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INTRODUCTION TO DEVELOPING MANAGEMENT SKILLS 
 
THE CRITICAL ROLE OF MANAGEMENT SKILLS  
 
 No one doubts that the 21st century will continue to be characterized by chaotic, transformational, rapid-
fire change.  In fact, almost no sane person is willing to predict what the world will be like 50, 25, or even 15 years 
from now.  Change is just too rapid and ubiquitous.  The development of “nanobombs” have caused some people 
to predict that personal computers and desk top monitors will land on the scrap heap of obsolesce within 20 
years.  The new computers will be a product of etchings on molecules leading to personalized data processors 
injected in the bloodstream, implanted in eyeglasses, or included in wristwatches.   
 Predictions of the changes that will occur in the future are often notoriously wrong, of course, as 
illustrated by Charles Watson’s (founder of IBM) prediction that only a few dozen computers would ever be 
needed in the entire world, Thomas Edison’s prediction that the light bulb would never catch on, or Irving Fisher’s 
(pre-eminent Yale economist) prediction in 1929 that the stock market had reached “a permanently high plateau.” 
When Neil Armstrong walked on the moon in 1969, most people predicted that we would soon be walking on 
Mars, establishing colonies in outer space, and launching probes from lunar pads.  In 1973 with gas lines 
escalating due to an OPEC-led fuel crisis, economists predicted that gasoline would sell for $100 a barrel in the 
United States by 1980.  At the beginning of the century, the figure was around $25.  Most notorious of all, of 
course, was the prediction by the United States patent office in 1896 that it would soon close its doors since 
“everything that can be invented has been invented.” 
 Warren Bennis half-jokingly predicted that the factory of the future would have only two employees, a 
person and a dog.  The person would be there to feed the dog.  The dog would be there to keep the person from 
touching the equipment! Tom Peters counseled managers that, due to the chaotic pace of change, “If you’re not 
confused, you’re not paying attention.” And Peter Drucker characterized the current environment this way: “We 
are in one of those great historical periods that occur every 200 or 300 years when people don’t understand the 
world anymore, and the past is not sufficient to explain the future.”  Almost no one would argue that “permanent 
white water” best characterizes our current environment.  Almost everything is in flux, from our technology and 
methods of transacting business to the nature of education and the definition of the family.  
 Despite all this change in our environment, there is something that has remained, and continues to 
remain, relatively constant.  With minor variations and stylistic differences, what has not changed, in several 
thousand years, are the basic skills that lie at the heart of effective, satisfying, growth-producing human 
relationships.  Freedom, dignity, trust, love, and honesty in relationships have always been among the goals of 
human beings, and the same principles that brought about those outcomes in the 11th century still bring them 
about in the 21st century.  Despite our circumstances, in other words, and despite the technological resources we 
have available to us, the same basic human skills still lie at the heart of effective human interaction.  
 In fact, human relationships are becoming more important, not less, as the information age unfolds and 
technologies encroach even more on our daily lives.  Most of us are exposed to more information each day than 
we can possibly pay attention to.  Moreover, no mechanism exists to organize, prioritize, or interpret that 
information, so it is often unclear what is crucial and what can be ignored.  Consequently, the relationship we 
have with the sources of that information is the key sensemaking mechanism.  Building trusting relationships is a 
critical part of coping with information overload.   
 It is a fact that when everything is changing, change becomes unmanageable.  No one can manage 
constant, unorganized change.  Think of being a pilot on an airplane.  Everything is changing—he entire plane is 
in constant motion—as the plane moves through the air.  Unless you can fix on something that is not changing—
for example, the ground or the stars—it is impossible to fly the plane.  Tragically, investigators found that John F. 
Kennedy Jr. unknowingly flew his plane into the Atlantic Ocean killing himself, his wife, and his sister-in-law 
because he lost sight of land and, consequently, lost perspective.  He became unable to manage change 
because he did not have an established, unwavering point that helped him maintain his bearings. 
 We make sense of change by being able to identify a fixed, stable, permanent point that provides us with 
perspective.  In our current “white water” environment, the skills discussed in this book serve as fixed points.  
They have changed very little in their effectiveness and relevance over several thousand years.  And their 
relationship to effective human and organizational performance has been well-documented.  Later in this 
Introduction we share some of the scientific research that confirms the power of these management skills in 
accounting for effective personal, interpersonal, and organizational performance. 
 The problem, of course, is that what is known is not always the same as what is demonstrated.  Although 
we have known about the principles of effective relationships for a very long time, the history of humankind 
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illustrates that these principles have not always been practiced.  Especially in our current day, what we know and 
what we demonstrate do not always match.  George Carlin (1999) described it this way: 
 

The paradox of our time in history is that we have taller buildings but shorter tempers, wider freeways but 
narrower viewpoints.  We spend more but have less; we buy more but enjoy it less.  We have bigger 
houses and smaller families, more conveniences but less time.  We have more degrees but less sense; 
more knowledge but less judgment; more experts but more problems; more medicine but less wellness.  
We drink too much, smoke too much, spend too recklessly, laugh too little, drive too fast, get too angry 
too quickly, stay up too late, get too tired, read too seldom, watch TV too much, and pray too seldom.  We 
have multiplied our possessions, but reduced our values.  We talk too much, love too seldom, and hate 
too often.  We have learned how to make a living but not a life; we’ve added years to life but not life to 
years.  We’ve been all the way to the moon and back but have trouble crossing the street to meet the new 
neighbor.  We’ve conquered outer space but not inner space.  We’ve done larger things but not better 
things.  We’ve cleaned up the air but polluted the soul.  We’ve split the atom but not our prejudice.  We 
write more but learn less.  We plan more but accomplish less.  We’ve learned to rush but not to wait.  We 
build more computers to hold more information to produce more copies than ever but have less 
communication.  These are the times of fast foods and slow digestion; tall men and short character; steep 
profits and shallow relationships.  These are the times of world peace but domestic warfare; more leisure 
but less fun; more kinds of food but less nutrition.  These are the days of two incomes but more divorce, 
of fancier houses but broken homes.  These are the days of quick trips, disposable diapers, throw-away 
morality, one-night stands, overweight bodies, and pills that do everything from cheer to quiet to kill.  It is 
a time when there is much in the show window and nothing in the stockroom; a time when technology can 
bring this letter to you, and a time when you can choose either to share this insight, or just hit delete. 
 

 This book is built on the presumption that developing management skills--that is, the skills needed to 
manage one’s own life as well as relationships with others--is a ceaseless endeavor.  These skills were largely 
the same a century ago as they are today.  The basic behavioral principles that lie at the foundation of these skills 
are timeless.  That is one reason why the shelves of bookstores and on-line newsletters are filled with 
prescriptions of how one more executive or one more company struck it rich or beat out the competition.  
Thousands of books trumpet some special set of prescriptions for how to be successful in business, or in life.  
Many of these books have made it to the best seller lists and have enjoyed lengthy stays. 
 Our intention in this book is not to try to duplicate the popular appeal of the best-selling books nor to 
utilize the common formula of recounting anecdotal incidents of successful organizations and well-known 
managers. We have produced a book that remains true to, and is based on, social science and business 
research.  We want to share with you what is known and what is not known about how to develop management 
skills and how to foster productive, healthy, satisfying, and growth-producing relationships with others in your 
work setting.  Developing Management Skills is designed to help you actually improve your personal management 
competencies--to change your behavior. This book, therefore, serves more as a practicum or a guide to effective 
managerial behavior than a description of what someone else has done to successfully manage an organization.  
It will surely help you think, and it will provide examples of success, but it will have failed if it also does not help 
you behave more competently in your own life. 
 Whereas the skills focused on in this book are called “management skills,” their relevance is not limited 
just to an organization or work setting.  We focus mainly on work settings here because our primary goal is to help 
you prepare for and improve your own competency in a managerial role.  You will discover, however, that these 
skills are applicable in most areas of your life--with families, friends, volunteer organizations, and your community.    
 In the next section we review some of the scientific evidence that demonstrates how management skills 
are associated with personal and organizational success, and we review several studies of the key management 
skills that seem to be the most important in our modern day environment.  It is those key skills that this book has 
targeted.  We then describe a model and a methodology for helping you to develop management skills.  A large 
number of management fads abound proclaiming a new way to be a leader, get rich, or both, but our intent is to 
rely on a proven methodology that has grounding in the scientific literature.  We present what has been shown to 
be a superior process for improving management skills, and we base our claims on scholarly evidence.  This 
Introduction concludes with a brief description of the organization of the rest of the book and the importance of 
keeping in mind individual differences among people. 
 
The Importance of Competent Managers 
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 In the last decade or so, an abundance of evidence has been produced that skillful management--
especially those competent in the management of people in organizations--is the key determinant of 
organizational success.  These studies have been conducted across numerous industry sectors, international 
settings, and organization types.  The research findings now make it almost unquestionable that if organizations 
want to succeed, they must have competent, skillful managers.   
 For example, in one study of 968 firms, representing all major industries in the United States, 
organizations whose managers effectively managed their people--that is they implemented effective people 
management strategies and demonstrated personal competency in management skills--had, on the average, a 
decrease in turnover of more than 7 percent, increased profits of $3814 per employee, $27,044 more in sales per 
employee, and $18,641 more in stockmarket value per employee, compared to firms that had less effective 
people management (Huselid, 1995; Pfeffer & Veiga, 1999).  In a follow-up study of 702 firms, shareholder wealth 
was an amazing $41,000 per employee higher in companies demonstrating strong people management skills 
than in firms that had a lower emphasis on people management (Huselid & Becker, 1997).   A study of German 
firms in 10 industrial sectors, produced similar results: “Companies that place workers at the core of their 
strategies produce higher long-term returns...than their industry peers” (Blimes, Wetzker, & Xhonneux, 1997).  A 
study of 5-year survivability in 136 non-financial companies that issued IPOs in the late 1980s found that the 
effective management of people was the most significant factor in predicting longevity, even when accounting for 
industry type, size, and profits.  Firms that did a good job of managing people tended to survive; others did not 
(Welbourne & Andrews, 1996). 
 A study by Hanson (1986) investigated the factors that best accounted for financial success over a five-
year span in 40 major manufacturing firms. The question being addressed was: “What explains the financial 
success of the firms that are highly effective?” The five most powerful predictors were identified and assessed. 
They included market share (assuming that the higher the market share of a firm, the higher its profitability), firm 
capital intensity (assuming that the more a firm is automated and up-to-date in technology and equipment, the 
more profitable it is), size of the firm in assets (assuming that economies of scale and efficiency can be used in 
large firms to increase profitability), industry average return on sales (assuming that firms would reflect the 
performance of a highly profitable industry), and the ability of managers to effectively manage their people 
(assuming that an emphasis on good people management helps produce profitability in firms). The results 
revealed that one factor—the ability to manage people effectively—was three times more powerful than all other 
factors combined in accounting for firm financial success over a five-year period! We repeat, good management 
was more important than all other factors taken together in predicting profitability. 
 Even research by the U.S. Government confirms this management-effectiveness link. The U.S. Office of 
the Controller of the Currency studied the reasons for the failures of national banks in the United States during the 
decade of the 1980s. Two major factors were found to account for the record number of bank failures during that 
period: distressed economic conditions and poor management. The relative impact of those two factors, however, 
was somewhat surprising. Almost 90 percent of the failed banks were judged to have had poor management. 
Only 35 percent of the failures had experienced depressed economic conditions in the region in which they 
operated, and in only 7 percent of the cases was a depressed economic condition the sole cause of bank failure. 
 Dramatic anecdotal evidence also abounds regarding the impact of effective management on workers 
and organizations.  One of the most notable, for example, was the General Motors automobile assembly plant in 
Fremont, California. The plant was built in the 1950s and, at the beginning of the 1980s, was assembling the 
Chevrolet Nova model. The plant had a history of labor and productivity problems, however, and by the end of 
1982 the performance statistics were dismal. Absenteeism was running at 20 percent. The number of formal 
grievances filed by employees totaled almost 5,000 (an average of more than 20 grievances per day for every 
workday of the year), and over 2,000 grievances were still unresolved at year’s end. An average of three to four 
wildcat strikes per year had occurred during the previous few years, and morale, productivity, and quality of 
production by the 5,000 employees were the worst in the corporation. Costs of assembling the automobile were 
about 30 percent above the Asian competitors. In light of these data, corporate headquarters issued an order to 
close the plant and lay off the workers. 
 Three years later, General Motors signed a joint operating agreement with one of its major 
competitors: Toyota Motors. Much had been written about the Japanese method of managing, so General 
Motors asked Toyota to reopen and manage the Fremont plant. Most of the former U.S. autoworkers were 
rehired, and a new management team was put in place. Workers were exposed to training in high-
involvement work practices, and a former Ford Motor Company employee actually became the plant 
manager. The primary difference between the plant before it closed and after it reopened was that a new 
management team was in place and employee training had occurred.  The workforce, in other words, 



