UNIT 13 MANAGEMENT DEVELOPMENT
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13.0 LEARNING OUTCOME

After reading thisunit, youwill cometo know:

e  Themeaning and nature of management devel opment;

e  Thesgnificanceof management development;
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e  Variousapproachesto management development; and

e  Contemporary issuesin management development.

13.1 INTRODUCTION

Before exploring the concept of management devel opment, we need to be clear about theword
‘management’ . Management is described as* making organisations perform’. (Smith et al.
1980)Management isconcerned with:

e Individualsto managework;
e Activitiesfor achievinggods;

e A body of knowledge represented by theories and frameworks about people and
organisations;

The general assumption isthat management education and training themselves constitute
management devel opment, but they do not. When we educate managerswe seek to introduce
extend or improvetheir learning and understanding about the manageria world they occupy.
Management training is primarily concerned with teaching managerstheskillsto performtheir
jobsmoreeffectively.

13.2 MEANING AND DEFINITION OF MANAGEMENT
DEVELOPMENT

Management development isdefined as

e A consciousand systematic processto control the devel opment of manageria resourcesin
the organisation for the achievement of goalsand strategies. (Molander, 1986)

e Anattempt toimprovemanageria effectivenessthrough aplanned and deliberatelearning
process. (Mumford, 1987)

That function which from deep understanding of businessgoal sand organisationa requirements,
undertake(a) toforecast need, skill mixesand profilesfor many positionsand levels(b) todesign
and recommend the professional, career and persona devel opment programmes necessary to
ensure competence (c) to move from the concept of ‘management’ to the concept of
‘managing’ .(Beckhard,1989)

Although such definitionsrepresent useful starting points, they tend to constrain the notion of
development to processesthat are seen asformalised, planned and deliberate. It istruethat
many aspectsof development arelikethat, but devel opment isal so acontinuous, dynamic process
wheremanagersoften learnthrough informal, unplanned experiences.

To achieveamore comprehensiveview of development, thereisneed to incorporate additional
aspectssuchas:

e  Framework for stting, linking and bal ancing individual and organisational objectives,
e  Sysemsforidentifying and selecting managers,
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e  Structuresto support, motivate and reward;
e Planstoenablecareer progression;
e  Mechanismsto measure and eva uate performance.

Thiswider, more holistic perspective on management devel opment will bethetheme running
throughout therest of theunit.

13.3 HRM AND MANAGEMENT DEVELOPMENT

Human resource management is about the effective management of peoplein organisations. It
involvestheintegration of peoplewith organisational goalsand strategies. It views people as
assetsto be devel oped and utilised in aproductive way rather than coststo be minimised or
eliminated. Peopl einfluence effectivenessand successis seen assignificant for the organisation.
What isthereforeisthe way people are managed, and the way people are managed withina
given organisational context isthe outcome of two important and interacting setsof variables:

e  Thephilosophies, ideologies, vauesand beliefsof management that operate and dominate
withintheorganisation.

e  Thepractices, policiesand management stylethat managersemploy intheir manageria role.

A*harder’ gpproach to human resource management emphasi sesarationa economic perspective
where people, athough acknowledged asimportant to an organi sation’s success, areviewed as
aresourceto beused alongside and in conjunction with capital and plant. They aredeployedin
aseemingly calculative, instrumental way for economic gain, peopleareameansto an economic
end.

Therole of management istherefore seen as maximising the efficient use of labour to meet the
economic goalsof the organisation. Thisimpliesa* scientific management’ approach where
managerstightly control employeeswith minimum scopefor decision-making. Tasksand jobs
are highly specialised and bounded by rigid rulesand procedures. Performanceinthejobis
carefully monitored. Motivationisbased largely upon reward and punishment (‘ carrot and stick’

approach).

Inthe* softer’ form of human resource management, amore humanistic perspectiveisadopted
where organisational goalsare achieved with and through people. People are seen asvalued
resourceto be nurtured and devel oped. The emphasisfor managers changes, and they become
more concerned with measures to improve cooperation, communication, consultation,
participation, job satisfaction and thequdity of working life. Themanager’ sroleshiftsto one of
gaining commitment, facilitating and encouraging participation, training and devel oping peopleto
their full potential, motivating through techniques such asgppraisa and job enrichment.

Somelmplicationsfor Management Development
A number of implicationsfor managersand their development are:

e Manageriad vauesand attitudes. If strategic HRM isto operate effectively, managersmust
possess aset of attitudes and values that are congruent with the notion that people are
centra to the organisation’ssuccess.
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e  Other significant development is the improvement of links between the providers of
management education and employers. Thereisaso evidenceof greater flexibility anongst
employers, business school sand consultantsto meeting the needs of practising managers.

e  Manageria rolesand relationshipswith employees. Oneof themost profoundimplications
for management deve opment contained in HRM philasophy isthe need to persuade managers
to acoept and adapt to new managerid rolesand forge new rel ationshipswith their employees.

