
others

.82004 95

Enthusiastic when persuading or influencing
others

.73426 21'l

Has a high level of drive and energy to achieve
results

.72638 207

They set hiqh standards for themselves to achieve .69944 106
Has a strono drive to succeed .63919 202
ls enthusiastic and passionate about their work .63561 210
Has the capacity for a high work load (ie can
chum through the work and achieve quality
outouts)

.63513 87

Inspires/motivates people because of their
enthusiastic style - can generate enthusiasm in
others

.62037 209

Makes and implements the tough/hard decisions
in the appropriate time frame (eg counselling
oeoole out)

.59001 94

Can dealwith conflict situations .57379 256
Anticipates problems and develops strategies to
resolve/minimise them

.56592 21

Has a strong work ethic (ie dedicated and hard
workino)

.56367 84

Encourages people in the organisation to work
tooether to achieve the best results

.54840 69

Able to plug into the informal networks in the
oroanisation to obtain information

.52582 280

Takes into account a wide range of information
when contributing to the development of the
strateoic olan

.52263 23

Establishes current and future priorities so as to
meet deadlineVooals

.51630 74

Can see the bigger picture and rise above the
detail

.50792 5

Proactive in passing on to peers, staff, and
superiors, informaUon that will impact on them, or
ls of interest or of use to them

.49557 39

Encouraoes active staff oarticioation at meetinos .49361 70



Factor Four's Highest Loading Questlonnaire ltems for the Pollce

Data

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

Has the ability to control extreme emotions
(eo anoer. oassion)

.80597 63

Doesn't have real highs or lows - is on an
even keel

.73955 250

Has a high level of self control (ie knows
when to stop partyrng as their work will be
affected)

.71506 130

Does not speak about people in disparaging
terms

.58941 239

Gives a consistent and stable performance
in oressure situations

.43776 257

Gets on with their work - does not get too
involved in the oolitics of the oroanisation

.39873 127

Factor Five's Hlghest Loadlng Questlonnaire ltems for the Pollce

Data

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

Can make decisiors independently without
deferdno to others

.68834 141

Able to make decisions in time pressured
situations

.67169 140

Able to make decisions in the absence of
quidelines or rules

.53919 139



Factor One's Hlghest Loadlng Questionnalre ltems for the KPMG

Data

Positive Questionnaire ltem Factor
Loadinq

Questionnaire
Item

Has a strong work ethic (ie dedicated and
hard workino)

.92808 84

Has a high level of drive and energy to
achieve results

.91888 207

Has a clear understanding of their role in the
orqanisation and what is reouired of them

.91217 132

Willing to take responsibility or ownership for
their decisions

.90354 293

ls prepared to sav what thev think .90214 294
ls decisive and timely when making
decisions

.89519 169

Takes personal responsibility for making
thinos happen in the orqanisation

.899153 112

Has a strono drive to succeed .88917 202
is a self starter and can identify what needs
to be done without beino told

.87599 196

Written communication is clear, logical, and
can be understood bv the reader

.87529 308

When communicating is up front and direct,
oeoole know where thev are comino from

.87436 298

Perseveres in the face of adversity and
refuses to be beaten

.87143 248

Demonstrates confidence and conviction
when dealing with people and does not falter
when ouestioned

.85550 206

When negotiating knows how to make things
move fonrard to reach an aqreement

.85394 299

Has the capacity for a high workload (ie can
churn through the work and achieve quality
outouts)

.85309 87

Written communication is focused so the
reader is clear about the purpose of their
communication

.85296 309

Their actions reflect the direction of the
orqanisation's strateqic olan

.84451 258

Putrs the organisafion's Interestrs first - is
focused on achieving the goals of the
oroanisation

.84433 168

Able to analyse a wide range of information
when makino decisions

.83748 247

Decision making is consistent and in line
with decisions thev have oreviouslv made

.83533 242



Factor Two's Highest Loading Questionnalre ltems for the KPMG

Data

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

Takes a qenuine interest in oeoole .92558 80
Makes an effort to make people feel at ease
when talkino to them

.90619 221

Takes an interest in staff members'life
outside work

.89546 186

Uses a range of approaches to motivate
their staff which reflects their staff member
needs