0- 4

remained essentially unchanged.  One year after reopening, the organization’s performance data looked 
like this: 
 

Absenteeism: 2 percent 
Grievances: 2 outstanding 
Strikes:  None 
Employees: 2,500 (producing 20 percent more cars) 
Productivity: Highest in the corporation 
Quality:  Highest in the corporation 
Costs:  Equal to those of the competition 
Product:  Geo Prism—rated AAA’s best car in its price range 

 
 The remarkable thing about this turnaround is that it did not take five or 10 years to produce major 
improvements in productivity, cohesion, and commitment. It occurred in just over a year simply by changing the 
way workers were managed. 
 These studies indicate overwhelmingly that good management fosters financial success, whereas less 
effective management fosters financial distress. Successful organizations have managers with well-developed 
people management skills.  In surveys of CEOs, executives, and business owners, results consistently show that 
the factor most responsible for business failure is “bad management” and the best way to ensure business 
success is to “provide better management.” Moreover, the data are clear, management skills are more important 
than industry, environment, competition, and economic factors combined. 
 Surprisingly, however, finding people who effectively manage people is not as common as might be 
expected.  Pfeffer & Veiga (1999) concluded that: “Even as these research results pile up, trends in actual 
management practice are, in many instances, moving in a direction exactly opposite to what this growing body of 
evidence prescribes.”  Common sense and common knowledge are not necessarily common practice.  Knowing 
and doing are not the same things.  Being able to analyze a case, identify a problem, or recite a correct answer to 
a question is not equivalent to being able to actually implement effective management skills.   
 
The Skills of Effective Managers 
 What, then, differentiates effective managers from less effective managers?  If developing management 
skills is so crucial for organizational success, what skills ought to be the focus of attention?   
 The management literature is filled with lists of attributes, behaviors, orientations, and strategies for 
enhancing successful performance.  For example, Pfeffer (1998) identified seven key practices associated with 
managerial and organizational effectiveness:  ensure employment security, selectively hire people, foster 
decentralization and self-managing teams, institute high levels of pay based on performance, train extensively, 
reduce status differences and share information.  Quinn (2000) identified eight “seeds” of effective management 
and leadership: “envision the productive community,” “first look within,” “embrace the hypocritical self,” “transcend 
fear,” “embody a vision of the common good,” “disturb the system,” “surrender to the emergent process,” “entice 
through moral power.”  An international study of 6052 managers from 22 countries focused on differences in 
managerial attributes and identified attributes such as inspirational, self-sacrificial, integrity, diplomatic, 
malevolent, visionary, administrative, self-centered, status conscious, autocratic, modest, and autonomous 
attributes (Brodbeck, et al., 2000).  Rigby (1998) focused on the 25 most popular management tools and 
techniques in an investigation of the association between management tools and techniques and organizational 
performance.  According to 4137 managers in North America, Europe, and Asia, the tools associated with 
organization success were: strategic planning, pay for performance, strategic alliances, customer satisfaction 
measurement, shareholder value analysis, mission and vision statements, benchmarking, cycle time reduction, 
agile strategies, self-directed teams, and groupware. 
 These kinds of lists are useful, but they do not identify management skills per se.  Instead they enumerate 
organizational strategies, personality orientations, or philosophical approaches to management, and their 
implementation is usually outside the explicit control of the individual manager. Either they are complex sets of 
activities in which many people must be involved--for example, “ensuring employment security,” “selectively 
hiring,” or “shareholder value analysis”--or they are cognitive activities that are not behavioral in character--for 
example, “envisioning the productive community,” “first looking within,” or “avoiding malevolence.”  Some of the 
lists enumerate personality characteristics or styles--for example, inspirational, or autocratic--or they enumerate 
organizational practices--for example, pay for performance, or strategic planning.  The effectiveness of the 
attributes on these kinds of lists depends on the manager’s skill in implementing them, and that means being 
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competent in fundamental management skills.  Management skills form the vehicle by which management 
strategy, management practice, tools and techniques, personality attributes, and style work to produce effective 
outcomes in organizations.   Management skills, in other words, are the building blocks upon which effective 
management rests.  That is why the focus of this book is on developing management skills rather than on 
strategy, tools and techniques, or styles.  Management skills are the means by which managers translate their 
own style, strategy, and favorite tools or techniques into practice. 
 These management skills have recently been included in the concept of emotional intelligence (Goleman, 
1995, 1998).  Emotional intelligence (or EQ), according to Goleman, consists of the skills of self-awareness, self-
regulation or self-control, motivation, the ability to understand others’ emotional and behavioral cues (empathy), 
and interpersonal skills.  Each of these skill sets is covered in this book.  Unlike cognitive intelligence (IQ), which 
remains largely the same throughout life, EQ can be developed and improved over time with concerted effort.  In 
fact, emotional intelligence in managers has been found to be a significant predictor of organizational success in 
several studies.   
 In one study of managers on three continents, for example, 74 percent of successful managers had 
emotional intelligence as their most salient characteristic, whereas this was the case in only 24 percent of the 
failures.  A study at PepsiCo found that company units headed by managers with well-developed “soft people 
skills” (emotional intelligence skills) outperformed yearly revenue targets by 15 to 20 Percent.  Those with under-
developed skills underperformed their targets by about the same amount (Williamson, 1999).  A study of UC 
Berkeley PhDs over 40 years found that EQ was four times more powerful than IQ in predicting who achieved 
success in their field--even for hard scientists (Feist & Frank, 1996).  A McBer (1997) study comparing 
outstanding managers with average managers found that 90 percent of the difference was accounted for by EQ 
(Spencer, 1997).   In a worldwide study of what companies were looking for in hiring new employees, 67 percent 
of the most desired attributes were EQ competencies (Jacobs & Chen, 1997).  In a study of highly emotional 
intelligent partners in a consulting firm, in which they were compared to partners with average emotional 
intelligence, 41 percent of the high EQ group had been promoted after two years whereas only 10 percent of the 
low EQ partners had been promoted.  More importantly, high EQ partners contributed more than twice as much 
revenue to the company as did the low EQ partners (Boyatzis, 1982).  The point should be clear: effective 
managers have developed high levels of competency in the management skills presented in this book, which are 
components of emotional intelligence.   
 
Key Management Skills 
 A variety of investigators have sought to identify what specific skills are characteristic of the most effective 
managers.  In our own investigation, for example, we wanted to identify the skills and competencies that separate 
extraordinarily effective performers from the rest of us.  We identified 402 individuals who were rated as highly 
effective managers in their own organizations in the fields of business, health care, education, and state 
government by asking senior officers to name the most effective managers in their own organizations. We then 
interviewed those people to determine what attributes were associated with managerial effectiveness.  We asked 
questions such as: 
 
• How have you become so successful in this organization? 
• Who fails and who succeeds in this organization and why? 
• If you had to train someone to take your place, what knowledge and what skills would you make certain 

that person possessed in order to perform successfully as your successor? 
• If you could design an ideal curriculum or training program to teach you to be a better manager, what 

would it contain? 
• Think of other effective managers you know. What skills do they demonstrate which explain their success? 
 
 Our analysis of the interviews produced about 60 characteristics of effective managers. The 10 identified most 
often are listed in Table 0.1. Not surprisingly, these 10 characteristics are all behavioral skills. They are not personality 
attributes or styles, nor are they generalizations such as “luck” or “timing.” They also are common across industries, 
levels, and job responsibilities. The characteristics of effective managers are not a secret. 

------------------------------- 
Table 0.1 goes about here 

------------------------------ 
 The management skills derived from our study are similar to those resulting from several other surveys 
published in the management literature. Table 0.2, for example, lists a representative sample of surveys that 
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relied on a heterogeneous mix of respondents. Not surprisingly, the two lists are highly similar. Regardless of 
whether respondents are CEOs or first-line supervisors, whether they work in the public sector or the private 
sector, their skills are quite easily identifiable and agreed upon by observers. It is not hard to recognize and 
describe the skills of effective managers. 

------------------------------ 
Table 0.2 goes about here 

------------------------------ 
What Are Management Skills? 
 Several defining characteristics demarcate management skills and differentiate them from other kinds of 
managerial characteristics and practices. First, management skills are behavioral. They are not personality 
attributes or stylistic tendencies. Management skills consist of identifiable sets of actions that individuals perform 
and that lead to certain outcomes.  Skills can be observed by others, unlike attributes that are purely mental or 
are embedded in personality. Whereas people with different styles and personalities may apply the skills 
differently, there are, nevertheless, a core set of observable attributes in effective skill performance that are 
common across a range of individual differences.   

Second, management skills are controllable.  The performance of these behaviors is under the control of 
the individual.  Unlike organizational practices such as “selectively hiring,” or cognitive activities such as 
“transcending fear,” skills can be consciously demonstrated, practiced, improved, or restrained by individuals 
themselves.   Skills may certainly engage other people and require cognitive work, but they are behaviors that 
people can control themselves.   

Third, management skills are developable.  Performance can improve.  Unlike IQ or certain personality or 
temperament attributes that remain relatively constant throughout life, individuals can improvement their 
competency in skill performance through practice and feedback.  Individuals can progress from less competence 
to more competence in management skills, and that outcome is the primary objective of this book.   

Fourth, management skills are interrelated and overlapping.  It is difficult to demonstrate just one skill in 
isolation from others.  Skills are not simplistic, repetitive behaviors, but they are integrated sets of complex 
responses. Effective managers, in particular, must rely on combinations of skills to achieve desired results. For 
example, in order to effectively motivate others, skills such as supportive communication, influence, 
empowerment, and self-awareness may be required. Effective managers, in other words, develop a constellation 
of skills that overlap and support one another and that allow flexibility in managing diverse situations. 
 Fifth, management skills are sometimes contradictory or paradoxical. For example, the core management 
skills are neither all soft and humanistic in orientation nor all hard-driving and directive. They are oriented neither 
toward teamwork and interpersonal relations exclusively nor toward individualism and technical entrepreneurship 
exclusively.  A variety of skills are typical of the most effective managers, and some of them appear incompatible. 
 To illustrate, Cameron and Tschirhart (1988) assessed the skill performance of over 500 mid-level and 
upper-middle managers in about 150 organizations.  The most frequently mentioned 25 management skills taken 
from about a dozen studies in the academic literature (such as those in Table 0.2) were measured.  Statistical 
analyses revealed that the skills fell into four main groups or clusters. One group of skills focused on participative 
and human relations skills (for example, supportive communication and teambuilding), while another group 
focused on just the opposite, that is, competitiveness and control (for example, assertiveness, power, and 
influence skills). A third group focused on innovativeness and individual entrepreneurship (for example, creative 
problem solving), while a fourth group emphasized the opposite type of skills, namely, maintaining order and 
rationality (for example, managing time and rational decision making).  One conclusion from that study was that 
effective managers are required to demonstrate paradoxical skills. That is, the most effective managers are both 
participative and hard-driving, both nurturing and competitive. They were able to be flexible and creative while 
also being controlled, stable, and rational (also see Quinn, 1988).  Our objective in this book is to help you 
develop that kind of behavioral competency and complexity.  
 