Devisinga management development policy

Devel oping effective managersbeginswith theformul ation of adetailed management deve opment
policy. ‘Management development will fail if thereisno clear policy’ (Margerison, 1991).

Guiddinesfor preparing amanagement devel opment policy:

1. Link development plansand activitiesto businessstrategies, human resource planning and
employment policies.

Determinerespong bilitiesfor devel oping managers.

Decidethe characteristicsfor an effective manager within the organisation context.
I dentify the manageria competencesrequired toimplement strategy.

‘Map out’ the organisation’scultural philosophy with regard to management.

o o A W DN

Communicatethe organi sation’ ssirategi c goa sand objectivesto managersand thoseinvolved
inmanager development.

7. Ensuredevelopment linksto thereality of what managersdo, not what the organisation
thinksthey do.

8. Develop aflexible approach to management devel opment that can accommodate both
organisationa and individual needs.

Policy slatementsare useful becausethey expressan organisation’scommitment to devel opment
and clearly set out aframework withinwhichit can takeplace. What issometimeslessclear is
theextent to which they are prepared toimplement them and how effectivethey are. Like other
areas of management devel opment, thisisdifficult to evauate.

13.4 APPROACHES TO MANAGEMENT DEVELOPMENT

Having determined its policy guidelines, the next step for the organi sationsto consider how it
should approach thedevel opment of itsmanagers. M anagement devel opment can be approached
indifferent ways. Mumford (1987) describesthree types of approaches, which are broadly
representative of management development at the present time. They are:

Type 1. ‘Informal managerial’—Accidental Processes
Characterigtics:

e  Occurswithinmanager’sactivities
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Explicitintentionistask performance
No clear devel opment objectives
Unstructured in devel opment terms
Not plannedin advance

Owned by managers.

Type2: ‘Integrated managerial’—Oppor tunistic Processes

Char acteristics:

Occurswithin managerid activities

Explicitintentionisbothtask performance and devel opment

Clear development objectives

Structured for devel opment by boss and subordinate

Planned beforehand and/or reviewed subsequently aslearning experiences

Owned by managers.

Type 3: ‘Formalised development’—Planned Process

Char acteristics:

Oftenaway fromnorma managerid activities

Explicitintentionisdevel opment

Clear devel opment objectives

Structured for devel opment by developers

Planned beforehand or reviewed subsequently aslearning experiences

Owned more by devel opersthan managers.

13.4.1 Piecemeal Approach

Programmesthat have characteristicssimilar to Type 1and Type 3 development tend tolead to
piecemedl approaches, whichinturnleadtoinefficient and ineffectivedevelopment. Therearea
number of reasonswhy organisations might choose or be forced to adopt these approaches.
Someof them are:

Resource constraints

A lack of awareness about linking management devel opment to organi sational strategy on
thepart of thoseresponsgblefor initiating or delivering devel opment;

Groupswho seek to exert control over devel opment
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Characteristicsof thisapproach:
e  Nomanagement development infrastructure. Development isnot linked to businessstrategy.

e  Development often focuses on the needs of the organisation and failsto meet thelearning
needsand aspirationsof individuasand groups.

e Thereistacit support for management education and training becauseitisseen asa‘good
thingtobedoing’ irrespective of organisational needs

e  Thereislack of common vision among those respons blefor management devel opment.

o Itisdifficult to evaluatethe effectivenessof apiecemed approach that lacksclear direction
and established objectives.

13.4.2 Open System Approach

If organisations can be persuaded to adopt an open systems perspective of management
development they arelikely to overcomemany of the problemscreated by the piecemed gpproach.
Instead of |ooking at management development inisolation, it becomesanintegra part of awider
organisationd system, and moreimportantly, islinkedtothe* redity’ of management work. Viewing
management devel opment in open systemstermsrecogni sesand focuses attention onthefollowing:

e Itiscomposed of identifiablepartsor components, which act together in an organised way.
A rangeof inputsistransformed in the management devel opment processto producea
range of outputs.

e  Themanagement devel opment processinteracts, influencesandisinfluenced by variables
from other environmenta and organisationa subsystems(socid, technologicd, cultural).

Benefitsof open systemsapproach:

e Thenotionthat if you devel op the manager, you devel op the organisation and vice versa,
become apparent. An open systemsview identifiesthe way management devel opment
contributesto overdl organisationd effectiveness.

