


Full-Circle Learning
MyLab™: Learning Full Circle for Marketing, 

Management, Business Communication, 
Intro to Business, and MIS

BEFORE
CLASS

AFTER
CLASS DURING

CLASS

Decision 
Sims, Videos, 
and Learning 

Catalytics

DSM's, 
pre-lecture 
homework, 

eText

Writing 
Space, Video 
Cases, Quiz-

zes/Tests

MyLab



This page intentionally left blank 



Critical Thinking

MyManagementLab™: Improves Student 
Engagement Before, During, and After Class

Decision Making

• Video exercises – engaging videos that bring business concepts to life and explore business topics 
related to the theory students are learning in class. Quizzes then assess students’ comprehension of  
the concepts covered in each video.

• Learning Catalytics – a “bring your own device” student engagement, assessment, and classroom 
intelligence system helps instructors analyze students’ critical-thinking skills during lecture.

• Dynamic Study Modules (DSMs) – through adaptive learning, students get personalized guidance 
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• Business Today – bring current events alive in your classroom with videos, discussion  
questions, and author blogs. Be sure to check back often, this section changes daily.

• Decision-making simulations – place your 
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simulation will change and branch based on the 
decisions students make, providing a variation of 
scenario paths. Upon completion of each simulation, 
students receive a grade, as well as a detailed report 
of the choices they made during the simulation and 
the associated consequences of those decisions.

• Writing Space – better writers make great learners—who perform better in their courses. Providing 
a single location to develop and assess concept mastery and critical thinking, the Writing Space offers 
automatic graded, assisted graded, and create your own writing assignments, allowing you to exchange 
personalized feedback with students quickly and easily.

Writing Space can also check students’ work for improper citation or plagiarism by comparing it against 
the world’s most accurate text comparison database available from Turnitin.

• Additional Features – included with the MyLab are a powerful homework and test manager, robust 
gradebook tracking, comprehensive online course content, and easily scalable and shareable content.
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new in this edition

• New to every Chapter Personal Inventory Assessments (P.I.A)
• Chapter 2 now includes a major focus not only on managing stress but also on 

how to enhance and encourage well-being.
• Chapter 8 replaces the discussion on “delegation” with a focus on “engagement.”
• Research continues to appear on factors that predict managerial effectiveness 

and skillful performance. Therefore, we have updated references, studies, and 
examples to enhance each chapter’s currency.

• In an environment filled with instantaneous technology, sound bites of data, and 
short attention spans, we have been motivated to shorten each of the book’s 
chapters substantially. With these reductions, however, we have maintained the 
empirical evidence and the foundational models and frameworks.

• In each chapter, references to video examples found in Pearson’s 
MyManagementLabTM are noted.

Why Focus on Management Skill Development?

Given that a “skill development” course requires more time and effort than a course us-
ing the traditional lecture/discussion format, we are sometimes asked this question by 
students, especially those who have relatively little work experience.

Reason #1: It focuses attention on what effective managers 
actually “do.”

In an influential article, Henry Mintzberg (1975) argued that management education had 
almost nothing to say about what managers actually do from day to day. He further faulted 
management textbooks for introducing students to the leading theories about manage-
ment while ignoring what is known about effective management practice. Sympathetic to 
Mintzberg’s critique, we set out to identify the defining competencies of effective managers.

Although no two management positions are exactly the same, the research summa-
rized in the Introduction highlights ten personal, interpersonal, and group skills that form 
the core of effective management practice. Each chapter addresses one of these skills.

Personal Skills 
1. Developing Self-Awareness
2. Managing Personal Stress and Well-Being
3. Solving Problems Analytically and Creatively

P r e f a c e
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Interpersonal Skills 
4. Building relationships by Communicating Supportively
5. Gaining Power and Influence
6. Motivating Others
7. Managing Conflict

Group Skills 
8. Empowering and Engaging Others
9. Building Effective teams and teamwork

10. Leading Positive Change

Consistent with our focus on promoting effective management practice, the ma-
terial in these chapters provides guidance for a variety of contemporary management 
challenges, including: “How can I help others accept new goals, new ideas, new ap-
proaches?” “How can I invigorate those who feel outdated and left behind?” “How do I 
help the ‘survivors’ of a downsizing pick up the pieces and move on?” “How do I help 
people with very different agendas and philosophies work together, especially during peri-
ods of high stress and uncertainty?”