Improving Management Skills 
 It is a bit unnerving that while average IQ scores have increased in the population over the last half-
century, emotional intelligence scores have actually declined.  In the population in general, people are less skilled 
at managing themselves and managing others than they were 50 years ago (Goleman, 1998).  While average IQ 
scores have jumped approximately 25 points, EQ among young people and adults has fallen.  Moreover, whereas 
the “technological float” has shrunk dramatically--that is, the time between the introduction of a new technology 
and its being copied and revised is constantly decreasing and is now measured in weeks rather than years--the 
“human float” has changed very little.  It still takes about the same amount of time to develop behavioral skills and 
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human competencies as it always has.   No short-cuts or quick fixes have emerged, and the effort and practice 
that are required to become more emotionally intelligent and interpersonally skilled is substantial.  Progress 
regarding how to cope with and manage issues relating to other people has not kept pace with technological 
progress, and it remains the biggest challenge for managers. 
 The good news is that improvement in developing management skills has been found in both students 
and managers who have been exposed to a curriculum such as the one advocated in Developing Management 
Skills.  For example, MBA students showed improvement of from 50 to 300 percent on emotional intelligence 
skills over the course of two years by enrolling in two courses based on the approach to developing management 
skills presented here.  A greater amount of improvement occurred among students who applied these skills to 
multiple aspects of their lives outside the classroom, and people who were more competent to begin with made 
the most progress.  In addition, a cohort of 45 to 55 year old executives produced the same results as the MBA 
students.  That is, they also improved dramatically in their management skills even though most were already 
experienced in senior managerial positions (Boyatzis, 1996, 2000, in press; Boyatzis, Cowen, & Kolb, 1995; 
Boyatzis, Leonard, Rhee, & Wheeler, 1996; Rhee, 1997; Leonard. 1996; Wheeler, 1999). 
 On the other hand, exposure to a traditional cognitive-based curriculum without exposure to management 
skills development does not correlate with improvements in EQ, management skills, or career success.  For 
example, Cohen (1984) summarized the results of 108 studies of the relationship between performance in college 
courses (as measured by grade-point average) and subsequent life success.  Life success was measured by a 
variety of factors, including job performance, income, promotions, personal satisfaction, eminence, and graduate 
degrees. The mean correlation between performance in school and performance in life in these studies was .18, 
and in no case did the correlation exceed .20. These low correlations suggest that school performance and 
successful performance in subsequent life activities are related only marginally. 
 The data, in other words, appear quite compelling.  Attending school merely to achieve high grades in 
cognitive courses, while important, is not sufficient for management, career, or life success.  Going into debt for a 
formal education or achieving an additional set of letters behind your name without also developing and improving 
your management skills will be an unfortunate lost opportunity.  That is why we feel so strongly that in the 
management curriculum of universities, students should be exposed to a learning model such as the one we 
describe here.  Our strong feelings, of course, are not based on blind optimism. Scientific evidence exists that 
such exposure can make a difference both to individuals and to the bottom-line performance of companies. 
 
An Approach to Skill Development 
 Successful management development, of course, is more than just following a cookbook list of sequential 
behaviors. Developing highly competent management skills is much more complicated than developing skills such 
as those associated with a trade (for example, welding) or a sport (for example, shooting baskets).  Management 
skills are (1) linked to a more complex knowledge base than other types of skills and (2) inherently connected to 
interaction with other (frequently unpredictable) individuals. A standardized approach to welding or shooting free 
throws may be feasible, but no standardized approach to managing human beings is possible. 
 On the other hand, what all skills do have in common is the potential for improvement through practice. 
Any approach to developing management skills, therefore, must involve a heavy dose of practical application. At 
the same time, practice without the necessary conceptual knowledge is sterile and ignores the need for flexibility 
and adaptation to different situations. Therefore, developing competencies in management skills is inherently tied 
to both conceptual learning and behavioral practice. 
 The method that has been found to be most successful in helping individuals develop management skills 
is based on social learning theory (Bandura, 1977; Davis & Luthans, 1980; Boyatzis, Cowen, & Kolb, 1995). This 
approach marries rigorous conceptual knowledge with opportunities to practice and apply observable behaviors. It 
relies on cognitive work as well as behavioral work. Variations on this general approach have been used widely in 
on-the-job supervisory training programs, and they are common in executive education programs and corporate 
universities--less so in business schools. 
 This learning model, as originally formulated, consisted of four steps: (1) the presentation of behavioral 
principles or action guidelines, generally using traditional instruction methods; (2) demonstration of the principles 
by means of cases, films, scripts, or incidents; (3) opportunities to practice the principles through role plays or 
exercises; and (4) feedback on performance from peers, instructors, or experts (See Figure 0.1). 
 Our own experience in teaching complex management skills, as well as recent research on management 
skills development among MBA students (e.g., Vance, 1993; Boyatzis, Cowen, & Kolb, 1995) has convinced us 
that three important modifications are necessary in order for this model to be most effective. First, the behavioral 
principles must be grounded in social science theory and in reliable research results. Commonsense 
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generalizations and panacea-like prescriptions appear regularly in the popular management literature. To ensure 
the validity of the behavioral guidelines being prescribed, the learning approach must include scientifically based 
knowledge about the effects of the management principles being presented. 
 Second, individuals must be aware of their current level of skill competency and be motivated to improve 
upon that level in order to benefit from the model. Most people receive very little feedback about their current level 
of skill competency. Most organizations provide some kind of annual or semiannual evaluation (for example, 
course grades in school or performance appraisal interviews in firms), but these evaluations are almost always 
infrequent and narrow in scope, and they fail to assess performance in most critical skill areas. To help a person 
understand what skills to improve and why, therefore, an assessment activity must be part of the model.  In 
addition, most people find change uncomfortable and therefore avoid taking the risk to develop new behavior 
patterns. An assessment activity in the learning model helps encourage these people to change by illuminating 
their strengths and weaknesses. People then know where weaknesses lie and what things need to be improved. 
Assessment activities generally take the form of self-evaluation instruments, case studies, or problems that help 
highlight personal strengths and weaknesses in a particular skill area. 
 Third, an application component is needed in the learning model. Most management skill training takes 
place in a classroom setting where feedback is immediate, and it is relatively safe to try out new behaviors and 
make mistakes. Therefore, transferring learning to an actual job setting is often problematic. Application exercises 
help to apply classroom learning to examples from the real world of management. Application exercises often 
take the form of an outside-of-class intervention, a consulting assignment, self-analysis through journal writing, or 
a problem-centered intervention, which the student then analyzes to determine its degree of success or failure. 
 In summary, evidence suggests that a five-step learning model is most effective for helping individuals develop 
management skills (see Cameron & Whetten, 1984; Whetten & Cameron, 1983; Kolb, 1984; Vance, 1993). Table 0.3 
outlines such a model. Step 1 involves the assessment of current levels of skill competency and knowledge of the 
behavioral principles. Step 2 consists of the presentation of validated, scientifically based principles and guidelines for 
effective skill performance. Step 3 is an analysis step in which models or cases are made available in order to analyze 
behavioral principles in real organizational settings. This step also helps demonstrate how the behavioral guidelines can 
be adapted to different personal styles and circumstances. Step 4 consists of practice exercises in which 
experimentation can occur and immediate feedback can be received in a relatively safe environment. Step 5, finally, is 
the application of the skill to a real-life setting outside the classroom with follow-up analysis of the relative success of that 
application. 

------------------------------- 
Table 0.3 goes about here 

-------------------------------- 
 Research on the effectiveness of training programs using this general learning model has shown that it 
produces results superior to those based on more traditional lecture-discussion-case method approaches (Moses 
& Ritchie, 1976; Burnaska, 1976; Smith, 1976; Latham & Saari, 1979; Porras & Anderson, 1981; Kolb, 1984; 
Vance, 1993; Boyatzis, Cowen, & Kolb, 1995). In addition, evidence suggests that management skill training can 
have significant impact on the bottom-line performance of a firm. The U.S. Postal Service completed a study a 
few years ago in which 49 of the largest 100 post offices in America were evaluated. An important question in the 
study was, “How can we make post offices more effective?” Productivity and service quality were both monitored 
over a period of five years. The two major factors that had impact on these effectiveness measures were (1) 
degree of automation, and (2) investment in training. Two kinds of training were provided: technical training 
(operating and maintaining the equipment) and management training (developing management skills). The study 
found that management training was more important than technical training in accounting for improved 
productivity and service in the post offices, and both kinds of training were more important than having up-to-date 
equipment in the post office. Low-tech offices outperformed high-tech offices when managers were provided with 
management skill training. In short, its five-year study convinced the U.S. Postal Service that helping employees 
to develop management skills was the best way to improve organizational effectiveness. 
This is consistent with the conclusion drawn by Eric Greenberg, Director of Surveys for the American 
Management Association, upon summarizing the lessons learned from years of surveys of American managers:  
 

“Where companies increased their training activity, the chances were much, much better that they were 
going to increase their operating profits and that they were going to increase their shareholder value.  
Product quality, market share, and productivity all tend to rise as training budgets go up.  Companies that 
don’t make the investment are apt to see disappointing results.” 
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 More than a quarter century ago, Mintzberg (1975, p. 60) made a similar point about the curriculum 
needed in business schools.  Things have not changed.   
 

Management schools will begin the serious training of managers when skill training takes its place next to 
cognitive learning. Cognitive learning is detached and informational, like reading a book or listening to a 
lecture. No doubt much important cognitive material must be assimilated by the manager-to-be. But 
cognitive learning no more makes a manager than it does a swimmer. The latter will drown the first time he 
jumps into the water if his coach never takes him out of the lecture hall, gets him wet, and gives him 
feedback on his performance. Our management schools need to identify the skills managers use, select 
students who show potential in these skills, put the students into situations where these skills can be 
practiced, and then give them systematic feedback on their performance. 
 

 A senior executive in a major consulting firm similarly observed: 
 

The higher up the organization you go, the less relevant technical knowledge becomes. It is important for your 
first couple of promotions, but after that, people skills are what count. 
 

 A recent graduate from a Big Ten management school also reported: 
 

I can’t believe it. I went for my second interview with a company last week, and I spent the first half-day 
participating in simulation exercises with ten other job candidates. They videotaped me playing the role of 
a salesman handling an irate customer, a new director of personnel putting down a revolt by the “old 
guard,” and a plant manager trying to convince people of the need to install a radically new production 
process. Boy, was I unprepared for that! 