¢  Viewing management devel opment in open systemtermsreved sthefull extent of itsinfluence
on the organisation and islikely to lead to more detailed and obj ective assessment of
performanceand overdl effectiveness.

13.4.3 Unified Approach

Inaunified programme, management devel opmentislocated at the very heart of theorganisation’s
philosophy, mission, businessgoal sand human resource strategy. The processisintegrated and
coherent acrossd|l functionsand hierarchies. Manager performanceismeasured and devel opment
activity can belinked clearly to the organisationa val uesand the achievement of Strategic gods.

13.5 CONSIDERATIONS FOR EFFECTIVE
MANAGEMENT DEVELOPMENT

It was stressed that unified approach based on open systems model overcome many of the
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problemsassoci ated with afragmented, piecemeal approach. But thereareanumber of important
congderations, they are:

Management devel opment programmes are presented as rational and mechanisticin
orientation. They utilise universal blueprintsand frameworksto guidethe production’ of
effectivemanagers. Thereisasystematicandlogical processwith clearly identifiable stages.
Managersare selected for training and devel opment using * pseudo-scientific’ techniques.
Developing managersinthisway offersanumber of benefits, but therearelimitationsand
drawbacks. Thereisoften failureto take account of and deal with theirrational side of
human behaviour, i.e. the conflict between persond and organisationa goas.A morerationd,
mechanistic approach may aso neglect or fail to cometo termswith the complex, contextua
and multi-faceted nature of amanager’sjob.

Attitudes and awareness. Different attitudes and degrees of awareness with regard to
management development will exist at different level swithin the organisation and influence
the approach that isadopted.

Differing godsand objectives: Different organisationd groupsand individuaswill influence
and shape management devel opment approaches. Each will haveitsown set of aimsand
objectives.

13.5.1 The Context of Management Development

Context can bethought of asacomplex network of variableswith which managersinteract, and
out of which they are ableto construct asocial reality with sense and meaning. It iscontext,
which shapes and influences the way development isformulated and enacted. Some of the
important contextual varigblesare:

Theindividud
Themanagement team
Environmentd factors

Theorganisaion

Thecomplex and ambiguousnatur e of management development

Research hasreved ed the complex nature of management devel opment. Some

| ssuesthat have created difficultiesare;

Clarifyingwhat ismanagement devel opment

Defining bus nessneedsand requirements

What do managerswant from devel opers

Evolving and changing individua development needs
Theneedfor different manageria styles

Selecting the most appropriate method of devel opment
Mesasuring and eval uating the benefits
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13.5.2 Organising and Implementing Management Development
Programmes

With aclear set of policies, objectivesand approaches established, the organisationsnow ina
position to consider the best way to organi se and implement the devel opment programme.

To organi se an effective management devel opment programme, even amodest one, requires
considerableeffort. Thismay partially explain why programmes have atendency to become
piecemed and fragmented, why linemanagersoften |leaveit to personnd and training speciaists
to organise. Certain decisions haveto be madewithin the context of the organi sation’sstrategic
plansand environmental influences.

If adevel opment programmeisto be successfully planned and implemented, there hasto be
clear and unambiguousallocation of respong bility and awillingnessto accept that respongbility.
Traditionally, responsbility for development hasrested with the personnd function with some
input from the manager’ sboss. Theindividual manager wasessentially passivein the process:
they wereonly requiredto‘turn up and bedevel oped’ . Morerecently, organisationsare adopting
and promoting atripartite view whererespons bility isshared between the personnel speciaist,
thebossand theindividual.

Theéeffectivedeve opment of managersrequiresthefull involvement and participation of dl three
parties.

Anactiveprocessof discussionand negotiation usualy resultsinal partiesaccepting and owning
ashareof responsibility for development objectives, planning and implementation.

13.6  MANAGEMENT EDUCATION AND TRAINING

M anagement education and training formsthe core component of the management devel opment
programmes. Many of thoseinvolved in management education and training appear to have
broadly wel comed the movesto acompetence approach which ispractical and work-based and
encourage employerstoincreaseinvestment in management education and training. Management
education and training comesin avariety of forms. A great deal of it isformalised, planned and
structured. It cantake place‘ on-the-job’ or ‘ off-the-job’.

Within these and other programmes, wefind adiverserange of formalised | earning methods.
These methods have tended to evol ve through apragmatic process of trial and error. Research
by Burgoyne and Stuart (1991) reveal sthefollowing methodsto be used aslearning methods.

e Lectures

e  Gamesandsmulations

e Projects

o Casestudies

e  Experientid (andysisof experience)
e Guidedreading

246



e Roleplaying

e Saminars

e  Programmedingruction

Weaknessesthat have beenidentified in formalised management education andtraining are:

e A clash between academic culture/expectations and managerial culture/expectations
(Cunnington, 1985)

e Difficulty intransferring and gpplying knowledgetothe*redlity’ of theworkplace (Newstrom,
1986)

e Therelevance of course materia to the needs and wants of individual managers and
organisaions.