Anyone tempted to dismissively argue that the answers to these questions are “com-
mon sense” would do well to recall Will Rogers’ pithy observation: “Common sense ain’t 
common.” In addition, the research reported in the Introduction suggests that, in many 
cases, managers’ “common sense” isn’t “good sense.”

The premise of this book and associated course is that the key to effective management 
practice is practicing what effective managers—those with “good sense”—do consistently.

Reason #2: It is consistent with proven principles of effective 
teaching and learning.

A seasoned university professor advised a young colleague, “If your students aren’t learn-
ing, you’re not teaching—you’re just talking!” Here’s what some authorities on higher 
education have to say about how effective teachers foster learning:

“All genuine learning is active, not passive. It is a process of discovery in which the 
student is the main agent, not the teacher.” (Adler, 1982)

“Learning is not a spectator sport. Students do not learn much just by sitting in a 
class listening to teachers, memorizing pre-packaged assignments, and spilling out 
answers. They must talk about what they are learning, write about it, relate it to past 
experiences, apply it to their daily lives. They must make what they learn part of 
themselves.” (Chickering & Gamson, 1987)

In their classic book, Bonwell and Elson (1991) list seven defining characteristics of active 
learning:

1. Students are involved in more than passive listening.
2. Students are engaged in activities (e.g., reading, discussing, writing).
3. There is less emphasis placed on information transmission and greater 

 emphasis placed on developing student skills.
4. There is greater emphasis placed on the exploration of attitudes and values.
5. Student motivation is increased, especially in adult learners.
6. Students receive immediate feedback from their instructor and peers.
7. Students are involved in higher order thinking (analysis, synthesis, 

evaluation).
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Our goals in writing this book were to bridge the academic realm of theory and research 
and the organizational realm of effective practice and to help students consistently trans-
late proven principles from both realms into personal practice. To accomplish these goals, 
we formulated a five-step “active” learning model, described in the Introduction. Based 
on the positive feedback we’ve received from teachers and students, we can state with 
confidence that the form of active learning pioneered in this book is a proven pedagogy for 
management skill mastery.

MyManaGeMentlaB suGGesteD aCtIvItIes
For the 9th edition we the authors are excited that Pearson’s MyManagementLab has 
been integrated fully into the text. These new features are outlined below. Making assess-
ment activities available on line for students to complete before coming to class will allow 
you the professor more discussion time during the class to review areas that students are 
having difficulty in comprehending.

Watch It

Recommends a video clip that can be assigned to students for outside classroom viewing 
or that can be watched in the classroom. The video corresponds to the chapter material 
and is accompanied by multiple choice questions that re-enforce student’s comprehension 
of the chapter content.

Personal Inventory Assessments (PIA)

Students learn better when they can connect what they are learning to their personal 
 experience. PIA (Personal Inventory Assessments) is a collection of online exercises designed 
to promote self-reflection and engagement in students, enhancing their ability to connect 
with concepts taught in principles of management, organizational behavior, and human 
 resource management classes. Assessments are assignable by instructors who can then track 
students’ completions.  Student results include a written explanation along with a graphic 
display that shows how their results compare to the class as a whole. Instructors will also 
have access to this graphic representation of results to promote classroom discussion.

DetaIleD ChaPter By ChaPter ChanGes
Based on suggestions from reviewers, instructors, and students, we have made a number 
of changes in the ninth edition of Developing Management Skills.

• Chapter 2 now includes a major focus not only on managing stress—usually 
observed to be a negative influence on individuals—but it focuses on how to 
enhance and encourage well-being. Stress can be turned to good outcomes if 
managed effectively, and this 9th edition adopts this positive approach. It high-
lights ways to flourish and enhance well-being even in the presence of stressful 
circumstances.

• Chapter 8 replaces the discussion on “delegation” with a focus on “engagement.” 
The theme of employee engagement has become a very important topic in modern 
organizations as they attempt to enhance their performance and help their em-
ployees flourish. That is, employee engagement has become a very hot topic. This 
chapter provides a framework that helps you engage employees effectively.

• In an environment filled with instantaneous technology, sound bites of data, and 
short attention spans, we have been motivated to shorten each of the book’s 
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chapters substantially. With these reductions, however, we have maintained the 
empirical evidence and the foundational models and frameworks that distinguish 
this book from others on the market. We have maintained the scientific and 
scholarly basis for the prescriptions in each of the chapters because, to be effec-
tive managers, students need more substance than found in traditional airport 
bookstore advice.