 
 The message behind these personal observations is clear: from almost every perspective, competence in 
personal, interpersonal, and group skills is a critical prerequisite for success in management. Strong analytical 
and quantitative skills are important, but they are not sufficient. Successful managers must be able to work 
effectively with people. Unfortunately, interpersonal and management skills have not always been a high priority 
for business school students and aspiring executives. In a recent survey of 110 Fortune 500 CEOs, 87 percent 
were satisfied with the level of competence and analytic skills of business school graduates, 68 percent were 
satisfied with conceptual skills of graduates, but only 43 percent of the CEOs were satisfied with graduates’ 
management skills, and only 28 percent were satisfied with their interpersonal skills and EQ! 

To assist you in improving your own management skills, this book emphasizes practicing management 
skills, rather than just reading about them. We have organized the book with this specific approach in mind (See 
Figure 0.1). 
 

Figure 0.1 goes about here 
(diagram of 5 steps) 

 
Leadership and Management 
 Before outlining the organization of this book, we want to discuss briefly the place of leadership in this 
volume. Some writers have differentiated between the concepts of “leadership” and “management” (Bass, 1990; 
Nair, 1994; Katzenbach, 1995; Tichy, 1999; Quinn, 2000).  Some have wondered why we concentrate on 
“management” skills instead of “leadership” skills in this book. We have also been asked by professors, business 
executives, and students why we have not changed the title of the book to “Developing Leadership Skills.” These 
queries and suggestions have motivated us to clarify at the outset of the book what we mean by management, 
and why we believe our focus on management skills lies at the heart of, and encompasses, leadership as typically 
defined. 
 One of the most popular models of leadership is based on the “Competing Values Framework,” an 
organizing framework for leadership and managerial skills.  It was developed by examining the criteria used to 
evaluate organizational and managerial performance (Quinn & Rohrbaugh, 1981). Extensive research has been 
conducted on this framework over the past two decades, and a brief explanation will help clarify the relationship 
between management and leadership skills.  You should be aware that the framework has been used on several 
continents to help managers and organizations improve their effectiveness, and a data base of more than 40,000 
managers has now been compiled (Cameron & Quinn, 2000).  That research has shown that leadership and 



0- 10

management skills fall into four clusters or categories as illustrated in Figure 0.2.  In order to be an effective 
manager, in other words, individuals must be competent in (1) clan skills, (2) adhocracy skills, (3) market skills, 
and (4) hierarchy skills.   

--------------------------------- 
Figure 0.2 goes about here 

--------------------------------- 
 Clan skills include those required to build effective interpersonal relationships and develop others (e.g., 
building teamwork, communicating supportively).  Adhocracy skills include those required to manage the future, 
innovate, and promote change (e.g., solving problems creatively, articulating an energizing vision).  Market skills 
include those required to compete effectively and manage external relationships (e.g., motivating others, using 
power and influence).  Hierarchy skills include those required to maintain control and stability (e.g., managing 
personal stress and time, solving problems rationally) (see Cameron & Quinn, 2000).   
 In Figure 0.1, the two top quadrants in the Competing Values Framework--clan and adhocracy--are 
usually associated with leadership.  The two bottom quadrants--market and hierarchy--are usually associated with 
management.  In other words leadership has traditionally been used to describe what individuals do under 
conditions of change. When organizations are dynamic and undergoing transformation, people at the top are 
expected to exhibit leadership (i.e., pay attention to clan and adhocracy issues). Management, on the other hand, 
has traditionally been used to describe what executives do under conditions of stability.  Thus, management has 
been linked with the status quo (i.e., pay attention to market and hierarchy issues).  In addition, leadership has 
sometimes been defined as “doing the right things,” whereas management has been defined as “doing things 
right.” Leaders have been said to focus on setting the direction, articulating a vision, transforming individuals and 
organizations, and creating something new.  Managers have been said to focus on monitoring, directing, and 
refining current performance. Leadership has been equated with dynamism, vibrancy, and charisma; 
management with hierarchy, equilibrium, and control. 
 However, the recent research is clear that such distinctions between leadership and management, which 
may have been appropriate in previous decades, are no longer useful  (Tichy, 1993, 1999; Quinn, 2000).  
Managers cannot be successful without being good leaders, and leaders cannot be successful without being good 
managers. No longer do organizations and individuals have the luxury of holding on to the status quo; worrying 
about doing things right but failing to do the right things; keeping the system stable instead of leading change and 
improvement; monitoring current performance instead of formulating a vision of the future; concentrating on 
equilibrium and control instead of vibrancy and charisma. Effective management and leadership are inseparable. 
The skills required to do one are also required of the other. No organization in a post-industrial, hyper-turbulent, 
21st century environment will survive without executives capable of providing both management and leadership. 
Leading change and managing stability, establishing vision and accomplishing objectives, breaking the rules and 
monitoring conformance, although paradoxical, all are required to be successful.   
 Figure 0.3 illustrates one major reason for this assertion. By staying the same, we tend to get worse. 
Because our circumstances are constantly changing and expectations for performance are continually escalating, 
the traditional definition of management is outmoded and irrelevant today. Effective managers and leaders do 
much the same things in dealing effectively with constant change and constant stability. 

-------------------------------- 
Figure 0.3 goes about here 

-------------------------------- 
 All of us, in other words, need to develop competencies that will enhance our ability to be both leaders 
and managers.  The specific skills in this book represent all four quadrants in the Competing Values Model of 
leadership.  They serve as the foundation for effective management as well as for effective leadership.  The book 
could appropriately include the word “leadership” in the title, therefore, based on the skills being covered.  The 
skills contained in this book cover both the management and the leadership ground.  We have chosen, 
appropriately or not, to use the label management skills to subsume the skills associated with leadership as well 
as with management.  
 
Contents of the Book 
 Again, this book focuses on the skills that research has identified as critically important for successful 
management and leadership. Part I contains three chapters on personal skills: Developing Self-Awareness, 
Managing Personal Stress, and Solving Problems Analytically and Creatively.  These skills focus on issues that 
may not involve other people but instead relate to the management of the self--hence they are called personal 
skills.  Each chapter, however, really includes a cluster of related behaviors, not just one single, simple skill.  
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These clusters of interrelated behaviors comprise the overall management skill indicated in the chapter’s title. The 
figure also points out that each skill cluster is related to and shares a common core of personal competence with 
other management skills, so each relies at least partially on the others to be performed successfully. 

-------------------------------- 
Figure 0.4 goes about here 

-------------------------------- 
 Part II focuses on interpersonal skills: Coaching, Counseling and Supportive Communication, Gaining 
Power and Influence, Motivating Other People, and Managing Conflict. These skills focus primarily on issues that 
arise in your interactions with other people.  Overlap exists among these skills, of course, so that you must rely on 
parts of many skill areas in order to perform any one skill effectively. 
 Part III includes three chapters on group skills: Empowering and Delegating, Building Effective Teams 
and Teamwork, and Leading Positive Change. These skills focus on key issues that arise when you are involved 
with groups of people either as a leader or as a member of the group.  As with all the skills in the book, overlap 
occurs among these three group skills as well as with the personal and interpersonal skills.  In other words, as 
you progress from personal to interpersonal to group skills, the core competencies developed in the previous skill 
area help support successful performance of the new skill area. 
 In addition to the ten core management skills in Parts I, II, and III, the supplemental Part IV chapters contain 
three additional communications skills: Making Oral and Written Presentations, Conducting Interviews, and Managing 
Meetings. These supplements cover specialized communication skills that are especially relevant for students who have 
had little managerial experience or skill training.  These supplements foster skill development needed to implement 
assignments typically included in a management skill-building course. Writing reports, giving class presentations, 
interviewing managers, and conducting group meetings are all prerequisites for building skills in the core management 
skill areas, so we have provided material on these three topics that students will find helpful. 
 Appendix I contains scoring keys and forms for use with assignments in the chapters; Appendix II is a 
glossary of key terms in the text; and Appendix III lists references for excerpted material in the book. 
 
Organization of the Book  
 Each chapter is organized on the basis of the learning model summarized in Table 0.4.  Each chapter begins 
with Skill Assessment instruments. Their purpose is to highlight areas of personal competence as well as areas needing 
improvement in both knowledge and performance.  As you complete the instruments in the Skill Assessment section, 
you will discover areas in which you will want to establish personal learning goals, and areas in which your competency 
is already well-developed.  As pointed out earlier, however, research has demonstrated that the most competent 
managers tend to progress the most when engaging in skill development exercises, so don’t dismiss a skill just because 
you feel that it is an area of strength.  We encourage you to take time to complete these assessment instruments.  You 
will be surprised with what you learn if you complete them honestly and as accurately as you can. 

-------------------------------- 
Table 0.4 goes about here 

------------------------------- 
 Second, an explanation of the key behavioral guidelines, as well as a rationale for why these guidelines 
work, is found in the Skill Learning section of each chapter. This section explains the core behavioral principles 
associated with each skill. We present a research-based model of each skill, along with evidence from research 
that the principles identified are effective in practice. Our objective is to provide a sound rationale for the action 
guidelines summarized at the end of the section.  We have not relied on popular anecdotes or stories from the 
popular press in presenting these guidelines and principles.  Instead, we rely on scientific research that identifies 
what behaviors must be performed in order to foster effective outcomes. 
 In the Skill Analysis section, you will find brief case histories that illustrate both effective and ineffective 
applications of the behavioral principles. The purpose of this section is to bridge the gap between intellectual 
understanding and behavioral application. Critiquing a manager’s performance in a real-life case enhances your 
understanding of the skill learning material. Each case provides a model of effective or ineffective performance 
and helps identify ways that the skill can be adapted to your personal style.  In analyzing these cases, focus less 
on trying to find a “right” answer and more on determining how you might behave in similar circumstances. 
 The Skill Practice section provides exercises, problems, and role-play assignments. The goal of this 
section is to provide opportunities to practice the behavioral guidelines in simulated managerial situations and to 
receive feedback from peers and instructors. Practicing these managerial skills in a classroom setting is not only 
safer and less costly than in a real-life management job, but others’ observation and feedback can be more 
precise and more timely as well.  Many of these types of exercises can seem “gamey” or superficial, of course, 
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unless you take them seriously as ways to improve your skill performance.    We encourage you to use the 
feedback of others to critique your performance and help you find ways to enhance your skill competencies. 
 The last section of each chapter is Skill Application.  It contains a form to help you generate your own 
improvement agenda, as well as assignments and ideas for applying the skill in an out-of-class situation. The purpose of 
these assignments is to help you transfer behavioral guidelines into everyday practice. You may be directed to teach the 
skill to someone else, consult with another manager to help resolve a relevant problem, or apply the skill in an 
organization or family. 
 
Practice and Application 
 The philosophy of this book is that improvement in management skills is primarily the learner’s 
responsibility. If the application of the principles covered in this book is not conscientiously applied outside the 
classroom, little or no progress can be achieved.  Our intention, therefore, is to have the course carry over into the 
life activities of learners. 