13.6.1 The Management Learning Process

Attentionisnow focusi ng on linking education and training to lear ning processes. Inthe case of
managers, Burgoyne and Hodgson (1983) suggest that managerial actionisinfluenced by a
gradual build-up of experience created out of specific learning incidents. Thisexperienceis
internalised and managersuseit, both conscioudy and unconscioudly, to guidefuture decision-
making and action. Therearethreelevelsof learning processidentified:

e Leve 1learning occurswhen amanager smply takesin somefactual information or data,
whichwasimmediately relevant but did not changetheir viewsof theworld.

e Leve 2learning occursat an unconsciousor ‘tacit’ level. Managersgradually buildup a
body of personal ‘ caselaw’ which enablesthem to deal with future events.

e Levd 3learninginvolvesmanagersconscioudy reflecting on their conception of theworld,
how it wasformed and how they might changeit.

13.6.2 Coaching and Mentoring
Coaching

Coaching and mentoring representsthe most tangible, practical and, if done effectively, most
useful formsof on-the-job development. Coaching isdefined by Torrington (1989) as‘ improving
the performance of somebody who isa ready competent rather than establishing competencein
thefirst place’. Coaching usualy beginswith period of instruction and * shadowing’ to graspthe
essential agpectsof thetask. Thereisthenatransfer of responsibility for thetask totheindividua.
Through out the processthereisadia oguewith regul ar feedback on performanceintheform of
constructive criticism and comments. The effectiveness of thisfeedback isdependent upona
sound working relationship. In most organisationscoachingisdoneon aninformal basisandis
dependent on the boss having theinclination, time and motivation to doit, aswell aspossessing
the necessary expertiseand judgment for it to succeed.

Mentoring

It differsfrom coachingintwoways.
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e Therdationshipisnot usually between theindividua and their immediate boss. An older
manager unconnected with theworkplaceisnormally selected to act asmentor.

e  Mentoringisabout relationshipsrather than activities.

Mentoring representsapowerful form of management devel opment for both the partiesinvolved.
For theindividud, it alowsthem to discuss confusing, perplexing or ambiguoussituations, and
their innermost feelings and emotions, with somebody they can trust and respect. They gainthe
benefit of accumulated wisdom and experiencefrom somebody who isknowledgegbleand * street-
wisg inthewaysof theorganisation, especidly itspolitical workings. For older managerslooking
for new challenges and stimulation in their managerial role, mentoring represents an ideal
devel opment opportunity. It givesthem an opportunity to achieve satisfaction and persond reward
by sharingin thegrowth and maturity of another individud.

13.7 I1SSUES AND CONTROVERSIES IN MANAGEMENT
DEVELOPMENT

Organisational power and politics:

Managersare employed by organisationsto’ get things donethrough peopl€e or to ‘ makethings
happen’ . However, getting things done and making things happen within an organisationisrarely
asmpleor straightforward task. Managersare confronted by ‘ palitical’ factors. They haveto
contend with * obstacles suchas:

e  Competitionfor scarceresources

e  Conflictingviewpointsand priorities

e  Confrontationwith coalitionsof vested interests

e  Managingambitiousand self-interested individuas

To cope, and moreimportantly to survive, inan organisation, thereisagrowing view that managers
haveto become’ palitically competent’ to achieve political competence, managers must first
understand power in organi sations (the ability to make things happen) . They must be aware of
how power manifestsitself, itssourcesand how itisused.

Thereisnow agrowing realisation that managersrequire somemeasure of politica competence
and awareness. The absence of politicsin development programmes may tend to be politically
neutral, generate frusiration and confusionin managerswhofind difficulty inrelating or applying
what they learnto the ‘reality’ of managing back intheworkplace. A politically competent
manager can contributeto organisationd effectiveness. Equaly, apalitically incompetent manager
can hamper and ‘ damage’ organisationsaswell asthemselves.