• Research continues to appear on factors that predict managerial effectiveness and 
skillful performance. Therefore, we have updated references, studies, and exam-
ples to enhance each chapter’s currency. Whereas many of the classic studies and 
foundational investigations remain in the text, you will find many up-dated studies 
and examples through the book. This is also the case with exercises, cases, and 
assessment instruments.

• In each chapter, references to video examples found in Pearson’s 
MyManagementLab are noted. You will want to use these video supplements to 
illustrate certain concepts and practices discussed in the chapters. They provide 
real examples of management skill practices in the workplace.

tips for Getting the Most out of this Course

Whether you are an undergraduate or MBA student, or an experienced manager, based on 
our years of teaching management skills, here are some suggestions for making this course 
a personally meaningful learning experience:

• Read the Introduction carefully. Although this is not a typical management text-
book, it is important that you understand its distinctive learner-focused features, 
especially the five-step learning model: Skill Assessment, Skill Learning, Skill 
Analysis, Skill Practice, and Skill Application. You’ll also find informative research 
on how much managers’ actions impact individual and organizational perfor-
mance and the characteristics of effective managers.

• Thoughtfully complete the Skill Assessment surveys for each chapter. These diag-
nostic tools are designed to help you identify which specific aspects of each skill 
topic most warrant your personal attention.

• Carefully study the Behavioral Guidelines and the summary model at the conclu-
sion of the Skill Learning section of each chapter before reading that section. These 
written and graphical summaries are designed to bridge the research-informed 
description of each topic with the skill development activities that follow. To help 
you internalize research-informed “good sense,” be sure to use the Behavioral 
Guidelines as your frame of reference when reading and discussing Skill Analysis 
cases and participating in Skill Practice and Skill Application exercises.

• Be sure to complete the Skill Application exercises in each chapter. Management 
skill mastery requires out-of-class skill practice. How to do this is pretty straightfor-
ward if you are currently working in an organization, regardless of whether you 
are an experienced manager or a new, part-time employee. Whether or not you 
are currently employed, we encourage you to seek out skill practice opportunities 
in all aspects of your life, including working in assigned teams in this and other 
courses, planning social events for a campus or community organization, counsel-
ing a troubled sibling or friend, managing end-of-semester deadlines, or handling a 
difficult issue with a boy/girlfriend or spouse. The sooner you begin—and the more 
you persist in—practicing what you learn in this course, the more you’ll be able to 
count on these skills as “automatic responses” when you need them as a manager.



 PrefaCe xxiii

InstruCtor resourCes
At the Instructor Resource Center, www.pearsonhighered.com/irc, instructors can easily 
register to gain access to a variety of instructor resources available with this text in down-
loadable format. If assistance is needed, our dedicated technical support team is ready to 
help with the media supplements that accompany this text. Visit http://247.pearsoned.
com for answers to frequently asked questions and toll-free user support phone numbers.

The following supplements are available with this text:

• Instructor’s Resource Manual
• Test Bank
• TestGen® Computerized Test Bank
• PowerPoint Presentation

2015 QualItatIve BusIness vIDeo lIBrary
Additional videos illustrating the most important subject topics are available in 
MyManagementLab, under the Instructor Resources: Business Today.

CoursesMart textBooks onlIne
CourseSmart eTextbooks were developed for students looking to save money on required 
or recommended textbooks. Students simply select their eText by title or author and 
purchase immediate access to the content for the duration of the course using any major 
credit card. With a CourseSmart eText, students can search for specific keywords or page 
numbers, take notes online, print out reading assignments that incorporate lecture notes, 
and bookmark important passages for later review. For more information or to purchase a 
CourseSmart eTextbook, visit www.coursesmart.com.
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Introduction

The Critical Role of Management Skills
No one doubts that the twenty-first 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, 20, or even 10 years from now. Change is just too rapid 
and ubiquitous. Three quarters of the content on the web was not available three years 
ago. The development of “nanobombs” has caused some people to predict that personal 
computers and desktop monitors will land on the scrap heap of obsolescence within 20 
years. The new computers will be a product of etchings on molecules leading to personal-
ized data processors injected into the bloodstream, implanted in eyeglasses, or included 
in wristwatches.

Warren Bennis, a colleague of ours, 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! Almost 
no one would argue with the claim 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 rel-
atively constant. With minor variations and stylistic differences, what have 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 respect in re-
lationships have always been among the goals of human beings, and the same principles 
that brought about those outcomes in the second or seventeenth centuries still bring 
them about in the twenty-first 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.