Effectiveness in management is no different from effectiveness in most other human enterprises. It requires the 
same kinds of skills to live a productive and successful life as it does to manage people effectively. That is why, even 
though some users of this book may not presently be managers of other employees—and indeed may never become 
managers—they should neither dismiss these skills as irrelevant nor wait until they become managers before attempting 
to practice them. 
 Psychological research has confirmed that when we are forced to perform under stress, we rely on what 
is called a “dominant response pattern” (Staw, Sandelands, & Dutton, 1981; Weick, 1995). That is, we rely on the 
behavior patterns that are most deeply ingrained in our response repertoire. For example, if a person who has 
been accustomed to responding to conflict combatively--but who has recently begun practicing a more supportive 
response pattern--is faced with an intense, emotional confrontation, that person may begin by reacting 
supportively.  But as pressure mounts, he or she is likely to revert to the more practiced, combative style.  That is 
why, it is said, that people always curse in their native language.  Stress causes us to revert to our fundamental, 
most reinforced behaviors. 
 Thus it is important that learners not make the mistake of thinking they can delay applying skill training 
until they become managers. When problems and conflicts occur then, it is too late to change behaviors to handle 
issues effectively. We encourage you, therefore, to practice and apply the skills discussed in this book to part-time 
jobs, friendships, student organizations, families, church groups, and so forth. If you are in a managerial role, you 
will want to use the guidelines provided here with your coworkers, managers, subordinates, and customers. With 
conscientious practice, following the behavioral guidelines will become second nature. 
 A second reason that nonmanagers should not delay the application of management skills is that we all 
learn faster and remember better that which we experience both intellectually and emotionally. That is, people 
learn best the things that affect them personally, and they feel affected by something if they see an immediate 
effect on their lives. For example, we can more quickly acquire a working knowledge of a foreign language and 
retain it longer if we spend a summer living in a country where the language is spoken than if we merely take a 
language course in our own country. 
 Simply stated, application is a crucial component of the skill improvement process, but it generally takes 
extra effort and ingenuity to make application exercises effective and worthwhile. We encourage you to put that 
extra effort into improving your management skills. 
 
Diversity and Individual Differences 
 One reason developing management skills is difficult is because all of us possess our own unique styles, 
personalities, and inclinations.  We all know that everyone doesn’t react in the same way to similar circumstances. 
We can freely choose to behave differently than expected or than we did in the past. It is impossible, therefore, to 
manage each relationship in exactly the same way, or even to behave the same way from one encounter to the 
next.  Sensitivity to individual differences is an important part of an effective manager’s repertoire.  As you recall 
from our earlier discussion, this sensitivity to individual differences is a crucial component of emotional 
intelligence.   
 A great deal of research has been conducted on cultural differences, gender differences, ethnic 
differences, and age differences in organizations (e.g., Cox, 1994; Cox & Beal, 1997).  While we will not 
summarize that extensive research, we do want to highlight the importance of being sensitive to individuality.  
Two kinds of sensitivities are necessary: one to the uniqueness displayed by each person, and the other to 
unique but general patterns of behavior that characterize groups of people.  For example, it is essential that 
effective managers not only become aware of but value and capitalize on the differences that characterize people 
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with whom they work.  In this book we will encourage you to develop sensitivity to the diversity that people display 
as they interact with you.  In addition, you will also become skilled at diagnosing certain generalized patterns of 
behavior among people with different experiences, nationalities, genders, ethnic backgrounds, and ages.  These 
generalized patterns can be used inappropriately to stereotype or categorize people, of course, and that may lead 
to deterioration in interpersonal sensitivity and emotional intelligence.  On the other hand, being aware of national, 
cultural, ethnic, gender, or age differences can also be extremely useful to you as you engage in managerial 
roles.   

We have included in each chapter a framework for diagnosing individual differences across cultures and 
summaries of some extensive cross-national research by Frons Trompenaars (1998).  We include this framework 
to assist you in diagnosing some key differences that affect behavior.  Knowing that the general tendency of 
people is to fear or oppose those who are different than they, our main objective in providing this information is to 
help us all better understand and appreciate differences.  We don’t emphasize so much managing diversity as we 
do diagnosing individual differences so they can be valued, understood, and appreciated.  

In Chapter 1, Developing Self-Awareness, we explain the Trompenaars model, which relies on seven 
dimensions found to differ across national and cultural boundaries.  These dimensions have been found to be 
very helpful in assisting people to understand key differences in others.  They are: universalism versus 
particularism, individualism versus communitarianism, specificity versus diffuseness, neutral versus affective, 
achievement versus ascription oriented, internal versus external, and past versus present versus future time 
emphasis.  These dimensions will help you to remain sensitive to the personal variations that may require 
alternation of some of the ways in which you practice core management skills.  Whereas the behavioral principles 
upon which the management skills are based are applicable across cultures, genders, ethnic groups, and age 
cohorts, important nuances may be required of you as you practice among people characterized by these 
differences.  Women may not behave the same as men.  Japanese colleagues may not respond the same as 
German colleagues.  Individuals in their 60s may not see the world the same as someone in their 20s.  
Stereotyping based on these categories, of course, is also dangerous and damaging, so being sensitive to and 
valuing individual differences is the key. 
 This means that you may want to pay special attention to the results of colleagues’ Skill Assessment 
responses.  You can identify the different patterns that arise among your own colleagues as you work your way 
through the book.  Do you detect any general differences among men and women, among old and young, among 
Europeans and Asians, among Blacks and Hispanics, among those with managerial experience and those 
without?  People with high degrees of emotional intelligence have developed the ability to sense and empathize 
with the differences that are typical of different groups of people.   We hope you will improve in this ability as well.  
Each of the sections of the chapters--Assessment, Learning, Analysis, Practice, and Application--can be useful to 
you in gaining insight into individual differences. 
 
Summary 
 In sum, Developing Management Skills is not intended just for individuals who plan to enter managerial 
positions or who currently manage organizations. It is meant to help you better manage many aspects of your life 
and relationships.  It is intended to help you actually change your behavior, to improve your competence, and to 
be more savvy in your relationships with different kinds of people.  It is intended to improve your emotional 
intelligence.  John Holt (1964, p. 165) succinctly summarized our intention by equating management skill to 
intelligence: 
 

When we talk about intelligence, we do not mean the ability to get a good score on a certain kind of test 
or even the ability to do well in school; these are at best only indicators of something larger, deeper and 
far more important. By intelligence we mean a style of life, a way of behaving in various situations. The 
true test of intelligence is not how much we know how to do, but how we behave when we don’t know 
what to do. 

 
 Fostering the development of such intelligence is the goal of Developing Management Skills. 
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SUPPLEMENTARY MATERIAL 
 
DIAGNOSTIC SURVEY AND EXERCISES 
 
Personal Assessment of Management Skills (PAMS) 
 
Step 1: To get an overall profile of your level of skill competence, respond to the following statements using the 
rating scale below. Please rate your behavior as it is, not as you would like it to be. If you have not engaged in a 
specific activity, answer according to how you think you would behave based on your experience in similar 
activities. Be realistic; this instrument is designed to help you tailor your learning to your specific needs. After you 
have completed the survey, the scoring key in the Appendix will help you generate an overall profile of your 
management skill strengths and weaknesses. 
 
Step 2: Get copies of the Associates’ version of this instrument from your instructor. An alternate version has 
been provided in the Instructor’s Manual that uses “he” or “she” instead of “I” in the questions. Give copies to at 
least three other people who know you well or who have observed you in a situation in which you have had to 
lead or manage others. Those people should complete the instrument by rating your behavior. Bring the 
completed surveys back to class and compare (1) your own ratings to your associates’ ratings, (2) your 
associates’ ratings to the ratings received by others in the class, and (3) the ratings you received to those of a 
national norm group. 
  
Subsections of this instrument appear in each chapter throughout the book. 
 
Rating Scale 
1 Strongly disagree 
2 Disagree  
3 Slightly disagree  
4 Slightly agree 
5 Agree 
6 Strongly agree 
 
In regard to my level of self-knowledge: 
 
___ 1. I seek information about my strengths and weaknesses from others as a basis for self-

improvement. 
___ 2. In order to improve, I am willing to be self-disclosing to others (that is, to share my beliefs and 

feelings). 
___ 3. I am very much aware of my preferred style in gathering information and making decisions. 
___ 4. I have a good sense of how I cope with situations that are ambiguous and uncertain. 
___ 5. I have a well-developed set of personal standards and principles that guide my behavior. 
 
When faced with stressful or time-pressured situations: 
 
___ 6. I use effective time-management methods such as keeping track of my time, making to-do lists, 

and prioritizing tasks. 
___ 7. I frequently affirm my priorities so that less important things don’t drive out more important 

things. 
___ 8. I maintain a program of regular exercise for fitness. 
___ 9. I maintain an open, trusting relationship with someone with whom I can share my 

frustrations. 
___ 10. I know and practice several temporary relaxation techniques such as deep breathing and muscle 

relaxation. 
___ 11. I maintain balance in my life by pursuing a variety of interests outside of work. 
 
When I approach a typical, routine problem: 
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___ 12. I state clearly and explicitly what the problem is. I avoid trying to solve it until I have defined it. 
___ 13. I always generate more than one alternative solution to the problem, instead of identifying only 

one obvious solution. 
___ 14. I keep steps in the problem-solving process distinct; that is, I define the problem before proposing 

alternative solutions, and I generate alternatives before selecting a single solution. 
 
When faced with a complex or difficult problem that does not have an easy solution: 
 
___ 15. I try out several definitions of the problem. I don’t limit myself to just one way to define it. 
___ 16. I try to unfreeze my thinking by asking lots of questions about the nature of the problem before 

considering ways to solve it. 
___ 17. I try to think about the problem from both the left (logical) side of my brain and the right (intuitive) 

side of my brain. 
___ 18. I do not evaluate the merits of an alternative solution to the problem before I have generated a list 

of alternatives. That is, I avoid deciding on a solution until I have developed many possible 
solutions. 

___ 19. I have some specific techniques that I use to help develop creative and innovative solutions to 
problems. 

 
When trying to foster more creativity and innovation among those with whom I work: 
 
___ 20. I make sure there are divergent points of view represented or expressed in every complex 

problem-solving situation. 
___ 21. I try to acquire information from individuals outside the problem-solving group who will be affected 

by the decision, mainly to determine their preferences and expectations. 
___ 22. I try to provide recognition not only to those who come up with creative ideas (the idea 

champions) but also to those who support others’ ideas (supporters) and who provide resources 
to implement them (orchestrators). 

___ 23. I encourage informed rule-breaking in pursuit of creative solutions. 
 
In situations where I have to provide negative feedback or offer corrective advice: 
 
___ 24. I am able to help others recognize and define their own problems when I counsel them. 
___ 25. I am clear about when I should coach someone and when I should provide counseling  

instead. 
___ 26. When I give feedback to others, I avoid referring to personal characteristics and focus in 

problems or solutions instead. 
___ 27. When I try to correct someone’s behavior, our relationship is almost always strengthened  
___ 28. I am descriptive in giving negative feedback to others. That is, I objectively describe events, their 

consequences, and my feelings about them. 
___ 29. I take responsibility for my statements and point of view by using, for example, “I have decided” 

instead of “They have decided.” 
___ 30. I strive to identify some area of agreement in a discussion with someone who has a different point 

of view. 
___ 31. I don’t talk down to those who have less power or less information than I. 
___ 32. When discussing someone’s problem, I usually respond with a reply that indicates understanding 

rather than advice. 
 
In a situation where it is important to obtain more power: 
 
___ 33. I always put forth more effort and take more initiative than expected in my work. 
___ 34. I am continually upgrading my skills and knowledge. 
___ 35. I strongly support organizational ceremonial events and activities. 
___ 36. I form a broad network of relationships with people throughout the organization at all levels. 
___ 37. In my work I consistently strive to generate new ideas, initiate new activities, and minimize routine 

tasks. 
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___ 8. I consistently send personal notes to others when they accomplish something significant or when 
I pass along important information to them. 

___ 39. I refuse to bargain with individuals who use high-pressure negotiation tactics. 
___ 40. I always avoid using threats or demands to impose my will on others. 
 