.89109 255

Sensitive when dealinq with staff .87896 212
ls consultative with staff .87647 166
Emoathetic when dealino with staff .85964 208
ls comoassionate when dealino with staff .84610 173
Listens to people and takes in what they are
savino

.84449 92

Gives credit to staff for the work thev do .84216 77
Able to respond and deal appropriately with
staff members feelings (eg depression,
anoer)

.83983 282

Knows when and how to consult people to
oain acceotance of ideas

.83748 90

Can laugh at themselves, and doesn't take
self too seriouslv

.83677 193

Makes an effort to communicate with
evervone in the oroanisation

.83640 240

Gives regular positive feedback to staff .83396 118
Takes the time to build relationships and
understand their staff

.82888 165

Treats all oeoole as their eoual .81404 114
Encourages staff members to come and see
them if thev have a oroblem

.81080 72

Able to relate wellto a wide ranoe of oeoole .80785 147
Achieves the right balance between being
inclusive and exclusive of others when
consultinq

.79914 117



Factor Three's Hlghest Loading Questlonnaire ltems for the KPMG
Data

Positive Questionnaire ltem Factor
Loadinq

Ouestionnaire
Item

Has strategic vision - able to see where the
orqanisation needs to oo in the future

.86280 213

Able to see the big picture when analysing
information

.8s923 295

Able to achieve a balance between focusing on
long and short term goals when developing the
strateoic olan

.81007 267.

Can make links between issues or pattems that
are not obvious

.77789 142

Able to analyse conflicting or incomplete
information

.69789 134

Can see the bigger picture and rise above the
detail

.67850 5

Prepared to question inlormation - doesn't take
information at face value

.63828 53

Able to look at both the big picture as well as the
detailwhen analysing information. Can achieve a
balance between the two

.63183 122

Can identity main and important issues when
analvsinq information

.62463 120

Able to think conceotuallv .62190 170
Able to analyse and synthesise a wide range of
information in a short time frame

.61146 297

Can identify future trends that will impact on the
oroanisation

.60202 34

Able to solve comolex or new oroblems .57893 151
Has a good appreciation of all the functions of the
organisation, what the different areas do and how
thev interact

.57671 86

ls flexlble when makino decisions .57319 190
Analvses information obiectivelv .53354 191
Contributes to a range of organisational Initiatives
over and bevond the requirements of their oosition

.52722 24

Can read between the lines and form an accurate
oicture of what is not beino said

.50882 9

Has an appreciation of how and where the
organisation fits into the wider environment (ie NZ
context)

.50043 209

Can make decisiors independently without
defenino to others

.46516 141



Factor Four's Highest Loading Questionnaire ltems for the KPMG

Data

Positive Questionnaire ltem Factor
Loadinq

Questionnaire
Item

Focuses on tasks at hand and doesn't go off
on tanqents or lose track of their oriorities

.80483 75

Thorough in their work approach and
attends to detail (ie crosses their T's and
dots their I's)

.68407 219

Thorough and focused when researching an
issue

.67967 220

Puts in lono hours to achieve results .66425 307
Demands high work standards forwork
colleaoues

.63411 67

selects people into the organisation on the
basis of their skills

.606s8 189

Does not overcommit self to responsibilities
thev can't deliver on

.5s639 226

Focuses on the work that needs doino .54670 121
Can be relied upon to follow through on
what thev oromise

.50460 4

They create plans to develop each of their
individual staff members

.46642 266



Factor Flve's Highest Loadlng Questlonnalre ltems for the KPMG

Data

Positive Questionnaire ltem Factor
Loadino

Questionnaire
Item

Achieves a good balance between their work
and their personal life

.7358r', 17

ls calm in stressful situations .71996 172
Has a controlled sense of uroencv .70502 15
Has the ability to control extreme emotions
(eo anoer. oassion)

.69314 63

Has a good mix of entrepreneurial and
financialskills (ie knows what will make
monev and what won't)

.6685s 81

Ensure that delegated work is reasonable in
terms of the demands placed on staff

.60904 229

Keeps both organisational and personal
information about staff confidential (ie
doesn't break confidence)

.s6109 104

They take into account the development
needs of their staff when delegating work to
them

.50444 43

Monitors tasks that have been delegated
without oettino too hands on

.44763 38
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