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. This 
is one reason why the shelves of bookstores. blogs, and on-line newsletters are filled with 
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prescriptions of how one more executive or one more company struck it rich or beat out 
the competition. Thousands of books trumpet 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 suc-
cessful organizations or 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 actu-
ally 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. This book could be 
retitled “life skills,” or even “leadership skills.” 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 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 scien-
tific 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

In the last couple of decades, an abundance of evidence has been produced  demonstrating 
that skillful management is the single most powerful 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 $3,814 per employee, $27,044 more in sales per 
employee, and $18,641 more in stock market 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).
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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 five-year  survivability in 136 nonfinancial 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 five most power-
ful 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.

This is just a small sampling of studies that indicate overwhelmingly that good 
 management fosters financial success, whereas less effective management fosters financial 
distress. Successful organizations have managers with well-developed management skills. 
Moreover, the data are clear that management skills are more important in accounting for 
success than industry, environment, competition, and economic factors combined.

The Skills of Effective Managers

What, then, differentiates effective managers from less effective managers? If develop-
ing management skills is so crucial for organizational success, what skills ought to be 
the focus of our attention? The management literature is filled with lists of attributes, 
behaviors, orientations, and strategies for enhancing successful performance. In writing 
this book, we wanted to identify the skills and competencies that separate extraordinarily 
effective performers from the rest of us. So, in addition to reviewing the managerial and 
leadership literatures, we also identified 402 individuals who were rated as highly effec-
tive 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 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 that 
explain their success?
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Table 1  Skills of Effective Managers—One Study

 1. verbal communication (including listening)

 2. managing time and stress

 3. rational and creative decision making

 4. recognizing, defining, and solving problems

 5. motivating and influencing others

 6. delegating and engaging others

 7. Setting goals and articulating a vision

 8. Self-awareness

 9. team building

10. managing conflict

Our analysis of the interviews produced about 60 characteristics of effective manag-
ers. The 10 identified most often are listed in Table 1. Not surprisingly, these 10 charac-
teristics are all behavioral skills. They are not personality attributes or styles, nor are they 
generalizations such as “luck,” “charisma,” or “timing.” They also are common across 
industries, levels, and job responsibilities. The characteristics of effective managers are 
not a secret.

What Are Management Skills?

There are several defining characteristics of management skills that differentiate them 
from other kinds of characteristics and practices. First, management skills are behavioral. 
They are not personality attributes or stylistic tendencies. Management skills consist of 
actions that lead to positive outcomes. Skills can be observed by others, unlike attributes 
that are purely mental, stylistic, or are embedded in personality.

Second, management skills are controllable. The performance of these behaviors is 
under your own control. Skills may involve other people and require cognitive work, but 
they are behaviors that you can govern yourself.

Third, management skills are developable. Performance can improve. Unlike IQ or 
certain personality or temperament attributes that remain relatively constant throughout 
life, you can improve your competency in skill performance through practice and feed-
back. You 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 demon-
strate just one skill in isolation from others. Skills are not simplistic, repetitive behaviors, 
but they are integrated sets of complex responses. Fifth, management skills are some-
times 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 individual-
ism 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 more 
than 500 midlevel and upper-middle managers in about 150 organizations. The most 
frequently mentioned 25 management skills taken from about a dozen studies in the aca-
demic literature (such as those in Table 2) were measured. Statistical analyses revealed 
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that the skills fell into four main groups or clusters. One group of skills focused on par-
ticipative and human relations skills (for example, supportive communication and team 
building), 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 conclu-
sion 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 (see Cameron, Quinn, DeGraff, & Thakor, 2014). 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, social and 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, emotional intelligence scores (EQ) have fallen. 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!

The good news is that improvement in developing management skills has been 
found in both students and managers who have been exposed to in the learning model 
presented in Developing Management Skills. For example, MBA students showed 
improvement of from 50 to 300 percent on social skills over two years by enrolling 
in courses based on the approach to developing management skills presented here. 
A greater amount of improvement occurred among students who applied these skills 
to aspects of their lives outside the classroom. In addition, a cohort of 45- to 55-year-
old executives produced the same results as the MBA students. They also improved 
dramatically in their management skills even though most were already experienced 
in senior managerial positions (Boyatzis, 1996, 2000, 2005; Boyatzis, Cowen, & 
Kolb, 1995; Boyatzis, Leonard, Rhee, & Wheeler, 1996; Leonard, 1996; Rhee, 1997; 
Wheeler, 1999).