When another person needs to be motivated: 
 
___ 41. I always determine if the person has the necessary resources and support to succeed in a task. 
___ 42. I use a variety of rewards to reinforce exceptional performances. 
___ 43. I design task assignments to make them interesting and challenging. 
___ 44. I make sure the person gets timely feedback from those affected by task performance. 
___ 45. I always help the person establish performance goals that are challenging, specific, and time 

bound. 
___ 46. Only as a last resort do I attempt to reassign or release a poorly performing individual. 
___ 47. I consistently discipline when effort is below expectations and capabilities. 
___ 48. I make sure that people feel fairly and equitably treated. 
___ 49. I provide immediate compliments and other forms of recognition for meaningful accomplishments. 
 
When I see someone doing something that needs correcting: 
 
___ 50. I avoid making personal accusations and attributing self-serving motives to the other person. 
___ 51. I encourage two-way interaction by inviting the respondent to express his or her perspective and 

to ask questions. 
___ 52. I make a specific request, detailing a more acceptable option. 
 
When someone complains about something I’ve done: 
 
___ 53. I show genuine concern and interest, even when I disagree. 
____ 54. I seek additional information by asking questions that provide specific and descriptive information. 
___ 55. I ask the other person to suggest more acceptable behaviors. 
 
When two people are in conflict and I am the mediator: 
 
___ 56. I do not take sides but remain neutral. 
___ 57. I help the parties generate multiple alternatives. 
___ 58. I help the parties find areas on which they agree. 
 
In situations where I have an opportunity to empower others: 
 
___ 59. I help people feel competent in their work by recognizing and celebrating their small successes. 
___ 60. I provide regular feedback and needed support. 
___ 61. I try to provide all the information that people need to accomplish their tasks. 
___ 62. I highlight the important impact that a person’s work will have. 
 
When delegating work to others: 
 
___ 63. I specify clearly the results I desire. 
___ 64. I specify clearly the level of initiative I want others to take (for example, wait for directions, do part 

of the task and then report, do the whole task and then report, and so forth). 
___ 65. I allow participation by those accepting assignments regarding when and how work will be done. 
___ 66. I avoid upward delegation by asking people to recommend solutions, rather than merely asking 

for advice or answers, when a problem is encountered. 
___ 67. I follow up and maintain accountability for delegated tasks on a regular basis. 
 
When I am in the role of leader in a team: 
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___ 68. I know how to establish credibility and influence among team members. 
___ 69. I am clear and consistent about what I want to achieve.  
___ 70. I build a common base of agreement in the team before moving forward with task 

accomplishment 
___ 71. I articulate a clear, motivating vision of what the team can achieve along with specific short-term 

goals. 
 
When I am in the role of team member: 
 
___ 72. I know a variety of ways to facilitate task accomplishment in the team. 
___ 73. I know a variety of ways to help build strong relationships and cohesion among team members. 
 
When I desire to make my team perform well, regardless of whether I am a leader or member:  
 
___ 75. I am knowledgeable about the different stages of team development experienced by most teams. 
___ 76. I help the team avoid groupthink by making sure that sufficient diversity of opinions is expressed 

in the team. 
___ 77. I can diagnose and capitalize on my team’s core competencies, or unique strengths. 
___ 78. I encourage the team to achieve dramatic breakthrough innovations as well as small continuous 

improvements. 
 
When I am leading change: 
 
___ 79. I know how to unlock the positive energy in other people. 
___ 80. I express compassion toward people who are facing pain or difficulty 
___ 81. I usually emphasize a higher purpose or meaning associated with the work I do. 
___ 82. I express gratitude frequently and conspicuously, even for small acts. 
___ 83. I keep track of things that go right, nor just things that go wrong. 
___ 84. I frequently give other people positive feedback. 
___ 85. I work to close abundance gaps—the difference between good performance and great 

performance. 
___ 86. I know how to get people to commit to my vision of positive change. 
 
WHAT DOES IT TAKE TO BE AN EFFECTIVE MANAGER? 
 
The purpose of this exercise is to help you get a first-hand picture of the role of a manager and the skills required 
to perform that job successfully. 
 
Your assignment is to interview at least three managers who are employed full-time. You should use the 
questions below in your interviews, plus use others that you think might help you identify effective management 
skills. The purpose of these interviews is to give you a chance to learn about critical managerial skills from those 
who have to use them. 
 
Please treat the interviews as confidential. The names of the individuals do not matter—only their opinions, 
perceptions, and behaviors. Assure the managers that no one will be able to identify them from their responses.  
Keep written notes of your interviews. These notes should be as detailed as possible so you can reconstruct the 
interviews later. Be sure to keep a record of each person’s job title and a brief description of his or her 
organization. 

 
1. Please describe a typical day at work.  What do you do all day? 
2. What are the most critical problems you face as a manager? 
3. What are the most critical skills needed to be a successful manager in your line of work? 
4. What are the major reasons managers fail in positions like yours? 
5. What are the outstanding skills or abilities of other effective managers you have known? 
6. If you had to train someone to replace you in your current job, what key abilities would you focus 

on? 
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7. On a scale of 1 (very rarely) to 5 (constantly), can you rate the extent to which you use the 
following skills or behaviors during your workday? 

 
___Managing personal time and stress  ___Fostering continuous improvement and quality 
___Facilitating group decision making  ___Making analytical decisions 
___Creative problem solving   ___Using interpersonal communication skills 
___Articulating an energizing vision  ___Motivating others 
___Managing conflict    ___Capitalizing on your self-awareness 
___Gaining and using power   ___Facilitating organizational change 
___Delegating     ___Setting specific goals and targets 
___Active listening    ___Empowering others 
___Holding interviews    ___Giving speeches or presentations 
___Building teams and teamwork  ___Defining and/or solving complex problems 
___Conducting meetings   ___Negotiating 
 
SSS SOFTWARE IN-BASKET EXERCISE 
 
NOTE: The SSS Software exercise is used with permission. Copyright © 1995 by Susan Schor, Joseph Seltzer, and James Smither. All rights 
reserved. 
 
 One way to assess your own strengths and weaknesses in management skills is to engage in an actual 
managerial work experience. The following exercise gives you a realistic glimpse of the tasks faced regularly by 
practicing managers. Complete the exercise, and then compare your own decisions and actions with those of 
classmates. 
 SSS Software designs and develops customized software for businesses. It also integrates this software 
with the customer’s existing systems and provides system maintenance. SSS Software has customers in the 
following industries: airlines, automotive, finance/banking, health/hospital, consumer products, electronics, and 
government. The company has also begun to generate important international clients. These include the 
European Airbus consortium and a consortium of banks and financial firms based in Kenya. 
 SSS Software has grown rapidly since its inception eight years ago. Its revenue, net income, and earnings 
per share have all been above the industry average for the past several years. However, competition in this 
technologically sophisticated field has grown very rapidly. Recently, it has become more difficult to compete for 
major contracts. Moreover, although SSS Software’s revenue and net income continue to grow, the rate of growth 
declined during the last fiscal year. 
 SSS Software’s 250 employees are divided into several operating divisions with employees at four levels: 
Nonmanagement, Technical/Professional, Managerial, and Executive. Nonmanagement employees take care of the 
clerical and facilities support functions. The Technical/Professional staff performs the core technical work for the firm. 
Most Managerial employees are group managers who supervise a team of Technical/Professional employees working 
on a project for a particular customer. Staff who work in specialized areas such as finance, accounting, human 
resources, nursing, and law are also considered Managerial employees. The Executive level includes the 12 highest-
ranking employees at SSS Software. An organization chart in Figure 0.5 illustrates SSS Software’s structure. There is 
also an Employee Classification Report that lists the number of employees at each level of the organization. 

-------------------------------- 
Figure 0.5 goes about here 

--------------------------------- 
 In this exercise, you will play the role of Chris Perillo, Vice President of Operations for Health and 
Financial Services. You learned last Wednesday, October 13, that your predecessor, Michael Grant, had resigned 
and gone to Universal Business Solutions, Inc. You were offered his former job, and you accepted it. Previously, 
you were the Group Manager for a team of 15 software developers assigned to work on the Airbus consortium 
project in the Airline Services Division. You spent all of Thursday, Friday, and most of the weekend finishing up 
parts of the project, briefing your successor, and preparing for an interim report you will deliver in Paris on 
October 21. 
 It is now 7 A.M. Monday morning and you are in your new office. You have arrived at work early so you 
can spend the next two hours reviewing material in your in-basket (including some memos and messages to 
Michael Grant), as well as your voice mail and E-mail. Your daily planning book indicates that you have no 
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appointments today or tomorrow but will have to catch a plane for Paris early Wednesday morning. You have a 
full schedule for the remainder of the week and all of next week. 
 
Assignment 
 
 During the next two hours, review all the material in your in-basket, as well as your voice mail and 
E-mail. Take only two hours. Using the response form below as a model, indicate how you want to respond 
to each item (that is, via letter/memo, E-mail, phone/voice mail, or personal meeting). If you decide not to 
respond to an item, check “no response” on the response form. All your responses must be written on the 
response forms. Write your precise, detailed response (do not merely jot down a few notes). For example, 
you might draft a memo or write out a message that you will deliver via phone/voice mail. You may also 
decide to meet with an individual (or individuals) during the limited time available on your calendar today or 
tomorrow. If so, prepare an agenda for a personal meeting and list your goals for the meeting. As you read 
through the items, you may occasionally observe some information that you think is relevant and want to 
remember (or attend to in the future) but that you decide not to include in any of your responses to 
employees. Write down such information on a sheet of paper titled “note to self.” 
 
Sample Response Form 
 
RELATES TO: 
 Memo #_______   E-mail #  _______   Voice mail # _______ 
RESPONSE FORM: 
 _______ Letter/Memo  _______ Meet with person (when, where) 
 _______ E-mail   _______ Note to self 
 _______ Phone call/Voice mail _______ No response 
 

ITEM 1 - MEMO 
 
TO: All Employees 
FROM: Roger Steiner, Chief Executive Officer 
DATE: October 15 
 
I am pleased to announce that Chris Perillo has been appointed as Vice President of Operations for Health 
and Financial Services. Chris will immediately assume responsibility for all operations previously managed 
by Michael Grant. Chris will have end-to-end responsibility for the design, development, integration, and 
maintenance of custom software for the health and finance/banking industries. This responsibility includes 
all technical, financial, and staffing issues. Chris will also manage our program of software support and 
integration for the recently announced merger of three large health maintenance organizations (HMOs). 
Chris will be responsible for our recently announced project with a consortium of banks and financial firms 
operating in Kenya. This project represents an exciting opportunity for us, and Chris’s background seems 
ideally suited to the task. 
 
Chris comes to this position with an undergraduate degree in Computer Science from the California Institute of 
Technology and an M.B.A. from the University of Virginia. Chris began as a member of our technical/professional 
staff six years ago and has most recently served for three years as a Group Manager supporting domestic and 
international projects for our airlines industry group, including our recent work for the European Airbus 
consortium. 
 
I am sure you all join me in offering congratulations to Chris for this promotion. 
 
 

ITEM 2 - MEMO 
 

TO: All Managers 
FROM: Hal Harris, Vice President, Community and Public Relations 
DATE: October 15 



0- 20

 
For your information, the following article appeared on the front page of the business section of Thursday’s Los 
Angeles Times. 
 

In a move that may create problems for SSS Software, Michael Grant and Janice Ramos have left SSS 
Software and moved to Universal Business Solutions Inc. Industry analysts see the move as another 
victory for Universal Business Solutions Inc. in their battle with SSS Software for share of the growing 
software development and integration business. Both Grant and Ramos had been with SSS Software for 
over 7 years. Grant was most recently Vice President of Operations for all SSS Software’s work in two 
industries: health and hospitals, and finance and banking. Ramos brings to Universal Business Solutions 
Inc. her special expertise in the growing area of international software development and integration. 
 