13.7.1 The Ethics of Management Development

Likepower and palitics, theethica conduct of management, and the ethical frameworksused by
developers, hasreceived little attention beyond academic journalsand books. Morerecently,
ethical conduct has become an important consideration, especially for human resource
management, because of itsinfluence on manageria behaviour. For example, thereisincreasing
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publicity in the mediaabout organisationswho are being accused of abusing employeerightsand
exploitation. Managerid work isso complex, ambiguousand at timesconfusing, itisnot possible
tolegidateor create an al embracing framework of moral competencespoint to the dilemmas
facing managerswho subordinate their moral vauesto thenotion of * corporategood’ andthatin
suchinstances, smplistic ethical rulesand codesof practice may not be helpful to managersand
serveonly to create’ manageria cynicism’. Managersand devel opersshould catch’ and confront
each other’sconduct asit occursand discussitslegitimacy. But such acourseislikely to be
uncomfortableand will rely upon acloserel ationship between devel oper and manager.

13.7.2 The Future of Management Development

Management Devel opment isfuture-oriented in that those responsiblefor devel opment will have
toformviewsabout theway management asaprofessonwill progressandtheskillsand knowledge
that will berequiredinthefuture. Thefollowing aretrends, which seemlikely todeve opinfuture:

e  Organisationswill continueto decentraiseand seek greater flexibility fromtheir workforce.

e  Managerid control will changeasabetter educated workforce, thegrowth of professonas
intheworkforce and new technology will lead employeesto demand greater autonomy
over their jobsand working lives.

e Thereisanincreas ng avarenessthat peoplerepresent ared sourceof competitiveadvantage.
Thecompetitivegap isnarrowing astechnol ogy becomescheaper and morewidely available,
barriersto competition areremoved and marketsare‘ globalised'.

e  Thegrowthof Information Technology (1T) hasledtoinformation being moreavailableand
more accurate than ever before. Instead of ‘tiered ranks' of middle managers manually
collecting, sifting and analysing information for decision-making and control purpose,
technology has enabl ed strategic decision makers at senior manager level to obtain an
immediate and detailed view on how their organisationisperforming.

e  Managerswill beexpected to adapt and respond to environmenta and organisationa changes.

e  Managersof thefuturewill possessskillsand attributesthat are markedly different from
thosethat havegonebefore. Theemphasiswill shift moreto managing peopleand developing
flexibility, adgptability and coping skillsintheface of complexity and relentlessand unremitting
change.

e  Thenotion of established career pathsand career |ladderswould haveto change.

13.8 EVALUATING MANAGEMENT DEVELOPMENT

In most organisationsevauationiscarried out at three stages. The eval uation of management,
education and trai ning tendsto concentrate on theinput process stages and less on the effects of
theactivity. Where eva uation doestake placeat the output stage, itisusually immediateintime
scaleand narrow in both scope and content, i.e. questionnaireissued at the end of atraining
course.

To conduct eval uation effectively datamust be gathered. A range of methods can be empl oyed:

e In-courseand post-courseinterviewsand questionnaires
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e Attitudesurveysand psychological tests

e  Observation by trainers, managersand others

o  Sdf-reportsby managers

13.9 CONCLUSION

Thefuture of organi sations based on management development. In thisunit we discussed the
objectivesof management devel opment, rel ation between HRM and M anagement Devel opment,
and various approachesto management devel opment, future of management devel opment and

management education and training.

Evaluating the successor otherwise of asystems-wide management devel opment programmeis
extremdy difficult andinmogt casesit hastorely onanintuitive, ideologica belief that deve opment
will improveorganisationd effectiveness.

13.10 KEY CONCEPTS

I nformal M anagement

M anagement Development

Organisational Power
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Informal interface between management and workersis
suited to the knowledge erawhen workers resent task-
oriented, directiveleadership and feel encouraged by a
participatory culture. Participatory management is
facilitated by personalising organisational culture,
deemphasising hierarchy and promoting informal interface
between management and workers. ‘ Management by
wanderingaround’ iscurrently invogue, which effectively
deemphasises hierarchy and promotes informal
communicationintheorganisation.

It meansdevel oping managerial capacity throughtraining
onsgeared towardsinformation sharing and devising
meansof improving uponemployer employeeinterfacewith
avieto making it more meaningful and value adding.
Leadershipisan emerging areaof professional expertise.
Asper stuational paradigm of leadership, leadership skills
may be acquired by learning. Research and development
activity inthefield hasmadeit possible.

Organisationd effectivenesstransformsto organisationa
power, understood asthe potential of an organisation to
maintaininterna balance and impact theenvironmentina
positiveway. Organisationa power emergesfrom sound
economic and ethical functioning. Resource constraintis
major consideration in determination of organisational
efficiency. Ethicd functioningisimminent for organisationd
effectiveness.
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13.12 ACTIVITES

1. Explainthemeaning andimportance of Management Devel opment.

2.  Discussthemain approachesto Management Development.

3. Examinetheissuesand controversiesinvolved in Management Devel opment.
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