An Approach to Skill Development

The method that has been found to be most successful in helping individuals develop 
management skills is based on social learning theory (Bandura, 1977; Boyatzis et al., 
1995; Davis & Luthans, 1980). This approach marries rigorous conceptual knowledge 
with opportunities to practice and apply observable behaviors. It relies on cognitive work 
as well as behavioral work. This learning model, as originally formulated, consisted of 
four steps: (1) the presentation of behavioral principles or action guidelines, generally us-
ing traditional instruction methods such as lecture and discussion; (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.
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Our own experience in teaching complex management skills, as well as research 
on management skills development among MBA students (e.g., Boyatzis et al., 1995; 
Vance, 1993) has demonstrated 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. To ensure the validity of the behav-
ioral guidelines being prescribed, the learning approach must include scientifically based 
knowledge about the effects of the management principles being presented.

Second, you must be aware of your current level of skill competency and be mo-
tivated to improve upon that level. Most of us receive very little feedback about our 
current level of skill competency. Most organizations provide some kind of annual or 
semiannual evaluation (for example, course grades in school or performance appraisal in-
terviews in firms), but these evaluations are usually infrequent and narrow in scope, and 
they fail to assess performance in most critical skill areas. To help you understand what 
skills to improve and why, 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 you to change by illuminating your strengths and weaknesses. This makes it 
possible to target your improvement efforts more specifically. Assessment activities gen-
erally 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 manage-
ment 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 exer-
cises often take the form of an outside-of-class intervention, a consulting assignment, 
self-analysis through journal writing, or a problem-centered intervention, which you can 
analyze to determine its degree of success or failure.

In summary, evidence suggests that a five-step learning model is most effective for 
helping you develop management skills (see Cameron & Whetten, 1984; Kolb, 1984; 
Vance, 1993; Whetten & Cameron, 1983). Table 2 outlines such a model. Step 1 involves 
the assessment of current levels of skill competency and knowledge of the behavioral 

Table 2  A Model for Developing Management Skills

Components Contents objeCtives

1. Skill assessment Survey instruments
role plays

assess current level of skill competence and  
knowledge; create readiness to change.

2. Skill learning written text
Behavioral guidelines

teach correct principles and present a rationale 
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
Simulations
role plays

practice behavioral guidelines. adapt principles to 
 personal style. receive feedback and assistance.

5. Skill application assignments (behavioral and 
written)

transfer classroom learning to real-life situations.  
foster ongoing personal development.
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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 presented in order to analyze behavioral principles in real organizational set-
tings. 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 is the application of the skill to a real-life setting outside the class-
room with follow-up analysis of the relative success of that application.

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 (Boyatzis et al., 1995; Burnaska, 1976; Kolb, 1984; 
Latham & Saari, 1979; Moses & Ritchie, 1976; Porras & Anderson, 1981; Smith, 1976; 
Vance, 1993).

To assist you in improving your own management skills, this book emphasizes prac-
ticing management skills rather than just reading about them. We have organized the 
book with this specific approach in mind.

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; Katzenbach, 1995; Nair, 1994; Quinn, 
2000; Tichy, 1999). 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 either changed the title of the book 
to Developing Leadership Skills, or at least included one chapter on leadership in this 
volume. These queries and suggestions are important and have motivated us to clarify at 
the outset of the book what we mean by management, and why our approach lies at the 
heart of 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 devel-
oped by examining the criteria used to evaluate organizational performance (Cameron 
et al., 2014; Quinn & Rohrbaugh, 1983). Extensive research has been conducted on 
this framework over the past three decades, and a brief explanation will help clarify the 
relationship between management and leadership skills. This research has shown that 
both leadership and management skills fall into four clusters or categories as illustrated 
in Figure 1.

In order to be an effective leader and manager, the research suggests that you must 
be competent in: (1) people skills, collaboration, teamwork, and interpersonal commu-
nication. These are referred to in the academic literature as clan skills. (2) creativity, in-
novativeness, entrepreneurship, and fashioning a vision for the future. These are referred 
to in the academic literature as adhocracy skills; (3) producing results, making fast deci-
sions, competing aggressively, and being comfortable taking charge. These are referred to 
in the academic literature as market skills; and (4) maintaining stability and predictability, 
increasing quality, being efficient, and maintaining control. These are referred to in the 
academic literature as hierarchy skills.

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 re-
quired to compete effectively and manage external relationships (e.g., motivating others, 
using power and influence). Hierarchy skills include those required to maintain control 