Hillary Collins, an industry analyst with Merrill Lynch, said “the loss of key staff to a competitor can often 
create serious problems for a firm such as SSS Software. Grant and Ramos have an insider’s 
understanding of SSS Software’s strategic and technical limitations. It will be interesting to see if they can 
exploit this knowledge to the advantage of Universal Business Solutions Inc.” 
 
 

ITEM 3 - MEMO 
TO: Chris Perillo 
FROM: Paula Sprague, Executive Assistant to Roger Steiner 
DATE: October 15 
 
Chris, I know that in your former position as a Group Manager in the Airline Services Division, you probably have 
met most of the group managers in the Health and Financial Services Division, but I thought you might like some 
more personal information about them. These people will be your direct reports on the management team. 
 
Group #1: Bob Miller, 55-year-old white male, married (Anna) with two children and three grandchildren. Active in 
local Republican politics. Well regarded as a “hands-off” manager heading a high-performing team. Plays golf 
regularly with Mark McIntyre, John Small, and a couple of V.P.s from other divisions. 
 
Group #2: Wanda Manners, 38-year-old white female, single with one school-age child. A fitness “nut" has run in several 
marathons. Some experience in Germany and Japan. Considered a hard-driving manager with a constant focus on the 
task at hand. Will be the first person to show up every morning. 
 
Group #3: William Chen, 31-year-old male of Chinese descent, married (Harriet), two young children from his first 
marriage. Enjoys tennis and is quite good at it. A rising star in the company, he is highly respected by his peers as 
a “man of action” and a good friend. 
 
Group #4: Leo Jones, 36-year-old white male, married (Janet) with an infant daughter. Recently returned from 
paternity leave. Has traveled extensively on projects, since he speaks three languages. Has liked hockey ever 
since the time he spent in Montreal. Considered a strong manager who gets the most out of his people. 
 
Group #5: Mark McIntyre, 45-year-old white male, married (Mary Theresa) to an executive in the banking industry. 
No children. A lot of experience in Germany and Eastern Europe. Has been writing a mystery novel. Has always 
been a good “team player,” but several members of his technical staff are not well respected and he hasn’t 
addressed the problem. 
 
Group #6: John Small, 38-year-old white male, recently divorced. Three children living with his wife. A gregarious 
individual who likes sports. He spent a lot of time in Mexico and Central America before he came to SSS 
Software. Recently has been doing mostly contract work with the federal government. An average manager, has 
had some trouble keeping his people on schedule. 
 
Group #7: This position vacant since Janice Ramos left. Roger thinks we ought to fill this position quickly. Get in 
touch with me if you want information on any in-house candidates for any position. 
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Group #8: Marcus Harper, 42-year-old black male, married (Tamara) with two teenage children. Recently won an 
award in a local photography contest. Considered a strong manager who gets along with peers and works long 
hours. 
 
Customer Services: Armad Marke, 38-year-old Armenian male, divorced. A basketball fan. Originally from 
Armenia. Previously a Group Manager. Worked hard to establish the Technical Services Phone Line, but now has 
pretty much left it alone. 
 
Office Administrator: Michelle Harrison, 41-year-old white female, single. Grew up on a ranch and still rides 
horses whenever she can. A strict administrator. 
 
There are a number of good folks here, but they don’t function well as a management team. I think Michael played 
favorites, especially with Janice and Leo. There are a few cliques in this group and I’m not sure how effectively 
Michael dealt with them. I expect you will find it a challenge to build a cohesive team. 
 
 

ITEM 4 - MEMO 
 
TO: Chris Perillo 
FROM: Wanda Manners, Group 2 Manager 
DATE: October 15 
 

CONFIDENTIAL AND RESTRICTED 
 

Although I know you are new to your job, I feel it is important that I let you know about some information I just 
obtained concerning the development work we recently completed for First National Investment. Our project 
involved the development of asset management software for managing their international funds. This was a very 
complex project due to the volatile exchange rates and the forecasting tools we needed to develop. 
 
As part of this project, we had to integrate the software and reports with all their existing systems and reporting 
mechanisms. To do this, we were given access to all of their existing software (much of which was developed by 
Universal Business Solutions Inc.). Of course, we signed an agreement acknowledging that the software to which 
we were given access was proprietary and that our access was solely for the purpose of our system integration 
work associated with the project. 
 
Unfortunately, I have learned that some parts of the software we developed actually “borrow” heavily from 
complex application programs developed for First National Investment by Universal Business Solutions Inc. It 
seems obvious to me that one or more of the software developers from Group 5 (that is, Mark McIntyre’s group) 
inappropriately “borrowed” algorithms developed by Universal Business Solutions Inc. I am sure that doing so 
saved us significant development time on some aspects of the project. It seems very unlikely that First National 
Investment or Universal Business Solutions Inc. will ever become aware of this issue. 
 
Finally, First National Investment is successfully using the software we developed and is thrilled with the work we 
did. We brought the project in on time and under budget. You probably know that they have invited us to bid on 
several other substantial projects. 
 
I’m sorry to bring this delicate matter to your attention, but I thought you should know about it. 
 
 

ITEM 5A - MEMO 
 

TO: Chris Perillo 
FROM: Paula Sprague, Executive Assistant to Roger Steiner 
DATE: October 15 
RE: Letter from C.A.R.E. Services (copies attached) 
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Roger asked me to work on this C.A.R.E. project and obviously wants some fast action. A lot of the staff are 
already booked solid for the next couple of weeks. I knew that Elise Soto and Chu Hung Woo have the expertise 
to do this system and when I checked with them, they were relatively free. I had them pencil in the next two weeks 
and wanted to let you know. Hopefully, it will take a “hot potato” out of your hands. 
 
 

ITEM 5B - COPY OF FAX 
 

C.A.R.E. 
Child and Adolescent Rehabilitative and Educational Services 

A United Way Member Agency 
200 Main Street 

Los Angeles, California 90230 
 
DATE: October 11 
 
Roger Steiner, CEO 
SSS Software 
13 Miller Way 
Los Angeles, California 90224 
 
Dear Roger, 
 
This letter is a follow-up to our conversation after last night’s board meeting. I appreciated your comments during 
the board meeting about the need for sophisticated computer systems in nonprofit organizations and I especially 
appreciate your generous offer of assistance to have SSS Software provide assistance to deal with the immediate 
problem with our accounting system. Since the board voted to fire the computer consultant, I am very worried 
about getting our reports done in time to meet the state funding cycle. 
 
Thanks again for your offer of help during this crisis. 
 
Sincerely yours, 
 
Janice Polocizwic 
 
Janice Polocizwic 
Executive Director 
 
 

ITEM 5C - COPY OF A LETTER 
 

SSS SOFTWARE 
13 Miller Way 

Los Angeles, CA 90224 
 
DATE: October 12 
 
Janice Polocizwic 
Executive Director, C.A.R.E. Services 
200 Main Street 
Los Angeles, California 90230 
 
Dear Janice, 
 
I received your fax of October 11. I have asked Paula Sprague, my executive assistant, to line up people to work 
on your accounting system as soon as possible. You can expect to hear from her shortly. 
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Sincerely, 
 
Roger Steiner 
 
Roger Steiner 
 
 
cc: Paula Sprague, Executive Assistant 
 
 

ITEM 6 - MEMO 
 

TO: Michael Grant 
FROM: Harry Withers, Group 6 Technical Staff 
DATE: October 12 
 

PERSONAL AND CONFIDENTIAL 
 

Our team is having difficulty meeting the submission deadline of November 5 for the Halstrom project. Kim, 
Fred, Peter, Kyoto, Susan, Mala, and I have been working on the project for several weeks, but we are 
experiencing some problems and may need additional time. I hesitate to write this letter, but the main 
problem is that our group manager, John Small, is involved in a relationship with Mala. Mala gets John’s 
support for her ideas and brings them to the team as required components of the project. Needless to say, 
this has posed some problems for the group. Mala’s background is especially valuable for this project, but 
Kim and Fred, who have both worked very hard on the project, do not want to work with her. In addition, 
one member of the team has been unavailable recently because of child-care needs. Commitment to the 
project and team morale have plummeted. However, we’ll do our best to get the project finished as soon as 
possible. Mala will be on vacation the next two weeks, so I’m expecting that some of us can complete it in 
her absence. 
 
 

ITEM 7 - VOICE MAIL MESSAGE 
 
Hello, Michael. This is Jim Bishop of United Hospitals. I wanted to talk with you about the quality assurance 
project that you are working on for us. When Jose Martinez first started talking with us, I was impressed with his 
friendliness and expertise. But recently, he doesn’t seem to be getting much accomplished and has seemed 
distant and on-edge in conversations. Today, I asked him about the schedule and he seemed very defensive and 
not entirely in control of his emotions. I am quite concerned about our project. Please give me a call. 
 
 

ITEM 8 - VOICE MAIL MESSAGE 
 
Hi, Michael. This is Armand. I wanted to talk with you about some issues with the Technical Services Phone Line. 
I’ve recently received some complaint letters from Phone Line customers whose complaints have included long 
delays while waiting for a technician to answer the phone, technicians who are not knowledgeable enough to 
solve problems, and, on occasion, rude service. Needless to say, I’m quite concerned about these complaints. 
 
I believe that the overall quality of the Phone Line staff is very good, but we continue to be understaffed, even with 
the recent hires. The new technicians look strong, but are working on the help-line before being fully trained. 
Antolina, our best tech, often brings her child to work, which is adding to the craziness around here. 
 
I think you should know that we’re feeling a lot of stress here. I’ll talk with you soon. 
 
 

ITEM 9 - VOICE MAIL MESSAGE 
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Hi, Chris, it’s Pat. Congratulations on your promotion. They definitely picked the right person. It’s great news—for 
me, too. You’ve been a terrific mentor so far, so I’m expecting to learn a lot from you in your new position. How 
about lunch next week? 
 
 

ITEM 10 - VOICE MAIL MESSAGE 
 
 Chris, this is Bob Miller. Just thought you’d like to know that John’s joke during our planning meeting has 
disturbed a few of the women in my group. Frankly, I think the thing’s being blown out of proportion, especially 
since we all know this is a good place for both men and women to work. Give me a call if you want to chat about 
this. 
 
 

ITEM 11 - VOICE MAIL MESSAGE 
 
 Hello. This is Lorraine Adams from Westside Hospital. I read in today’s Los Angeles Times that you will 
be taking over from Michael Grant. We haven’t met yet, but your division has recently finished two large million-
dollar projects for Westside. Michael Grant and I had some discussion about a small conversion of a piece of 
existing software to be compatible with the new systems. The original vendor had said that they would do the 
work, but they have been stalling, and I need to move quickly. Can you see if Harris Wilson, Chu Hung Woo, and 
Elise Soto are available to do this work as soon as possible? They were on the original project and work well with 
our people. 
 
Um . . . (long pause) I guess I should tell you that I got a call from Michael offering to do this work. But I think I 
should stick with SSS Software. Give me a call. 
 
 

ITEM 12 - VOICE MAIL MESSAGE 
 
Hi, Chris, this is Roosevelt Moore calling. I’m a member of your technical/professional staff. I used to report to 
Janice Ramos, but since she left the firm, I thought I’d bring my concerns directly to you. I’d like to arrange some 
time to talk with you about my experiences since returning from six weeks of paternity leave. Some of my major 
responsibilities have been turned over to others. I seem to be out of the loop and wonder if my career is at risk. 
Also, I am afraid that I won’t be supported or seriously considered for the opening created by Janice’s departure. 
Frankly, I feel like I’m being screwed for taking my leave. I’d like to talk with you this week. 
 
 

ITEM 13 - E-MAIL 
 
TO: Michael Grant 
FROM: Jose Martinez, Group 1 Technical Staff 
DATE: October 12 
 
I would like to set up a meeting with you as soon as possible. I suspect that you will get a call from Jim Bishop of 
United Hospitals and want to be sure that you hear my side of the story first. I have been working on a customized 
system design for quality assurance for them using a variation of the J-3 product we developed several years ago. 
They had a number of special requirements and some quirks in their accounting systems, so I have had to put in 
especially long hours. I’ve worked hard to meet their demands, but they keep changing the ground rules. I keep 
thinking, this is just another J-3 I’m working on, but they have been interfering with an elegant design I have 
developed. It seems I’m not getting anywhere on this project. Earlier today, I had a difficult discussion with their 
Controller. He asked for another major change. I’ve been fighting their deadline and think I am just stretched too 
thin on this project. Then Jim Bishop asked me if the system was running yet. I was worn out from dealing with 
the Controller, and I made a sarcastic comment to Jim Bishop. He gave me a funny look and just walked out of 
the room. 
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I would like to talk with you about this situation at your earliest convenience. 
 
 

ITEM 14 - E-MAIL  
 
TO: Chris Perillo 
FROM: John Small, Group 6 Manager 
DATE: October 15 
 
Welcome aboard, Chris. I look forward to meeting with you. I just wanted to put a bug in your ear about finding a 
replacement for Janice Ramos. One of my technical staff, Mala Abendano, has the ability and drive to make an 
excellent group manager. I have encouraged her to apply for the position. I’d be happy to talk with you further 
about this, at your convenience. 
 
 

ITEM 15 - E-MAIL 
 
TO: Chris Perillo 
FROM: Paula Sprague, Executive Assistant to Roger Steiner 
DATE: October 15 
 
Roger asked me to let you know about the large contract we have gotten in Kenya. It means that a team of four 
managers will be making a short trip to determine current needs. They will assign their technical staff the tasks of 
developing a system and software here over the next six months, and then the managers and possibly some 
team members will be spending about 10 months on site in Kenya to handle the implementation. Roger thought 
you might want to hold an initial meeting with some of your managers to check on their interest and willingness to 
take this sort of assignment. Roger would appreciate an E-mail of your thoughts about the issues to be discussed 
at this meeting, additional considerations about sending people to Kenya, and about how you will put together an 
effective team to work on this project. The October 15 memo I sent to you will provide you with some information 
you’ll need to start making these decisions. 
 
 

ITEM 16 - E-MAIL 
 
TO: Chris Perillo 
FROM: Sharon Shapiro, V.P. of Human Resources 
DATE: October 15 
RE: Upcoming meeting 
 
I want to update you on the rippling effect of John Small’s sexual joke at last week’s planning meeting. Quite a 
few women have been very upset and have met informally to talk about it. They have decided to call a meeting of 
all people concerned about this kind of behavior throughout the firm. I plan to attend, so I’ll keep you posted. 
 
 

ITEM 17 - E-MAIL 
 
TO: All SSS Software Managers 
FROM: Sharon Shapiro, V.P. of Human Resources 
DATE: October 15 
RE: Promotions and External Hires 
 

Year-to-Date (January through September) Promotions and External Hires 
 
     Race     Sex 
       Native 
Level  White Black Asian Hispanic American M F Total 
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Hires into  0 0 0 0  0  0 0 0 
Executive Level (0%) (0%) (0%) (0%)  (0%)  (0%) (0%) 
 
Promotions to 0 0 0 0  0  0 0 0 
Executive Level (0%) (0%) (0%) (0%)  (0%)  (0%) (0%) 
 
Hires into 
Management 2 1 0 0  0  2 1 3 
Level  (67%) (33%) (0%) (0%)  (0%)  (67%) (33%) 
 
Promotions to 
Management 7 0 1 0  0  7 1 8 
Level  (88%) (0%) (12%) (0%)  (0%)  (88%) (12%) 
 
Hires into 
Technical/ 10 6 10 2  0  14 14 28 
Professional Level (36%) (21%) (36%)  (7%)  (0%) (50%) (50%) 
 
Promotions  
to Technical/ 0 0 0 0  0  0 0 0 
Professional Level (0%) (0%) (0%) (0%)  (0%)  (0%) (0%) 
 
Hires into 
Non-Manage- 4 10 2 4  0  6 14 20 
ment Level (20%) (50%) (10%) (20%)  (0%)  (30%) (70%) 
 
Promotions to Non- 
Management Level NA NA NA NA   NA  NA NA NA 
 

SSS Software Employee (EEO) Classification Report as of June 30 
 
     Race     Sex 
       Native 
Level  White Black Asian Hispanic American M F Total 
 
Executive 11 0 1 0  0  11 1 12 
Level  (92%) (0%) (8%) (0%)  (0%)  (92%) (8%) 
 
Management 43 2 2 1  0  38 10 48 
Level  (90%) (4%) (4%) (2%)  (0%)  (79%) (21%) 
 
Technical/ 
Professional 58 20 37 14  1  80 50 130 
Level  (45%) (15%) (28%) (11%)  (1%)  (62%) (38%) 
  
Non- 
Management 29 22 4 4  1  12 48 60 
Level  (48%) (37%) (7%) (7%)  (2%)  (20%) (80%) 
 
Total  141 44 44 19  2  141 109 250 
  (56%) (18%) (18%) (8%)  (1%)  (56%) (44%) 
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Table 0.1   The Most Frequently Cited Skills of Effective Managers 
 
 1. Verbal communication (including listening) 
 2. Managing time and stress 
 3. Managing individual decisions 
 4. Recognizing, 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 
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Table 0.2 Critical Management Skills--A Sample of Studies 
 
Study • Respondents • Focus    Results 
 
• Luthans, Rosenkrantz, and Hennessey (1985)   
 • 52 managers in 3 organizations   Building power and  Communicating with 
 • Participant observation of skills demonstrated    influence       insiders 
    by most effective versus least effective managers Communicating    Developing subordinates 
             with outsiders   Processing paperwork 
       Managing conflict  Planning and goal setting 
       Decision making 
 
• Curtis, Winsor, and Stephens (1989)   Employment   Job Success 
 • 428 members of the American Society of   Verbal communication  Interpersonal skills 
    Personnel Administrators in the United States Listening   Verbal communication 
 • (1) Skills needed to obtain employment,  Enthusiasm   Written communication 
 • (2) skills important for successful job  Written communication  Persistence/determination 
     performance     Technical competence  Enthusiasm 
 • (3) skills needed to move up in the organization Appearance   Technical competence 
  
       To Move Up 
       Ability to work well with   Ability to present a 
         others one-on-one    good image for  
       Ability to gather information   the firm 
          and make a decision  Ability to use computers 
       Ability to work well in groups Knowledge of 
       Ability to listen and    management theory 
         give counsel   Knowledge of finance 
       Ability to give    Knowledge of marketing 
         effective feedback  Knowledge of accounting 
       Ability to write    Ability to use 
         effective reports     business machines 
       Knowledge of the job 
 
• Velsor & Leslie (1995) 
 • Summarizes 5 previous studies of “derailment” Problems with interpersonal relationships 
 • 20 US managers and 42 European managers Failure to meet business objectives 
 • Focus on skills causing “derailment”   Inability to build and lead a team 
   (the opposite of success)    Inability to management self-development or to adapt 
 
 
• American Management Association (2000)  

• 921 managers in the USA     Importance to Managerial Gap 
   Skill           Organizations Competence 

Customer Focus     1 (4.74)  1 (3.90)  22 
Ability to use information to solve problems  2 (4.64)  2 (3.71)  15 
Recognizing problems and implementing solutions 3 (4.56)  8 (3.52)  7 
Credibility among peers, subordinates, colleagues 4 (4.45)  3 (3.69)  18 
Ability to transform words into actions  5 (4.44)  5 (3.55)  11 
 
Listening and asking questions   6 (4.40)  13 (3.36) 3 
Contributing to firm mission/objectives  7 (4.39)  4 (3.57)  16 
Working in teams (cooperation/commitment) 8 (4.34)  11 (3.40) 8 
Identifying opportunities for innovation  9 (4.33)  14 (3.35) 4 
Setting standards for self and subordinates  10 (4.32) 7 (3.53)  9 
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Coaching and mentoring skills   15 (4.21) 26 (2.99) 1 
Time management    12 (4.27) 25 (3.19) 2 
Implementing improvements   11 (4.29) 17 (3.33) 5 
Setting priorities     14 (4.24) 20 (3.32) 6 

 
        
 
•  Andersen Consulting (2000) 

• Study of Andersen partners,   Employee skills   Leadership attributes 
  consultants, and client leaders   Creativity   Less controlling  
      Team building   Shares authority 
      Resilience/flexibility  Culturally attuned 
      Technical competence  Encourages challenge 
      Deal with ambiguity  Clear vision 
      Speed    Comfortable with risk 
      Emotional intelligence  Creates a motivated business 
      Communication skills  Manages intellectual diversity 
          Entrepreneurial 
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Table 0.3   A Model for Developing Management Skills 
 
Components  Contents   Objectives 
 
1. Skill assessment Survey instruments  Assess current level of skill competence and 
   Role plays     knowledge; create readiness to change. 
 
2. Skill learning  Written text   Teach correct principles and present a rationale 
   Behavioral guidelines    for behavioral guidelines. 
 
3. Skill analysis  Cases    Provide examples of appropriate and inappropriate  
         skill performance. Analyze behavioral principles  
         and reasons they work. 
 
4. Skill practice  Exercises   Practice behavioral guidelines. Adapt principles  
   Simulations     to personal style. Receive feedback and 
   Role plays     assistance. 
 
5. Skill application Assignments (behavioral   Transfer classroom learning to real-life situations. 
     and written)   Foster ongoing personal development. 
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Table 0.4 The Organization of Each Chapter 
 
Section    Contents 
 
Skill Assessment Instruments designed to identify your current level of skill competency, your 

styles, and/or key dimensions of the skill.  These instruments can be used to 
identify individual differences, issues surrounding diversity, and areas for 
personal improvement plans. 

 
Skill Learning Behavioral guidelines and key principles associated with the skill are explained.  

Scientific research is used as the basis for prescribed skill performance.  
Clarifying how to successfully develop and perform the skill is the purpose of this 
section. 

 
Skill Analysis Cases and examples are presented in order to provide examples of successful 

and unsuccessful skill performance.  Analytic problem solving is facilitated as 
recommendations are made for what the key issues are, how performance might 
be modified, and why success was achieved. 

 
Skill Practice Exercises and role plays make it possible for individuals to actually practice the 

skill.  Feedback from peers and the instructor will facilitate improvement of the 
skill in a setting where failure is not costly. 

 
Skill Application Suggested assignments are provided so that the skill can be applied in a real-life 

setting.  A feedback mechanism is also suggested so that individuals analyze 
their own success in applying the skill outside the classroom.  Improvement plans 
should always be associated with the application exercises. 
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Figure 0.1   Developing Managerial and Leadership Competencies: 
The Learning Model
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FIGURE 0.2  Leadership and Management Skills Organized by the Competing Values 
Framework 
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Figure 0.3 The Necessity of Developing Leadership and 
Management Skills
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